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As commercial banks strive to meet the broad B2B needs of
small and medium enterprises, commercial clients, and
corporates, they need to seriously up their digital game. This
means something totally different and far more complex in
the B2B arena. A sexy app does not win the day in
commercial banking. Commercial banks must balance
foundational modernization initiatives between practical
platform solutions and custom builds—all in the name of
enabling 360 visibility of working capital and real-time
everything. Service provider partners have a critical role to
play in enabling this future reality.

Elena Christopher

Chief Strategy Officer and Financial
Services Leader, HFS Research
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Introduction and
the HFS commercial
banking value chain
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= - Commercial banking customers want a digital experience: Commercial banks own the high-
I ntrOd u Ctlon value relationships within their firms, but they must play catch-up with their retail banking
siblings, shifting from manual processes and a people-led engagement running on legacy
tech to seriously up their digital CX game. The competition is intense, with commercial clients
diversifying their relationships across banking institutions and non-bank lenders and nimble
fintechs gaining ground. Congruent priorities around customer experience, new business
models, and enablement of better business transactions necessitate modernization to secure
the bank’s future—goals that commercial banks can achieve with the help of their service provider
partners.

 HFS Horizons: The Best Service Providers for Commercial Banks, 2025 report assesses how
well service providers help commercial banks across the globe embrace innovation and realize value
across three distinct Horizons.

— Horizon 1 is functional digital transformation: The ability to drive digitized processes to
improve business outcomes such as cost reduction, speed, and efficiency across elements of the

commercial banking value chain.

— Horizon 2 is enterprise transformation: Horizon 1 + enablement of the OneOffice model of
end-to-end organizational alignment across the front, middle, and back offices to drive
unmatched stakeholder experience and enterprise modernization.

— Horizon 3 is ecosystem transformation: Horizon 2 + ability to drive the OneEcosystem
impact via collaboration across multiple organizations with common objectives around driving
completely new sources of value.

« The report evaluates the capabilities of 22 service providers across the HFS commercial banking
value chain based on a range of dimensions to understand the why, what, how, and so what of
their service offerings.

« It highlights the value-based positioning for each participant across the three distinct Horizons. It
also includes detailed profiles of each service provider, outlining their provider facts, strengths,
and development opportunities.

+ The report is global in scope and offers critical insights for commercial banks, service
providers supporting commercial banks, and ecosystem partners.
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HFS Horizons for commercial banking
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Horizon 3—Ecosystem transformation
Horizon 3 service providers demonstrate:

« Horizon 2 + the ability to drive the OneEcosystem impact via
collaboration across multiple organizations with common objectives
around driving completely new sources of value

+ Innovation scope at the ecosystem level with the resulting value
delivered focused on growth through new business and collaboration
models

Horizon 2—Enterprise transformation

Horizon 2 service providers demonstrate:

« Horizon 1 + enablement of the OneOffice model of end-to-end
organizational alignment across the front, middle, and back offices to
drive unmatched stakeholder experience

+ Innovation scope at the end-to-end enterprise level with the resulting
value delivered focused on enhanced stakeholder experience—inclusive of
customers, advisors, partners, and regulators

Horizon 1—Functional digital transformation
Horizon 1 service providers demonstrate:

+ The ability to drive digitized processes to improve business outcomes
such as cost reduction, speed, and efficiency across elements of the
commercial banking value chain

« Innovation focus, generally at the function level, with the resulting value
focused on the digitization of domain-specific processes
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The HFS commercial banking value chain, 2025

Commercial banking
Treasury Complementary

» Customer acquisition « Asset-based Card services + Payables + Import payable + Mergers and
and onboarding financing . Payment processing + Receivables solutions acquisitions
» Customer  Lines of credit + Merchant services + Lockbox services + Export receivables + Wealth
Indus_t_ry management and - Capital financing + Fraud management + Liquidity solutions management/
specific operations « Origination « Infrastructure management « Finance solutions employee services
» Integration and + Underwriting services + Integration and (factoring, » Industry solutions
digital platforms « Loan fulfilment digital platforms securitization) + Corporate banking
» Loan servicing + Value-added services <« Foreign exchange + SMB banking
« Default management (for e.g., tax) » Integration and » Real estate
digital platforms * Investment banking

Cross-functional BFS processes

Bills and statements | Risk management and monitoring | Regulatory compliance | Audit and reporting | Fraud management | Legal | Treasury | ESG

Enabling technologies

Cloud | GenAl | Predictive analytics | Machine learning | Blockchain | Data platforms | Process automation | Intelligent document processing | SaaS and
platform-based applications

Horizontal business processes

Customer care | Human resources | Procurement and sourcing | Finance and accounting | Data management

Horizontal IT processes

Software engineering | Application development and management | Applications modernization | Cybersecurity | Data modernization | IT operations
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The HFS commercial banking value chain defined

HFS developed the industry value chain concept to graphically depict our understanding of the processes and functions that
specific industries engage in to operate their businesses. The industry value chain for commercial banking is a subset of our

broader banking and financial services value chain. The elements of the commercial banking value chain include:

Commercial banking lines
of business and functional
processes

Deposits, commercial lending,
cards and payments, treasury
management, trade finance, and
complementary capabilities such
as investment banking represent
the range of unique processes
commercial banks undertake to
conduct their core business.

Cross-functional
banking processes

Commercial banks have various
functions that are industry-specific
yet run across all lines of business,
such as regulatory compliance,
fraud management, and ESG.

Enabling
technologies

Much of the innovation and change
taking place in commercial
banking is driven by enabling
technologies. They include
elements such as cloud,
generative Al (GenAl), data
platforms, and SaaS and platform-
based applications.

Horizontal IT and
business processes

Enterprises in all sectors have a
range of consistent business and
IT processes that are essential to
running their businesses but are
executed similarly regardless of
the industry. We refer to these as
horizontal processes and have
segmented them by IT and
business functions. Our industry-
specific coverage of these areas
will focus on instances where
something unique has been
developed for the industry, such
as GenAl-enabled trade finance or
commercial lending modernization.
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Major themes of the Commercial Banking Horizons study

The future of commercial — o
banking

What's your vision for the future
of the commercial banking
industry—status quo versus real
transformation?

Transformation focus ‘
_ e

Ecosystems

What will it take to drive true
change in commercial banking
beyond improved digital
hygiene? What does end-to-end
modernization look like?

Innovation

What are the critical innovations that
will drive the commercial banking
market forward? What's the intersection
between innovation and new offerings
and new customer segments?

How are partnership ecosystems evolving in
commercial banking? What role do service
providers play in supporting and enabling
growth and new business models?

Outcomes

What are the key outcomes
you’'re helping commercial
banks realize?
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Research
methodology
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The 22 service providers covered in this report
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Note: All service providers are listed alphabetically
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Sources of data

This Horizons research report relies on myriad data sources to support
our methodology and help HFS obtain a well-rounded perspective on the
service capabilities of the participating organizations our study covers.
Sources are as follows:

K o= £y

Briefings and Reference checks HFS Pulse Other data sources
information gathering

HFS conducted detailed briefings We conducted reference Each year, HFS fields multiple Public information such as
with commercial banking leadership checks with 36 active demand-side surveys, which news releases and websites.
from each vendor. clients and 29 active include detailed vendor rating

partners of the study questions. For this study, we Ongoing interactions,
Each participant submitted a specific participants via survey- leveraged our fresh-from-the-field briefings, virtual events,
set of supporting information based and telephone HFS Pulse Study data, which etc., with in-scope vendors
aligned to the assessment interviews. features 225 service provider and their clients and
methodology. ratings from banks. partners.

I IFS HOrIZONS © 2024 | HFS Research Excerpt for EY The Best Service Providers for Commercial Banks, 2025 | 12



Horizons assessment methodology: The best service providers for

commercial banks, 2025

This research evaluates the capabilities of service providers across a range of dimensions to understand the why, what, how, and so what of their service
offerings supporting commercial banks. Our assessment is based on input from clients and partners and augmented with analyst perspectives. The following
illustrates how we assess your capabilities.

A
v

Distinguishing service provider characteristics

Assessment Horlzon 1 Horlzon 2 Horlzon ic]
Assessment sub-dimension

Value proposition: Strategy for the commercial banking market and vision for the future of + Ability to drive digitized processes to « Horizon 1 + enablement of the » Horizon 2 + ability to drive the

The Why? the industry improve business outcomes such as “OneOffice” model of end-to-end “OneEcosystem” impact via
Offeri ligned to t bl tat ts for th " cost reduction, speed, and efficiency organizational alignment across the collaboration across multiple
(25%) SIrligs Elligh=e) €9 Wlp [Preslisiin Sl il uns S=Samor across elements of the commercial front, middle, and back offices to organizations with common

Execution and

Differentiators—why commercial banks work with you

Breadth and depth of services across the commercial banking value

banking value chain

Functional domain expertise for

drive unmatched stakeholder
experience

Comprehensive coverage across the

objectives around driving completely
new sources of value

Comprehensive coverage across the

innovation chain and associated delivery capabilities segments of the commercial banking commercial banking value chain commercial banking value chain and

capabilities: . e . . . value chain Strong industry-specific talent beyond

The What? Strength of industry-specific talent—hiring, training, and ongoing Industry-specific talent focused on across IT and operations domains Strong industry-specific talent pool
development key process domains or tech Range of industry-specific across consulting, IT, and operations

(25%) Approach to and strength of ecosystem partners Focused partnerships and strong PX partnerships and strong PX domains

Go-to-market

Industry-specific technology innovation

Nature of investments in your commercial banking business (M&A,

Limited industry-specific IP

Investments aligned to functional

Strong industry-specific IP

Horizon 1 + investments aligned to

Comprehensive industry-specific
partnerships with strong PX
Strong industry-specific IP + JVs

Investments aligned to Horizons 1, 2

strategy: non-M&A, R&D) digital optimization outcomes enterprise experience and + ecosystem enablement and impact

The How? . . . . Optimization and point solutions modernization Horizon 1, 2 + co-creation with
Co-innovation and collaboration approaches with customers and Target-focused roles and personas, Optimization and end-to-end customers and partners

(25%) partners, including creative commercial models mid-tier focus, geo-specific transformation Horizon 1, 2 + new value creation

Market impact:

The So What?

(25%)

Customer targeting approach—roles, segmentation, and geography

Scale of commercial banking business—revenue, clients, and headcount

Growth of commercial banking business—revenue, clients,
and headcount

Proven outcomes showcasing value delivered to commercial banks

Voice of the customer

Proven scale and growth driven by
functional digital optimization

Top CX and PX marks as an
optimization partner across key
commercial banking functions

Target range of roles and personas,
tiers 1 and 2, broad geo coverage

Proven scale and growth driven by
Horizon 1 + stakeholder experience
Top CX and PX mark an enterprise
transformation partner emphasizing
stakeholder experience

C-suite coverage across roles,
personas, and geos for tiers 1 and 2

Proven scale and growth driven by
H2 + ecosystem impact

Top CX and PX mark a global growth
partner driving new business models
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Executive summary and
commercial banking
market dynamics
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Executive summary

Horizon 3 service
providers revealed

What commercial
banks need from
service providers

How service providers
are meeting the needs
of commercial banks

We assessed 22 service providers across their value propositions (the why), execution and innovation capabilities (the what), go-to-
market strategy (the how), and market impact criteria (the so what). The seven (7) Horizon 3 leaders are Accenture, Cognizant, Deloitte,
EY, HCLTech, Infosys, and TCS in alphabetical order. These service providers have demonstrated their ability to support commercial banks
across the journey—from functional digital transformation through enterprise-wide modernization to creating new value through
ecosystems. Their shared characteristics include deep industry expertise across the commercial banking value chain, a full-service approach
across consulting, IT, and operations, a strong focus on innovation internally and externally with partners, co-innovation with clients and
partners, and proven impact and outcomes with commercial banking clients around the world.

The HFS Horizons model aligns closely with enterprise maturity. We asked commercial banking leaders interviewed as references for this
study to comment on the primary value their IT and business service provider partners deliver today and are expected to deliver in two
years. Respondents indicated that the primary value realized today is largely Horizon 1—functional digital transformation focused on digital
and optimization outcomes (54%). In two years, the focus will continue on digital and optimization outcomes (51%), as the industry
strengthens its digital hygiene to better serve large customers while also expanding to effectively cater to small and medium enterprise
(SME) clients. About a third of commercial banks are currently tapping their service providers to support enterprise transformation (34%).
While modernization needs abound, this focus will be downplayed in 2025. The biggest value shift in the next two years is to Horizon 3
initiatives. Commercial banks want to leverage their modernization initiatives to help them expand their footprint and increase their
relevance to commercial customers with broader liquidity offerings, non-banking services, and other ecosystem plays. Commercial banks
must choose their partners based on the value they seek; incumbents may be the convenient choice, but they must demonstrate updated
and relevant value.

As commercial banks evolve and mature across the Horizons, service providers are on point to support these ever-changing needs. In our
study, we found strong alignment between commercial banks’ digital and modernization initiatives (Horizons 1 and 2, respectively) and the
fastest-growing service offerings from providers. Modernization, CX, and risk and regulatory compliance ranked as the top solutions meeting
the needs of commercial banks. Modernization initiatives take many forms, but there is a strong focus on platform implementations for
functions such as commercial lending and trade finance. CX in commercial banking is a B2B focus and requires more than great
interactions—it includes elements such as faster customer onboarding, real-time payments, better cash management to enable real-time
liquidity views, and faster credit decisions for lending. Enhanced customer onboarding was a top case study, as were nCino implementations
for lending modernization. Risk and regulatory compliance is perpetual, and there’s still work to be done on optimizing these functions,
particularly with AI. We see what the incoming American federal government administration has in store for regulations in 2025.
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Commercial banks prioritize improving digital hygiene to reduce costs,
improve operations, and elevate customer experience

Which of the following statements best represent the primary value delivered by your service provider today and in the next
two years?

(percentage of respondents) Service provider Service provider

value now value in two years Characteristics
HORIZON 3 - Ecosystem transformation

Ability to drive ecosystem synergy via collaboration
across multiple organizations with common
objectives around driving completely new sources
of value

+ New business models built on
cross-industry value; e.g., multi-
bank liquidity view

« Integration of non-bank
offerings; e.g., insurance

11% @

ECOSYSTEM
GROWTH

HORIZON 2 - Enterprise transformation . Modernization initiatives; e.g.,

lending, trade finance
+ Operating model transformation
« Advanced analytics and insights
« Enhanced customer onboarding

Enablement of end-to-end organizational alignment
across the front, middle, and back offices to drive
unmatched stakeholder experience, impacting
employees, customers, and partners

EXPERIENCE
VALUE ASPIRATION

DIGITAL

INNOVATION SCOPE
ENTERPRISE

HORIZON 1 - Functional digital transformation

« Self-service enablement

« Al and automation of manual
processes; e.g., loan servicing,
credit decisioning

+ Digital channels and connectivity

« Risk and regulatory compliance;
e.g., real-time fraud monitoring

Ability to drive functional optimization outcomes
through cost reduction, speed, and efficiency
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Service providers respond to the major trends in commercial banks with

modernization, tech, and transformation

Major trends in commercial banks

1 Macroeconomic Inflation and high interest rates have yielded good

mixed bag

news/bad news scenarios in commercial banking.
The good news has been that there was money to
be made in the first rising interest rate economy in
the past 15+ years. However, volumes were down
as the cost of loans was high. Combine this with
the steep competition for deposits, which forced
commercial banks to offer attractive interest rates,
thinning their net interest margins.

2 CXin
commercial

banking is
unique

Retail banking CX is flashy B2C. In commercial
banking, it's a B2B paradigm that requires
365x24x7 capital clarity. Commercial clients want
simplified, connected access and straight-through
transactions. Banks are meeting this need by
balancing digitalization with personalized
service—using digital tools to enhance in-person
interactions, enable self-service, and deliver best-
in-class onboarding among others. The 2025 wish
list includes 360 liquidity across banks and real-
time everything.

3 Build and buy
to modernize

No commercial bank wants to build a custom or
highly customized lending platform for treasury or
trade finance among other functions. Witness the
rise of COTS (commercial off-the-shelf) in
commercial banking. However, for modernization
needs—where there is no easy platform
upgrade—commercial banks are building various
digital, API-enabled solutions to extend the
functionality of legacy systems that are not ready
to be retired.

Service providers’ top commercial banking offerings

What problems are you solving for commercial banks?
(open-ended question, percentage of respondents)

100%

58% 58%
42%
I I_I 38% ]

8%

3
I ]

Modernization Enhance CX Risk and Al enablement Cost Personalization
regulatory transformation
compliance

Sample: N = 22 providers of services to commercial banks
Source: HFS Research, 2024

Digital

Operations
resilence
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Horizons results: The
best service providers for
commercial banks, 2025
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HFS Horizons: The Best Service Providers for Commercial Banks, 2025—
summary of providers assessed in this report

Providers . . Providers . .
(alphabetical order) | HFS point of view (alphabetical order) | HFS Point of view

Accenture

Capgemini

Coforge

Cognizant

Deloitte

EY

Genpact

HCLTech

IBM

Infosys

Innova Solutions

Integrated capabilities to transform end-to-end commercial
banking lifecycle

Helping commercial banks modernize and transform, led by
core banking and payments with a side of fintech collaboration

Enabling commercial banks to modernize, optimize, and comply
to embrace digitized business models

Driving enhanced CX and cost optimization in commercial
banks through tech modernization

Consulting-led execution focused on helping commercial banks
elevate CX and build future-ready capabilities

Strategizing, engaging, and building future operating models
for commercial banks

Unlocking revenue, efficiency, and CX for commercial banks
through data, technology, AI, and operational excellence

Engineering DNA and innovation-led approach help commercial
banks enhance CX, reduce costs, and prepare for Al

Driving business and technology innovation to help commercial
banks optimize, grow, and comply

An end-to-end transformation partner for commercial banks,
helping them modernize and monetize for the future

Bringing a solution-led approach to digitally transform
commercial banking

Note: All service providers are listed alphabetically

LTIMindtree

NTT DATA

Persistent

Publicis Sapient

PwC

Sonata Software

TCS

Tech Mahindra

Virtusa

Wipro

WNS

Amplifying commercial banks’ core capabilities to drive
competitive differentiation and efficiency

A newly globalized transformation partner for payments and
lending in commercial banking

Bringing engineering excellence to help modernize commercial
banking

Digital business transformation partner for commercial banks
leveraging its SPEED approach

A Big 4 consultancy helping commercial banks overcome legacy
tech debt and launch new business models

An engineering partner with deep Microsoft experience

Driving iterative value realization in commercial banks’
transformation journeys

Leveraging deep tech skills and CX capabilities to help
commercial banks of all sizes modernize

Achieving digital parity with retail banking through platform
modernization and enhanced CX for commercial banks

Strategy-led execution to support digital change in commercial
banks

Bringing domain and digital to help transform commercial
banking operations
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HFS Horizons: The Best Service Providers for Commercial Banks, 2025

HORIZON 3 - Market Leaders
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Note: All service providers within a Horizon are listed alphabetically.
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Horizon 3 is growth through ecosystem transformation
Horizon 3 service providers demonstrate:

« Horizon 2 + the ability to drive the OneEcosystem impact via
collaboration across multiple organizations with common objectives
around driving completely new sources of value

+ Innovation scope at the ecosystem level with the resulting value
delivered focused on growth through new business and collaboration
models

Horizon 2 is experience through enterprise transformation

Horizon 2 service providers demonstrate:

« Horizon 1 + enablement of the OneOffice model of end-to-end
organizational alignment across the front, middle, and back offices to
drive unmatched stakeholder experience

+ Innovation scope at the end-to-end enterprise level with the resulting
value delivered focused on enhanced stakeholder experience—inclusive of
customers, advisors, partners, and regulators

Horizon 1 is optimization through functional digital transformation
Horizon 1 service providers demonstrate:

+ The ability to drive digitized processes to improve business outcomes
such as cost reduction, speed, and efficiency across elements of the
commercial banking value chain

« Innovation focus, generally at the function level, with the resulting value
focused on the digitization of domain-specific processes
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EY profile: The best
service providers for
commercial banks, 2025
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EY: Strategizing, engaging, and building future operating models for
commercial banks

Development opportunities

HORIZON 3 -
Market Leader . ! - . . . . . . . e as
* Value proposition: EY drives modernization efforts across all business interactions for commercial banks to improve cost-to-income ratios and + What we’d like to see more of:

EY prepare for future business models. EY has been the strongest advocate
el « Growth proof points: The firm has completed its $10 billion, 3-year investment in Nexus for financial services, delivering impactful assets for the “operate model” among the
such as pre-configured APIs and modular solutions to accelerate transformation. Alongside Nexus, it launched a global loan syndication Big 4. We'd like to see the firm
platform, which saw high uptake in the market. A separate $1.7 billion firm-wide Al investment has produced assets such as RM pricing continue pushing that forward.
HORIZON 2 - Enterprise widgets and predictive lending tools, offering some via flexible subscriptions. Its GenAl solutions boost efficiency in RM training, loan reviews, + What we’d like to see less of:
Innovator and underwriting. Commercial banking demands
+ Key differentiators: Despite strict audit regulations, EY has built a strong ecosystem of alliances to support commercial banking clients in consulting that _delivers r_eal value
credit, lending, treasury, and cash management. With its deep expertise in commercial banking, the firm helps banks align value propositions through exe_cutlon,_focusmg’o_n
with C-suite mandates across business lines. Tax and audit capabilities help round out its uniqueness. scalable IT integration. Don't just
HORIZON 1 - + Outcomes: EY reimagined the onboarding experience for a leading UK bank, enhancing compliance, data handling, operating models, and CX pIan—execute:. . )
Disruptor while benchmarking competitors. In another case, it developed a global wholesale credit target operating model with a multi-year * Customer critiques: Clients seek
implementation plan. more tailored commercial

« Customer kudos: Clients value its full range of services, from strategy to execution, for delivering results. contracts.

Clients by major geography Revenue mix Mergers and acquisitions (2021-2024)

' EY acquired 55 companies in the last four years.
) * 2024: Nuvalence, technology consulting firm
= Americas
= EMEA

= Consulting * 2022: Quantitative Scientific Solutions, emerging technology and advanced analytics consulting
firm; DXC Microsoft Dynamics; Clerestory, people’s advisory services; Ifb SE, international
finance and risk transformation and compliance consultancy

* 2021: Peak EPM, provides financial planning, stress testing, and cost management

Global operations and resources Flagship internal IP

= IT services
= APAC

Partnerships Key clients

* 100+ partnerships and Number of commercial Commercial banking headcount: 39,600 * EY TRACK: Innovative platform combining analytical technology and key trade
alliances in banking banking clients: 1,285 Number and location of delivery and innovation centers: finance knowledge to address anomaly detection, risk scores, anti-boycott
* Key partners: Key clients: - 20 global delivery centers: India (10), Poland (3), Philippines (2), detectiloln, contextual ana_lyticsNili'lpexport controls, and goods identification using
* FIS, Fiserv/Finxact, Infosys, 75% of the top 100 Mexico, Argentina, Spain, Sri Lanka, Hungary natura angua!ge processing (NLP) .
Microsoft commercial banking financial - 8 service delivery centers: US (5), Australia (2), UK (1) * Nexus Intelligent Core: Software product that accelerates, de-risks, and

services institutions . ™ 1 - . . augments modern core adoption for banks
i(s)i:lg;ces’!zag) (innovation) centers: Americas (20), EMEIA (23), | Next Gen Testing Platform: Software testing platform with automated testing

that demonstrated up to 3x improvement in productivity

* EY.ai: Global Al transformation program to “Transform Clients, Transform EY, and
Transform the World”
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