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Leadership takes foresight to make bold decisions. In the past, investment management 

experience earned as investment or distribution leaders. The disruptive speed and 
impact of data and technology, however, challenges today’s executives. CEOs are beset 
with ballooning technology costs, an explosion of new applications and data sets, and a 
shortage of internal expertise.

Technology for the C-suite
DRIVING COMPETITIVE ADVANTAGE IN INVESTMENT MANAGEMENT 

Asset management is in its 
adolescence when faced 
with how to unlock the 
transformative potential of data 
and technology. The industry 
spends US$51 billion annually 
on data and technology.   But 

technological capabilities that 
lack a cohesive recipe.
As technology moves to the 
core of the business, asset 
management CEOs must evolve 
and set a clear vision for how 
data and technology will drive 

competitive advantage. Those 
who have the road map and 
skills to act will leapfrog the 
competition.

This article aims to demystify 
the essential ingredients for 
success, working from the 
top down to link technology 

objectives. 

Tech budgets: Spending a 
growing budget more wisely
Asset managers historically 

viewed data and technology 
solely as enabling functions. 
Firms benchmarked their 
technology budgets to median 
spend, sought to adopt 
universal best practices, and 
largely mirrored competitors. 
As technology shifts to the 

taking increasingly divergent 
approaches—leading to 

terms of spend, process, and, 
ultimately, business impact.

Source: 2020 Casey Quirk CIO/CTO Survey; 2019 Casey Quirk/McLagan Performance Intelligence Survey, Casey Quirk analysis
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Change catalysts for investment management technology

Change Catalysts

Just-in-time expectations
Increased importance of providing instantaneous and 
accessible data and information

57% of investors note providing ‘anytime, anywhere access’ as the most 

Personalization
Heightened buyer and employee demands for on-demand, 
self-service capabilities

44% of asset owners citing that they expect service customization

Expanding Ecosystem
C-suites must increasingly leverage ecosystem partners to
build the business of tomorrow

28% of CTOs expected growth in external vendor spend

Data Proliferation
Abundance of traditional and alternative datasets – both 
structured and unstructured

5.3% annualized increase in total market data and third-party research 
spend as % of revenue (2014-2018)

Risk & Compliance
Importance of mitigationg risk in an increasingly litigious 
environment

1.6x increase in asset manager median legal & compliance costs (2015-
2018)

Sources: 2020 Casey Quirk CIO/CTO Survey, 2019 Casey Quirk/McLagan Performance Intelligence Study, Casey Quirk/Top1000funds.com Global Investor Survey, 

Casey Quirk Financial Advisor Study

Pressed on issues of 
technology, executives often 
assume those that deploy a 
greater volume of spend win. 
Median technology spend 
among asset managers hovers 
at 10% of operating expenses, 
representing an estimated 
US$51 billion in industry spend 
based on 2019 numbers.   
Despite this increase in spend, 
most managers struggle to 
prioritize, track, and determine 
the value of projects. More 
than three-quarters of chief 

business metrics around 
technology projects. Only 15% 
have a structured process 
for measuring the value of 
technology initiatives, and 
only one-third indicate they 
have a process for prioritizing 
technology investments.
We assessed industry 
participants based on spend 
and approach to technology.  

This assessment included 
surveys and interviews 
from leading CIO/CTO’s 
and was informed by our 
annual benchmarking study 
conducted in collaboration 
with McLagan.  In the study, 
we found that front-runners in 
asset management share two 
characteristics:

Empowered and adept 
leadership

 • Elevated technology
leadership that has the
perspective to engage in
business strategy.

 • An enterprise-wide culture of
innovation that emphasizes
new skills and pivots funding
to support new development.

 • A capital allocation process
that invests in the foundation,

use cases.

Mature technology 
operating model

 •
systems and applications,
enabling analytics.

 • A cohesive approach to talent
to attract, develop and retain
in-demand technology and
business leadership.

 • Leading technology
development and
implementation processes,
such as agile development;
capital allocation that
is more iterative and
considers shared service
investments; rigorous
impact measurement and
rationalization; and mature
change management.

Most asset managers lack 
these features. An analysis of 
budgets and capabilities among 
asset managers indicates that 

categories when it comes to 
data and technology. 
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Tech spend as % of total costs 9% 12.5% 12%
Stage in tech modernization 
journey

• Heavily reliant on legacy
systems and processes
(i.e. Excel, in-house data)

• Disjointed data infrastructure
and limited governance

• Some use of enabling
technologies, but limited
integration and adoption

• Early stages of modernizing
foundation (i.e. cloud migration,
integrated data)

• Some use of enabling 
technologies, but without a
cohesive strategy on how they
will drive business value

• Piloting analytics use cases,
with pull-through and broad
adoption still a challenge

• Modernized infrastructure and
data with clear governance

• Robust use of enabling
technologies, with clear strategic 
objectives and tracking of
business value

• Analytics deployed and adopted
across key processes to enable 
decision-support

Late movers Front runnersArchetype

Larger managers, 
unsurprisingly, invest more 
heavily in technology than their 
smaller peers. That said, an 
asset manager’s size provides 
less insight into how budget 
is spent across three levels of 
data and technology.

 • Business as usual
as the run-rate costs
of maintaining existing
technology;

 • Process improvement,
which includes improving or
replacing systems to improve

 • Innovation, data and
technology that supports

advantage. Innovative spend
is a spectrum, but for asset
managers it usually involves 
technologies directly linked
to expanding capabilities.
These capabilities may be
linked to new product and
service capabilities, creating
new revenue streams,

or reinventing business lines.

Technology model success metrics

Late Movers Transforming Firms
Front Runners

Median Margin,  
2018

Org. Growth,  
2016-18

Revenue Growth,  
2016-18

Excess Return  
Percentile 

Asset weighted, 2016-18

22.5%

0.2%

4.0%

45.3%

30.3%

0.1%

3.4%

46.0%

Median Margin,  
2018

Org. Growth,  
2016-18

Revenue Growth,  
2016-18

Excess Return  
Percentile  

Asset weighted, 2016-18

Median Margin,  
2018

Org. Growth,  
2016-18

Revenue Growth,  
2016-18

Excess Return  
Percentile 

Asset weighted, 2016-18

34.1%

2.1%

8.9%

52.7%

A breakdown of technology 
spending reveals that, 
regardless of size, front-
runners dedicate a greater 
share of investment toward 
value-generating activities 
like process enhancement or 
innovation.

Most importantly, asset 
managers that are front-
runners in data and technology 
materially outperform peers 
across all facets of the 
business.

Asset managers that are 
front-runners in data and 
technology materially 
outperform peers across all 
facets of the business.
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Maximizing return on 
technology investments
Leadership: owning 
enterprise technology 
transformation 
If asset managers increasingly 
compete on the basis of data 
and technology, then decisions 
regarding both fall onto the 
shoulders of CEOs and their 
executive teams, not simply 

(CIO) or CTO. The scope of 
changes required demands 
an enterprise-wide initiative 
involving top-down leadership 
and typically requires three 
elements to succeed:

 • A compelling vision to
inspire change, guide
decision-making, and clear
objectives around timelines to
realization;

 •
across the leadership team;
and

 •
allocation that aggressively
redirects funding, emphasizes
foundational investments,
and monitors capital
allocation more frequently.

Vision
Innovation requires integrating 
new technology and industry 
perspectives. Applying new 
technologies to existing and 
emerging business challenges 

existing capabilities and 
discover new growth drivers. 
There is a range of existing use 
cases that are driving not only 

business, but also an expansion 
of their capabilities. 

their intellectual property 
through risk systems, seeking 
new paths to market with 
direct-to-consumer and 
business-to-business (B2B) 

with new vehicle structures, 
delivering customization, 
and harnessing data-driven 
client feedback. Leaders of 

that not only addresses the 
core operating capabilities, 
but also extends the purview 

revenue opportunities using 
new technology.

Asset management CEOs can 

visions for data and technology:

 •
competitive advantage. A
corporate strategic refresh 
can help revalidate existing 
plans regarding where to play
and how to win.

 • Second, clarify how 
technology can extend
existing advantage. This
involves all leaders, not just

 • Third, identify how data and
technology can shape new

new ways to monetize
intellectual property, new
platforms or partnerships,
and new paths to market.

 • Fourth, create clear
ownership amongst team

timelines and incentives to
motivate the team to deliver.

Executive team composition

dynamics, and potentially 

executive team. One primary 
change involves CTOs, who will 
need a seat at the corporate 
leadership table if they do not 
have one already. Currently, 
only 48% of CTOs report to 
the CEO and just 55% have 
direct involvement in strategic 
planning with the leadership 
team.  Additionally, the skills 
that previously comprised an 
asset manager’s executive 
committee may prove 

Leaders have a few options 
to upskill or reinvigorate their 
executive teams:
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 • Additional team members:

become more important
factors in creating competitive 
advantage and should join
leadership workgroups.

 • Hires from outside the
industry: recruiting new

with more mature data and
technology approaches

services such as consumer
banking or securities) injects 
needed transformational 
skills.

 • Secondments: shifting CTOs
into business-line positions,
and vice versa, to structure
more well-rounded executive 
teams.

 • Incentives: aligning business
case expectations and
metrics on technology
investments into executive
compensation creates more
accountability.

 • Corporate development:
mergers and acquisitions
(M&A) exercises (including
prospecting, diligence, and

technology provides a crash
course for leadership.

Capital allocation
Increased technology spend 
presents asset managers 
with new challenges to their 
traditional capital allocation and 
budgeting processes. A new 
approach to capital allocation 
can optimize technology spend 
and accelerate transformation. 

help:

 • First, determine the amount
of capital required and 
sequencing of spend to meet
the needs of the strategic
vision. Using business cases 
and timelines, identify the
absolute cost of the required 
projects that are necessary to

 • Then, decide how you will
fund transformation. Chief

have a range of options
to fund transformation,
from compressing margins,
funding new projects via 
cost-cutting, or issuing equity 
or debt. Consciously choosing
a funding mechanism
to improve data and 

communicating such choices
to stakeholders helps
frame intent and protect
transformation initiatives.

 • Third, expand the criteria
used to measure investments. 
Adjust capital allocation 
to factor sequencing of 
cornerstone projects
that create leverage for

they add value.

 •
to shift data and technology 
investments from capital
expenditures to operating 
expenses. Doing so not only 

as-a-service” format of cloud
technologies and outsourcing
arrangements, but also allows

and loss impact of technology
investments more quickly.

 •
discipline. Good portfolio
managers cut losing positions;
the same rationale applies to 
technology projects.
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Maximizing return on 
technology investments
Operating model: Turning 
transformation plans into 
reality
Front-runners among asset 
managers in data and 
technology not only create 
strong transformation plans, 
but also consciously change 
their operating models to 
support a new culture and work 
environment. These changes fall 
into four big categories: modern 
platforms, analytics, workforce, 
and execution.

Modern platforms, 
applications, and data
A majority of managers struggle 
with their data and technology 
platforms, applications, and 
data: 56% of CTOs noted that 
legacy, outmoded infrastructure 
was the greatest challenge to 
transformation, more than any 
other potential roadblock to 
change.   Platforms consist of a 
range of capabilities, including 

tools, data storage servers or 
cloud, trading systems, client-
facing websites, and client and 
market data. Overhauling the 
range of platforms in use can 
appear a gargantuan task at 
the outset, but yields a range of 

 • Faster deployment: front-
runners manage more
programs and deliver faster
than peers. Modernizing 
legacy platforms relieves

impedes organizational agility.
The advantage of speed and
productivity enables front-
runners to extend their lead 
over competitors.

 • Streamlined costs: despite
spending 33% more than 

overall, front-runners spend
14% less than laggards on
business-as-usual costs
because they have proactively
addressed outdated systems.

 • Increased resiliency
and risk reduction: 

connecting siloed systems
and automating manual
processes. Additionally,
cybersecurity programs 
are becoming increasingly
important to meet regulatory 
responsibilities and safeguard
client information and
intellectual property.

 • Improved innovation: in
particular, shifting from on-
premises servers to cloud
computing allows developers
to access new applications
and coding tools within the
native cloud environment

tools into a proprietary server
system.
This accelerates innovation
and attracts and retains
developer talent.

 • Enhanced client experience:
better-organized data,
more responsive systems,
and integrated applications
improve both client and work
experience by supporting
digital conduits such as
automated reporting,
websites, and distribution
touchpoints.

Five best practices can help 
asset managers modernize 
their platforms:

 • Assess existing systems, data,
and applications

 • Set business metrics for new
system adoption

 • Decommission systems as
part of new build projects

 • Aggressively integrate
systems post-acquisition or
merger

 • Invest in training and change
management

Analytics
Data-driven insights will enable 
better decision-making and 
outcomes—particularly if those 
insights align with initiatives 
that the corporate strategy 
prioritizes. Front-runners 
prioritize setting up analytical 
systems to help inform those 
decisions. Strong analytics 
for asset managers has three 
ingredients:

 • Clean data, which is the
fuel for decision-making.
Unstructured, disorganized,
and fragmented data creates
costs in the form of manual 
intervention and reduces
the impact of downstream
applications. Leaders in asset
management technology 

by creating integrated data
repositories, imposing data
governance, and clarifying
data ownership.
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 • Valuable insights: mature
organizations provide their
leaders with tools and 
functional skills to not only
access and manipulate data,
but also search for actionable
insights. The search for
insights should begin with a

to improve quality over time.

 • Action: asset management 

improve analytics adoption.
Prioritize collaboration
between data scientists and
functional areas, potentially
through reorganization.
Secondly, managers should
embed analytics education
and usagre in training,
feedback and incentive 
structures to accelerate 
adoption.

Workforce
Human capital maximizes 
the value of technology; 
consequently, the people 
needed to drive technology 
cannot reside in a silo. 
Several challenges face 
workforce transformation. 

with the ever-doubling volume 
of data, have created more 
diverse talent requirements. 
Individuals can specialize along 
a continuum that extends 
across front-to-back-end 
systems, databases, application 
programming, or middleware. 
Leaders can take the following 
steps to drive evolution:

 • Rethink professional
development and rewards:
training (not just on existing
applications, but also both
technology fundamentals
and the process of change
management) supports
a culture of innovation.
Qualitative scorecards
tied to incentives, driven
by measurable project key
performance indicators (KPIs),
can reward adoption and 
development of technology
initiatives.

 • Tap into external talent:
a growing network of
outsourcers, consultants, and
contractors will complement
the internal workforce and
accelerate the completion
of deliverables. Oversight, 

risk controls will maximize the
potential of third parties.

 • Adapt promotion criteria:
asset managers must 
build talent programs that
balance technology centers
of excellence and reward 
functional collaboration in
order to cultivate leaders that
can deliver change within the 
organization.

Execution

technology development with 
a waterfall approach, building 
end-to-end from the ground up. 
Front-runners increasingly view 
development in a modular, agile 
approach. Each new capability 
is an extension of the existing 

their objective, enhancing 
speed of delivery. Asset 
managers characterized as 

twice as many high-priority 
technology initiatives compared 
with late movers. Agile 
processes emphasize:

 • Iterative development
centered on minimum viable
products;

 • Cross-functional working 
teams, with representation
from business and 
technology;

 • Distributed accountability
and ownership of the working
team, reducing bureaucratic 
barriers;

 • User feedback and
transparency to stakeholders;
and

 • Performance monitoring
and incentives that track and
reward team members.

Done right, the adoption of 
agile will improve productivity, 
support a culture of rapid 
delivery, and establish clear 
accountability.

Where to start
As asset management 
executives begin to grasp 
the magnitude of data and 
technology’s impact on their 
future organization, many are 

A clear-eyed assessment of the 
organization’s current leadership 
and operating model against 
the best practices outlined can 
identify both the short- and 
long-term changes necessary. 
Additionally, leadership can gain 
a sense of their current state 
versus peers in key dimensions 
such as empowered technology 
leadership, culture of innovation, 
technology operating model, 
and leading development 
processes that distinguish front-
runners from the rest of the 
industry.
As the applications of 
technology expand and the 
consequences of its use ripple 
throughout the industry, 
leaders face a new competitive 
equilibrium. Success in the next 
generation will come to those 
who harness the power of data 
and technology to deliver the 

and competitive advantage 
to their asset management 
organizations. 

TO THE POINT 

 • Data and technology are increasingly central to
competitive advantage amongst asset managers.

 • Data and technology budgets are growing rapidly,
but only a narrow set of industry players are

 • Successful data and technology programs begin at 
the top, not within siloed functions.

 • Front-runners adapt their operating models to
maximize the impact of data and technology.


