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Executive Summary 

In today’s rapidly evolving world, leaders in automotive and equipment finance face mounting pressures – balancing the transition to 

electrification, meeting ESG goals, and navigating rise of the circular economy – whilst balancing profitability with sustainability.  

This paper has been written with these challenges in mind, providing a roadmap for how a next generation platform can address these 

shifts. By embracing AI, data integration and usage-based models, companies can adapt and quicken time-to-market to test new ideas and 

scale whilst future proofing against newer assets and innovative business models. 

FIS Global has a global client base across Banking and Capital Markets. The following are the major 

market trends we see across our clients within Automotive and Equipment Finance.  

• Transition to Electric & Low-carbon Fleets: The next 5-10 years will see the widest shift in technologies since the industrial 

revolution. New client needs, new sustainable approach, new assets and technologies, new clients to onboard, and new business 

models. Asset (i.e. Auto and Equipment) finance firms must increasingly focus on the business and environmental opportunities driven 

by circular economy model.  

• Growth in Renewable Energies and Energy Efficiency: Renewable energy and a smarter use of the planets resources is at the 

heart of the circular model, with re-manufacturing, re-use, refurbish and remarketing (4Rs) now being adopted by Corporate and SMEs 

due to environmental factors and ESG regulation. 4Rs will become increasingly important as the industry moves towards more greener 

assets and electrification.  

• Innovation in Finance Solutions: As-a-service means more flexibility for the end customer to swap assets, upgrade, or adjust the 

quantity of asset financed. Moving to a subscription or usage-based model means customers can pay only for what they need and 

keep costs down. Driving insights from the asset, enabling asset managers to better preserve value of the asset and design more 

flexible financing arrangements. 

• Circular Economy and Asset Lifecycle Management: Asset finance firms need to focus extending asset lifespans through reuse, 

refurbishment, recycling or resale. Asset lifecycle management enables finance firms to track the assets from origination to end-of-life, 

optimizing usage and generating additional revenue streams through 2nd and 3rd life asset use. 

• Digitalization to drive Flexibility and Personalisation: In the new world business decisions require a deeper understanding of 

users’ needs and are based on alternative and personalised ways of achieving the desired outcome to maximise customer and asset 

lifetime value. These all require companies to operate as digital natives in terms of time-to-market and adapting to change and 

regulations. As automation and robotics handle specific, repetitive tasks, businesses will explore ways to incorporate artificial 

intelligence (AI) that recognizes data and simulates human thinking into their processes.  

• ESG Integration into own business model: Will help asset finance firms meet regulatory requirements and align with sustainability 

goals. It involves tracking carbon emissions, ensuring ethical asset sourcing and adopting socially responsible investment and lending 

practices to reduce environmental impact and enhance shareholder trust. 

The remainder of the paper looks at the building blocks of the next generation platform and highlights how the underlying features address 

market, customer, asset and regulatory related challenges. 

Section-7 of the paper looks at how the future operating model could be leveraged by an Auto / Equipment Finance firm on the 

journey towards transforming into platform ecosystem company. 

 

Note: Asset finance in the context of this document spans Asset, Automotive and Equipment finance. 
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1. Vision for the Future: Towards Platform Ecosystem  

Next generation asset finance systems will be platform ecosystems, which shift from best-of-breed point solutions and application suites to 

open platforms based on MACH (Microservices, API-first, Cloud Native, Headless) architecture. Augmented by large ecosystems of 

specialized third-party apps and services these platforms will treat change as a constant based on rapid and flexible assembly of 

independent best-for-purpose systems. Leveraging the streaming data from connected assets, customers and participants they will provide 

actionable insights to maximise asset and customer lifetime value, crucial to meet ESG (environmental, social and governance) goals and 

regulatory requirements.  

Platform Ecosystem and value constellations are reshaping industries by fostering participant interactions, creating value through shared 

data and hyper personalized experiences. Unlike traditional value chains that focus on homogenous outputs, digital ecosystems drive 

unique engagement outcomes, adapting to individual preference. Platforms like UBER and FaceBook have demonstrated the 

transformative potential of digital ecosystems, re-engineering industries and social interactions.  

 

Figure-1: Evolution to Platform Ecosystems 

In automotive finance, platform ecosystems allow for risk-adjusted dynamic pricing, leveraging real-time vehicle data to adjust loan terms 

based on usage, driving behavior, and vehicle health. This is particularly valuable as electric vehicles (EVs) present new financing 

challenges due to their higher upfront costs and uncertain residual values. Integrated platforms can help finance providers assess EV 

battery health, monitor depreciation, and adjust financing models dynamically to ensure profitable lending while meeting the evolving needs 

of consumers.  

Similarly, equipment that is fitted with sensors and connected to the platform ecosystem can provide real-time performance data, allowing 

for predictive maintenance, improving asset utilization, and reducing downtime. This makes finance more efficient, while helping customers 

maximize asset lifespan in line with the principles of the circular economy. 

 

Figure-2: Benefits of embracing platform ecosystems 
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2. Building Blocks: Next Generation Asset Finance Platform Ecosystem  

In the section below we explore in detail the various building blocks of the next generation asset finance platform needed to deliver greater 

scalability and flexibility, data-driven decisioning, ESG sustainability alignment, customer-centric services, and expansion through the 

ecosystem using APIs.  

 

 

Figure-3: Next Generation Asset Finance Platform based on MACH Architecture 

2.1. X-as-a-Journey: A New Customer Experience Paradigm 

Consider that 95% of consumers use three or more channels in a single customer service interaction, according to Forrester Research, 

with 62% of using multiple devices. A full 90% use multiple screens over time and 46% report sequentially switching between devices to 

manage finances. Clearly, customers like options, which means that Asset Finance firms must orchestrate experiences and provide lots of 

them with seamless connections in between.  

Asset finance is shifting from a product-based approach to a customer-journey-centric model. The X-as-a-Journey model shifts away from 

simply offering products and services to delivering continuous, value-driven journey where customers interact seamlessly across multiple 

channels based on different personas. The journeys can use either the native user interface provided out of the box or publish APIs to 

clients to develop their own user-interfaces. 

Digital portals play a pivotal role in enabling this model, providing an integrated platform that connects to a variety of external and internal 

stakeholders – whether teams, partners or end-users (Dealers, Brokers, Customers, Vendors) – through a published catalogue of API’s. To 

truly create a customer-centric experience these portals must facilitate: 

- Omni-channel Engagement: Allow customers and stakeholders to interact with the platform through multiple touchpoints – whether 

via web, mobile or in-person, while maintaining a consistent and personalized experience throughout their journey. 

- Seamless Integration: Different departments and partners, from sales and support to third-party service providers, should be able to 

collaborate fluidly through the portal. This ensures that customers receive timely responses, relevant information, and real-time 

updates, fostering trust and enhancing engagement. 
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- Dynamic Personalisation: Each stakeholder’s experience should be tailored to their specific persona and needs. By offering 

personalised dashboards, notifications and interactions the portal makes each user journey intuitive, whether they are external or 

internal service agent. 

 

- Products Coverage: Finance, Leasing, Insurance, Maintenance & Service, Bundled products, Equipment-a-Service Models i.e. 

Utilisation and subscription based products. 

- Multi-Asset Fleet Management: Ability to manage diverse asset types, including traditional vehicles, e-mobility solutions, and 

autonomous vehicles to serve the evolving needs of fleet operators and mobility providers.  

- Business Segments: Retail, SME, Commercial, Wholesale 

 

Figure-4: Components of Omni-Channel 

Considerations to adopting Omni-channel experience: 

• Fragmented view of the asset and consumer across devices and channels 

• Difficulty capturing, storing and categorizing online and offline data for a complete view of the consumer. 

• Can't deliver individualized communications across channels at scale. 

• Difficulty demonstrating accurate closed-loop measurement, attribution and efficiency 

Key Considerations: 

  - Master Data Platforms: To enable these single asset and customer views, more Asset Finance companies are turning to master data 

platform (MDPs) as the core technology. MDPs have emerged as a go-to technology for enabling fully unified digital IDs, integrating data 

from multiple sources, and segmenting customers. Asset finance firms can leverage CDPs to produce predictive insights that lead to more 

effective personalization, targeting of messages and for the full orchestration of omni-channel experiences.  

- No Code / Low Code: Empower non-technical users to quickly build and adapt digital experiences to changing customer needs. 

- API-first Integration: Ensures seamless connectivity between OEMs, vendors, specialized service providers and finance providers, 

creating a unified ecosystem. 

- Personalization at Scale: AI and machine learning algorithms analyse customer data to offer tailored financing options and 

recommendations. 

2.2 Intelligence and Integration: Intelligence-as-a-service 

The transition from Equipment-as-a-Service (EaaS) to Intelligence-as-a-Service (IaaS) represents a significant evolution in the asset 

finance industry. EaaS, which bundles equipment with services into usage-based contracts, has been gaining traction, particularly with end 

users accustomed to subscription models like ride-sharing services and on-demand digital platforms. For instance, automotive fleets and 



  

 

6  

 

WHITE PAPER Next Generation Asset Finance Platform 

heavy equipment leasing have seen success with usage-based models, enabling more flexibility in financing, as payments are tied to 

actual usage or output rather than rigid contractual terms. However, these models require sophisticated logistics and asset monitoring 

systems to optimize the use of equipment across multiple users. 

The real game-changer is the integration of artificial intelligence (AI). AI enables predictive maintenance, smart analytics, and usage-based 

financial models that extend the asset's lifetime value. For example, in an autonomous vehicle fleet, AI can predict vehicle wear and tear, 

schedule proactive maintenance, and optimize fleet utilization through advanced analytics, increasing both the customer experience and 

asset profitability. Integration platforms are central to this evolution. In an automotive fleet, for example, an integration platform can bring 

together vehicle telematics, GPS, internal ERP, and service provider data to manage the full lifecycle of an asset. Similarly, in construction 

or agricultural equipment leasing, real-time data from sensors can be combined with operational systems, allowing service providers to 

monitor asset usage and performance remotely.  

These platforms connect various stakeholders—manufacturers, service providers, and clients—allowing them to share data and create new 

value-added services. This shift from traditional EaaS models to IaaS signifies a future where the hardware is just a small fraction of the 

overall value, with intelligent services driving customer and asset lifetime value. Through the integration of AI, data from connected assets, 

and flexible financing options, service providers can now offer tailored, data-driven solutions that adapt to changing usage patterns and 

increase efficiency. As a result, businesses could unlock new revenue streams through One Platform, Many Services: 

 

Figure-5: One-platform-many-Services 

- Lead and Account Management: Centralizing sales and marketing efforts by using AI and integrated CRM systems allows better 

targeting, lead scoring, and personalized campaigns. This ensures a 360-degree view of accounts and customers, enabling deeper 

relationships and upselling opportunities through usage-based insights. 

- Inventory Management: AI-driven platforms optimize equipment lifecycle, ensuring real-time monitoring of assets. This enables better 

forecasting, reducing idle times, and improving asset utilization, creating cost efficiencies for service providers. 

- Dealer Performance: EaaS solutions enhance dealer performance tracking by integrating data from sales, service, and inventory. 

This ensures accurate dealer assessments and empowers them with real-time insights to improve sales, customer engagement, and 

service delivery. 

- Asset and Customer 360: Leveraging data from connected assets provides a full view of asset performance, usage, and customer 

interaction. This enables predictive maintenance and proactive service offerings, driving higher customer satisfaction and retention. 

- Account 360: Integrated financial insights offer a holistic view of account performance, usage patterns, and profitability. By 

consolidating financial data, sales activity, and service interactions, businesses can make data-driven decisions for future 

engagements. 
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2.3 Customised Financing: 

The next 5-10 years will see the widest shift in technologies since the industrial revolution. New client needs, new sustainable approach, 

new assets and technologies, new clients to onboard, and new business models. Asset finance firms must increasingly focus on the 

business and environmental opportunities driven by circular economy model. Renewable energy and a smarter use of the planets 

resources is at the heart of the circular model, with re-manufacturing, re-use, refurbish and remarketing (4Rs) now being adopted by 

Corporate and SMEs due to environmental factors and ESG regulation. 4Rs will become increasingly important as the industry moves 

towards more greener assets and electrification. Key capabilities needed to support sustainability: 

- Subscriptions based Services: Provide flexible leasing models with usage based or periodic billing, offering customers access to 

assets without ownership. 

- Everything-as-a-service: Enable leasing models for equipment and vehicles, including short/long term assets, with usage-based 

pricing and multi-asset contracts. 

- Sustainability Tracking: Tools for tracking and reporting emissions (e.g. scope 3) and monitoring the sustainability of operations. 

- Embedded Finance: In a recent study by McKinsey, 64% of consumers said they were more likely to respond to an offer from a bank 

on installing solar panels compared to working directly with the supplier. By calculating carbon footprints based on spending data, 

Asset Finance firms can offer their customers tailored carbon insights and climate action recommendations. This personalised 

approach enables customers to make more informed decisions in line with their own lifestyle choices.  

Once Asset finance firms have engaged users on their sustainability journey and qualified their customer base, they can seamlessly launch 

embedded, low-carbon financing products at the point of need.  

 

 

Figure-6: Embedded Finance 

2.4 AI Agents and Automation: 

Traditionally, the asset finance industry heavily relied on manual processes and paperwork, resulting in inefficiencies and error-prone 

operations. However, with the introduction of AI, numerous transaction processes in asset finance can now be automated, ranging from credit 

checks and underwriting to contract management and collections. Digital transformation is the application of RPA, AI, Machine Learning and 

Generative AI to bring about significant changes in business operations through automation. 

- Robotic Process Automation (RPA) 4.0 represents a transformative leap for asset finance firms, particularly in the auto and equipment 

finance sectors. By evolving from earlier RPA versions that focused on automating repetitive, rule-based tasks, RPA 4.0 integrates 

Artificial Intelligence (AI), machine learning (ML), and natural language processing (NLP) to handle more complex tasks involving 

judgment, data analysis, and decision-making. The introduction of RPA can free staff from low value manual tasks so they can focus 

their skills on generating business growth while improving customer loyalty and satisfaction.  

- AI, Machine Learning (ML) and Generative AI: Artificial intelligence (AI) encompasses various techniques and approaches that enable 

machines to mimic human intelligence and perform tasks that traditionally require human involvement. AI algorithms are designed to 

analyze and interpret data, learn from it, make informed decisions, and solve problems. AI offers significant potential to improve decision-

making, speed up processes, and reduce operational costs. It can also enhance customer experiences through personalization and 

automation. 

- AI agents are the next frontier for API leverage: The vision for AI agents is the ability for a human to give them higher-level goals — 

“help turn leads from my website into open opportunities for sales” — and have them iteratively and autonomously do their own internal 

cycle of ask, answer, take action, repeat to achieve that goal. They can figure out on their own which responses to a web form should 

go into which nurturing campaign and which ones require a salesperson to be notified immediately. They can sync up all the right data 

across all the right systems i.e. AI agents could autonomously analyze customer data, evaluate creditworthiness, and streamline loan 

approvals, reducing processing time and improving customer experience in the future. By allowing AI agents orchestrate workflows and 

https://www.mckinsey.com/capabilities/sustainability/our-insights/green-growth-unlocking-sustainability-opportunities-for-retail-banks
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experience across the Asset Finance platform AI agents will let us leverage much more complex operations through simple interface. 

APIs are to AI agents as data is to AI models.  AI agents will cause a proliferation of APIs.  

Use Cases for AI in Asset Finance: 

- Credit Intelligence: Automates process of financial spreading and analyzing the financials for credit risk, reducing the manual effort 

previously required of credit analysts. Using AI and Machine Learning, the application architecture processes and digitizes 

unstructured data elements from multiple sources relevant to structured credit analysis. Data sets are created, grouped, and 

categorized and then presented for consumption through multiple channels. 

- Risk Monitoring, Alerts, and Compliance: Predictive analytics allow lenders to monitor real-time risk factors, proactively alerting 

them to potential defaults or compliance breaches. In the automotive sector, this is particularly valuable for managing the risks 

associated with EV financing, where vehicle depreciation and market volatility are still uncertainties. Moreover, compliance and 

regulatory integration ensure that lenders stay aligned with evolving global standards, addressing one of the biggest challenges in both 

equipment and auto finance. 
- IoT-Based Asset Monitoring and Lifecycle Management: IoT technology plays a transformative role in equipment finance, where 

connected devices enable real-time monitoring of asset performance. This ensures that financing is aligned with the asset’s usage, 

reducing risk and improving lifecycle management. In the auto finance space, IoT and telematics provide insights into fleet 

management and vehicle health, enabling flexible, data-driven loan and lease terms. 

- With fine-tuned Generative AI: Large language models, you can quickly and easily automate the majority of FAQ-style questions 

using generative AI. For more complex issues that require integration with other systems, you can boost the chatbots actionability 

using predetermined scenarios. You can hook up the GPT model to your chosen knowledge sources, and you'll have a reliable AI 

agent ready to support your customers 24/7. 

Key Considerations: 

But using AI can also introduce risks and the regulatory AI act (AI Act | Shaping Europe’s digital future (europa.eu) defines 4 level of 

risks from Unacceptable > High Risk > Limited Risk > Minimal Risk. AI models are currently developed outside of regulatory 

frameworks or may be untested. So, the onus should be on the asset finance firm as the data controller to be aware of what’s at stake, 

employ the right people and work with experienced vendors and data processers. There are ethical concerns, too. Biases in data, 

based on preconceptions about social background or other personal identifiers, can misidentify trends and potential outcomes from 

customer data. The best way to mitigate these issues is to make sure tools only access anonymized data and to train models 

appropriately. Selected key risks sorted by severity, velocity and probability of occurrence by BCG Consulting below: 

 

 
Then there’s the environment to think about, as businesses focus increasingly on environmental, social, and governance (ESG) 

frameworks. New technologies can have a negative environmental impact, with concerns, for example, that the widespread adoption of 

AI causes increased energy consumption and carbon emissions. Although AI tools could also contribute to this rise, they are expected 

to offset it by helping businesses analyze climate patterns and prepare for climate disasters. 

https://digital-strategy.ec.europa.eu/en/policies/regulatory-framework-ai
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2.5 Big Data Ops (Operations): 

Research this year by IDC and Seagate estimated that 44% of all data available to enterprises goes uncaptured, and out of the data that is 

captured, 43% remains unused. Barely one third of the total is put to work today. The rest is “dark data.” The first mission of big data ops is 

bringing all the relevant data into the light. 

Big Ops is the orchestration of large-scale data operations that enable businesses to integrate and manage vast, diverse datasets across 

interconnected systems. It extends beyond traditional big data analysis, focusing on activation of data- ensuring it is utilized in real-time, 

automated processes that drive decision making, customer engagement and operational efficiency. By combining data governance, 

automation and interconnected platforms, Big Data Ops transforms raw data into actionable insights ad enables seamless data-driven 

operations across marketing, sales and customer services. This approach not only enhances performance but also ensures scalability and 

adaptability to the growing complexity of business ecosystems. 

 

Figure-7: DevOps + RevOps + xOPS 

Considerations to adopting Big Data Ops: 

Given the amplifying effects of Big Ops will have on the data it processes, the challenges of identifying and resolving issues with data 

discrimination, data bias and data ethics will become increasingly important. New AI based tools will emerge to address these concerns. 

The vision for Big Data Ops in this sector is to create a seamless, integrated ecosystem where data flows continuously between 

stakeholders—finance providers, regulators, customers, and asset managers. This approach will enable hyper-personalization of financial 

products, smarter risk management, and compliance at scale, making the finance process more agile, adaptive, and customer centric. 

2.6 Automation and Configurability:  

Regulatory compliance, security and automation are at the heart of the next-generation asset finance platform. Processes like contract 

management, underwriting, payment adjustments, and repossessions are being fully automated, reducing the need for manual intervention. 

Capabilities Required: 

• Modular Product Factory: Offering flexible financial products like leasing, loans, and pay-per-use options, customizable through 

configurable workflows. 

• Seamless API Integration: Facilitating data flow between customer service, dealers, brokers, and users via open APIs and 

operational reporting and omni-channel engagement. 

• Dynamic Pricing & Party Management: Including integrated pricing engines, fee management, payment schedules and document 

handling to provide real-time customer-specific solutions within the ecosystem. 

• Lifecycle Asset Management Systems: These platforms track assets from acquisition to retirement, ensuring they are used to their 

fullest potential and then recycled or repurposed. 

• Asset Redeployment Platforms: Digital marketplaces that facilitate the resale and redeployment of assets, extending their lifecycle 

and reducing the need for new manufacturing. 
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• ESG Analytics: Tools that measure the environmental impact of assets, ensuring compliance with sustainability standards and 

helping firms meet regulatory reporting requirements. 

• Data Privacy and Security: Compliance with data privacy regulations (GDPR, CCPA) is paramount. Secure data governance 

frameworks, supported by robust encryption and authorization protocols, will ensure that personal and transactional data meets global 

standards, reducing regulatory risk. 

• Environmental Regulations and ESG Reporting: Platforms must support ESG data capture and reporting, particularly for Scope 3 

emissions. This is essential for organizations committing to sustainability and supporting green finance initiatives. 

• Cross-Border Financial Regulations: Multi-jurisdictional operations require adaptive compliance solutions for interest rates, 

disclosures, and credit standards. Embedding automated compliance monitoring within platform workflows ensures adherence without 

adding operational overhead. 

• Ongoing Compliance Monitoring:  Given the rapidly evolving regulatory landscape, particularly in AI and data usage, it is essential 

to integrate compliance updates into the platform. This ensures the organization remains responsive to regulatory shifts, fostering trust 

and maintaining industry integrity. 

Incorporating sustainability into asset finance not only future-proofs the business but also aligns with customer expectations and regulatory 

pressures. Automation not only increases speed-to-market but also enhances the customer experience by providing instant solutions, 

transparent processes, and reduced waiting times.  

2.7 Ecosystem Connectivity: Collaborative Asset Management 

The future of asset finance is driven by ecosystem connectivity. OEMs, vendors, brokers, and finance companies must collaborate to 

create end-to-end solutions that manage the full asset lifecycle. This requires seamless integration of data and operations across 

stakeholders. 

Capabilities Required: 

• Marketplace Integration: A platform that connects OEMs, vendors, and brokers, allowing for the exchange of data and services to 

manage asset deployment, resale, and refurbishment. 

• Real-Time Collaboration Tools: Chatbots, APIs, and integrated dashboards that allow stakeholders to collaborate on customer 

solutions, lifecycle management, and asset transfers. 

• Sustainability-Focused Asset Management: Platforms that enable circular economy practices, including asset recycling, 

refurbishing, carbon tracking and redeployment, contributing to ESG (Environmental, Social, Governance) goals. 

By building interconnected ecosystems, firms can leverage the collective intelligence of all stakeholders to maximize asset utilization, 

reduce costs, and enhance sustainability. 
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3. Building Blocks for Future: Transformation Roadmap 

In response to the shifting landscape in Automotive and Asset Finance, this transformation roadmap sets out a structured path for 

companies to transition toward an agile, platform-centric ecosystem. The roadmap unfolds in three key phases—Foundation, Build, 

and Scale—each crucial for developing resilience, adaptability, and competitive advantage in a disrupted market. 

1. Foundation: Establishing a clear vision and agile principles is essential to securing executive buy-in and setting a robust 

foundation. This phase emphasizes building a cloud-native, scalable infrastructure that supports modularity and future growth. 

2. Build: In this phase, the focus shifts to creating a robust Partner Ecosystem and efficient Product Development teams. These agile, 

cross-functional teams will drive product innovation and foster dynamic relationships with strategic partners, paving the way for 

accelerated go-to-market strategies. 

3. Scale: This phase is about embedding an agile mindset throughout the organization and leveraging market feedback to scale the 

ecosystem effectively. Launching MVPs with rapid customer insights enables continuous improvement and positions the organization 

for sustained growth and market leadership. 

 

Figure 8: Transformation Roadmap 

3a. Supporting Engineering Structure 

The engineering structure required to deliver a platform ecosystem is shown in figure-9 below, is a critical enabler for the 

transformation journey towards becoming a platform ecosystem in asset finance. 
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The 3-layer product model structure divides into layers—commoditized (basic, shared services), differentiated (unique product features), 

and experimental (innovative functionalities). This approach organizes resources effectively, focusing on maintaining core functionalities 

while driving value through innovation and differentiation. Different elements of the product model are delivered across the transformation 

roadmap as stated below: 

3b. Foundation: Establishing Core Capabilities 

In the Foundation phase, the emphasis is on establishing a stable technical foundation that supports future growth. This phase includes: 

• Data Pipeline: The backbone of data-driven decision-making, enabling insights, value analysis, and proactive management of 

technical debt and issues. This aligns with the need to have a centralized data structure that powers product governance and 

decisions, enhancing customer experience. 

• Continuous Engineering Dashboard: Provides real-time visibility into value metrics, technical debt, and potential issues, 

creating a culture of transparency and accountability. By enabling continuous monitoring, this setup ensures that engineering 

teams stay focused on delivering valuable and maintainable products from the start. 

• Design and Development Tools: A focus on user experience and developer experience ensures that teams are set up to work 

on customer-centric solutions. With APIs and modular design frameworks in place, engineering can pivot quickly to meet evolving 

customer needs, empowering teams to drive customer-first innovation. 

3c. Build: Creating Ecosystem Capabilities 

During the Build phase, the focus shifts towards creating capabilities that foster ecosystem growth and partnership. Key elements in this 

phase include: 

• Three-Layer Product Model (Experimentation, Differentiation, Commoditization): This model enables the organization to 

innovate at varying levels. Experimentation allows rapid iteration on new ideas, Differentiation focuses on unique value 

propositions, and Commoditization ensures scalable, standardized components. This model directly supports the creation of 

ecosystem-ready solutions, as it allows flexible and rapid deployment of features based on strategic priorities. 

• Automated Development and Continuous Deployment: These capabilities empower engineering teams to push changes and 

innovations without significant operational disruptions, fostering an agile approach to product releases. This automation 

streamlines workflows, allowing engineers to focus on high-impact, customer-driven features rather than manual tasks. 

• Partner and Form Factor Readiness: Ensuring that products can be deployed across various form factors (cloud, device) and 

partner platforms prepares the organization for ecosystem scalability, enhancing integration capabilities that are essential for an 

ecosystem-driven model. 

3d. Scale: Accelerating Growth and Market Expansion 

In the Scale phase, the structure supports agile scaling and continuous refinement to meet market demands efficiently: 

• Operational Insights and Usage Logs: These tools provide critical data on platform usage and customer interactions, allowing 

for data-driven decision-making and product refinement. By collecting and analyzing usage data, engineering teams can prioritize 

features that drive value and identify areas for improvement, fostering a customer-first approach to scaling. 

• Empowered Product Teams: With engineering teams enabled to make real-time, data-informed decisions, the organization 

moves towards a truly product-led approach. This empowerment is essential in the scaling phase, as it drives accountability, 

encourages innovation, and fosters a customer-centric mindset across teams. 

• Cloud Infrastructure and Form Factor Flexibility: As the platform scales, cloud-based solutions and adaptable form factors 

enable rapid expansion across regions and customer segments, allowing the organization to reach new markets with minimal 

disruption. This flexibility is essential for expanding the platform ecosystem, as it ensures that new deployments remain cost-

effective and operationally efficient. 

Adaptable form factors complement cloud infrastructure in enabling platform ecosystem expansion: 

• Device Compatibility: Flexible form factors allow the platform to be accessed across various devices (smartphones, tablets, 

desktops, etc.). This is essential for reaching diverse customer segments with different technology preferences/usage patterns. 

• Localization: Form factor flexibility enables easier localization of the platform for different regions. This includes adapting to local 

language requirements, cultural preferences, and regulatory standards without major redesigns. 

• Integration Capabilities: Flexible form factors facilitate integration with local partners and services, which is often crucial for 

platform ecosystem expansion. This allows the platform to adapt to local market needs and leverage existing infrastructure. 

• User Experience Optimization: As the platform expands to new segments, form factor flexibility allows for tailored user 

experiences that cater to specific needs or preferences of different user groups. 
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4. Supporting Real-Life Use-cases 
 

• BMW's Digital Ecosystem: 

According to the Accenture case study (source: Generative AI in Automotive | BMW Case Study | Accenture) BMW North America 

partnered with Accenture to create a new platform called EKHO (Enterprise Knowledge Harmonizer and Orchestrator) that uses 

generative AI to drive decisions across their operations. This platform: 

- Collects and analyzes enterprise data 

- Uses AI-enabled applications to intelligently answer complex questions across business functions 

- Can be applied to various tasks, from sales to manufacturing and supply chain optimization 

- Has led to a 30-40% productivity surge 

 

• Volkswagen Group One Digital Platform (ODP): 

As mentioned in source Volkswagen Digital Ecosystem Case Study, Volkswagen Group has developed a holistic digital ecosystem 

called One Digital Platform (ODP). This platform: 

- Connects Volkswagen vehicles with customers, Volkswagen mobility services, and partners 

- Follows an open platform approach 

- Uses AWS cloud services for transitioning the existing vehicle connectivity backend 

- Utilizes services like AWS Direct Connect, AWS Lambda, Amazon RDS, and Amazon Route 53 

 

• Digital Platforms and Marketplaces: 

 

According to the Equipment Leasing and Finance Association (ELFA), the use of digital platforms and marketplaces in equipment 

finance has increased significantly. In 2020, 72% of leasing companies reported using digital platforms to originate and service leases, 

up from 57% in 2018. Additionally, 44% of leasing companies were using online marketplaces to connect with customers, up from 27% 

in 2018. 

 

• Telematics and IoT for Asset Management: 

Construction equipment manufacturers and dealers are utilizing telematics and IoT technologies to enable asset lifecycle 

management. Key applications include: 

 

- Driving proactive maintenance and repair by automating the collection of engine hours and usage data 

- Informing asset replacement schedules through metrics like engine hours, fuel consumption, and historical maintenance costs 

- Enabling procurement planning by leveraging utilization data to tailor communications around new equipment purchases 

• Open APIs and Ecosystem Integration: 

Financial institutions and fintechs are leveraging open APIs to create digital ecosystems that extend beyond traditional banking 

services. For example: 

- Asset management firms can integrate real-time market data and analytical tools into portfolio management systems. 

- Banks are partnering with fintechs, retailers, and telecom companies to create unified ecosystems enhancing customers' financial 

lives. 

- PSD2 regulation has mandated banks to share customer data (with consent) and provide open APIs to third-party providers. 

 

• Digital Tools for Sales and Customer Engagement: 

Companies like DLL are offering digital solutions to transform business operations: 

 

- Point-of-sale digital tools to make the sales process faster and easier 

- Self-service capabilities for customers 

- Digital platforms for used equipment financing 

 

These digital ecosystem initiatives are enabling asset finance providers to offer more flexible, efficient, and customer-centric services 

while also improving their own operational efficiency and data-driven decision-making capabilities. 

 

©2024 FIS and/or its subsidiaries. All Rights Reserved. 

https://www.accenture.com/gb-en/case-studies/automotive/bmw-puts-generative-ai-in-the-drivers-seat
https://aws.amazon.com/solutions/case-studies/vw-digital-ecosystem/
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5. Economic Benefits – Connected Ecosystems 

By creating a connected digital ecosystem, asset finance providers can transform their economic model, moving from one-time sales 

to sustainable, multi-use revenue streams. This shift not only improves profitability but also creates opportunities for customer 

retention, reduced acquisition costs, and long-term asset utilization, ensuring financial resilience and competitive advantage in the 

evolving automotive finance landscape. 

• Increased Profitability Over Multiple Use Cycles 

By retaining ownership of vehicles and renting them across multiple usage cycles, providers can generate up to 50% more profit 

compared to traditional sales models. This model allows vehicles to be redeployed multiple times, extending their revenue-generating 

lifecycle and maximizing their value. 

• Lower Customer Acquisition Costs and Higher Retention 

VaaS (vehicle-as-a-service) platforms enable ongoing relationships with customers, allowing providers to offer new contracts at the 

end of each usage period, effectively “locking in” customers over extended periods. This results in reduced marketing and 

acquisition costs, as a loyal customer base can be retained through regular service updates and tailored offers. 

• Higher Vehicle Lifetime Value (VLV) 

In traditional sales, profitability is limited to a single transaction. However, the VaaS model leverages connected ecosystems to 

continuously engage customers with recurring services (maintenance, insurance, upgrades). This strategy increases the lifetime 

value of each vehicle by utilizing it across multiple customer interactions, thereby multiplying its economic output compared to a one-

time sale. 

• Revenue from Value-Added Services 

Connected ecosystems facilitate additional revenue streams by enabling providers to bundle services like insurance, maintenance 

packages, and EV charging solutions. Complementary services enhance customer experience and provide providers with stable, 

diversified income streams beyond the basic rental fees. 

• Upselling Opportunities with Flexible Contracts 

With shorter usage cycles, customers have frequent opportunities to upgrade to higher-tier services or newer models. This structure 

supports frequent upselling opportunities, as customers are less tied to long-term ownership and more open to experimenting with 

different service levels and vehicle types, boosting overall revenue. 

• Improved Asset Utilization 

By digitally tracking and managing vehicles within a connected ecosystem, providers can optimize fleet utilization and reduce idle time. 

This efficient management of assets contributes to higher profitability and reduced costs associated with unused inventory, leading to 

enhanced asset utilization rates and overall operational efficiency. 

6. Competitive Analysis: Platform Ecosystems 

Automotive finance, mobility players and equipment finance will require new strategic positionings and business models enabled by 

new competencies and digital technologies to succeed. These differ in two major dimensions – the breadth of services offered and the 

degree of digitization. Based on the strategic matrix there are three possible strategic positionings of the future business models that 

have been considered. 

a. Digital Champion: 

Overview: This model centers around maximizing direct customer engagement and enhancing customer experience through digital 

channels. Digital Champions leverage streamlined customer journeys, rapid decision-making (“time to yes”), and data analytics to 

provide seamless service and support, establishing strong customer relationships and retention. 

Advantages: 

- High degree of customer loyalty and retention through superior digital experiences and personalized touchpoints. 

- Ability to compete with neo-banks and fintech startups by focusing on speed and convenience. 
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Considerations: 

- Requires extensive investment in technology, customer experience design, and API-based integrations. 

- Operational alignment to consistently deliver an excellent user experience across both digital and physical channels. 

 

b. Platform Provider: 

Overview: This model focuses on creating a digital ecosystem by aggregating services from multiple providers to deliver an end-to-

end, integrated solution to customers. Similar to Amazon or Netflix, Platform Providers serve as digital marketplaces, connecting 

customers with a range of services and leveraging data to continuously optimize the customer journey. 

Advantages: 

- Broadens revenue streams through partner collaborations, commission fees, and customer data monetization. 

- Scalable and flexible, offering a wide variety of services without owning all assets. 

Considerations: 

- Requires strong partnerships and a robust, API-based architecture to support seamless integration. 

- Dependence on third-party service quality and customer experience. 

 

c. Mobility Service Provider: 

Overview: This model emphasizes flexibility in service delivery by providing various mobility solutions such as leasing, subscription, 

and rental within a single platform. It is designed to address the rising demand for flexible and sustainable mobility options. 

Advantages: 

- Appeals to customers seeking flexible and sustainable transportation options, which can be tailored to individual needs. 

- Uses data-driven insights to optimize fleet management and drive operational efficiencies. 

Considerations: 

- Requires data infrastructure and partnerships with fleet management providers to offer real-time, data-informed mobility solutions. 

- Demands agility to respond to shifts in customer behavior and preference. 

Recommendation:  

The Platform model, especially when implemented with composable architecture based on MACH principles (Microservices, API-first, 

Cloud-native, and Headless), offers a robust future-proof path forward in the asset finance and automotive sectors. This approach 

aligns with the growing market trend of ecosystem-based services, fostering scalability, rapid integration, and revenue diversification 

through partnerships. 

Financial Justification: 

- Cost Efficiency: Platform ecosystems reduce operational costs by centralizing services and resources allowing for faster 

customer acquisition and reduced overhead costs. 

- Revenue Expansion: Through partner networks, Platform Providers can drive additional revenue streams from brokerage fees, 

cross-selling, and subscription services. 
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7. Future State: Considerations for Journey towards Platform Ecosystem. 

The underlying value chain for an Asset Finance (Auto & Equipment) provider is composed of the OEM, Captive Financial Services, in 

some cases a Bank and an entity covering its fleet and mobility solutions. To build a robust and future-proof operating model for BMW’s 

next-generation asset finance platform, especially considering fleet, bank, and financial services dependencies, a deeper dive into the 

following areas is necessary: 

 

Figure-10: Auto & Equipment Value-chain analysis 

7.1 Inventory Management Across Fleet, Bank, and Financial Services: 

• Fleet Coordination: A centralized platform can provide real-time tracking of fleet inventories, including leased, owned, and available 

vehicles. This ensures transparency and allows better resource allocation, improving the return on assets (ROA) while reducing 

downtime between leases. 

• Bank Integration: The platform can facilitate financial services like credit lines or loans tied directly to the value and availability of the 

fleet inventory. Automated financial transactions such as loan drawdowns or asset valuation adjustments can be based on real-time 

data, enabling more accurate capital allocation for vehicle purchases and lease contracts. 

• Financial Services: The platform’s flexibility supports financing options based on both usage-based (EaaS) and traditional leasing 

models. This facilitates offering bundled services for both corporate and retail customers, promoting financing efficiency while 

maximizing asset utilization. 

7.2 Circular Economy and ESG Alignment: 

• Dependency Between Retail, Bank, and Fleet Businesses: The platform creates synergies between these verticals by promoting 

the refurbishment and resale of vehicles through connected fleet management. Financial services can offer green financing, 

incentivizing sustainable choices for both retail and commercial fleet operators. 

• Sustainability and Reusability: Vehicles can be repurposed from one business model to another (e.g., from corporate fleet to retail 

use or leasing), ensuring that assets have longer lifecycles, thus aligning with circular economy principles. 

• ESG and Green Financing: Financial institutions, using the platform’s data, can track CO2 emissions and overall sustainability 

performance of fleets, enabling green bonds or sustainability-linked loans. By integrating with financial services, banks can fund ESG-

compliant projects or offer discounts on services such as electric vehicle leasing, thus reinforcing environmental goals. 

7.3 Cross-Business Dependency to Promote Circular Economy: 

• Retail and Fleet Interaction: Retail businesses benefit from fleet end-of-life re-commercialization, reducing production demands and 

ensuring that vehicles are utilized to their maximum capacity, supporting reuse and refurbishment programs. 
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• Banking’s Role: Banks can play a key role in financing circular economy projects by leveraging data insights to align lending practices 

with ESG criteria, rewarding businesses that adopt sustainable practices, thus ensuring compliance with emerging regulatory 

frameworks. 

7.4 Dealer Integration and Inventory Management: 

• Real-time Inventory Sync: Dealers need real-time access to fleet availability and stock. A unified platform can streamline ordering, 

leasing, and financing of vehicles by connecting dealer management systems to the broader asset management network. 

• Cross-Market Inventory: The platform must allow BMW to redistribute inventory across markets, ensuring that vehicles with higher 

demand in one market are transferred from areas with lower demand, improving overall asset utilization and aligning with circular 

economy principles. 

7.5 Multi-Market Capabilities: 

• Localized Financing Solutions: The platform should be customizable to offer financing solutions suited to different regions, 

considering local regulations, market dynamics, and customer preferences. By tailoring finance packages and services like EaaS to 

regional needs, BMW can enhance customer experience and operational efficiency across diverse markets. 

• Regulatory Compliance Across Markets: The platform should be able to adapt to different market regulations, including tax laws, 

emissions standards, and ESG reporting, ensuring that BMW maintains compliance across all regions. 

7.6 Circular Economy for Dealers: 

• Remarketing and Reuse: Dealers can leverage the platform to offer refurbished vehicles from corporate fleets or leased vehicles to 

retail customers, thereby extending asset lifecycles and reducing environmental impact. This would tie into BMW’s broader circular 

economy goals and create value for dealers through a secondary sales market. 

• Dealer Incentives for Sustainable Practices: To promote sustainability, dealers could be incentivized through green financing or 

bonuses for promoting electric vehicles (EVs) and implementing recycling initiatives, further aligning with ESG objectives. 

A proposed future-state operating model taking above considerations together with the platform ecosystem components highlighted below 

in figure-11: 
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8. Conclusion and Recommendations: 

 
- High Costs with Unclear Returns: According to a recent report by McKinsey, technology spending in Banks has increased 

significantly, growing at 9% annually to reach $650 billion in 2023. However, many banks struggle to demonstrate a clear ROI, as 

technology often appears as a costly investment without a clear link to productivity gains or competitive advantage. 

- Complexity and Maintenance Burden: Asset Finance firms face mounting complexity from regulatory demands, AI adoption, 

and legacy system upgrades. These layers add to the total cost of ownership, with maintenance expenses frequently outpacing 

the benefits of new technology investments. 

- Lack of Competitive Differentiation: Higher tech spending does not automatically yield a competitive edge. Due to 

commoditization of new technologies, both large and small players can deliver similar digital services, making it hard for larger 

institutions to stand out based on technology alone. 

Effective Approaches for Successful Transformation: 

- Outcome-Based Execution: Rather than measuring success by project completion alone, Asset Finance firms should adopt an 

outcome-focused approach. Clear business outcomes—like increased revenue or improved customer retention—are more likely 

to create shareholder value. 

- Strategic Allocation of Tech Spending: Asset Finance firms that thrive technologically often prioritize a small number of high-

impact projects, focusing on areas with the greatest value potential. This approach prevents funds from being spread too thinly 

across numerous initiatives and ensures that technology aligns with strategic business objectives. 

- Cross-Functional Collaboration: Successful transformations involve collaborative efforts between the CEO, CFO, CIO, and 

other business heads to ensure that technology investments drive enterprise-wide value. This cross-functional alignment supports 

consistent value realization beyond the CIO’s office. 

Key Takeaways for Executives: 

- Focus on Strategic Priorities: Concentrate tech investments in domains that align with the company’s core objectives and long-

term value creation. 

- Embrace Outcome-Driven Metrics: Shift from focusing solely on project completion to measuring the impact on revenue, 

customer experience, and other key business outcomes. 

- Adopt a Platform Mindset: Position technology as an enabler of integrated, scalable services, promoting operational flexibility 

and responsiveness in a fast-evolving financial landscape. 

In summary, the transformation journey for asset finance companies should prioritize an outcome-based, platform-centric 

approach. Leveraging data, AI, and modernized infrastructure not only enhances customer experience and operational efficiency 

but also fosters a sustainable competitive advantage in a commoditized market. 


