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Value dynamics

Welcome to the 61st edition of the Journal of

Financial Transformation.

| am delighted to announce our new partnership
with King’s College London, a world-renowned
leader in education and research, marking a
new chapter in the Journal's long and

distinguished history.

In this edition focusing on Value Dynamics,
we explore a critical - and ever more pressing
- challenge: how institutions across financial

services create, distribute and sustain value.

As Professor Crawford Spence, our editor from
King’s College highlights in his own introduction,
the forces shaping value dynamics across financial
services are myriad, encompassing technological
transformations, secular shifts, political and

social structures.

As a firm that has been at the cutting edge of
innovation for over 25 years, these value drivers
intersect directly with the work Capco does
every day, helping our clients around the globe

transform their businesses for sustained growth.

The integration of innovative new technologies
including generative and agentic Al models,
the digitalization of currencies and payments
infrastructures, the reimagining of customer
experiences, the relentless evolution of market
ecosystems, the vital role of culture as a
value driver: these imperatives are where we
see - first-hand - clear opportunities for our
clients’ future growth, competitive differentiation

and success.

We are excited to share the perspectives and
insights of many distinguished contributors drawn
from across academia and the financial services
industry, in addition to showcasing the practical
experiences from Capco’s industry, consulting,

and technology SMEs.



It is an immense source of pride that Capco

continues to champion a creative and

entrepreneurial  culture, one that draws
on the deep domain and capability expertise
of thousands of talented individuals around

the world.

We do not take our hard-earned status as a
trusted advisor lightly, nor our responsibility to
make a genuine difference for our clients and
customers every single day - placing excellence

and integrity at the forefront of everything we do.

| hope the articles in this edition help guide your
own organization’s journey as you navigate the

many complexities and opportunities ahead.

As ever, my greatest thanks and appreciation to

our contributors, readers, clients, and teams.

- Vorz Yoz

Annie Rowland, Capco CEO
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Editor’s note

KNGS KING’S
o8 BUSINESS
et SOHOOL

This 61st edition of the Journal of Financial
Transformation is the first with a new editorial
team in place, and is the product of a formalized
collaboration between Capco and King’s
College London. This collaboration - a leading
financial services consultancy and a prestigious
academic institution - embodies the Journal’s
ethos: a balance between academic rigor and

practical accessibility.

Traditional academic journals often deal with
more prosaic conceptual matters. Even when they
focus on more practical concerns, the timelines
and mechanics of double-blind peer review
processes can mean that the insights that they
offer risk being out of date by the time they are
published. Conversely, traditional op-ed articles
in the financial press are all too often heavy on
opinion and pre-conceived ideas and can lack
the heft that comes with thoroughly researched

pieces of work.

The Journal we’ve published strikes a vital balance

between these two approaches.

This edition has an overarching focus of Value
Dynamics. Specifically, the various articles look
at how value is created, distributed and sustained
across financial services. In turn, the submissions

are grouped into three broad themes.

Technological transformations are explored in
terms of how these can bolster or hinder value
dynamics if not managed effectively. A number
of secular shifts are also discussed - these
being long-term changes that are impacting
value dynamics in the sector. Finally, structural
highlighted that

the importance of sticky, tricky social and

challenges are emphasize
behavioral issues that surround the execution of

financial services.

Overall, these themes highlight challenges and
opportunities in the sector and encourage us to
think differently.

It has been a pleasure working on this issue
with such a fantastic and diverse array of

different contributors.

CH Rons

Professor Crawford Spence

King’s College London



Future-proofing adoption strategies
with behavioral science'

Author Martha Lucia Férez Blando | Managing Principal, Capco

Abstract

Financial institutions face increasing challenges in designing effective and sustainable adoption
strategies for new products and services. In a rapidly evolving digital and regulatory landscape,
many firms rely heavily on short-term adoption metrics, often overlooking the underlying
behavioral factors that drive long-term customer engagement. This paper demonstrates how
behavioral science, particularly choice architecture, can help financial services firms structure
adoption strategy decisions in a way that supports both immediate business goals and long-term
customer relationships.

A key obstacle to effective adoption strategies is the presence of cognitive biases in
decision making. Firms often rely on familiar habits and short-term gains while overlooking
strategic trade-offs that could lead to more sustainable growth. This research introduces a
structured decision-making approach that helps broaden strategic thinking by addressing
biases, such as narrow framing, availability bias, and present bias. By applying this approach,
financial institutions can design more customer-centric, commercially viable, and resilient

adoption strategies.

This framework is particularly valuable for firms looking to strengthen decision-making processes,

reduce behavioral risks, and optimize adoption strategies to drive lasting customer value.

1. Introduction

In high-stakes environments like financial services,
strategic choices that address consumer behavior
and decision-making processes can help firms
engage customers and maintain competitiveness.
To support these strategies, choice architecture
alters the decision context or how information
is structured and framed to mitigate biases and
improve decision making [Fasolo et al. (2024)].

This tool can nudge individuals and organizations

towards better decisions while preserving

freedom of choice. One effective choice
architecture technique is expanding objectives,
which broadens considerations by identifying
additional relevant goals and counteracts biases
like narrow framing, which limits the outcomes,
often overlooking alternative perspectives or

long-term impacts.

This essay explores how expanding objectives can
improve decision making in designing customer

adoption strategies for financial services. The

' This paper was originally developed by the author, Martha Lucia Férez Blando, as part of the Executive MSc in Behavioural
Science at the London School of Economics and Political Science (LSE), for the Behavioural Decision Science course.

150 /
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following sections examine key decision-making
the

objectives technique, limitations and conclusions.

challenges, solutions using expanding

2. Decision-making challenges
to enhance adoption strategies

The financial services sector faces distinctive

pressures, including stringent regulatory

requirements, rapid technological change,
and a reliance on fast and intuitive thinking.
The complex and intangible nature of financial
products often prompts decision makers to
rely on straightforward approaches to navigate
uncertainty. Such reliance on quick judgments
and rational often

limits analytical thinking,

neglecting long-term goals and endangering

decision quality.

When designing customer adoption strategies
in financial services, decision makers often face
significant behavioral obstacles. Narrow framing,
a cognitive bias, causes them to overlook complex
longer to

organizational objectives that take

materialize. This can lead to overconfidence

in limited predictions, narrowing assessment
of potential outcomes, and compromising the
quality and effectiveness of customer adoption

strategies in dynamic environments.

The integration of financial services and
technology has modified behaviors in digital
finance settings, making it crucial to design

customer adoption strategies that foster long-
term engagement rather than just immediate
use [Chuahan and Chavda (2024)]. Addressing

this is challenging, as financial professionals

operate in high-pressure, noisy environments

where inconsistent decisions stem from varying
interpretations of complex inputs, compounded

by constant data inflow, market fluctuations,

and evolving regulations. Consequently,

professionals often prioritize immediate
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Behavioral science
enables financial firms to design
adoption strategies that drive
immediate business impact and
build lasting client relationships.

outcomes over long-term goals, driven by
decision-making biases that expose behavioral

risks, resulting in suboptimal outcomes.

Digital transformation

emphasize short-term metrics and quick wins

strategies frequently
to demonstrate value. This narrow focus can
lead institutions to overlook critical stages of
the customer journey, missing opportunities to
optimize long-term outcomes. The lack of best
practices for adoption strategies mirrors broader
organizational failures stemming from missing
unified frameworks. Employees may rely on
recent, familiar experiences (availability bias) or

favor short-term gains (present bias).

When designing adoption strategies, financial
services institutions often address decision-
making challenges by focusing on a singular
objective: increasing customer adoption rates.
While this focus provides clear direction and
aligns with immediate priorities, it can perpetuate
short-term thinking and narrow decision-making
frameworks. Instead, addressing these challenges
requires incorporating multiple attributes to
balance competing objectives and manage trade-

offs effectively [Raiffa (2006)].

Table 1: Current singular objective in financial
services customer adoption strategy

Increase customer adoption rates
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3. Expanding objectives
to improve decisions in
adoption strategies

3.1 Benefits of applying the
“expanding objectives” technique

Expanding the range of objectives in decision
making offers a robust solution for enhancing
choice architecture in financial institutions to
design adoption strategies for new products. By
broadening the decision frame to encompass
diverse and competing priorities, institutions
can create adaptable strategies. The technique
provides three key behavioral solutions to improve
the decision framework: reducing cognitive
overload, enhancing decision-making rigor and
balancing short- and long-term goals. Together,
these solutions can lead to adoption strategies
that are comprehensive, customer-centric and
aligned with both immediate and strategic goals

[Chuahan and Chavda (2024)].

Reducing cognitive overload involves breaking

down complex  objectives into  smaller,
manageable sub-objectives, minimizing the noise
that often undermines decision quality in high
pressure environments like financial services.
Organizing expanded objectives clearly and their
timely communication helps maintain focus and
prevent decision makers from being overwhelmed
by excessive information, addressing challenges

from complex financial data and regulations.

Enhancing decision-making rigor ensures critical

objectives are systematically considered. A
master checklist can help broaden the objectives
by ensuring all known critical objectives are
considered, improving decision hygiene judgment
and mitigating behavioral risks. This structured
approach fosters deliberative, System 2 thinking,
enabling more thorough evaluations of relevant

factors.
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Balancing short- and long-term goals in the
expanded objectives mitigates present bias by
integrating overlooked objectives into strategy
frameworks. This balance enables institutions
to align immediate metrics, such as adoption
rates, with broader goals like fostering trust and
building loyalty. By doing so, financial services
firms can develop sustainable, customer-centric
strategies that address both immediate priorities

and long-term organizational visions.

3.2 Techniques to expand objectives

Expanding objectives in decision making relies
on both formal and informal techniques. Formal
approaches include multi-attribute decision-
making frameworks that systematically evaluate
diverse objectives and trade-offs, ensuring
adoption strategies meet user needs and avoid
narrow framing. Similarly, scenario analysis
assesses how objectives perform under varying
conditions, which can help align short- and long-

term goals and enhance decision robustness.

Informal techniques, such as reframing, broaden

decision frames by presenting information
through alternative conceptual lenses, revealing
overlooked objectives for better decision making.
The “Five Whys” method uncovers fundamental
objectives by probing beyond surface-level goals,
ensuring priorities like sustained engagement
and perceived value are identified. Checklists

provide consistency and comprehensiveness

pragmatically, reducing risks of omission.
Involving cross-functional teams incorporates
diverse perspectives, capturing objectives

that may otherwise be missed. Together, these
techniques create a holistic approach to expand

objectives when designing adoption strategies.
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Table 2: Objective expansion approaches to design adoption strategies in financial services

Enables systematic evaluation of trade-offs between consumer and
organizational value and short- and long-term gains.

Reveals diverse customer journeys, offering insights into opportunities

for strategic engagement and planning for contingencies.

Inspires innovative approaches by reimagining adoption rates as

opportunities to penetrate new markets.

Provides structured guidance for decision makers, ensuring critical

drivers of customer adoption are systematically addressed.

Al Multi-attribute
considerations

A2 Scenario analysis

A3 Reframing

A4 Checklists

A5 Integration of diverse

perspectives

3.3 Improving decision making
to design adoption strategies

Building on the techniques outlined in Section 3.2,
this section selects the most relevant approaches
and demonstrates their practical application in
expanding objectives to improve decision making
in the design of adoption strategies for financial
services. This aims to address the core issue
with the original objective, “increase customer
adoption rates,” which is too broad and lacks
nuance to guide decision making effectively in

the dynamic environment of financial services.

By applying “decision hygiene” [Kahneman
et al. (2021)], this goal is refined into targeted
sub-objectives, addressing customer behavior
This

reduces cognitive overload, enhances decision

and organizational priorities. process
rigor and balances short- and long-term goals.
Structured approaches that foster deliberate
System 2 thinking support this refinement. Multi-
attribute considerations systematically evaluate
trade-offs between consumer and organizational
value, and short- and long-term gains. Scenario
analysis reveals insights into customer journeys
revealing strategic engagement opportunities.
And, reframing repositions low adoption rates as

opportunities to access new markets.
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Enhances decision making by incorporating holistic insights from varied
organizational and customer viewpoints.

While no universal master checklist exists for
adoption strategy design, this paper proposes
a structured approach by integrating diverse
perspectives from established frameworks.
Leveraging Ettlie’s (1980) six-stage product-
adoption model (Figure 2) and Rogers’ (1995)
innovation-adopter categories (Figure 1) as
key components will support customer-centric

strategies while enhancing organizational success.

3.4 Use case: applying expanded
objectives to a digital product launch

To

expanding objectives technique,

illustrate the practical application of the
this section
presents a use case involving the launch of a digital
financial product. The scenario demonstrates
how behavioral insights can be translated into
six actionable sub-objectives aligned with
customer-adopter segments and the stages of
the product adoption journey. This structured
approach enables financial institutions to design
effective, and sustainable

more targeted,

adoption strategies.
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Figure 1: Rogers’ innovation-adopter categories

Early majority
Pragmatic adopters
who follow after
observing benefits

Early adopters
Influential
trendsetters

Innovators
Risk-takers who adopt
an innovation first

13.5% 34%

Source: Rogers (1995)

Figure 2: Ettlie’s adoption model categories

Existence of an innovation
is advertised without
Awareness detailed information.
Curiosity is demonstrated
by actively seeking
information about

the innovation.

Assessment of innovation’s
pros, cons and alignment
with consumers’ needs

or goals.

The innovation is tested
on a limited scale to
evaluate its feasibility,
usability and impact.

Decision to fully adopt the
innovation after favorable

Adoption results from the trial phase.

Integration of innovation
into operations, with

maintenance for
sustained success.

Implementation

Source: Ettlie (1980)

Late majority
Skeptical adopters
who wait until most

have adopted

Laggards
Conservative adopters
resistant to change

34% 16%

3.4.1 Objective 1: Promote
product exposure

In the earliest stage of adoption, building
awareness and trust is essential. Financial
institutions can encourage initial engagement
by highlighting ease of use through simple,
intuitive messaging and user-friendly visuals.
Social proof can be leveraged through influencer
partnerships, customer testimonials, or early
access programs that showcase real users
interacting with the product. These approaches
help establish credibility, reduce uncertainty,
and spark interest among innovators and

early adopters.
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Table 3: Expanded objectives aligned with adoption stages and adoption categories

5)1

Adoption

model stages Behavioral relevance

[Ettlie (1980)]

Innovation-
Objective Ip | EXPanded adopter
objectives categories
[Rogers (199
Objective 1 Promote product Innovators
exposure
Objective 2 Demonstrate Early adopters
value and
accessibility
Objective 3 Facilitate Early majority
comparative
analysis
Objective 4 Encourage risk- Early majority
free exploration
Objective 5 Support informed Late majority
decision making
Objective 6 Sustain Laggards
engagement

3.4.2 Objective 2: Demonstrate value
and accessibility

To support early-user engagement, financial
institutions can offer guided demos to help
customers understand how a product works. They
can also provide interactive tools that personalize
the calculation of the forecasted value a potential
customer might expect. By keeping information
transparent and easy to explore, organizations
can make new products feel more accessible and

their benefits more tangible.

3.4.3 Objective 3: Facilitate
comparative analysis

Whenusers enter the evaluation stage, the decision
making process can feel overwhelming. Financial
institutions can support this stage by offering
simplified, curated comparisons presented in

visual formats such as decision tables. These tools
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Ease of use and social
proof campaigns

Awareness

Make benefits salient
and personal;
encourage interaction
to build familiarity

Interest

Mitigate cognitive load
and increase salience via
structured comparisons

Evaluation

Trial Mitigate loss aversion via

ethical low-risk trials
Adoption Highlight objective
information to support
rational decision making

Gamification and user
feedback loops

Implementation

break down key product features, benefits, and
costs in a way that is easy to scan and compare. By
streamlining the evaluation pathway, institutions
reduce cognitive load and enable customers to

make more confident, informed choices.

3.4.4 Objective 4: Encourage
risk-free exploration

To motivate hesitant wusers toward action,

financial institutions can offer free trials or
money-back guarantees that allow customers
to test the product without commitment. When
designed to allow easy withdrawal without loss,
these approaches build trust, reduce perceived
risk, counteract loss aversion, and encourage
low-pressure exploration. By creating a safe and
transparent trial experience, organizations can

build confidence and support adoption.
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3.4.5 Objective 5: Support informed
decision making

Once users have trialed the product, supporting
their informed decision is critical. Independent
user reviews, usage data, and ethical default
settings (such as opt-in trials with transparent
cancelation options) can help ensure the transition
to full adoption feels both safe and seamless.
Usage data can validate the user’s experience
by highlighting objectively how they’ve engaged
with the product and the benefits they’ve already
gained. This builds confidence and supports

rational, low-pressure decision making.

3.4.6 Objective 6: Sustain engagement

Adoption is not a one-time event. As customer
needs and external conditions evolve, institutions
must regularly revisit and refresh engagement
strategies. Tools like gamification, achievement
badges, and personalized feedback can help
maintain interest, particularly among late
adopters or previously disengaged users who
may need ongoing motivation to stay engaged

[Firmansyah et al. (2023)].

4. Discussion and conclusion

4.1 Limitations

The proposed approach to expanding objectives
for improved decision making to design relevant
adoption strategies in financial services faces
several limitations. Decision makers must navigate
complex, evolving multi-attribute frameworks,
including diverse target markets, channels,
behavioral interventions, customer engagement
maturity, investment requirements, and expected
investments.

return of This complexity can
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complicate the prioritization of expanded
objectives and may lead to “analysis paralysis.”
Without effective tools to streamline this process,
professionals in high-pressure environments
are vulnerable to cognitive overload, reducing

decision efficiency and effectiveness.

Furthermore, aligning adoption strategies with
evolving financial services regulations is crucial to
ensuring the ethical implementation of behavioral
interventions. Failure to do so introduces legal,
financial, and reputational risks, undermining
customer trust and the long-term sustainability of

adoption strategies.

Additionally, while advanced tools such as

Al-driven decision-support  systems offer
potential to reduce cognitive burden and adapt
to changing conditions, their implementation
is still in the early stages. Challenges include
ensuring ethical use, regulatory compliance, and
appropriate governance, particularly as financial
regulators continue to develop their approach to

Al-related risks.

4.2. Conclusion

The expanding objectives choice architecture
technique significantly enhances the decision of
how to design adoption strategies that are fit
for purpose. By broadening the decision-making
frame, this technique reduces cognitive overload,
fosters systematic evaluation and balances short-
and long-term priorities. This results in strategies
that better align with organizational goals while

delivering meaningful outcomes for clients.

While promising, the approach must be applied
with consideration of certain limitations. These

include the complexity of balancing several
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considerations in the decision-making process,
the need for regulatory alignment, and the
challenges of implementing advanced tools
such as Al responsibly. Addressing these factors
is essential to ensure ethical, compliant, and

scalable solutions.

The use case presented illustrates how this
technique can be operationalized in a real-world

financial services context, highlighting its value
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in re-engaging diverse customer segments,

supporting confident decision making, and
sustaining adoption over time. By embedding
this structured yet adaptable approach into their
decision processes, financial institutions can
proactively respond to evolving customer needs,
navigate regulatory complexity, and deliver
sustained engagement, ultimately driving better

customer and business outcomes.
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