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Executive Summary 
Commentary on securities throughout this report solely reflects the 
views of Morgan Stanley Research, not Oliver Wyman.

One of the defining positive trends in the last century has been the 
steady increase in life expectancy worldwide. But, for all the won-
derful things this has given us, it has ushered in an “Age of Aging,” 
which has created a massive financial challenge for many countries 
and individuals. Greater longevity has been compounded by falling 
birth rates across much of the developed world, straining public pen-
sion systems that were built for another era, and consequently, 
driving policy regimes that have shifted the retirement burden from 
the state or corporation onto the individual. As a result, a large por-
tion of the world’s citizens face a daunting challenge: how to ensure 
a desirable and dignified lifestyle post-retirement. For higher net 
worth individuals, this challenge is nuanced but still sizable: how to 
preserve lifestyle for a longer post-retirement and ensure a smooth 
wealth transfer. 

This challenge didn’t suddenly arise. The pressure has been building 
for decades. Nor have the key retirement industries — wealth, asset 
management, and insurance — sat idly by. They have developed inno-
vative products and services that improve people’s ability to tackle 
their savings, investing, and protection needs. But, as this  report 
makes clear, individuals’ needs are not being fully met, and the chal-
lenge is only growing more complex. 

The proliferation of products and services contributes to this com-
plexity as most people — including advisors, plan sponsors, and 
others in the ecosystem — suffer from the “paradox of choice.” 
Behind this proliferation is a dynamic in which each industry has, by 
and large, designed these products and services in a siloed way. This 
has made it extremely challenging to piece together a comprehen-
sive solution to individuals’ multifaceted retirement needs and has 

So, what can be done?

To address retirement needs, products are not enough. In
need an integrated, holistic suite of solutions, designed wit
outcomes and a seamless client experience in mind. While
sound straightforward, wealth managers, asset mana
insurers have not been able to deliver on this idea at scal

With this challenge comes a tremendous opportunity, n
terms of tapping into a huge and growing revenue pool —
estimate by 2028 could represent a $400 billion incremen
tunity for wealth and asset managers — but in terms of ful
core purpose of why these industries exist.

Addressing this challenge will require adopting a “retirem
system mindset” as the greatest value unlock will be from t
can figure out how to deliver more integrated and holistic
across accumulation, decumulation, longevity protec
wealth transfer needs. Each firm will need to recognize 
starting point in order to identify opportunities to build th
bilities through closer partnerships, breaking down silos ac
ness units, or creating entirely new business models a
propositions. 

This will not be easy — many of the firms we have sp
worked with recognize the opportunity but struggle with a
tion of misaligned operating models, outdated technology,
nizational inertia that stand in the way of seizing it. Howev
firms that are able to get this right, the rewards are subst
Morgan Stanley Research

resulted in poor, disjointed customer experie
those without access to personalized guidan
5
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Messages for the C-Suite
Our Blue Paper is informed by more than 20 meetings with senior executives of asset managers, wealth managers, and insurers with
trillion of combined assets under management.

Longevity and the retirement opportunity

• An aging global population and continued shift of the retire-
ment burden on the individual represents a significant oppor-
tunity for wealth and asset managers. 

• Asset managers can generate value and better serve impor-
tant client needs through products that combine accumula-
tion with decumulation and/or protection features. Those 
with strong multi-asset solutions and private market capabili-
ties stand to benefit from growing allocations in accumula-
tion and from income demand in extended decumulation. 

• Asset managers should be placing strategic bets in different 
markets to capitalize on regulatory changes (particularly in 
markets where there is already regulatory support for 
increasing DC and private pension contributions such as 
Japan) while being more proactive in engaging with regula-
tors and other industry bodies to shape the future direction 
of retirement-related policies.

• For wealth managers, the opportunity is most prominent in 
the mass affluent segment as the retirement burden shifting 
to the individual drives greater need for advice and retire-
ment solutions targeted for that segment. Expanding access 
of advice to this segment is critical, and the need for it is 
higher than ever, driven by longer life expectancies and uncer-
tainty on how to plan for retirement. 

• In addition, wealth managers should double down on 
expanding the product shelf to include private markets and 
insurance products and evolve the service delivery model to 
capitalize on the wealth transfer opportunity to women and 
younger generations. 

• The largest (and most untapped) opportunity is one that cuts 
across asset management and wealth management (in addi-
tion to insurance, record-keeping/administration and other 
parts of the ecosystem) to address individuals’ retirement 
needs holistically through integration across advice, risk 
sharing, and investment management.

• We see three possible models to deliver integrat
ment solutions: (1) building partnerships across
system; (2) better integrating across businesses silo
pursuing technology-led platform plays. There is n
wrong answer,” and the path forward in a large par
on a firm’s starting point. 

• The integrated model that combines multiple comp
the solution under one roof is theoretically prom
hard to realize. Firms struggle with competing orga
incentives, fragmented technology, and strategic in
prevent them from effectively working across
assemble and deliver integrated solutions and 
experiences for their clients. 

Gen AI

• Gen AI has moved from whiteboard to producti
cases proliferate across the value chain.

• Firms are seeing significant productivity enhancem
are exploiting the gains that come from the “lower
cognition.” 

• Advancements in methodology and how the tech
deployed have reduced hallucinations and made t
more usable and reliable.

• While Gen AI has led to “Super Analysts,” human 
and ability to layer in predictive analytics remain c

• There is significant investment in bespoke develo
create differentiated capabilities.

• The greatest value comes from driving user adopti
than having the most sophisticated model or techn
bilities. 
6
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1. State of the Indu
1A: Global Asset Management

In 2023, Global Asset Management AuM saw
(see Exhibit 1 ). This surge was driven by stro
which makes up a significant proportion of g
returns).2

Peering under the hood at net flows data sho
tially more important driver of AuM growth as
dipped into the red in 2022 as net new money
net inflows have not yet rebounded to pre-c

Exhibit 1: Global Externally Managed AuM
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 Source: Oliver Wyman Global Asset Management Model

Looking ahead, we forecast a 7.3% compound
for growth include private markets, where t
structurally higher interest rates and continu
tinue outweighing net flows by a 2:1 ratio.

1. World Federation of Exchanges, as of 12/31/2023

2. However, this performance was hyper-concentrated 
S&P Dow Jones Indices. “Magnificent 7” refers to Alpha
 BluePaper
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stry
 Outlook — Back on Track, or So It Seems

 a rebound to slightly above its historical peak, making up for all of the $12 trillion drop in 2022 
ng market performance across asset classes, led by a global bull market in equities. The US — 

lobal equity market capitalization (~44%)1  — drove much of global gains (at ~24% annualized 

ws a somewhat more fragile situation. In recent history, market performance has been a substan-
 net flows remain comparatively small in overall magnitude. After a strong 2021, net flows slightly 
 remained on the sidelines through a bear market. Last year, 2023, saw an improvement, although 
ovid levels.

, Flows, and Market Performance ($TN), 2018-2028E
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8% 4%
11%

2022

21%

17%

26%

5%
8%
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18%

17%

27%

5%
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15%

2028

7%

2
119

107
119

170

+16.4% -10.4% +12.1%

+7.3%

Multi-Asset

Money Market

Hedge Funds

Private Markets

3.6
(36%)5

%)

5.2
(31%)11.5

(69%) -0.3
-12.1

2.4
(19%)10.6

(81%)

16.6
(33%) 34.0

(67%)

Flows

Market Performance

Cumulative
(2023-2028)

 annual growth rate (CAGR) in AuM from 2023 to 2028, slower than historical rates. Bright spots 
he boom in private credit continues apace, and fixed income, which is expected to benefit from 
ed investor demand for income-generating investments. Market performance is expected to con-

in the so-called “Magnificent 7” which were responsible for more than 40% of US stock market gains on the year. Source: 
bet, Amazon, Apple, Meta, Microsoft, Nvidia, and Tesla.
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Flows for public markets and 
reveal a mixed picture

Since 2022, clients have been able to earn a
cash (something they have not been able t
years), shifting the calculus of portfolio stru
particularly for those prioritizing income g
portfolios have incorporated sizable cash all
money markets — when accounting for both
channels — outpaced other asset classes (s

Active equities saw the largest outflows, re
shift in investor demand toward lower-fee p
consequence of the industry’s limited ability t
performance compared to benchmarks. Wh
should ease and substantial market share 
those who can differentiate, we project a co
and reductions in AuM share, regardless of m

3. Just 51% of active investors outperformed their ave
2020 coronavirus sell-off and only 24% eclipsed their ben
Source: Morningstar

Exhibit 2: Net Flows % in Global AuM by P

-3.4%

2.3%

8.6%

10.0%

1.2%

10.5%

-2.8%

2019
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Multi-Asset
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Source: Oliver Wyman Global Asset Management Model, Broadridge, M
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hedge funds 

 competitive return on 
o do for well over 10 
cturing and risk-taking, 
eneration. As a result, 
ocations: Net flows for 
 retail and institutional 
ee Exhibit 2 ). 

flecting the relentless 
assive products and a 

o deliver sustained out-
ile cyclical headwinds 

opportunities exist for 
ntinuation of outflows 
arket conditions.3

rage benchmarks during the 
chmark in the 10 years prior. 

On the other hand, passive equities resumed their net new money 
haul in 2023, following short-term market performance–driven out-
flows in 2022, with retail flows rebounding, outweighing institu-
tional outflows. 

Outflows from equity in the institutional segment were driven by a 
shift toward fixed income, given the attractive opportunity to lock in 
higher yields, particularly for liability-driven investors. In particular, 
passive fixed income continues to be a bright spot with five-year con-
sistent inflows — as well as active fixed income, which saw slight out-
flows flip to positive in 2023.

Within hedge funds, consistent, small outflows have continued in 
recent years. This is particularly true among smaller managers in 
long-short equity and macro categories, where lackluster returns 
have led to redemptions as assets concentrate in the largest firms.

roduct ($BN), 2019-2023 

0.3% -2.2% -3.4% -4.4%

-0.1% 4.0% -0.1% 1.3%

2.4%
10.9%

-0.1% 1.1%

13.3% 9.7% 6.4% 3.9%

4.1% -0.4% -2.8%
5.0%

17.8%
7.4% 1.6%

17.0%

-1.2% 0.9% -1.4% -0.5%

2020 2021 2022 2023

ercerInsight, Preqin
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Private markets fundraising ha
from its peak

Within private markets, fundraising has slow
a 2021 peak (see Exhibit 3 ). However, this is m
limitations than to waning demand. Sharp de
in 2022 coupled with limited declines in priv
caused  a rise in private markets’ portfolio sha
tional investors to brush close to their allocat
their ability to take on new assets. Although
2023, subdued realization activity has mea
have persisted for institutional clients, furt
raising.

Exhibit 3: Global Fundraising for Private 
2023
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2018

8%
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2019
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2020
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13%
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2021

8%
9%

13%

1,348

1,522 1,489

1,870
+12%

Infrastructure

Natural Resources

Real Estate

Private Debt

Pri

 Source: Preqin

While private market AuM growth is expecte
compared to recent history (11.4% projecte
2028 vs. ~18.5% CAGR from 2018 to 2023),
fairly robust. In this case, demand from retail i
be a major driver of future growth. As a re
through product innovation, improved techn
will remain essential for capturing flows. Insti
expected to grow, albeit with less overall roo
retail. 

Digging deeper, underlying dynamics differ b
in question:

• Private Equity: Following a boom in t
equity investors face some headwin
jected AuM CAGR through 2028 to
 BluePaper
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s fallen back 

ed in recent years from 
ore due to mechanical 

clines in public markets 
ate markets valuations 
re. This  caused institu-
ion limits, constraining 
 markets rebounded in 
nt liquidity challenges 
her constraining fund-

Markets ($BN), 2018-

10%

10%

12%

13%

56%

2022

7%
8%

10%

15%

61%

2023

1,723

1,438

-12%

vate Equity

d to slow in the future 
d CAGR from 2023 to 
 growth drivers remain 
nvestors is expected to 
sult, improved access 
ology, and distribution 
tutional demand is also 
m to grow compared to 

ased on the asset class 

he last decade, private 
ds, lowering the pro-
 12.7% from historical 

rates near 20%. The primary headwinds are the elevated cost 
of capital, increased conservatism among lenders, and 
reduced attractiveness of public market exits. We’d expect 
the onset of the easing cycle to drive some cyclical improve-
ment due to financing availability and improved terms, and 
we are already seeing evidence of this as deal activity picks up. 
That said, operational value creation has become increasingly 
important to drive returns and will continue to contribute to 
high dispersion in management performance (which remains 
higher than other public and private asset classes). We 
project private equity to continue to dominate private mar-
kets, making up over 70% of private market revenues in 2028.

• Private Credit: We project strong continued AuM growth 
within private credit (16% CAGR through 2028). As another 
wave of disintermediation passes and banks pull out of riskier 
segments, private credit managers are poised to benefit. For 
example, as the leveraged lending marketplace crowds, firms 
have expanded into asset-based lending. We estimate this is 
a $5.5 trillion asset opportunity in the US alone, where private 
credit today has less than a 5% share. We would note that 
these growth estimates are sensitive to any near-term soft-
ening in the credit markets as well as how hard banks are 
willing compete, which could shave a few points off the fore-
cast and bring it down to a (still healthy) 11-13%. 

• Infrastructure and Natural Resources: We expect infra-
structure and natural resources to grow robustly, with 
CAGRs through 2028 of 15.0% and 7.0%, benefitting from 
public and private sector focus on related investment themes 
(e.g., government spending programs for energy transition 
infrastructure, increased interest in land-based climate solu-
tions, and demand for battery storage).

• Real Estate: Investors remain relatively skittish given recent 
struggles within commercial real estate, in particular offices, 
contributing to lowered valuations. However, fundamentals 
are improving, and segments of real estate are expected to 
benefit from some of these macro trends (e.g., data center 
demand and shortage of residential housing in the US). As a 
result, we project that while growth will be slower than his-
torical rates (CAGR of 8.5% to 2028), there is upside poten-
tial. 

https://www.oliverwyman.com/our-expertise/insights/2024/apr/private-credit-next-act-bank-resurgence.html
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Revenue and profitability: We 
public markets revenue growt
years as alternatives continue

For public markets players, revenues and p
nated. As a result, from 2018 to 2023 alterna
revenue share from ~34% to ~47%, while act
share drop from ~50% to ~38%. Within pas
continued net inflows, revenues remain a
smaller than active strategies and a fraction o
industry).

Exhibit 4: Global Asset Management Rev
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 Source: Oliver Wyman Global Asset Management Model, Morningstar,
 BluePaper
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h in the next 5 
 to surge

rofitability have stag-
tives increased overall 
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n order of magnitude 
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17%
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3%
9%

48%

2028E

14%
520 523

697

-0.6%

5.9%

CAGR

2023-2028

Active Equity +0.7%

Passive Equity +7.0%

Active Fixed Income +1.7%

Passive Fixed Income +8.2%

Multi-Asset +3.5%

Money Market -1.1%

Hedge Funds +3.4%

Private Markets +11.5%

 Mercer, Company Reporting

Looking ahead, we foresee a bounce back in overall industry reve-
nues, albeit at a slower overall pace compared to past trends (5.9% 
CAGR from 2023 to 2028, compared to 9.1% CAGR from 2018 to 
2023). However, almost the entirety of this revenue growth will be 
driven by alternatives, which are expected to grow at a 10% CAGR 
and eclipse 57% of total revenues by 2028. Public markets revenues, 
on the other hand, are expected to grow at an annualized rate of only 
1.8%.
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Despite strong equity market performance
aggregate operating margins across asset ma
low, down 1% from 2018. This underscores t
ance the industry has on market performa
market would highlight the underlying fragili
particularly for traditional managers. Indeed
margins of alternatives-focused firms obscu
picture for traditional managers, where opera
4% from 2018 and down 8% from a peak in 

Exhibit 5: Global Asset Management Ope

47 47

40 41

39 39

31 31

2018 2019

All TraditionalAlternatives

 1. Where an Asset Manager has minimum >10% of total AuM in Altern

As a result of the trends highlighted above, 
Specifically, active equity managers are caugh
equity, multi-asset solutions) and high profit

Exhibit 6: Fees and AuM growth outlook p
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 over the timeframe, 
nagers are at a six-year 
he extremely high reli-
nce; a sustained bear 

ty of operating models, 
, the strong and stable 
re this more troubled 
ting margins are down 

2021. 

Interestingly, margins remain the lowest among traditional asset 
managers who have built meaningful alternatives businesses, which 
are also at a six-year low. The persistently low operating margins for 
these players highlights the challenges in successfully integrating 
private markets businesses with their legacy businesses — namely 
lack of cultural cohesion, disjointed go-to-market approach, 
increased operational complexity, and increased technology/sys-
tems costs.

rating Margins by Investment Strategy (%), 2018-2023

48

52
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48
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39
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37
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31

35

29
28
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Traditional with Alternatives1

ative assets;  Source: Oliver Wyman Global Asset Management Model, Public Company Reporting

we are seeing an acceleration of the global barbell shift between asset classes (see Exhibit 6 ). 
t in the middle between low profit margin, liquid strategies (fixed income, money markets, passive 
 margin, illiquid alternative strategies.

er asset class; Size of circle indicates size of AuM for asset class in 2028E
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Fee (2028, bps)

Active Equity
Hedge Funds

Private
Markets

Low fee, liquid
Provides investors access to 
returns cheaply and conveniently

High fee, illiquid
Provides investors 
access to higher returns

Active strategies 
caught in the middle

 Mercer, Company Reporting
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Asset managers, especially tho
the most secularly challenged
four key actions to drive profi
and operational resiliency

Focus Area #1: Capture share from flows a

Despite the secular challenges that managers
focused on traditional active equities, ther
amount of “money in motion” driven by ma
report last year, we estimated that the flows
funds is ~2.4x that from active to passive fund
translates into a large revenue opportunity 
share. While delivering investment outper
mance alpha) will remain a critical driver, 
Managers can win share by delivering additio
via product innovation (getting in-demand pr
quickly than peers); distribution and service (
able partner to intermediaries and allocato
(strategically utilizing pricing to capitalize on
certainty of lower fees vs. the uncertainty of

Exhibit 7: Flows between core active equit
passive, % of 2022 industry AuM

Flows between active equity funds Flows int

2.9%

2.4X

 Source: Broadridge, Oliver Wyman analysis

Focus Area #2: Optimize pricing to capture m
in the institutional segment

Fee pressure, most notably on traditional stra
less as institutional investors continue to sw
passive while consolidating the number of 
giving them additional leverage to negotiate
fee discounts. Many managers have large pri
their managed accounts, leading to substan
 BluePaper

se focused on 
 areas, have 
table growth 

mong active funds

 face, particularly those 
e is still a significant 
nager turnover. In our 
 between active equity 
s (see Exhibit 7 ), which 
for those that can gain 
formance (i.e., perfor-
it is not the only one. 
nal sources of “alpha” 

oducts to market more 
becoming an indispens-
rs); and fee structures 
 investors’ favoring the 
 higher net alpha).

y funds vs. inflows into 

o passive equity funds

1.2%

ore of the economics 

tegies, has been relent-
itch core exposures to 
managers they utilize, 
 larger, volume-based 

cing dispersions  across 
tial profitability skews. 

We see significant revenue uplift, on the order of $50 million for a 
typical $500 billion institutional manager, for those that adopt a 
more disciplined and robust pricing framework.

Focus Area #3: Reset the operating model to reduce costs and 
build profit resiliency

We see four primary sets of “levers” that asset managers can pull to 
improve operating profit margins and free up resources to invest in 
growth: de-scoping, organizational effectiveness and simplification, 
workforce management, and third-party cost management. Many 
asset managers have announced cost saving targets of 5-15%. Indeed, 
we contend that asset managers adopting more aggressive strate-
gies can achieve cost savings of 20-40% by making difficult choices 
to trim their structural cost base.

Focus Area #4: Enhance portfolio construction to consider both 
systematic and fundamental strategies 

Asset managers increasingly seek ways to effectively combine sys-
tematic (i.e., selecting securities through rules, often quantitatively 
composed) and fundamental (i.e. using a portfolio manager’s judg-
ment to pick stocks and bonds) strategies. Two reasons drive this 
trend. Such strategies tend to have lower portfolio implementation 
costs, which help attract fee-sensitive clients. Additionally, firms can 
customize such strategies more quickly, often by changing rules. To 
successfully offer these new strategies, asset managers need 
thoughtful CIOs who can explore multiple methods of portfolio con-
struction. Having modular production models for investing also 
helps. Such approaches combine building blocks of low-tracking-
error core components with highly active portfolios designed to add 
alpha.

1B: Global Wealth Management Outlook: 
Cyclical Headwinds, Secular Crosswinds

A rapid and broad-based recovery for global 
wealth

After 2022 saw the first wealth decline in over a decade, global 
wealth had a strong rebound year, growing 7.0% in 2023 with con-
tinued strong growth of 7.7% expected through 2024 (see Exhibit 
8 ). Growth was largely driven by strong market performance across 
asset classes and geographies. Year-over-year growth was particu-
larly strong in North America, the Middle East, Latin America, and 
Eastern Europe. Growth was somewhat lower, but still strong, in 
APAC, Western Europe, and Japan. 

https://www.oliverwyman.com/content/dam/oliver-wyman/v2/publications/2023/october/Oliver_Wyman_Morgan_Stanley_Global_Wealth_and_Asset_Management_report_2023_The_Generative_AI_Tipping%20Point1.pdf
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Looking forward to 2028, we project global 
East, Africa, and Latin America to continue ex
we expect a rosier near-term outlook, driven b
ments. In absolute terms, however, North Am
2028. 

Exhibit 8: Global Household Financial We

2022 2023 2024E 2028E

162.8 174.2 187.5

240.7

+7% +8%

Global

+6.4%

2022 2023 2024E 2028E

73.7 80.4 86.9

109.5

+9% +8%

North America

X%
2023-2028E 
CAGR

+6.7%

2022 2023 2024E

3.6 3.9 4.2

+8% +8%

Latin America

  1. Wealth is defined as investable personal financial assets including i
or any other real assets. Numbers for all years were converted to $ at 
Wyman Wealth Pools Model
 BluePaper
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wealth to grow at an annual pace of 6.7% with dispersion across regions. We expect the Middle 
periencing the fastest growth. In Japan, following more than a decade of sluggish wealth growth, 
y supportive government policy and households funneling a greater share of savings into invest-

erica and APAC are expected to continue driving ~75% of worldwide new wealth creation through 

alth1 by Region of Households >$0.3MM in Total Investible Wealth, $TN, 2022-2028E

2028E

6.1

+5.0%

2022 2023 2024E 2028E

34.6 36.3 38.6

46.5

+5% +6%

Europe

2022 2023 2024E 2028E

4.3 4.6 5.0 7.2

+8% +8%

Middle East + Africa +9.2%

+8.3%

2022 2023 2024E 2028E

40.5 42.6 45.9

63.4

+5% +8%

APAC (excl. Japan)+9.7%

+4.6%

2022 2023 2024E 2028E

6.1 6.4 7.0 8.0

+4% +10%

Japan

nvestable assets (deposits, equities, bonds, mutual funds and alternatives), excluding assets held in insurance policies, pensions and direct real estate 
the year-end 2023 exchange rates to exclude the effect of currency fluctuations. Excludes low mass affluent segment (<$300 K).  Source: Oliver 
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Wealth creation continues to be led by ultra
be the fastest-growing segment from 2023
approaching affluent/low-high net worth (low
tials, affluent and low-HNWI investors contin
wealth managers around the world.

Exhibit 9: Global Household Financial We

Total wealth 23-28E, $TN

CAGR (23–28E)

2023 share of total

2028 share of total

73

Affluent/Low-HNW

USD 0.3–5 MM

5.5%

42%

40%

Total revenue 23-28E, $BN

CAGR (23–28E)

2023 share of total

2028 share of total

291

5.0%

58%

56%

2023–28 2

 1. Wealth is defined as investable personal financial assets including i
or any other real assets. Numbers for all years were converted to $ at 
for (standard) wealth management products for all clients, including c

In 2024, we expect $15.9 trillion of househol
and other traditional European booking cent
Singapore, and Hong Kong will experience m
growing wealth sources in the Middle East a
growth moving forward.

Exhibit 10: Offshore Wealth by Booking Ce

Hong Kong SingaSwitzerland

Cross-border
booking center 
(2023 wealth, 
$TN)

Growth 
2022-2023 (%)

Top source
region of
cross-border 
wealth 

Western
Europe

APAC incl.
Japan

APAC
Jap

CAGR 
2023-2028 (%)

 Source: Oliver Wyman Wealth Pools Model
 BluePaper

-high net worth (UHNW) households with more than $50 million in assets. We expect UHNW to 
 to 2028 at 8.0% CAGR. This translates into a ~$26 trillion increase in wealth, with UHNW 
-HNW) as the largest client segment by total wealth. Given significant revenue margin differen-

ue to represent the largest revenue pool in global wealth management, with significant focus by 

alth 1 and Revenues by Client Segment, $TN (2023-2028E) 

56 8295

HNW 

5–50 MM
UHNW

>50 MM

6.8% 8.0%

26% 32%

26% 34%

71 99372

6.1% 6.8%

28% 14%

29% 15%

023

46 63

141 189

nvestable assets (deposits, equities, bonds, mutual funds and alternatives), excluding assets held in insurance policies, pensions and direct real estate 
the year-end 2023 exchange rates to exclude the effect of currency fluctuations. Excludes low mass affluent segment (<$300k; 2. Includes revenues 
omplex clients. Source: Oliver Wyman Wealth Management Model 

d financial assets to be booked offshore. While Switzerland remains the largest booking center 
ers (e.g. the UK, Luxembourg, the Channel Islands) remain prominent, we project that the UAE, 
ore substantial future growth. These centers are better positioned to take advantage of faster 
nd Asia (especially in fast growing areas such as India). The US is also expected to retain strong 

nter, $TN (2023-2028)

LuxembourgU.A.ECaribbeanpore
United 

Kingdom

Channel 
Islands and 
Isle of Man

Latin
America

Middle East 
& Africa

North 
America

Western
Europe

United States

 incl.
an

Middle East 
& Africa

Others

Western
Europe

Western
Europe
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Despite the rebound in global
wealth management industry 
crossroads, facing a challengin
environment

In recent years, total revenues have been prop
which have captured an increasing share (pea
see Exhibit 11 ). However, higher revenue mar
here to stay, as evidenced by the drop back to
near term, we expect NII revenues to continu
already begun to play out in 2Q24. This decr
the continued impacts of cash sorting, co
increase cash sweep rates closer to rates from
(especially in the US), and an inability to fully 
lending NII in the very short term. However, a
gets well under way, we expect NII to trough 
start growing again later in 2025, as leverage c
mix shifts starts to revert.

As a result, average revenue margins have f
from 2019 to 2024. In a reversal of recent tr
also saw the cost-to-income ratio spike to 77%
an elevated rate of 76% in 1H24. This was d
pressures across front office, technology, and
inflation continuing, coupled with a strong de
enue margin. 

Looking forward, with rates expected to fall,
revenue margins may be offset by shifting all
margin assets such as equities. However, we ex
both revenue margins and costs to continue 
sure on fees and increased costs from investin
NII revenues. The industry-level secular shift i
lower revenue margin UHNW assets will al
dampening effect on revenue margins (albei
likely grow overall). 

As a result, wealth managers need to take ded
tain profitability levels, with cost pressures 
discipline in order to improve price realizatio
 BluePaper
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 wealth, the 
is at a 
g market 

ped up by NII revenues, 
king at 26 bps in 2023, 
gin NII revenues are not 
 ~22 bps in 1H24. In the 
e to decrease. This has 

ease is expected due to 
mpetitive pressure to 

 money market funds 
replace deposit NII with 
s the rate cutting cycle 
by the end of 2024 and 
omes back and deposit 

allen from 81 to 71 bps 
ends, wealth managers 

 in 2023 and remain at 
riven by elevated cost 
 operations with wage 

crease in fee-based rev-

 some of the decline in 
ocations toward higher 
pect net headwinds on 

due to downward pres-
g in non-deposit based 

n client segment mix to 
so continue to have a 
t profit before tax will 

icated actions to main-
forcing greater pricing 
n from back books.

Exhibit 11: Revenue Margin Decomposition and Cost-Income 
Ratios (2019-2024)
Sample of large global wealth managers (>$200 billion AUM) across 
Europe, North America, and APAC (simple average, bps for revenue 
margin)  

4.0%
Revenue

4.6%
Cost

CAGR 18-23

70% 70% 71%73% 76%

Cost-income ratio

77%

58 60 62 57
50 50

14 13 12
14

14 12

8 11
12

10

2019

6

2020

5

2021 2022 2023 H1 2024

81 78 79 82
77

71

-2%

Net interest income from deposits

Net interest income from lending and standard banking

Fee-based, transaction and other revenue sources

 Source: Oliver Wyman Wealth Management Benchmarking Model
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Wealth managers must act no
flagging profit margins

Exhibit 12: Five key focus areas for wealth

Relative urgency

Unlocking
sustainable net

new money 
sources

2

Meeting
evolving

client needs

1

Reducing 
dependence on
deposit-based
NII revenues

4

Manag
and b
oper
effic

Medium-teShort-term

Source: Oliver Wyman, Morgan Stanley Research

Focus Area 1: Meeting evolving client need

To capitalize on changing client needs and b
wealth managers need to introduce full om
complementing human-led approaches with 
tal-led interaction models. This can be turbo
aging the power of Gen AI especially to bet
advice at scale. Wealth managers also need to
universe to meet increased demand for altern
sustainable investments, and digital asset in

Focus Area 2: Unlocking sustainable net ne

Success for wealth managers will hinge on 
sustainable net new money (NNM) sources a
on market volatility. We see retirement and
potentially imporant sources of NNM given
build early and trusted wealth managemen
talize when individuals roll out of employer r
ticular, key channels include financial advice o
(DC) plans and stock-based compensation r
year’s report for further details). These chan
attractive funnel of sticky assets looking out
In addition, establishing and powering up c
wealth management and corporate, investme
sions within universal banks remains a largely
at most firms.
 BluePaper

w to reverse 

 managers


Boosting
advisor

productivity

3

ing costs
oosting
ational
iency

5

rm

s

roadened client scope, 
nichannel capabilities, 

distinct hybrid and digi-
charged through lever-
ter deliver customized 
 broaden their product 
atives, private markets, 
vestments. 

w money sources

their ability to capture 
nd reduce dependence 
 workplace wealth as 
 the opportunities to 

t relationships to capi-
etirement plans. In par-
n defined contribution 

ecordkeeping (see last 
nels are likely to be an 
 over the next 10 years. 
ollaboration between 
nt, and retail bank divi-
 untapped opportunity 

Focus Area 3: Boosting advisor productivity

A focused strategy for uplifts to advisor productivity will be key for 
winning wealth managers. As we highlighted in last year’s report and 
in Section 4 of this year’s report, embedding Gen AI capabilities into 
day-to-day advisor activities has the potential to be a transformative 
unlock. Reductions in time spent on routine or administrative tasks 
means advisors can focus their attention on client servicing and prof-
itable prospecting. In conjunction with AI, centralized effectiveness 
initiatives can also unlock productivity, as service teams become 
more standardized and efficient.

Focus Area 4: Reducing dependence on  deposit-based NII reve-
nues

While expectations of lower interest rates may reduce pressures on 
cash flows, increased regulatory scrutiny around cash sweep pro-
grams is expected to lead to lower spreads at some firms, driving 
down deposit-based NII revenues. It will be challenging to offset 
these revenues in the short term given the lower spreads on fee-
based revenues and the higher capital, liquidity, and operational 
costs associated with lending-based NII. However, despite these chal-
lenges, expanding into higher-quality revenue sources (e.g., from 
greater mandate or alternatives penetration) remains essential for 
wealth managers aiming to capitalize on the higher associated valua-
tion multiples.

Focus Area 5: Managing costs and boosting operational efficiency

Wealth managers will need to consider their operating models care-
fully and assess their cost drivers judiciously. From a strategic stand-
point, in order to lower and differentiate costs to serve, wealth 
managers need to continue investing in more efficient technology 
and operating models, streamlining, and automating key client jour-
neys, processes, and value chain steps front-to-back. They need to 
move from monolithic legacy core banking systems to more modular 
architectures. In the short term, the strategic measures need to con-
tinue to be complemented by rigorous performance management, 
de-layering and scrutiny of front- and non-front-office costs.

 

https://www.oliverwyman.com/content/dam/oliver-wyman/v2/publications/2023/october/Oliver_Wyman_Morgan_Stanley_Global_Wealth_and_Asset_Management_report_2023_The_Generative_AI_Tipping%20Point1.pdf
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2. The 'Age of Agin
As our outlook for the wealth and asset m
makes clear, the path forward is fraught wit
headwinds that will make achieving organ
many. To combat these headwinds, the stra
have offered here and in previous reports are
as they were previously. Those firms that can b
imperatives stand to gain share and, mo
improved outcomes for clients. 

However, there is another significant opport

Long-in-the-making demographic shifts and 
reached a critical point — in the US, for exam
retirement is projected in the next five years a

2A: Aging and Longer-Lived Po

In many developed countries, individuals with
until their retirement age (often with the sam
their own investments. Post-retirement, they
and from their DB plans, which had accumul
serving as a helpful additional income source
aspects of this picture have changed. 

Exhibit 13: The Three-Pillar Conceptual Fra

1. Public Pension Systems

Universal/Mandated

Public pension plans
(e.g., U.S. Social Security)

Shift away from public 

Source: Oliver Wyman, Morgan Stanley Research
 BluePaper

17

g'
anagement industries 
h a number of secular 
ic growth difficult for 
tegic prescriptions we 
 just as relevant today 
etter execute on those 
st important, deliver 

unity emerging. 

lifespan increases have 
ple, a historic surge in 
s over 30 million “Peak 

Boomers” reach retirement age.5  Many countries are now at a demo-
graphic tipping point, shifting into a period we refer to as the “Age of 
Aging.” These aging populations are now pondering their futures in 
the context of slimmed-down and overburdened retirement. In 
recent years, these trends have only accelerated in light of 
inflationary pressures and impending regulatory changes. 
Cumulatively, this has created a fundamental challenge for people — 
and societies — trying to figure out how to save and spend in a 
significantly extended accumulation and retirement periods. 

5. Retirement Income Institute, 2024.

pulations Face New Retirement Challenges

in the traditional lifecycle model of retirement faced a relatively simple picture. They would work 
e employer), accumulating assets for retirement through DB plans without needing to manage 

 shifted seamlessly into decumulation, relying on stable pension payments from public pensions 
ated in a reliably high-interest rate environment. Meanwhile, personal retirement savings, while 
, were not critically essential. Now, in an increasing number of developed countries, many critical 

mework for Retirement Savings



3. Personal Savings

Voluntary

Any voluntary personal 
retirement savings

2. Employer-Sponsored

Mandated

Occupational 
defined
benefit

Occupational 
defined 

contribution

Shift towards DC and personal savingspensions and DB
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Key Change 1: Global aging has further exa

The world population is rapidly shifting, with
1 in 6 adults, or ~1.6 billion people, will be elde
in human history has society had to grapple 

Exhibit 14: Global population by age group

80+ 65-79

29
196

1975

72

349

2000

225

422

6% 7%

Ratio of 65+ to full pop%

 Source: 2024 United Nations Population Divisions (medium scenario p

The aging transformation has been driven
trends: 

1. Falling birth rates: On average, w
fewer child than they did in 1990 — re
plummeting globally from 3.3 to 2.3
than half of all countries falling b
level6  of ~2.1 births per woman. O
replacement level, many have att
creative measures to boost birth r
countries have successfully been able
birth rates above the replacement le

2. Increased longevity: Fueled by adva
and living standards, average life ex
years for G-7 countries in 2024, an inc
pared to 1995. Projections suggest t

6. The replacement level is the average number of child
a population exactly replaces itself from one gen
migration.

7. Scaling up the Impact of Obesity Drugs, Morgan Sta
 BluePaper

cerbated pension system strains

 more than double the number of people aged 65 or older in 2025 compared to 2000. By 2050, 
rly. Nearly 450 million will be above the age of 80, a ~15x increase compared to 1975. At no point 

with an aging of this scale across geographies. 

 (millions) 

Forecast

168

689

2025

444

1,132

2050

717

1,418

2075

856

1,575

2,135

10% 16% 21%

ulation

rojections)

 by two independent 

omen today bear one 
sulting in the birth rate 
 live births, with more 
elow the replacement 
f countries below the 
empted a variety of 
ates. 7   But, so far, no 
 to increase and sustain 
vel.

ncements in healthcare 
pectancy reached 83.0 
rease of 5.4 years com-

hat life expectancy will 

ren born per woman at which 
eration to the next, without 

nley, 2024.

continue to rise to 86.4 years by 2050. This could be further 
accelerated by new discoveries in medicine (e.g., GLP-1s).8 ,9  

The implications of this aging on a societal level are stark: Many 
working age populations (i.e., the share of people in a population 
between the ages of 15 and 64 who are considered capable and likely 
to work) have either peaked or are on the verge of peaking.10

This has grave consequences for pension systems, specifically a pre-
cipitous decline in the number of individuals available to contribute 
toward and sustain retirement funds for aging populations.11  
Financial strains for public and private pension systems have been 
compounded by chronic underfunding, unrealistic assumptions 
around the actuarial rate of return, and persistently low returns on 
fixed income investments (historically a significant allocation for 
most pensions), driven by low interest rates over the past decade 
relative to longer-term levels.

8. United Nations 2024 Population Projections.

9. Scaling up the Impact of Obesity Drugs, Morgan Stanley, 2024.

10. United Nations 2024 Population Projections. 

11. Japan Offers Lessons in Longevity, Morgan Stanley, 2024.
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Key Change 2: Public Sector Attempts to
Issues Have Been Insufficient

The accelerating combination of aging popu
ernment debt levels, and mismanaged pensio
governments have found it increasingly diff
ment issues — particularly public pension
resorting to more drastic measures. 

In many cases, governments have already 
post-retirement schemes (or may well hav
future), by either cutting payments or increasi
example, recent changes in countries such a
Denmark tie retirement ages to life expectan

Other governments may be unwilling to pass
to the social contract of pensions. These c
required to increase taxes to keep pension sys
rent benefit levels. In the process, this will re
able for savings by younger generations, ex
retirement challenge.

In either case, individuals’ ability to rely o
decrease as they increasingly rely on defined
personal retirement plans for post-retireme
already shown us examples of countries tha
incentivizing this shift toward personal saving
the Superannuation Guarantee in 1992, requ
tribute into a retirement account a portio
worker aged 18 to 70. Australia now has the
system despite having only the 54th largest

In the future, as populations further age, we e
policy changes to grow.
 BluePaper
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 Address Retirement 

lations, expanding gov-
n resources means that 
icult to address retire-
 shortfalls — without 

changed longstanding 
e to do so in the near 
ng retirement ages. For 
s the Netherlands and 
cies. 

 fundamental changes 
ountries will likely be 
tems afloat at their cur-
duce the income avail-

acerbating their future 

n public pensions will 
 contribution (DC) and 
nt income. History has 
t have benefitted from 
s: Australia introduced 

iring employers to con-
n of income for every 
 4th largest retirement 
 population. 

xpect the need for such 

Key Change 3: DB plans have declined in prominence worldwide

Tightly correlated with the increased inability of governments to 
address retirement issues in pillar one is the fall of DB plans world-
wide in pillar two. Among the seven largest pension fund markets, DB 
has gone from 63% of global pension assets in 2003 to 42% in 2023, 
replaced by defined contribution (DC) plans.12  Recent regulatory 
shifts are expected to accelerate this trend, as once staunchly 
DB-focused nations pass legislation to either partly (e.g., Germany) 
or fully (e.g., the Netherlands) transition DB assets to DC. The decline 
of DB has shifted the burden of managing retirement assets to 
individuals, who struggle to adequately plan for retirement.

Key Change 4: Inflation has added another wrench, as cost-of-
living rises

The resurgence of inflation and rising interest rates have significantly 
diminished the real value of savings. The US Consumer Price index 
has increased by 17% since January 2021.13  The picture is similar glob-
ally among most developed countries. This decline translates to a 
substantial reduction in annual income for retirees — in real terms, 
this represents a hypothetical 65-year-old's cash savings dropping 
from $2.50 million to $2.14 million, reducing their real annual income 
from $100,000 to $85,600.14 To the extent the low inflation period 
between the financial crisis of 2008 and COVID-19 is considered a 
historical anomaly, this will add a layer of complexity to saving, 
investment, and decumulation decisions that individuals will 
increasingly have to navigate. 

12. Global Pension Assets Study 2024, Thinking Ahead Institute.

13. Bureau of Labor Statistics (BLS).

14. Assumes a 4% return on principal. 
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2B: These Changes Are a Chall
Show a Stark Lack of Confiden

Hundreds of millions of people around the w
systems to secure their retirement. The respo
tion of defined contribution plans, personal
accounts. This raises a myriad of questions w

Exhibit 15: Key questions of different indiv
PrSegment

• How much money 
comfortably after I

• What are the best i
retirement savings

• How much should 
company-backed r

• How can I balance 
able to live comfor

• Do I need insuranc

• How can I access a

Mass 
Affluent 
to Low 
HNW
($<5MN)

• How can I access s
expertise tailored t

• What are my option
legacy planning to 
my retirement wea

• What are the oppor
private wealth man
wealth?

• What are the tax im
management strate

HNW and 
UHNW
($>5MN)

Source: Oliver Wyman, Morgan Stanley Research

Answering these questions is made more di
choice as individuals increasingly have acces
array of financial products and investment op
incredibly difficult to understand how thes
together to form a cohesive retirement strat
viduals often lack the knowledge to effective
ment risks and spending patterns over t
individuals have access to advice. But for tho
become overwhelming, the consequence of 
 BluePaper

enge for Individuals, Who Struggle to Manage Retirement and 
ce 

orld can no longer solely — or even partly — rely on government- or employer-provided pension 
nsibility of managing retirement savings has increasingly shifted to individuals who use a combina-
 retirement plans (non-occupational tax-advantaged plans), and personal non-tax-advantaged 
hen considering how to approach retirement (see  Exhibit 15 ).

idual segments related to retirement and longevity (non-exhaustive)

Post-retirement phasee-retirement phase

• How much can I afford to withdraw and what is the best way 
to withdraw?

• How can I ensure a legacy of financial security and prosperity 
for my family and loved ones?

• How can I protect my assets and investments from potential 
risks and market volatility?

do I need to save now to live 
 retire and not run out of money?

nvestment options for maximizing my 
?

I invest in my personal vs. state- or 
etirement accounts?

savings for retirement vs. still being 
tably now?

e?

lternative investments?

• How can I preserve and grow my wealth during retirement?

• How should I best navigate generational wealth transfer?

• What are the estate planning considerations for managing 
and distributing my wealth?

• What are the options for charitable giving and philanthropy to 
make a positive impact with my wealth?

• What are the (inheritance) tax implications and strategies for 
minimizing tax liabilities?

pecialized financial services and 
o my unique needs?

s for philanthropic endeavors and 
make a lasting impact without affecting 
lth?

tunities for alternative investments and 
agement solutions to maximize my 

plications of different wealth 
gies in retirement?

fficult by a paradox of 
s to an overwhelming 
tions. This can make it 
e various products fit 
egy. Furthermore, indi-
ly manage their invest-
he long term. Some 

se that do not it can all 
which is often inaction. 

The unfortunate result of this is that workers and retirees have expe-
rienced a notable decline in confidence. For example, in the US, less 
than half of working adults aged 50-75 believe they will be able to 
cover basic living expenses in retirement with guaranteed income 
sources. Additionally, inflation significantly impacts retirement con-
fidence, with 29% of workers and 42% of retirees citing it as a major 
concern.15

15. 2023 Retirement Confidence Survey, Employee Benefit Research Institute.
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When left to their own devices, a significan

The life-cycle hypothesis suggests that ind
saving behaviors follow a predictable, smoot
and spend more in youth, accumulate wealth i
mulate savings in old age. However, recent e
many retirees are not spending down their w
lenging this model.

Baby boomers are the biggest culprits, particu
instance, Japanese retirees spend only 1-3% o
ally, and 40% of retired elderly in Italy co
wealth.16  After nearly two decades of re
American retiree still had 80% of their pre-re
with only 32% feeling comfortable about
saved.17  

16. Niimi, Yoko & Horioka, Charles. (2019) The Wealth D
Retired Elderly in Japan. Journal of the Japanese and Inte

17. 2024 Blackrock Read on Retirement Survey.
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t portion of retirees oversave and underspend due to lack of confidence

ividuals' spending and 
h pattern: They borrow 
n middle age, and decu-
vidence indicates that 

ealth as expected, chal-

larly wealthy ones. For 
f their net worth annu-
ntinue to accumulate 

tirement, the average 
tirement money saved, 
 spending what they 

ecumulation Behavior of the 
rnational Economies, vol. 51.

The prospect of living to 100 and the financial uncertainty that such 
long time frames create, including dealing with the burden of long-
term care and the desire to pass wealth to children and grandchildren 
(or even great grandchildren) generations, makes it clear why many 
retirees are hesitant to spend their savings.
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3. Longevity Oppor
Managers: Moving 
Despite the changes in longevity, demograph
tent: understandable, cost-effective product
customer experience. Unfortunately, the curr
increasingly unable to meet those needs at sc
tem-level view.

We believe that the potential incremental re
of Aging” could represent over $400 billio

Incremental revenues come from four sourc
financial assets “sitting on the sidelines” in d
of the population; 4) non-private markets al

Exhibit 16: Potential Incremental Revenues

$0.5 trillion

$0.50 trillion

$0.52 trillion

2023

$1.02 trillion

Allocation Shifts from Longevity

Increased Private Markets Allocation

Shi

Exp

 Source: Oliver Wyman Wealth  Model, Oliver Wyman Asset Managemen

Capitalizing on this opportunity necessitates
each industry plays in individuals’ broader r
Section 3A and 3B, we outline a number o
wealth managers can pursue within their ow
capture portions of this opportunity. How
Section 3C, working in industry siloes will on
problem; the largest opportunity lies in deve
and holistic solutions that combine elements 
ment ecosystem.
 BluePaper

tunities for Asset and Wealth 
from Silos to Ecosystems

y, financial market and retirement policy,   individuals’ needs for retirement have remained consis-
s offering some form of income guarantees; thoughtful and personalized advice; and a seamless 
ent retirement ecosystem — and the asset and wealth managers who play within it — have been 
ale. Solving for these needs in the “Age of Aging” will require taking a broader retirement ecosys-

venues associated with the retirement opportunity driven by the factors underlying the “Age 
n by 2028

es: 1) increased private markets allocations, particularly for retail investors; 2) shifting personal 
eposits and cash into retirement-focused accounts; 3) expanding advice to a broader proportion 
location shifts due to greater longevity.

 from Retirement and Longevity, $TN (2023-2028)

$0.7 trillion $0.7 trillion

$0.66 trillion

$0.70 trillion

2028 (Base Forecast)

$0.08 trillion
$0.10 trillion

$0.11 trillion
$0.12 trillion

$0.66 trillion

$0.70 trillion

2028 (Incremental Opportunities)

$1.36 trillion

$1.77 trillion

+6%

+12%

fting Money from the Sidelines

anding Advice

Wealth Management Revenues (Base Case)

Asset Management Revenues (Base Case)

t Model

 a rethinking of the role 
etirement journeys. In 
f strategies asset and 
n industry footprint to 
ever, as we outline in 
ly solve a piece of the 

loping more integrated 
across the entire retire-

3A: Opportunities for Asset Managers

Successful asset managers will continue to be characterized by those 
that can deliver reasonably priced investment alpha, distribution and 
service alpha, and operational excellence — those fundamentals are 
never going to change. But in thinking about how managers can best 
position themselves to capitalize on the retirement opportunity spe-
cifically, we see two incremental actions that they can take. 
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Innovate the product shelf to 

There is a wide range of products that help cl
help individuals meet not only their accumu
however, grown significantly over the last se
17 ). We expect a lot more innovation to come
across the world. 

Exhibit 17: Asset management-oriented so
DescriptionSolution

• ETFs designed to provide 
downside protection in exch
for capped upside returns

Buffered ETFs

• Diversified mutual funds tha
provide targeted payouts

Managed payout 

funds

• Pre-packaged investments 
combining traditional securi
with derivatives

Structured 

products

• Strategies that generate inc
by selling options on an own
security

Income generating 

options / overlays

• (Semi)-illiquid private marke
investments available to ret
investors

Retail private 

markets solutions

• Fund structure that provides
longevity protection through
pooling survivorship credits

Mortality credit 

pool

 Source: Oliver Wyman, Morgan Stanley Research
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meet emerging retirement needs

ients meet their accumulation needs. When expanding the perspective to consider products that 
lation needs but also their protection and decumulation needs, the list is much smaller. It has, 
veral years as more firms turn their product R&D attention toward this opportunity (see Exhibit 
 as the pressure intensifies to deliver better retirement solutions to a broader array of individuals 

lutions (non-exhaustive) 
Example productsConsiderations

• Products vary by asset 
manager

• Downside protection varies

• Payouts are not guaranteed

• Higher fees compared to plain vanilla ETFs 

ange 

• Products vary by asset 
manager

• Payouts not guaranteed but usually rise with inflation

• Funds can deplete principal or only pay gains

• Daily access to principal, unlike annuities

• High minimums may exclude lower mass market

t 

• Guarantee notes

• Rainbow notes (i.e., exposure 
to more than one underlying 
asset) 

• Can be designed to protect principal

• Offers ability to customize various assumptions into one instrument

• No uniform pricing standards

• Often oriented towards HNW/UHNW

• Limited secondary market  

ties 

• Covered calls

• Put write

• Tailored to meet specific income needs and risk tolerance

• High degree of education required

ome 
ed 

• European Long Term 
Investment Funds (ELTIFs)

• TDFs with private markets 
allocation

• Interval funds

• Increased longevity means a longer time horizon to take additional 
market/liquidity risk to power accumulation needed for longer 
decumulation

• Growth of secondaries markets provides increased liquidity

ts 
ail 

• Tontines• Balances capital appreciation with longevity protection 

• Payouts increase over time as surviving members of the pool get 
more credits 

•
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Uptake of these products varies by market. F
products are popular in Europe, with a wide
tures and strong preferences for equity-linke
where rapid wealth growth and a higher ris
demand for these products.18 On the other ha
gained significant traction in the US market s
in 2018, attracting over $37 billion in assets19

to protect their portfolios while still garnering
however, have struggled to gain a foothold in
in assets) due to a lack of familiarity a
competition from established active funds
pure-play asset exposures from institutional

The mixed adoption across geographies for d
tions highlights the reality that there likely wo
product solution to retirement. Instead, asset

18. LPA, “Comparing Structured Products in Europe and

19. “Buffer ETFs yet to Recreate US Success in Europe.”
 BluePaper

or example, structured 
 array of payout struc-
d products, and in Asia, 
k appetite have fueled 
nd, buffered ETFs have 
ince their introduction 
as investors seek ways 
 upside. Buffered ETFs, 
 Europe (<$190 million 
mong investors, stiff 
, and preferences for 
 investors.

ifferent types of solu-
n’t be a one-size-fits-all 
 managers can take the 

 Asia.” 

 ETF Stream, 14 May 2024. 

initiative to reap significant benefits from shifts in investor demand 
if they can innovate and get credible products to market quickly. This 
is particularly true for retirement products, where market nuances 
(often driven by different tax advantages) and investor preferences 
can vary significantly. To capture the “product innovation alpha” in 
this market, managers should focus on building nimble retirement 
product R&D functions, which can bring together investments, distri-
bution, legal, tax, and investment operations to rapidly conceive, 
design, seed, and launch products into the market.

As we will highlight in 3C, there is only so much that asset managers 
can do on their own in terms of product development. The increasing 
popularity of insurance-oriented solutions points to a need for asset 
managers to couple their product manufacturing expertise with 
insurers’ balance sheets and unique product structures to address 
additional aspects of retiree needs. 
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Be ready to pounce on regulat
best suited for key markets

In general, the asset management market is 
minimal underlying changes to the strategy 

In contrast, the complexities and nuances of 
for those managers looking to export their ca
(and shifting nature) of regulatory requireme
and preferences of different populations int

Favorable government policies will play a cru
catalytic events for retirement innovation an
Date funds in the US by enabling automatic en
investment options. 

Exhibit 18: Adoption and Contribution Rate

Launch of TDFs
1990s – Early 2000s

TDF series with multiple retirement dates ar
retirement income funds at the end of th

0%

20%

40%

60%

80%

100%

1992 1994 1996 1998 2000

Percent of plans offering TDFs

Percentage of plan contributions in TDFs

 Sources: Vanguard, “How America Saves Report 2024”, Oliver Wyman 

Asset managers who can anticipate and, to so
the policy landscape will be best positioned to
products and services that can capitalize on t
initiatives create. To that end, some leading
retirement “tsars” who have government exp
retirement policy. They have been given spe
itor trends, engage with regulators, and thin
repercussions of policy on product developm
 BluePaper
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ory and consumer shifts by “betting” on a handful of products 

a global industry where products can be designed and distributed across different markets with 
or product mechanics. 

the retirement market across different countries necessitates a more country-specific approach 
pabilities outside of their home markets. Even when serving domestic markets, the complex array 
nts and incentives, availability and sufficiency of public pension schemes, and the unique needs 

roduces product development complications. 

cial role in shaping future opportunities for asset managers as, in the past, they have served as 
d opportunities. For example, the Pension Protection Act of 2006 spurred the adoption of Target 
rollment in retirement plans and providing a safe harbor for fiduciaries who select TDFs as default 

s of Target Date Funds in the US, 1993-2023

e launched with terminal 
eir funds’ glidepaths

2002 2004 2006 2008 2010 2012 2014 2016 2018 2020 2022 2024

Target date 
funds granted 

QDIA status 

TDF growth
Late 2000s

US government guidance on QDIA usage (Pension Protection Act of 2006) 
spurs widespread auto‐enrollment in TDFs

Analysis

me extent, help shape 
 develop purpose-built 
he opportunities these 
 firms have appointed 

erience and expertise in 
cific mandates to mon-
k through the strategic 

ent.

For asset managers looking to make headway within global retire-
ment markets, the United States continues to represent the largest 
opportunity by far. However, opportunities can be found in other 
major global markets given shifts within Pillar 2 from DB to DC and 
an increasing focus on Pillar 3 (see Exhibit 20 ).
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Exhibit 19: Global pension market size (Pil

Inst. DC Market Size 2022 
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Exhibit 20: Key retirement trends and oppo
Trends and OpportunitiesMarket

• >50% Americans projected to la

• Pandemic and market volatility
although they currently lack QD

• While guidance is still evolving
private markets into DC plans

United States

• Intense regulatory environment
43% from 2018 to 2023

• Potential to develop superannu

• Increasing push within supers t

Australia

• Mandatory auto-enrollment in D

• Traditional guaranteed income

• DC plans relatively under-alloca
equity by 2030) indicates great

• Increasing importance of perso

United Kingdom

• Slow shift from DB to DC, expe
incentivize assets in deposits/
entrants 

• Trust banks and insurers have 
alternative investments

Japan

• 53% of Canadians are unsure a

• Growing population at or near r
(e.g., through reverse mortgage

Canada

• Future Pensions Act will transit
contract" (fund decides investm

• Growing interest in personalize
help members navigate new inv

Netherlands

• Markets still characterized by a
countries like the UK or US that

• Unsustainability of generous pe

Italy, Germany, 
France, Spain

• Foreign asset managers face c
and regulatory advantages

• Strategic alliances or joint vent
regulatory hurdles, and foster t

China

Source: Center for Retirement Research at Boston College, “The Nation
Information Letter 06-03-2020, DOL Supplemental Statement 12-21-20
Distribution Database. 
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rtunities across select pension markets (non-exhaustive) 

ck sufficient retirement funds

 shifted preferences; 45% seek investments with downside protection and retirement income solutions –
IA status

 and has been tempered, US Department of Labor (DOL) has opened up possibility for greater incorporation of 

 (e.g., performance tests for funds) with corresponding pressure on margins and decline of financial advisors by 

ation products that facilitate legacy planning, as >50% wish to leave >25% of super to children

o offer guaranteed income products, spurred by government pressures

C (2012) led to inflows surging over 27% annually; the market has now matured

 products are less popular due to solvency requirements, but demand remains for hybrid solutions

ted to private markets; Mansion House Compact (pledge of largest DC providers to allocate 5% to unlisted 
er interest

nal retirement savings present D2C opportunities for simple, cost-effective products and advice

cted to accelerate with “Asset Management-Led Nation” initiative which aims to: improve financial literacy, 
savings to shift towards investment products, and improve DC governance to create opportunities for new 

expertise in domestic markets, but increasingly rely on 3rd party asset managers to manage overseas securities & 

bout their retirement needs and less than half have a financial plan in place 

etirement increases the need for effective, tax-efficient income conversion solutions and alternative cash flows 
s)

ion all DB assets (~€1.5 trillion) to DC by 2028; pension funds will offer two types of DC schemes: "solidarity 
ent mix) and "flexible contract" (members choose investment strategies)

d investment options as members gain more control and opportunity for educational and advisory services to 
estment choices

 generous state pension system – makes up 70-80% of older population income vs ~40% that is seen in 
 have a more developed Pillar II and Pillar III pension system 

nsion systems suggest potential for shift towards Pillar II (DC) and Pillar III, similar to other countries   

hallenges in establishing a presence due to strong competition from domestic banks with established networks 

ures with local institutions can help foreign asset managers leverage existing distribution networks, navigate 
rust with younger generations who are more skeptical of savings systems

al Retirement Risk Index: Version 2.0”; LIMRA, “Future Retirees Face a Different Reality and Increasingly Look to Annuities for Financial Security”; DOL 
21; Rainmaker Information, “Australia faces shortfall of Financial Advisers”; The Rethinking Retirement Report 2024; CPP Investments; OECD Income 
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3B: Opportunities for Wealth 

The impact of longevity differs based on the
opportunities and challenges to maintain life
concerns also play a role, ensuring a smooth

Exhibit 21: Opportunities for wealth manag
Opportunities Category

i. Deliver advice at scale, usin
expectancies and retirement Personalize

Advice ii. Invest in advisor education
importance of wealth plannin

iii. Increase allocation in priva

Innovate Product 
Offering

iv. Create better access to pro

v. Improve Chief Investment O
longer lifespans, incorporate 

vi. Evolve to meet needs of ne
Evolve Service 
Delivery vii. Double down on ancillary 

retention device

Source: Oliver Wyman, Morgan Stanley Research

Personalize Advice

Coverage models need to evolve to more effe
hensive planning by leveraging technology, a

i. Deliver advice at scale through technolo

In the evolving landscape of wealth man
empowers advisors to deliver personalized a
larly crucial as longer life expectancy and m
ment journeys require more guidance. By int
from diverse sources — such as DC and DB pla
kerage accounts, and real assets (e.g., real e
gain a comprehensive view of each clien
Predictive analytics further enhance this capa
to assess clients' progress toward retireme
market conditions and tailor services through
tion. AI aids in clarifying product differenc
optimal portfolio strategies, while advanced v
trate the potential impact of investment decis
efits of specific products like downside prote
 BluePaper

Managers

 client segment in question. For high and ultra-high net worth clients, longevity presents new 
style and navigate more complicated wealth transfer dynamics. For affluent clients, while these 
 and stable transition to retirement is paramount. 

ers
Exh

g technology to overcome cost inefficiencies and meet growing market demand for advice driven by longer life 
concerns 

al and in educational tools for clients given the complexities associated with new products and increased 
g in the “Age of Aging”

te markets to address need for higher returns and diversification as individuals’ longevity increases

ducts with downside protection, making them more consumable, and easily understood

fficer (CIO) and centralized investment management models to reflect higher return requirements to support 
downside protection, and factor in individuals’ health conditions

xt generation decision-makers, including women and younger generations

services as they become less of a “nice-to-have” and more of an essential differentiator and valuable customer 

ctively provide personalized advice to individuals as they move into retirement, deliver compre-
nd invest in advisor education and educational tools for clients.

gy

agement, technology 
dvice at scale, particu-

ore complicated retire-
egrating external data 
ns, bank accounts, bro-
state) — advisors can 
t's financial situation. 
bility, enabling advisors 
nt goals under various 
 behavioral segmenta-

es and recommending 
isualization tools illus-
ions, including the ben-
ction.

ii. Invest in advisor education and in educational tools for clients 

In wealth management, education serves as a critical enabler for max-
imizing the impact of product offerings and enhancing service 
delivery. A key barrier to product adoption often lies in the lack of 
understanding among both advisors and clients. Especially with 
products like private markets or annuities, not all advisors are 
equipped with sufficient knowledge on where and how these can be 
incorporated in different strategies. Education becomes a critical 
enabler for advisors to recommend strategies that deliver the best 
outcome for the client rather than suboptimal ones that are more 
familiar to the advisor. Similarly, educating clients and helping them 
understand how specific products can help them meet their financial 
goals gives them confidence in the portfolio construction choices 
being made. This enhances client satisfaction and drives engage-
ment, leading to better outcomes and increased loyalty.   



M

Morgan Stanley Research

Innovate Product Offering

iii. Increase allocation in private markets

To deal with longer life expectancy and achiev
the accumulation period, private markets offe
opportunities beyond traditional asset class
helps mitigate risk and reduce overall portfoli
in highly correlated investment environments
ments also tend to yield higher returns, mak
investors seeking enhanced income potential
inflation.

By navigating the complexities of private mar
net-worth investors can develop balanced an
strategies that align with long-term financia
see individuals driving much of the growth in p
forward (see Exhibit 22 ).

Exhibit 22: Private Markets AUM by Client 

2023 2028

In

In

13.7

25.1

20%

80%

37%

63%

Over 60%

of growth driven
by individuals

 1. Includes Households with >$0.3MM in Total Investible Wealth 2. Inc
Wealth Funds and Endowments | Source: Preqin, Oliver Wyman analys

It is important not to paint all wealth clients w
kets brush; the specific needs of individuals v
segment in question, as highlighted in Exhib
 BluePaper
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e higher returns during 
r unique diversification 
es. This diversification 
o volatility, particularly 
. Private market invest-
ing them attractive to 
 and protection against 

kets, affluent and high-
d resilient investment 

l goals. As a result, we 
rivate markets moving 

Segment ($TN)

dividuals1

stitutions2

+25%
CAGR

+9%
CAGR

ludes Insurers, DB, DC, Sovereign 
is

Exhibit 23: However, specific needs for individuals vary based on 
the client segment in question

HNW and Affluent

UHNW

Source: Oliver Wyman, Morgan Stanley Research

While barriers to expanding retail, affluent, and HNW investors’ 
access remain, emerging solutions present an opportunity to dif-
ferentiate

The most prominent barriers to individuals’ access remain high min-
imum investments, lack of transparency, liquidity concerns, and regu-
latory restrictions. To address these challenges, emerging solutions 
include:

• Fractional ownership and fund structures that pool capital 
from multiple investors to significantly lower minimum 
investment thresholds

• Secondary trading platforms and fund structures that allow 
for shorter lock-up periods, providing individual investors 
with greater flexibility and liquidity

• Education for both advisors and consumers on the benefits 
and risks associated with private investments to build trust 
and understanding

Finally, regulatory changes may further democratize access (e.g., 
potential changes to the accredited investor definition by the SEC, 
harmonization of regulation across European markets, and safe 
harbor by the US DOL that could open access in retirement and DC 
channels).

ith a broad private mar-
ary based on the client 
it 23 .
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iv. Create better access to products with d

As life expectancy rises, individuals face in
related to healthcare costs and retiremen
insurance-linked products can offer tax-de
nisms to manage longevity risk and facilitat
through structured savings and investment o
also provide lifelong protection through life 
tection, minimum payment guarantees, and o
also help with estate taxes and expenses,
wealth transfer. Additionally, long-term care i
ease the burden on families by providing n
depleting savings. By aligning with longevity t
products empower consumers to secure the
enhance their quality of life in later years. 

However, these products are often underutili
sales process, a wide product range, an
Technological integrations can simplify the s

Exhibit 24 Factors considered in model por

Financial
Goals and Expenses

Market
Conditions

Age of investor
and target 
retirement date 

Current expenses 

Planned future 
expenses 

Focus on growth vs. 
capital preservation

Interest rates 

Macroeconomic 
outlook 

Inflation

Commonly Used

Source: Oliver Wyman, Morgan Stanley Research
 BluePaper

ownside protection

creased financial risks 
t planning. Innovative 
ferred growth mecha-
e wealth accumulation 
ptions. These products 
insurance, income pro-
ther methods. They can 
 ensuring a smoother 
nsurance solutions can 
ecessary care without 
rends, insurance-linked 
ir financial futures and 

zed due to the complex 
d lack of education. 

ales process for wealth 

managers, making it easier to present and manage these products 
effectively. Partnerships between wealth managers and insurers can 
also simplify offerings, providing tailored solutions for clients. 
Finally, educating wealth managers on the benefits and mechanics of 
insurance-linked products will enable them to confidently incorpo-
rate these tools into client strategies, leading to better outcomes for 
both clients and advisors.

v. Improve CIO and centralized investment management models

To optimize risk-return in context  of longer lifespans, CIO models can 
be enhanced to incorporate downside protection, consider individ-
uals' health conditions, and diversify portfolios. This strategic shift 
ensures investors are shielded from market volatility while pursuing 
growth assets, such as private markets. Integrating health conditions 
into investment strategies allows for a personalized approach that 
aligns financial goals with potential healthcare needs, like dementia 
or diabetes. 

tfolio construction

Simple Set
of Assets 

Health
Screening

Downside
Protection 

Broader Range
of Assets

Public equity mutual 
funds and ETFs 

Public fixed income 
mutual funds and ETFs 

Multi-asset class 

Family history for 
severe illness 

Current health tests 

Preferences towards
end-of-life care 

Annuities including 
different guarantee 
riders

Long-term care 

Life insurance

Option contracts  

Private Equity 

Private Credit 

Infrastructure 

Private Real Estate 

Less Commonly Used
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Evolve Service Delivery

vi. Evolve to meet the needs of the next g
makers

In the US, ~$70 trillion in wealth is expecte
2042. Wealth managers face the risk of los
transfer, as younger generations and wome
ences: for instance, 70% of heirs in the US te
advisors after inheriting their parents' wealth
must adapt to the preferences of younger g
more than ever before.

Younger generations, such as Millennials an
tools, transparency, and personalized financ
collaborative relationships with advisors an
financial stability. They diversify their portfol
retirement funds while relying on digital plat
advice. Gen Z places an even greater emphasis
and personalized experiences, expecting se
physical and digital services. They also show o
rencies and asset tokenization, according to 
the  Oliver Wyman Forum.

On the other hand, female investors prefer 
and value personal connections with their a

20. The Cerulli Edge ― U.S. Advisor Edition, 3Q 2021 Iss

Exhibit 25: Ancillary services for differentia

Family governanc

Family office setu
and governance

Family governanc
constitution, med

Trustee fiduciary 
and agent for trus
compliance

Private foundation
management and 
philanthropy advis

24/7 medical concierge 
access

Exclusive access to health 
advisory and private 
specialized clinics globally

Senior living and exclusive 
access to long-term care 
solutions

Customized security and 
cybersecurity advisory

Health and security Family serv

Source: Oliver Wyman, Morgan Stanley Research
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eneration of decision-

d to be transferred by 
ing clients during this 
n have distinct prefer-
nd to change financial 
.20 Therefore, advisors 

enerations and women 

d Gen Z, value digital 
ial guidance. They seek 
d prioritize long-term 

ios with real estate and 
forms for research and 
 on digital connectivity 
amless integration of 
penness to digital cur-

research conducted by 

lower-risk investments 
dvisors. They prioritize 

ue. 

financial security and are more likely to invest in socially impactful 
companies. They seek expert advice and trust-based relationships, 
and are often willing to pay more for personalized, in-person services. 
However, many women feel misunderstood by their wealth man-
agers, leading to high turnover rates, especially after significant life 
events like the loss of a spouse.

vii. Double down on ancillary services

Ancillary services — as detailed in Exhibit 23  — are becoming signif-
icant differentiators for wealth managers looking to enhance their 
value proposition, particularly in the context of an aging population. 
Health and security services are becoming increasingly critical for 
individuals entering the retirement phase. At the same time, firms can 
improve generational retention with the next set of decision-makers 
by also offering comprehensive services targeted at their needs (e.g., 
lifestyle and events, financial education). 

In this vein, independent broker-dealers and non-bank financial 
advisor firms are strategically acquiring firms that provide adjacent 
services, such as tax practices, insurance brokerages, and trust 
administration, to better serve clients and gain privileged access to 
new prospects. Wealth managers will also need to increasingly look 
for external partnership opportunities outside their firms in order to 
provide many of the more specialized services (e.g. private health 
clinics, cybersecurity firms, etc.).

tion (non-exhaustive)

e advisory

p, review 

e, (e.g., 
iation)

services 
tee 

 

ory

Access to learning modules 
(asset management, 
investing, entrepreneurship, 
tax etc.)

Learning products for 
children (budgeting, first job, 
etc.)

Exclusive events and 
roundtables with peers in 
private communities 

Exclusive right to book VIP 
seats for events

Access to exclusive sport 
facilities globally

Strategic philanthropy

Art and collecting

Concierge service for 
bookings 

Advisory on cultural/passion 
investments

ices Financial Education Lifestyle and events

Exclusive access to private 
boarding schools / 
kindergartens

Leadership training, career 
planning, coaching and 
mentoring (e.g., provided by 
partner business schools)

Educational advice for 
children (e.g., university 
choice)

Other educational

https://www.oliverwymanforum.com/gen-z/2023/nov/speaking-gen-z-how-banks-can-attract-young-customers.html
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Exhibit 26: Individuals’ retirement needs

Needs

Access to a full range of public
optimal portfolio 

Accumulation 

Products that support drawing
effective and predictable way 

Decumulation 

Guaranteed or quasi-guarantee
of living longer than expected 

Longevity Protection

Holistic, cost-effective retireme
individual’s unique circumstan

Accessible and 
personalized advice 

Frictionless technology which p
related assets and future finan

Seamless customer 
experience

Source: Oliver Wyman, Morgan Stanley Research

3C: The Big Opportunity to De

Critical customer needs are no
scale

Sections 3A and 3B highlight strategies that 
agers can pursue individually to capitalize on t
ties in the retirement space. However, a
retirement needs requires more holistic th
across advice, risk sharing, and investment m

While nuances exist across countries, wea
siloed, disconnected approach largely fails t
retirement needs because:
 BluePaper

Current Limitations
How well needs

are currently addressedDescription

While allocations have increased and innovative vehicles have 
emerged, retail continues to be under-allocated to private markets 
due to high investment limits, liquidity concerns, lack of education

 and private market products to design an 

Limited number of well-established products (albeit many are 
starting to emerge) 

 down on accumulated savings in a cost-

Many different annuities in market but generally are complex, have 
high fees and are not well integrated in the financial planning 
ecosystem

d income sources to protect against risk 

For many, the cost of personalized advice remains too high to 
deliver at scale, leading to generalized solutions which do not 
always fit individual needs 

nt planning which is personalized to an 
ces 

Assets are strewn across a variety of disjointed platforms, 
requiring effort from the individual to track their full retirement 
picture  

rovides a unified view of all retirement-
cial trajectories and plans

liver Holistic Solutions

t being met at 

asset and wealth man-
he evolving opportuni-
ddressing individuals’ 
inking and integration 
anagement. 

lth bands, and ages, a 
o meet individuals’ full 

• Fragmented offerings mean that too many customers have to 
navigate the tricky calculus of balancing growth, protection, 
and advice alone.

• Solutions — even when designed to be holistic —  are insuffi-
ciently personalized.

• Firms' product offerings don’t reflect that individuals are out-
come-oriented (current focus is instead on maximizing port-
folio growth for a fee, spread, and/or commission).

We see several categories of needs which are under-addressed, as we 
highlight in Exhibit 26 . 

.
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Taking a retirement ecosystem
can create economic synergies

Each of the main players in the retirement eco
27 ). The challenge is how to combine the se
to go beyond what any one provider can do to
across the value chain. 

Exhibit 27: Potential advantages accrued w

Wealth 
Managers

Individuals

Advisory and 
brokerage 

services
to capture 

roll-over

Pr
to
in

More seamless 
customer experience

Better and more 
tailored products at 

lower cost

More customization 
based on individuals’ 

unique characteristics

Recordkeepers/
Technology
Platforms

Source: Oliver Wyman, Morgan Stanley Research
 BluePaper
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 view means recognizing how combining different components 
 and enhance client offerings 

system provide a valuable service to the end client and, in many cases, to each other (see Exhibit 
rvices of asset managers, wealth managers, insurers, and record keepers/technology platforms 
 enhance the end-client experience and garner a larger (and more resilient) share of the economics 

ithin collaborative retirement ecosystem models

Proprietary access to products 

Ability to originate and structure 
assets in custom ways 

Improved customer stickiness 
Better investment returns and 
broader product selection

Structuring capabilities

Risk management support

New source of stable
AuM  and fees  

Stickiness from long-term
investment horizon 

Asset 
Managers

Insurers

ivileged access 
 rollover data on 
dividuals

Privileged distribution access

Diversification of revenue streams

Increased client engagement and better information flow on 
end-customer needs

Proprietary access to retirement products at lower cost 

Privileged distribution access 

Better information flow on 
end-customer needs

Proprietary access to products (incl. innovative retirement 
products and solutions)
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We see three potential approaches various p

Exhibit 28: Models for delivering holistic re

1. PartnershipModel

• Many bilateral partnerships ex
insurers and private credit ma
insurers creating custom prod
distributed through specific w
management partners) 

• However, utilizing partnership
mechanism to create and deli
income solutions (outside of s
exceptions) is not common 

Current State

• Partnership structures aligned
various levels, such as strateg
and operations, to provide sea
products and services to end 

Target State

• Flexibility to engage in and ex
with different partnership stru

• More cost-effective (especiall
already an integrated player) 

• Easier to concentrate on one’s
core competencies

Strengths

• Difficulties in structuring agre
ascribing value to each partne
contribution, and determining 
share economics

• Reliance on 3rd parties can dil
brand given less control over
end-client relationship

Limitations/
challenges

Source: Oliver Wyman, Morgan Stanley Research
 BluePaper

layers in the ecosystem can adopt to capitalize on the value of building closer connections.

tirement solutions



3. Platform2. Integration

• While some have platform propositions 
(e.g., firms with leading direct-to-consumer 
wealth management platforms), no one has 
yet brought together an end-to-end, 
seamless platform and offering that 
encompasses all financial needs of a 
customer, to and through retirement

• Many firms with separate asset, 
wealth management, insurance, and/or 
servicing/administrative divisions which are 
relatively siloed and that do not operate in 
an integrated fashion (e.g., economics and 
strategy optimized for each division rather 
than for the whole)

• Some cross-ecosystem mergers and 
acquisitions have been seen recently, with 
more likely to come (e.g., in Europe where 
changes to Danish Compromise make 
acquisitions of insurers, wealth, and asset 
managers particularly appealing for banks)

ist (e.g., 
nagers, 
ucts to be 
ealth 

s as a 
ver retirement 
ome 

• Aspirational, hyper-personalized platform to 
provide a dynamic, individualized retirement 
solution (incl. asset management and 
insurance products) combined with advice

• Breaking down divisional silos so that 
strategy development, product development, 
and incentives reflect the same goals so 
that the full firm can be mobilized to 
support clients on their end-to-end 
retirement journey 

 across 
y, incentives, 
mless 

consumers

• Simplicity and transparency of a 
single platform that brings together 
products/services from a variety 
of providers 

• Ability for the platform provider to own 
the customer relationship 

• Greater control over customer experience 
and brand management

• Higher potential to retain greater share of 
economics and simultaneously deliver 
lower-cost products for the end-consumer

• Higher potential to create unique value 
propositions that would be difficult for 
partnerships to replicate 

periment 
ctures 

y if not 

 

• Potential hurdles from different 
regulatory environments

• Requires significant technological 
investments 

• May not be suitable for HNW/UHNW 
individuals that already have access to 
personalized advice 

• High operational complexity (e.g., limited 
data sharing, misaligned incentives, siloed 
governance structures) – this has caused 
many challenges to-date

• Most integrated players have not seen 
corresponding valuation advantages 
compared to standalone wealth and 
asset managers

ements, 
r’s 
how to 

ute 
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Emerging solutions are startin

We are already seeing examples of firms taki
client needs and monetize the opportunity.

Exhibit 29 Emerging ecosystem solutions

Asset management Wealth m

Source: Oliver Wyman, Morgan Stanley Research

Looking forward, we expect to see a continu
integrations of multi-line organizations. As th
be elusive. 
 BluePaper
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g to reflect ecosystem thinking

ng more of an ecosystem view approach, stitching together multiple offerings to better address 

Bankinganagement Insurance Recordkeeping/technology

ed push toward greater collaboration — whether through partnerships or a higher degree of 
e next section makes clear, however, achieving the benefits of an integrated operating model can 
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Integrated models, in particula
that they have

The integrated models described in Model 2 a
costs, create more customized offerings, offe
economics in the process. 

In practice, based on our conversations with m
make full use of their inherent advantages. 

Some of these common challenges and pers

Exhibit 30: For existing integrated players, 
Key IssuesChallenge

• Each business un
competing priorit

Lack of clear,
unified strategy

• Due to barriers b
complicated and

Pricing doesn’t 
reflect synergies

• Key KPIs may dif
in tandem

• In worst case sce
than with anothe

Mismatched 
incentives

• Cultural mismatc

• Attitudes toward
areas of disagree

Cultural
misalignment 

• Cumbersome and
agility and misali

• Most often occur
business units

Governance and 
decision-making 

• Fear of breaching
even if combined

Regulation
hurdles

• Integrated player
that is difficult to

• Creates a disjoin
same company a
inefficient operat

Technology 
integration 
Issues 

HighTime/resources needed to resolve

Source: Oliver Wyman, Morgan Stanley Research

Based on these challenges, the benefits of int
be to craft unique retirement solutions or, mo
value than the sum of the parts — are difficul

We see this manifesting in the unclear 
Integrated firms with asset management, we
 BluePaper

r, are struggling to make full use of the inherent advantages 

bove present certain inherent advantages — for example, they can have lower client acquisition 
r better control and smoothness within the client experience, and capture a greater share of the 

ultiple clients, even leading integrated firms in the industry would admit they are struggling to 

pectives on how to address them are summarized in Exhibit 30 .  

a variety of challenges have limited their full potential
Overcoming Issues

• Set at the top-of-house a single, 
overarching strategy that maximizes 
the benefit to the firm as a whole

it develops strategy in individual silos, often leading to 
ies

• Optimize and streamline pricing across 
divisions and ensure transfer pricing 
incentivizes cross-divisional 
collaboration 

etween business units, cross-divisional products are 
 not cost-effective

• Incentives need to be designed with 
downstream 2nd and 3rd order impacts 
in mind and consistently re-evaluated 
to ensure alignment with overarching 
strategy 

fer across units even when they have been designed 

narios, it can make it easier to work with competitors 
r business unit

• In the near-term concerted education 
efforts can reduce “understanding” 
barriers across divisions while longer-
term cultural initiatives take shape 

h leads to friction and reduced collaboration

s risk-taking and innovation are the most common 
ment  

• Re-configure governance and operating 
model structures to facilitate 
“assembly” of client-driven solutions 
across business units that optimize for 
bringing together the whole to best 
serve the end-client vs. optimizing for 
the economics of  the individual 
business unit

 disjointed governance structures leads to reduced 
gnment between different business units

s when governance is wholly separated across 

• Ensure internally sourced products are 
competitively priced and provide value 
to the end-consumer 

 clients’ best interest and suitability limits collaboration 
 solution is delivering more value for the client

• Invest in technological uplift to ensure 
systems and data are unified across 
teams and across customer 
experiences 

s (who are often older) are straddled with “tech debt” 
 untangle and integrate

ted customer experience even when dealing with the 
nd limits “single source of truth” internally causing 
ions 

Medium Low

egration — whether it 
re broadly, create more 
t to achieve in practice. 

impact on valuations. 
alth management, and/

or insurance capabilities exhibit a wide range of P/E multiples and 
shareholder performance, with — on average — no appreciable dif-
ference to standalone firms ( Exhibit 31 ). While many factors affect 
valuations (e.g., capital intensity, mix of private market vs. active vs. 
passive strategies), what is notable is that the positive (theoretical) 
impact of integration is not immediately discernible in the data. 
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Exhibit 31: 5-year Total Shareholder Return
agers, insurers, and integrated players

0 1 2 3 4 5 6 7 8
-50
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S
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%

)

 1. Average of all categories  Source: S&P Market Intelligence / Capital I
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 (TSR) vs. Forward Price-Earnings (PE) Multiple for a sample of asset managers, wealth man-

9 10 11 12 13 14 15 16 17 18 19 20

rd PE Multiple (2025)

Standalone AM

Standalone WM

Standalone Ins

AM Ins

AM WM Ins

AM WM

Total1

Average
PE Multiple

10.2x

13.3x

7.9x

9.6x

10.6x

11.6x

10.5x

Categories
Average

TSR

52%

112%

37%

38%

85%

74%

66%

Q, Forward PE multiple as of 9/1/2024, 5 Year Total Shareholder Return from 1/1/2020 through 9/1/2024; 
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Asset management and insura
solutions

Over the last 5-10 years, private equity player
closed insurance blocks or integrating entire
to as the “asset manager-led insurer.” The log
liabilities) that can then be deployed in the as
rationale for these types of partnerships or in
managers and longevity protection elements
exception of the mortality pooling product) 
in traditional insurance-centric products but,
ments. 

Exhibit 32: Insurance-led and insurance-as
DescriptionSolution

• Guaranteed income wit
payout (at or past retire
asset allocation mutual

Annuities embedded

in asset allocation 

mutual funds 

• Provide an income guar
or wrap to an investmen

Accumulation annuities 

or wrapped asset 

allocation mutual fund

• Guaranteed income stre
payouts for life (longev

Income annuities as

a distribution option 

with asset allocation 

mutual fund

• Combines life insurance
investment to pay out u
investment performanc
insurance benefit

Unit-linked insurance

• Annuity wrapper around
underlying alternatives 

Annuity-based 

alternatives

Source: Oliver Wyman, Morgan Stanley Research

It is worth noting that annuities (which have n
reputation given perceived costs, complexit
never been more popular within markets such
is a strong emphasis on individual retiremen
treatment, and a wide product array. Some 52
now considering annuities in order to convert
lifetime income, a significant increase from ju
Bolstered by higher interest rates as wel
features like income riders and consumer prot

21. LIMRA, Future Retirees Face a Different Reality and In
for Financial Security, 2024.
 BluePaper

nce product partnerships proliferating to create retirement 

s have fundamentally transformed the insurance landscape by striking partnerships, aggregating 
ly with insurance companies. The latter model — in particular — has given rise to what we refer 
ic behind these structures revolves around getting access to stable, permanent capital (insurance 
set manager’s investment strategies (largely private and structured credit). But there is another 
tegrated structures: creating retirement solutions that integrate investment capabilities of asset 
 provided by insurers. In contrast to the products highlighted in Section 3A, which were (with the 
twists on traditional asset management products, we are seeing significant innovation, not only 
 more interestingly, in products that combine more novel insurance and asset management ele-

set management solutions (non-exhaustive) 
Example productsConsiderations

• TDF with annuity sleeve such 
as single premium immediate 
annuities (SPIA) and deferred 
income annuities (DIA)

• Lifestyle fund

• Requires support from recordkeepers to implement (if 
included within DC plan)

• Introduces non-liquid component & portability limits 
into the fund

• Other investments are liquid with upside potential

• Outsources due diligence on annuities to mutual fund 
providers

h minimum 
ment) within an 
 fund 

• Wrapped TDF with annuity 
income rider

• Requires explicit fee to fund income rider or wrap

• Requires support from recordkeepers to implement
(if included within DC plan)

• Individuals retain some liquidity and upside potential

antee as a rider 
t offering

• Income annuities• Assets leave plan and require high degree of
participant education (if within DC) 

• Typically, irrevocable and illiquid; may have a
death benefit

am with fixed 
ity protection)

• Growth super fund (typical 
investments in shares and 
property)

• Hybrid UL

• Provides both death benefit coverage and
investment upside

• Varying level of guarantees

 and 
nits based on 
e and size of life 

• Individual private market funds 
offered through a variable 
annuity wrapper with no 
guarantees 

• Combines benefits of alternative investments with 
annuity tax deferral benefits 

• Targeted to HNW and family offices 

 various 
products  

ot always had the best 
y, and illiquidity) have 
 as the US, where there 

t savings, favorable tax 
% of US pre-retirees are 
 assets into guaranteed 
st 33% five years ago.21  
l as evolving product 
ection regulations, this 

creasingly Look to Annuities 

interest has translated to nearly $385 billion in annuity sales in 2023, 
up 23% year-over-year and up nearly 60% since 2019.22  While 
interest rates are a key driver, we project a higher level of sales to 
persist as rates normalize and individuals continue to seek 
guaranteed income solutions. Other insurance-oriented products 
such as income funds and equity release products tend to appeal 
more globally due to their flexibility, simplicity, and alignment with 
diverse regulatory environments.

22. LIMRA, Note: global sales figures also include annuities without a lifetime income 
component or significant income guarantee.

https://www.oliverwyman.com/content/dam/oliver-wyman/v2/publications/2024/feb/Oliver_Wyman_The_Future_Is_Now_For_Insurers_2024_article.pdf
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In the long term, watch out fo

Imagine what a perfect solution to the retir
look like. An individual — likely assisted by a
better yet, seamlessly links) a detailed set of
their demographics, financial status, health fa
any other critical information into an interfa
prompts them to describe their financial and
siderations, such as their investment portfolio
to retire, desired retirement income, interim 
ings, buying a second property), relative pr
downside risk, wealth transfer consideration
health care planning.

The interface then processes that informati
merely serving as a passive product marke
active, matching engine to translate an ind

Exhibit 33: Illustrative next generation retir

Direct to Consumer

Advisors

Source: Oliver Wyman, Morgan Stanley Research 

To be clear, no such system exists today (th
complicated technological, regulatory, and b
perfect matching mechanism but to conceive
 BluePaper
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r more disruptive technology-led platform plays 

ement challenge could 
n advisor — enters (or, 
 personal data covering 
ctors, risk appetite, and 
ce. The interface then 

 financial-adjacent con-
 size, the age they’d like 
goals (e.g., college sav-
ioritization, amount of 
s, and preferences on 

on and — rather than 
tplace — serves as an 
ividual’s unique set of 

goals and characteristics into a bespoke product. This would be cre-
ated by having manufacturers (internally and externally) “bid” to 
supply products that can be structured into a custom retirement 
“policy” composed of securities and insurance components to meet 
each individual’s needs and capacity to contribute. This policy can 
then be dynamically updated each year (or on shorter timeframes) as 
more information becomes available (e.g., policy performance, indi-
vidual’s situation changes).

In cases where individuals specify impossible or incompatible objec-
tives, the interface would revert with the “next best option” to place 
them as close to their ideal solution as possible. This exercise alone 
would be useful to make individuals more conscious and realistic of 
the actual “costs” (e.g., savings rates, contribution rates, insurance 
premiums) of what they’re asking for. 

ement platform

Next Generation Retirement Matching Platform

Asset Management Products

Public Markets Alternatives

Insurance Products

Annuities LifeLong-term Care

Offer A Offer D

Offer B Offer E

Offer C Offer F

Advisory Self-Service 
Tools

Tax planning

Health care planning

Succession/trust services

…

ough some firms have comparable concepts in production), and the platform faces a variety of 
usiness model challenges. The point of this thought experiment is not to explicitly design this 
 of the optimal solution and determine what pieces of it can be actually delivered today. 
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In capturing the retirement op
challenged ones

All three models can potentially work — it de
executed. For players that already have mult
solution, making an integrated model work 
governance, organizational, incentive, and te
are preventing cooperation and developmen
compelling retirement value propositions. 
single components of the solution need to 
system view and consider how different par
M&A opportunities could help fill the gaps.
M&A path, firms will need to pay particularly
they integrate the different pieces together to
disjointed and siloed organization. For those
nership, it will be critical to lay out the detai
including how the economics will be shared, h
be split, which KPIs will be used to assess the
ship, and what the joint go-to-market strategy
regardless of whether firms pursue an inte
approach, both can and should take inspirati
the platform model because it puts the client
of everything. 
 BluePaper

portunity, there is no single winning model, but there are 

pends on how they are 
iple components of the 
means overcoming the 
chnology hurdles that 
t of more holistic and 

Players that have just 
take a retirement eco-
tnership structures or 
 For those pursuing an 
 close attention to how 
 avoid creating another 
 contemplating a part-
ls of the collaboration, 
ow responsibilities will 
 health of the partner-
 needs to look like. And 
grated or partnership 

on from the concept of 
 experience at the heart 

Which brings us to what a challenged, disjointed model looks like. 
Imagine business units and underlying systems being so siloed that 
it is actually easier for a customer to roll over their retirement 
accounts from one institution to a competitor rather than within the 
different business units of the same institution. This isn’t a hypothet-
ical — these types of situations happen all the time because organi-
zations built their business units based on different products they 
pushed to the customer. Given the complexity and multifaceted 
nature of the retirement challenge, coupled with rising client expec-
tations for what an excellent experience looks like, the lack of inte-
gration is becoming only more evident. Organizations that can truly 
anchor their business and operating models in what’s required to 
solve the client’s holistic needs will be the ones who win; organiza-
tion that continue to operate in product and service silos will end up 
pushing their clients elsewhere. 



M

Morgan Stanley Research

4. The Gen AI Revo
Does Gen AI have the power to truly tra
society? The position that we took last year w
A year later, based on our hands-on consulting
ents and discussions with dozens of industr
hasn’t changed. 

While there has been some unfounded hype, o
truly embraced the opportunity have learned
over the last year about how to extract gen
technology. We note six key points:

1. Gen AI has moved from whiteboard
cases proliferate across the value ch

2. Firms are seeing significant product
are exploiting the gains that come fro
cognition.” 

1. Gen AI has moved from whit
chain

Over the past year, Gen AI has transitioned fr
In turn, the conversation has shifted from cau
now asking. 

Exhibit 34: Changes in the types of questio

What we heard from clients last year

What is Gen AI (and what is hype vs. reality)?

What are my peers across the industry doing?

What use cases should I experiment with?

How should I think about value creation and ROI?

2023

 Source: Oliver Wyman, Morgan Stanley Research
 BluePaper
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lution — One Year Later
nsform industries and 

as a resounding “yes.” 
 engagements with cli-

y leaders, our position 

rganizations that have 
 a tremendous amount 
uine benefits from the 

 to production as use 
ain.
ivity enhancement and 
m the “lowered cost of 

3. Advancements in methodology and how the technology is 
deployed have reduced hallucinations and made the output 
more usable and reliable.

4. While Gen AI has led to “Super Analysts,” human oversight 
and incorporation of predictive analytics drive significant 
value.

5. There is significant investment in bespoke development to 
create differentiated capabilities.

6. The greatest value comes from driving user adoption, rather 
than having the most sophisticated model or technical capa-
bilities. 

eboard to production as use cases proliferate across the value 

om a promising technology to an increasingly indispensable tool for wealth and asset managers. 
tious experimentation to a race to unlock AI’s full potential, reflected in the questions firms are 

ns firms are asking: 2023 vs. 2024

What we’re hearing now

2024

How do I scale Gen AI use cases?

What technology and solution providers should I partner with?

How do I integrate Gen AI into existing systems, processes, and workflows?

How do I realize value at an organizational level?

How do I rapidly get buy‐in from internal stakeholders (e.g., Legal, IT, Risk)?

What societal and industry shifts are happening (and who are going to be the winners)?

How do I ensure responsible use of Gen AI?
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As firms come to better understand the capab
Revisiting the list of potential use cases from
of daily operations for asset and wealth man

Exhibit 35: AI Use Cases for Asset Manage

Sales & Client service

1. Sales &
Fund Raising

2. 
Marketing

3. Client 
servicing

1.A
Hyper
personalization 
of customer 
journey with 
tailored 
communica-
tions

3.A   
Interpretation 
of inquiries and 
matching with 
similar 
questions and 
corresponding 
answers in 
internal 
knowledge-
base

1.B              
Drafting of 
customized 
insights about 
clients and 
talking points 
for sales

1.C              
Drafting of 
customized 
pitch or RFP 
response 
documents

2.A          
Drafting of 
customized 
marketing 
materials and 
scripts 
targeted to 
multiple 
segments or 
channels

3.B              
Drafting of 
customized 
periodic 
investor reports

2.B           
Synthesis of 
market 
feedback and 
customer 
behavior data 
to generate 
marketing 
campaign 
ideas and 
plans

Interpreting information an

Summarizing and organizin

5 core capabilities 
Gen AI enables

Broad adoption Selective adoption

Source: Oliver Wyman, Morgan Stanley Research 
 BluePaper

ilities of Gen AI — what it is good for and what it is not — practical applications have proliferated. 
 last year’s report, we note that several of these have now been implemented into the core part 
agers (see Exhibit 35  and Exhibit 36 )

rs

8. Risk, 
Legal & 

Compliance

9. IT & 
Operations

4. Product 
development

5. Portfolio 
Management

6. Research

Investment & Research Mid & back office

4.B         
Brainstorming of 
new product/ 
solution ideas, 
tailored to
client needs 

6.A              
Synthesis of 
research and 
extraction of 
data from 
multiple 
sources, 
including data 
room

4.C              
Drafting of 
business plan 
incorporating 
data from 
multiple sources 
for committee 
approval

4.A                
Summary and 
comparison of 
market 
intelligence, 
including trends, 
competitor 
offerings

5.A                
Scraping and 
transforming 
large amount of 
information from 
news or reports 
for prediction of 
market 
movements or 
risk of securities 

5.B               
Generation of 
market or risk 
scenarios and 
synthetic 
historical and 
predicted data for 
backtesting

5.C                   
Proposal of new 
investment ideas 
and selecting 
relevant securities 
from a defined 
universe

7.A            
Substantiation 
of trading 
wheel rules by 
incorporating 
market 
information 
real-time

6.B                    
Drafting of 
market 
commentaries 
and outlooks

6.C                  
Drafting of 
investment 
committee 
documents

Product

9.B                        
On-demand 
customized 
reporting of 
financials, 
operational and 
tech incidents, 
KPIs, and more

9.A                        
Code generation 
and debugging

9.C                        
Paperwork/form 
assistant that
pre-populate 
data, suggest 
complete 
version

8.B                
Drafting
of risk and 
performance 
reports

8.A                  
Searching and 
summary of 
legal and 
compliance 
documents

7. Trading

8.C                     
Augmented 
security master 
updates

7.B            
Intelligent 
hedging and 
unwinding

7.C            
Proposal of 
trade 
optimization 
strategy by 
synthesizing 
counterparty 
price 
elasticity 
information

d learning patterns Responding to and interacting with humans

g information Creating and customizing new content

Searching for information

No/limited adoption

.
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Exhibit 36: AI Use Cases for Wealth Manag

3.A             
Drafting of 
customized
portfolio re
based on
client reque
and past 
conversatio

3.B             
Proposing n
best action
drafting 
engagemen
plans by 
extracting 
insights fro
client-advis
conversatio

3.C             
Generation 
list of clien
relevant to 
particular ta
of certain 
characteris
and drafting
assignment
communica

1.A                   
Drafting of 
prospect client 
profile summary, 
key questions, 
initial ideas based 
on public/private 
data

1.B                 
Proposing high-
potential leads by 
scraping public 
news or data 
based on 
common patterns

1.C                  
Collecting initial 
risk and priorities 
info from client in 
interactive way, 
summarizing key 
insights before 1st

meeting

2.A               
Drafting of 
personalized 
investment 
proposals for 
clients based
on needs 
assessment

2.B                
Drafting of 
financial planning 
options tailored to
client needs
for multiple 
scenarios

2.C                 
Review of client’s 
existing portfolio, 
recommendation 
of next steps with 
reasoning

Sales & Clien

1. Discovery 3. Proposal
3. Per

revie

Interpreting information an

Summarizing and organizin

5 core capabilities 
Gen AI enables

Broad adoption Selective adoption

Source: Oliver Wyman, Morgan Stanley Research 
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ers 

8.B                            
On-demand 
customized 
reporting of 
financials, 
operational and 
tech incidents, 
KPIs, and more

8.A                        
Code writing 
and debugging

8.C                        
Paperwork/form 
assistant that pre-
populate data, 
suggest complete 
version

7.B                 
Drafting of risk 
and performance 
reports

7.A              
Searching and 
summary of legal 
and compliance 
documents

7.C                     
Augmented 
security master 
updates

5.A           Drafting 
of customized 
marketing 
materials and 
scripts targeted 
to multiple 
segments or 
channels

5.B           
Synthesis of 
market feedback 
and customer 
behavior data
to generate 
marketing 
campaign ideas 
and plans

4.A     
Interpretation
of inquiries, 
matching
with similar 
questions from 
knowledgebase, 
and responding in 
customized way

4.B                  
Creation of 
personalized 
content for clients 
across all 
communication 
channels

4.C                 
Proposing client 
meeting agenda 
and talking points  
with reasoning
to support 
recommend-
dations

      

 
view 

sts 

ns

       
ext-

s and 

t 

m 
or 
ns 

    
of a 
ts 
a 
sk or 

tic, 
 of 
 and 
tion

6.A                   
Proposing next-
best investment 
ideas from a 
defined universe 
based on CIO 
guidelines and 
client goals

6.B                   
Generation of 
triggers for client 
portfolio changes 
or rebalancing 
based on client 
information/miles
tones or market 
conditions

t service Investment Mid & back office

7. Risk, Legal 
& Compliance

8. IT 
& Operations

iodic 
w

4. Client 
servicing

5. Marketing
6. Portfolio 

Management

d learning patterns Responding to and interacting with humans

g information Creating and customizing new content

Searching for information

No/limited adoption
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Building on last year’s predictions, we have c
examples for each category in Exhibit 37 .

Exhibit 37: Example use cases in practice
Example use caCategory

Querying and su
company review

Broad adoption: Use cases which 
are increasingly table stakes

Code debugging
resulted in an 1

Legal document
for easy access
an entire quarte

Automated due 
human taking h

Selective adoption: Use cases 
which are emerging among 
leading firms, but not yet 
widespread nor integrated into 
workflows

Expert rolodex: 
specific experti

Intelligent hedg
market conditio
reliable executio

No/limited adoption: Use cases 
where there are technical or 
organizational limitations

Trade optimizat
vast datasets, t
especially as co
asset classes

Source: Oliver Wyman, Morgan Stanley Research

2. Firms are seeing significant 
come from the “lowered cost 

When asked to quantify efficiency gains from
improvement” is a common refrain we hear
how are firms arriving at that figure? 

They are primarily calculating the difference in
a task with and without Gen AI. While this 
there are multiple complicating factors that 
of Gen AI harder to measure (e.g., quantifyin
tasks previously unfeasible, quantifying the m
locating time from repetitive low-value tasks
tasks). As a result of these confounding varia
Gen AI cannot be captured by a simple metri
to utilize a single number misses the point: 
lowers the cost of cognition and allows peop
would otherwise have been impossible.

24. For example, within  own proprietary Oliver Wyman's G
significant productivity gains of ~8 hours / week in time
 BluePaper

ategorized Gen AI use cases in asset and wealth management into three distinct groups – with 

ses

mmarizing research: Many firms have a secure chatbot that can query and summarize proprietary data, including 
s, earnings reports, corporate culture insights, and interview transcripts

: Similarly, many firms have a version of coding copilot tool. At a global asset manager, such a platform has 
1% increase in the volume of source code written

s: Document review models – which ingest PDFs, perform semantic tagging, sectionalize content, and organize 
 – have been used to process Limited Partnership Agreements (LPAs) in minutes (when this would typically take 
r)

diligence: A U.S. private equity firm employs Gen AI to compile company information in minutes, compared to a 
ours

A global asset manager is developing a tool to allow users to prompt the system to find real-time contacts with 
se within the organization, thereby facilitating knowledge sharing and collaboration

ing and unwinding strategies: This remains a challenge for Gen AI. While the potential exists for AI to analyze 
ns and optimize hedging positions, the technology has not yet reached a level of sophistication that allows for 
n in real-time trading environments

ion strategies: Although there is significant interest in using Gen AI to enhance trading decisions by analyzing 
he current limitations in technology (primarily the limitations in mathematical and predictive capabilities 
mpared to deterministic models) hinder the ability to implement these strategies effectively across various 

productivity enhancement and are exploiting the gains that 
of cognition”

 Gen AI, “20% to 30% 
 from executives.24 So, 

 time taken to perform 
seems simple enough, 
make the “true” impact 
g impact of performing 
arginal impact of real-

 to more value additive 
bles, the true impact of 
c — in fact attempting 
Fundamentally, Gen AI 
le to achieve feats that 

en AI tool (OWL), we estimate 
 savings. 

For example, imagine having access to a “Super Analyst” who can 
recall every research note, report, analysis, and market call that the 
firm has ever created. Traditionally, the process of aggregating the 
firm’s research reports, cross-referencing them with external anal-
yses, and compiling historical financial data could span several days. 
With Gen AI, this task can now be completed in minutes, yielding sig-
nificant time efficiency gains.

However, and perhaps more importantly, this Super Analyst super-
charges the research outputs of others, by allowing them to consider 
a wider array of scenarios and insights that were previously inacces-
sible. Instead of relying on outdated reports or fragmented knowl-
edge, decision-makers can leverage the full breadth of their 
organization’s intellectual capital, leading to more informed and stra-
tegic choices.
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3. Advancements in methodol
hallucinations and made the o

In addition to continued productivity and ef
become more advanced and accessible over 
38 ). 

Exhibit 38: Technology advancements in th

• Retrieva
databas

• Current 

• Open AI
(previou

• OpenAI 
science,
13%

Higher
accuracy 

• Can han

• Can han

• Up to 50

Better 
performance  

• Trained 

• Can be c

Wider
training data 

Source: Oliver Wyman, Morgan Stanley Research

Separately, the increased number of firms le
pointing them to the correct information. RA
contextual awareness and enhancing the qual
of RAG is that allows firms to utilize what LL
(our ability to “know”). Organizations with un
readable format stand to benefit most. Man

4. While Gen AI has led to “Su
analytics drives significant val
Despite the tremendous advancements in G
come with certain constraints that prevent 
wholly independently of human oversight. 

First, like an entry-level analyst, Gen AI lacks
with experience. For example, when summ
human can interpret contextual nuances and
based on expertise. In contrast, an LLM genera
tifying patterns in the text and probabilistical
response based on training datasets. This mis
a skilled professional would pick up, limiting A
in decision-making scenarios.

Second, while Gen AI excels at interpreting
extracting and analyzing numbers is still in it
while Gen AI models can summarize informa
 BluePaper
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ogy and how the technology is deployed have reduced 
utput more usable and reliable

ficiency unlocks, techniques to improve the quality and relevance of Gen AI have continued to 
the last year — yielding higher accuracy, less hallucination, and better performance (see Exhibit 

e last year

l Augmented Generation (RAG) allows large language models (LLMs) to generate answers based on a custom 
e leveraging firms’ proprietary data, reducing hallucinations

generation LLMs can better understand and generate sophisticated language than earlier AI systems

’s GPT-4 now scores in the 90th percentile on the Uniform Bar Exam and 99th percentile in the Biology Olympiad 
sly 10th and 31st percentiles respectively for GPT 3.5)

has released a new model, “o1,” built for multi-step reasoning; it is already showing significant improvements at 
 coding and math – scoring 83% on the International Mathematics Olympiad exam compared to GPT-4o scoring 

dle more context (GPT-4 is capable of handling over 25,000 words of text) 

dle image inputs and outputs

% faster 

on more recent data

oupled with RAG to rely on up-to-date data

veraging RAG is particularly important as the best means to improve the accuracy of LLMs is by 
G allows businesses to anchor AI-generated responses to real, relevant documents, improving 

ity and reliability of the information provided. LLMs can “reason,” but they can’t “know.” The power 
Ms are best at (their immense reasoning power), while utilizing humans for what we are best at 
ique insights and the technical prowess to organize their proprietary knowledge into a machine-

y leading firms are already far down this path.

per Analysts,” human oversight and incorporating predictive 
ue
en AI capabilities, they 
them from functioning 

 judgment that comes 
arizing a document, a 
 prioritize key insights 
tes summaries by iden-
ly determining the best 
ses slight nuances that 
I as a stand-alone tool 

 text, its capabilities in 
s infancy. For example, 
tion from analyst calls, 

they struggle when asked to precisely extract and contextualize 
numerical data from financial reports, albeit advancements in LLMs 
may soon change this.25

Further, Gen AI remains significantly limited in its ability to make pre-
dictions. In this case, combining it with Discriminative AI26 can be par-
ticularly powerful. For example, the Factiva Sentiment Signals tool 
(co-developed by Oliver Wyman and Dow Jones)27  integrates 
qualitative insights from vast media sources (i.e., sentiment analysis) 
with quantitative risk modeling to predict credit downgrades and 
defaults. 

25. For example, OpenAI‘s new model, “o1,” described in the previous section. 

26. Discriminative AI has been deployed in asset and wealth management for years, 
with typical applications focused on predictive analytics that can support use cases 
like “next best action.” 

27. Manage Corporate Credit Risk | Factiva Sentiment Signals (dowjones.com).
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In another example of combining Gen AI with
by combining the technologies. 

Gen AI needs to be complemented by other t
how are leading firms embedding Gen AI in t

5. There is significant investme

One of the most frequently asked questions 
approach the decision between bespoke deve
solutions, and strategic partnerships. While
solutions, in many cases bespoke developme
drive user experience and adoption.

Bespoke development plays a crucial role in
rience and driving adoption, particularly in
the-shelf solutions or generic copilots fall 

Many use cases require tailored functionaliti
business needs, workflows, and user prefer
complex operational environments, a one-siz
overlook unique challenges and nuances, lead
formance and user frustration. Ideally, custom
grated seamlessly with existing systems, en
access to the tools and information they need
intuitive and relevant.

Moreover, bespoke development fosters a s
engagement among users, as they see their
ments reflected in the final product. This tailo
enhances usability but also encourages greate
more likely to embrace solutions that are desi
contexts in mind. 

Finally, in industries where regulatory comp
specialized functionalities are paramount, 
may lack the necessary adaptability. Therefor
development is not merely a matter of prefe
achieving meaningful user engagement and m
of technological innovations.

That is not to say off-the-shelf point solut
enterprise applications cannot provide signifi
zation. For the right use cases, and in the rig
but the value tends to be more limited becaus
entiation, almost by definition. 
 BluePaper

 Discriminative AI, a European asset manager identified 30% of time savings across its platform 

ools, and most important, complemented by knowledgeable humans. This raises the question — 
heir organizations.

nt in bespoke development to create differentiated capabilities

we encounter is how to 
lopment, off-the-shelf 
 we see several viable 
nt is the best option to 

 enhancing user expe-
 scenarios where off-
short

es that address specific 
ences. For instance, in 
e-fits-all approach may 
ing to suboptimal per-
 solutions can be inte-

suring that users have 
 in a manner that feels 

ense of ownership and 
 feedback and require-
red approach not only 
r adoption, as users are 
gned with their specific 

liance, data security, or 
off-the-shelf solutions 
e, investing in bespoke 
rence; it is essential for 
aximizing the potential 

ions or GenAI-enabled 
cant value to an organi-
ht situations, they can, 
e it isn’t a source differ-

Requirements on technology skills have shifted and proprietary 
data is more important than ever 

Another key question asked last year was, “How do I fine-tune my 
own model?” 

Previously, firms were focused on the foundational processes of 
training (to establish a model’s ability to generate coherent text) and 
static tuning (to refine this capability with domain-specific data). 
Given their nascent understanding of the subject, the previous 
answer for many firms to solving this challenge was to poach the best 
data science talent to focus on training LLMs.

However, as firms have increasingly seen limitations with static 
models, and a shift toward more dynamic, real-time data retrieval 
(e.g., RAG, as described previously), they have seen that fine-tuning 
a model is harder — and, more important, much more expensive — 
than they expected.

Now, firms are more focused on combining the latest off-the-shelf 
LLMs with proprietary data in a way that is seamlessly integrated into 
user workflows. As a result, technology and data teams are focused 
primarily on how to build the “scaffolding” around an LLM to inte-
grate it within their systems, rather than on understanding the deep 
idiosyncrasies of an LLM to train one from scratch or fine-tune an 
existing one. 

To that end, having a team with front-end, back-end, infrastructure, 
and architecture skills that can quickly ship new features (e.g., text-to 
image generation, conversational agents) effectively and securely is 
much more relevant than hiring individual data scientists to work in 
a vacuum. 

Proprietary data — in and of itself — has also become more of a dif-
ferentiator. This shifts key responsibilities back to the organization, 
emphasizing the importance of codifying internal knowledge and 
building robust infrastructures that allow LLMs to query this infor-
mation effectively. Those firms that can invest in this infrastructure 
will not only maximize the utility of LLMs but position themselves to 
leverage their unique insights, setting themselves apart in a crowded 
marketplace.
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6. The greatest value comes fr
sophisticated model or techni

There is no denying that Gen AI is an incredibl
tasks, one thing it hasn’t been able to help us
so much a technology issue around fine-tunin
As such, firms that have been better able to 
following key factors.

Exhibit 39: Key factors for success

•

•
Leadership
Buy-In and Advocacy

•In-House Technology 
Skills

•

•

Integration with 
Existing Processes

•

•
Feedback 
Mechanisms

Source: Oliver Wyman, Morgan Stanley Research

________________________________________

So, does Gen AI have the power to truly tr

Our response now in 2024 to the question we
able has now become table stakes. 

Routine tasks are now automated en masse
extract actionable insights and turn vast trov
use cases are constantly expanding in numb

Beyond these specific examples, at its core, G
with the technology will see their clients tak
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om driving user adoption, rather than having the most 
cal capabilities

y powerful technology. For a such an incredible technology that can help us perform superhuman 
 figure out is how to solve human beings’ reluctance to change. Unlocking its full potential isn’t 
g model parameters or expanding context windows; it is a people issue around driving adoption. 

drive adoption and extract value from GenAI will typically pursue an approach that involves the 

Ensure that top management understands the benefits and potential of Gen AI

Gain support from risk and finance teams, as these can be major roadblocks to implementation

Have sufficient skills and capacity in front-end/back-end development, data management, architecture, and 
UI/UX laser focused on building and improving internal Gen AI tools 

Ensure that Gen AI tools and solutions are integrated smoothly with existing workflows and systems to 
minimize disruption

If it doesn’t fit into the workflow then no one will use it – “close enough” often doesn’t cut it

Establish clear and reactive channels for employees to provide feedback on Gen AI tools and their 
implementation

Leading firms are finding the right balance between “information overload” and making sure feedback is 
sufficiently democratized

ansform industries and society? 

 posed last year is this — this transformation is already underway, and what was once unthink-

; unstructured data is searchable and, more important, understandable — allowing humans to 
es of raw information into strategic advantages; coding has become accessible to the masses; and 
er, scope, and impact. 

enAI can help firms deliver better client outcomes and experiences. Those that cannot keep up 
e their business to those that can. It doesn’t take a sophisticated AI model to forecast that. 
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It is not investment research, though it may refer to a Morgan Stanley research report or the views of a Morgan Stanley research ana
communication does not constitute a complete fundamental analysis of any companies mentioned. Unless indicated, all views expres
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