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Dear reader,
Welcome to this, the inaugural edition of the Projective Group Institute’s new Journal of 

Financial Services!

We’re very excited to be launching our Journal at a time of immense challenge and change for 

the financial services industry, and we’ve drawn upon the deep subject matter expertise of the 

many renowned contributors to this edition of the Journal to bring you what we hope you’ll find 

to be a highly stimulating series of articles.

We’ll be publishing editions of the Journal on a regular basis, and each time we will be focusing 

on those topics our Advisory Board members, who are leading academics and executives, are 

telling us are of key strategic importance to them.  And it’s for that reason that we’ve chosen to 

focus this edition on the world of Payments.     

Payments has gone from being an often-overlooked, quite slow-changing, typically back-

office, function to becoming one of the most transformed - and transformative – functions 

in the financial services industry.  And all of that has happened within the space of only a few 

years. Digitization, cloud native technology, financial crime and fraud, artificial intelligence, and 

many other recent developments, combined with ever-greater regulatory scrutiny and ever-

increasing client expectations, have created the perfect storm for legacy Payments providers 

and have opened this area up to newer and more agile competitors.   

We focus on the drivers of that transformation, the implications of those drivers for the various 

players in the Payments value-chain, and the key decision points firms will therefore soon face if 

they intend to remain leaders in this field.

I’m conscious that in creating the articles in this Journal, many individuals have spent many 

hours researching and writing, and I’m very grateful for their time and expertise!   

I look forward to getting your feedback on our new Journal of Financial Services, and to 

speaking with you again soon.

Stefan Dierckx, Founder & CEO, Projective Group
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From bottleneck to  
breakthrough:  
transforming payment  
investigations into  
competitive advantage 

Galitchenko Iouri,  
Products and Market Manager, SWIFT

ABSTRACT
This article explores how financial institutions 

can transform their exceptions and 

investigations (E&I) processes in cross-border 

payments to reduce cost, improve customer 

satisfaction, and meet new compliance 

requirements. While payments have become 

faster, investigations are still taking a long 

time to be resolved; mostly due to manual 

interventions and old messaging formats. By 

using tools like SWIFT Case Management, ISO 

20022, and AI technologies, banks can reduce 

costs and gain competitive perspective. Using 

real industry data and examples, this article 

explains why modernizing E&I is not just good 

idea, but a business imperative.

Future of Payments
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to interpret, prone to error and a major cause of 
delayed responses (SWIFT, 2025). Consequently, 
operational costs spiral with larger financial insti-
tutions facing annual penalties, fees and additional 
costs of up to U.S.$20 million due to inefficient E&I 
processes.

Moreover, this operational bottleneck significantly 
impacts customer experience.

Industry surveys reveal that more than 3% of cus-
tomers switch banking relationships as a result 
of frustrations over poor transparency and slow 
investigations [BNY Mellon (2024)]. These statis-
tics underline an urgent need for transformative 
changes in managing payment exceptions.

3.	Why E&I 
transformation 
matters

Transformation of E&Is in payment system is not 
just option, but a necessary measure due to severe 
consequences that institutions are facing today. 
According to SWIFT 2025 report, inefficient inves-
tigation processes cost the global banking industry 
approximately U.S.$602 million annually; included 
within this figure is U.S.$332 million for operational 
costs and an additional U.S.$270 million related 
to liquidity costs associated with unresolved pay-
ments. And this numbers relates only the pay-
ments processed via SWIFT rails, if other type of 
transfer are added,  the number is likely to be much 
higher. 

Banks suffer substantial financial penalties and 
high operating costs when investigations remain 
manual and delayed. Apart from the financial impli-
cations, customers experiencing poor transparency 
and frequent delays are moving their business to 
competitors who offer superior E&I processes. 

Moreover, the ongoing migration to ISO 20022 
standard is creating additional urgency. According 
to BIS (2024), failure to comply with structured 
message requirements leads to higher rejection 
rates for cross-border payments. SWIFT’s 2025 
industry report suggests that around 30-35% of cor-
porate clients are willing to redirect their payment 
volumes to banks that support structured data 
standards.

1.	 Introduction
In today’s interconnected financial landscape, 
cross-border payments have accelerated dramat-
ically, yet handling exceptions and investigations 
remain stuck in past. 

Although payments can now cross continents in 
seconds, resolving issues still require days or even 
weeks, leading to inflated operational costs, cus-
tomer frustrations, and missed opportunities. 

Given the immediacy and transparency pressures 
that banks are currently facing from both cus-
tomers and regulators, transforming management 
of exceptions has become an imperative for suc-
cess. 

A question most financial institutions need to 
ask themselves is whether they are willing to fall 
behind their peers within a payments ecosystem 
that reward efficiency and punishes complexity, or 
are they ready to embrace change and seize new 
competitive advantage? The aim of this article is 
to help financial executives to make an informed 
decision in this regard.

2.	The current state 
of exceptions and 
investigations in 
payments

Despite dramatic improvement in cross-border 
payments efficiency, the handling of exceptions 
and investigations (E&I) remains problematic 
and costly. According to SWIFT’s 2025 industry 
report, average payment settlement times have 
decreased significantly, from four days in 2019 to 
just one day in 2024, yet average investigation res-
olution times remain unchanged at approximately 
8 days. Between 1% and 3% of cross-border pay-
ments result in inquiries, mainly due to missing 
information, compliance checks, and inaccura-
cies; resulting in substantial delays and operational 
overheads [(SWIFT (2025)].

This critical inefficiency stems from heavy reliance 
on manual processes, requiring on average five to 
ten manual interactions per case. Adding to the 
challenge, 71% of the data elements used in E&I-re-
lated MT messages, such as MT199 and MT299, 
are free-format, making the information difficult 
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In summary, neglecting investments in E&I trans-
formation will not only increase operational costs 
but it will also have a significant impact on cus-
tomer retention and the long-term competitive-
ness of banks.

4.	Leading Solutions  
to Improve E&I

As inefficiencies in E&I continue to cause oper-
ational delays and financial losses, banks are 
increasingly turning to technology-driven solutions 
to modernize their E&I handling. At the center of 
this transformation is the shift toward centralized 
orchestration platforms such as SWIFT Case Man-
agement, which enables structured, automated 
and trackable exception processing. According to 
SWIFT  industry report (2025), banks using such 
tools can reduce investigation times by up to 80% 
for non-complex cross-border cases, freeing up 
resources and improving transparency.

Equally important, real-time case tracking using 
End-to-End Investigation References (EIRs) brings 
visibility and accountability to the process. Clients 
and compliance teams can follow progress live, 
addressing one of top pain points cited in BNY 
Mellon (2024).

One of the most impactful changes is the adoption 
of ISO 20022 structured messaging, which replaces 
ambiguous free-text formats like MT199/299 with 
rich, machine-readable data formats [BIS (2024)]. 
Over 70 countries are now adopting or mandating 
ISO 20022, and platforms like Fedwire and CHAPS 
have deadlines set for 2025 and 2026 respectively 
[SWIFT (2025)]. Structured messages improve auto-
mation, reduce manual touchpoints, and eliminate 
the need for constant clarification between corre-
spondent banks.

Additionally, advanced platforms such as Pega 
Smart Investigate (PEGA TM), SmartStream TLM 
Aurora, and others offer pre-check validation, 
duplicate request prevention, and internal smart 
routing logic to ensure investigations are handled 
only when needed, and by the correct parties. Such 
solutions can integrate with banks’ internal CRMs 
and compliance systems via API, allowing case data 
to be managed within existing operations work-
flows [Pega (2024)].

Emerging technologies are also playing an impor-
tant role. For example, AI-powered anomaly detec-

tion is increasingly used to identify transaction 
risks early. Yu et al. (2024) find that neural network 
models like CNN-GRU can detect compliance red 
flags or suspicious patterns, preventing exception 
cases before they even arise.

These technologies not only improve operational 
efficiency but also customer trust. According to 
PYMNTS (2025), faster E&I resolution directly cor-
relates with improved satisfaction, and banks with 
superior exception handling enjoy better client 
retention.

To succeed in today’s payments environment, 
banks must move beyond reactive case-by-case 
resolutions. They need scalable, automated E&I 
solutions that can integrate seamlessly with com-
pliance, operations, and customer service. Investing 
in the right tools, technology and data models  now 
will help them not just catch up, but leap ahead.

5.	Benefits of 
implementing an 
effective E&I strategy

For financial institutions, the benefits of trans-
forming E&I processes go far beyond cost cutting, 
they extend into customer satisfaction, compli-
ance agility, and long-term strategic positioning. 
As already mentioned, traditional E&I processes 
are slow, expensive, and opaque. But when banks 
invest in modern, centralized solutions, the return 
is measurable and immediate.

According to SWIFT industry report (2025), early 
adopters of its SWIFT’s Case Management platform 
may benefit a revenue increase of between 3 and 5 
percent, driven by new transaction flows, improved 
foreign exchange margins, and better use of oper-
ational liquidity. This is due to enhanced customer 
experiences, as well as operational efficiencies. In 
an environment where 30–35% of corporations 
are willing to move their banking flows to institu-
tions offering better transparency and structured 
messaging [SWIFT (2025)], this is not an issue that 
banks can afford to ignore.

And as was mentioned above, the customer 
impact must not be ignored. PYMNTS (2025) found 
that poor E&I processes result not only in finan-
cial losses but in brand damage and client churn. 
When a client has to wait for a week to get any kind 
of explanation about a missing payment, and hears 
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2. https://tinyurl.com/5ankvdt5

nothing in the meantime, this creates frustration. 
When case updates are real-time, and resolution is 
fast, trust grows.

In summary, implementing a structured and 
tech-enabled E&I strategy helps banks reduce fric-
tion, satisfy clients, ensure compliance, and boost 
the bottom line. Not upgrading is no longer just a 
missed opportunity, it is a strategic risk.

6.	Conclusion
In an era where speed, transparency, and reliability 
define competitive advantage in financial services, 
outdated approaches to exceptions and investi-
gations (E&I) are no longer acceptable. As pay-
ments become faster and more complex, institu-
tions must modernize their E&I capabilities to avoid 
operational bottlenecks, rising costs, and client 
dissatisfaction. Technologies such as ISO 20022 
messaging, centralized case management, and 
AI-driven anomaly detection are no longer “nice-to-
haves”, but essential tools for efficiency and trust. 
As industry data shows, banks that act early ben-
efit from increased revenue, reduced costs, and 
stronger relationships. The question is no longer 
whether to transform, but how soon can you begin.

�

References
BNY Mellon, 2024, “Payment investigations: from evolution to revolution,” November, https://tinyurl.com/54w3x7mb

BIS, 2024, “Harmonised ISO 20022 data requirements for cross-border payments,” Bank for International Settlements, Committee on Payments 
and Market Infrastructures, February, https://tinyurl.com/2k7mj9he

Kapronasia and SmartStream, 2024, “Driving operational excellence in payment exceptions,” https://tinyurl.com/ypf346k9

Kochhar, M., and S. Ghosh, 2022, “Going straight for smooth cross-border payments,” Infosys BPM, https://tinyurl.com/bddd742w

PYMNTS, 2025, “How payments investigations can cement bank relationships,” PYMNTS Editorial Staff, January, https://tinyurl.com/4f9svru3

Pega, 2023, “Smart investigate for payments: streamlining exceptions and investigations,” https://tinyurl.com/mtjuknhe

SWIFT, 2025, “It’s time to transform exceptions and investigations,” SWIFT, April, https://tinyurl.com/muyn2p93

Tookitaki, 2025, “Fraud protection solution for cross-border payments,” Tookitaki Compliance Hub, February, https://tinyurl.com/ms2fs7rf

Yu, Q., Z. Xu, and Z. Ke, 2024, “Deep learning for cross-border transaction anomaly detection in AML systems,” 6th International Conference on 
Machine Learning, Big Data and Business Intelligence MLBDBI2024, https://tinyurl.com/ffss3wnf



www.projectivegroup.com

WE MAKE  
THINGS  
HAPPEN.
Leading change in Financial Services.

BELGIUM 
UNITED KINGDOM 
THE NETHERLANDS 
FRANCE 
GERMANY 
SWITZERLAND


