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Summary

HCLTech briefed ISG advisors and consultants 

during the ISG Executive Provider Summit (EPS) 

2026 through a keynote and five breakout sessions 

covering ML/AI, GenAI, BPO with agentic operations 

and Applications/ADM. The provider positioned 

Financial Services as its largest segment and 

emphasized an enterprise pivot to AI-led 

transformation, including outcome-based 

commercial models, automation-first delivery and 

agentic operating frameworks built on its AI Force 

2.0 platform. Speakers highlighted a chip-to-cloud 

capability stack combining industry expertise, 

engineering depth and its HCLSoftware division, 

with ecosystem partnerships across models, silicon 

and hyperscalers.

HCLTech asserts strong momentum (e.g., $146M in 

Advanced AI revenue in Q3 FY26 with ~20% QoQ 

growth), an expanding catalog of AI-native offerings 

(AI Force, AI Foundry, AI Factory, AI Advisory), and

early wins in Financial Services, insurance and 

retail. The provider claims 15 to 40% productivity 

uplift targets, 100% AI adoption in select clients and 

rapid operationalization of agent-based workflows 

across SDLC, ITOps, BizOps and SAP. The BPO team 

outlined a “Services as Software” (SaS) GTM and 

agentic platforms for business processes; the 

Applications team reinforced a shift from labor 

arbitrage to transformation-led economics.

The narrative aligns with ISG market observations 

on platformization, value-oriented pricing and 

GenAI-driven SDLC/ITOps uplift. However, clients 

will require clearer guardrails, value baselines and 

change-management pathways to realize promised 

outcomes at scale. HCLTech’s breadth and 

engineering pedigree are differentiators; 

governance rigor, model neutrality and avoidance of 

platform lock-in will be decisive for enterprise 

adoption.

Briefing Notes

What HCLTech briefed us about

⬤ Strategic positioning and growth signals:

– Financial Services is HCLTech’s largest revenue 

segment.

– Reported momentum: Industry-leading CAGR 

over nine years; market cap >$50B; highest 

revenue per employee and TSR among peers 

over the last decade (self-reported)

– Advanced AI revenue: $146M in Q3 FY26, 

~19.9% QoQ growth.

– Client experience score claimed at 82.3 vs. an 

industry average of 68.9.

Briefing context

⬤ HCLTech briefed ISG advisors and consultants at 

the ISG Executive Provider Summit 2026.

⬤ Keynote: Srinivasan ’Srini’ Seshadri, Chief Growth 

Officer & Head of Financial Services.

⬤ Breakouts:

– AI/GenAI: Apoorv Iyer, Global Head for GenAI; 

inputs from Chris Pickard (EVP, Modern 

Application Services)

– BPO: Upjitpal ’Upjit’ Ghuman, Sales HBU; case 

study co-presented by Pankaj Tagra (Chief 

Growth Officer and Global Head Mobility, 

Vertical & Germany)

– Applications/ALM: Chris Pickard (EVP Modern 

Application Services, Digital Business Services)
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⬤ Strategic thesis for the AI era:

– Traditional outsourcing models are becoming 

outdated; enterprises must pivot to outcome-

based, risk-sharing and automation-led 

delivery.

– Demand is shifting to domain-specific 

AI/GenAI; provider advocates a paranoid 

mindset to continuously create value.

– The four strategic pillars are proactive 

transformation; differentiated IP; new AI-led 

services; AI partnerships (GPU/model/agentic 

platforms).

⬤ HCLTech’s AI operating model and portfolio:

– Service Transformation: AI Force suite 

(Software, ITOps, BizOps, SAP, MedTech) with 

embedded governance, token hygiene (AI 

FinOps), prebuilt use cases and an enterprise 

knowledge graph

– Value Stream Innovation: AI Foundry (modern 

data, Simplicity Insights, vertical AI, Agent 

Hub, Business Canvas)

– AI Engineering: Edge AI, Physical AI & 

Robotics, Semiconductor Engineering

– AI Factory: Enterprise AI Factory, sovereign 

variants, cognitive infrastructure (build & 

operate)

– AI Advisory: End-to-end advisory (ideation-to-

production), AI governance, cyber/red-

teaming, business process engineering and 

journey-to-value framework

– AI IPs catalog: AI Force, HCL UnO, HCL Zeness, 

InsightGen, IRP/ISP, NetSight, PaymentsX, 

Talent Navigator, VisionX and AI-led contact 

center workflows

⬤ Architecture and ecosystem:

– Creating the perfect storm: Industry 

expertise, chip-to-cloud capabilities, HCL 

Software, ecosystem partnerships to 

accelerate ROI and productivity

– Full-stack partnerships across apps/products 

(e.g., Microsoft, Google, Salesforce, SAP), 

models (open and proprietary), data vendors, 

datacenter OEMs/hyperscalers and silicon 

providers

⬤ Commercial constructs:

– Pricing models span subscription (Services as 

Software), managed/outcome-based 

(deflation/gain-share), utility (per-agent, 

tokens), POD pricing (capability + compute) 

and transformational outcome-based 

(EBIT/revenue/market share).

⬤ Claims of differentiated impact:

– Financial Services: Increased share in top 

accounts; modernization and AI/data 

transformations (e.g., Deutsche Bank, CBA); 

challenger positioning with UK/French banks

– Agent Marketplace for Financial Services: 15 

live agents with a roadmap to over 400; 

governance and safety emphasized; requested 

ISG access to platforms for deeper evaluation

– Selected outcomes: US insurer – AI-led ITOps 

with <1% defect density; vulnerability 

management effort reduction >60% via AI 

Force; ADM productivity uplifts targeted at 

15 to 40%

⬤ BPO agentic operating model:

– Service as Software GTM with a bimodal 

approach:

– Mode 1: Traditional services.

– Mode 2: Software-like delivery 

(platformized, subscription-friendly).

– Agentic platforms layered over client IT (agent 

orchestration, observability, adaptors, 

data/storage)

– Catalog approach: Five-step selection 

framework; 25 agentic platforms prioritized by 

process fit, customer value, market demand 

and speed to market

– Use cases: Insurance admin (wealth, legal, HR); 

autonomous order-to-cash resolving 

pricing/inventory discrepancies and 

prioritizing orders via policies; Unified Lending 

Intelligence demo using AI Force/AWS Bedrock

– Delivery reorganization: product, engineering, 

transformation & technology and operations 

aligned to the agentic model



Copyrights. © 2026 Information Services Group, Inc.  All Rights Reserved. 3

⬤ Applications/ADM pivot:

– AI reshaping deal constructs: transformation-

led economics, outcome pricing, dynamic 

capacity, continuous optimization.

– Emphasis on SDLC hygiene and baselining 

(story-point consistency, complexity 

normalization).

– Canvas-to-complete orchestration linking 

ideation to delivery; Experience Management 

Office (XMO) to drive total experience 

outcomes powered by data and intrinsic AI.

– Rapid prototyping (<24 hours) using AI 

Business Canvas to move from journey 

mapping to working demos.

Client examples cited

⬤ Leading global apparel retailer: enterprise-wide 

AI adoption; $437M TCV; 1,000+ FTEs; 100% AI 

Force SDLC coverage (Apps team cited 1,500 

licenses)

⬤ Leading US-based insurance company: $178M 

TCV; 600+ FTEs; 100% AI adoption and AI Force 

SDLC coverage

⬤ Global money transfer provider: Next-generation 

digital payments platform

⬤ Tier 1 European investment bank: 

GenAI-powered trade surveillance (regulatory 

testimony use case)

⬤ Global pharmaceutical company; international 

port operator; North American commercial 

vehicle manufacturer: Bid win rate improved 

from 8% → 45%; cycle time reduced from 5 

weeks → 5 days; +$100M revenue impact; +300% 

increase in awarded bids

⬤ Additional client segments represented: 

Financial services platforms; global media and 

entertainment company; aerospace and defense 

manufacturer; leading technology company; 

integrated healthcare systems; insurance 

providers; diversified industrial manufacturer; 

global home furnishings retailer; global insurer 

and international logistics operator

ISG analysis and point of view

⬤ Alignment with market direction: The pivot from 

headcount-based to automation- and outcome-

led models is consistent with ISG’s recent 

sourcing observations. Buyers seek not only cost 

takeout, but also measurable business value, 

particularly in ADM and ITOps. The emphasis on 

domain-specific GenAI, governance and AI FinOps 

resonates with ISG’s POV that value at scale 

requires robust guardrails, data foundations and 

operating model change.

⬤ Differentiation vectors:

– Engineering pedigree and chip-to-cloud: 

HCLTech’s silicon-to-cloud capability and AI 

engineering depth (semiconductor, edge, 

robotics) are distinctive relative to many peers 

that focus primarily on applications and cloud.

– Platformization with AI Force: The connective 

tissue approach and modular, model-flexible 

design target a key enterprise pain point, tool 

sprawl and inconsistent governance.

– Bimodal GTM (Services as Software): 

Productizing services and offering SaS models 

can accelerate adoption, enable transparent 

pricing and create repeatability.

⬤ Proof and scale considerations:

– Strong evidence exists at the case-study level. 

However, broader, longitudinal KPIs (e.g., 

sustained productivity, defect trends, business 

outcome attribution) will be critical for 

enterprise confidence. The varying license 

counts indicate a need for consistent, 

auditable reporting.

– AI adoption claims, at 100%, require definition 

(license distribution vs. day-to-day usage vs. 

outcome impact); clients will need usage 

analytics and productivity baselines to validate 

ROI.

⬤ Governance and ecosystem risks:

– While HCLTech stresses model flexibility and 

ecosystem breadth, enterprises will expect 

clear guidance on model selection criteria, 

portability and exit paths to avoid lock-in.

– Agent marketplaces are promising but 

heighten risk around security, compliance and 

operational assurance. Formal agent 

guardrails (policy management, approval 

workflows, observability, kill-switches) and 

third-party attestations will be important.
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Where we agree and where we push back

⬤ Agree: Shift to outcome-based models, 

platformization and AI-infused SDLC/ITOps is the 

right direction and reflects buyer behavior in ISG 

engagements and recent reports. The move to 

dynamic capacity and continuous optimization in 

ADM aligns with ISG’s guidance for next-gen 

sourcing.

⬤ Push back: Realizing 15 to 40% productivity 

uplift consistently across portfolios requires 

disciplined change management, data readiness 

and process re-engineering. Many enterprises 

lack the software engineering hygiene and 

product management rigor needed to capture 

the full benefit; providers must co-own this 

transformation rather than assume tool-driven 

gains. Similarly, chip-to-cloud breadth is 

compelling, but buyers need clear integration 

patterns and accountability models across 

hardware, infra and apps.

What this means for enterprise clients

⬤ HCLTech appears positioned for G2000-scale 

GenAI programs where platformized delivery and 

strong engineering depth are prerequisites. 

Clients should prioritize:

– Outcome contracting with baseline KPIs, 

gain-share tied to verified value and AI FinOps 

disciplines

– Agent governance models (design-time and 

run-time controls, human-in-the-loop, 

observability) and security/compliance 

assurance

– Model-neutral architectures with portability 

and TCO transparency (compute, tokens, 

orchestration)

– Phased scaling with measurable pilots in SDLC, 

ITOps and targeted BizOps processes

⬤ For Financial Services and insurance, the Agent 

Marketplace and AI Force for SAP/ITOps are 

relevant for modernization and operational 

resilience, but they must be anchored in risk 

controls and domain-specific regulatory 

compliance.
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Net Impact

Enterprises are pivoting from FTE arbitrage to 

outcome-led transformation across ADM, ITOps and 

BizOps. HCLTech’s approach – platformizing 

services via AI Force 2.0, embedding GenAI across 

SDLC/ITOps/BizOps and leveraging chip-to-cloud 

engineering – directly targets velocity, quality, 

resilience and cycle-time compression. In practice, 

this enables measurable gains in code quality and 

test coverage, faster incident resolution through 

AIOps/observability and agentic BPO that reduces 

leakage in processes such as order-to-cash and 

lending – provided adoption, governance and 

change are managed.

What enterprises should look for when considering 

HCLTech:

⬤ Start with measurable lanes (e.g., secure code 

remediation, test generation, incident triage) 

with baselines and acceptance criteria.

⬤ Contract for outcomes and transparency: gain-

share tied to verified value, AI FinOps reporting, 

and SLOs/SLA for agent performance and safety.

 

⬤ Governance that is trustworthy: an explicit Agent 

Assurance Framework mapped to MRM, with 

RBAC, audit trails, kill-switches and third-party 

attestations.

⬤ Model neutrality and portability across 

hyperscalers/on-premises, with exit paths and 

side-by-side cost/performance benchmarks.

⬤ Pricing clarity: standardized SKUs, units (tokens, 

events, hours) and tiers for SaS and outcome 

models.

⬤ Foundations and change: packaged hygiene 

accelerators (data/SDLC), role-based training, 

adoption KPIs and clear delivery RACI.

Bottom line: HCLTech is directionally right and 

distinct in engineering depth and AI platformization. 

With verifiable outcomes, disciplined governance 

and portability, HCLTech is well positioned to 

efficiently scale enterprise value.
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Headquarters

Noida, India

Service Portfolio 

The company’s offering portfolio 
includes IT services, digital and 
engineering services, cloud and 
infrastructure services, cybersecurity, 
data and AI, application services, 
enterprise software services, and 
business process services across 
multiple industries.

Key Competitors

Accenture, TCS, Infosys, Wipro, 
Cognizant, Capgemini, and NTT DATA

Revenue

Annual revenue is reported to be 
USD 13.84B (FY2025)

Global Presence

220+ Global Delivery Centers across 
60+ countries globally

Ownership

Publicly held
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