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AN UNEXPECTED
DISRUPTOR
Organizations are

“

COVID-19 has proved to be the
most effective catalyst for digital
transformation and one of the
biggest disruptors of businesses
worldwide. But it has also been the
greatest challenge faced by the
banking industry after the global
financial crisis. Together with lower
incomes and the closure of small
businesses, bank revenues have
taken a major hit. Banks must live up
to the expectations of being the
primary enablers of the economy

THE NEED FOR AGILITY
We’ve seen two
years’ worth of
digital
transformation
in two months

This paper discusses

-Satya Nadella
CEO, Microsoft

while battling the slowing demand for housing and increased pressure to
extend mortgage holidays.
In this point of view, our experts recommend a roadmap for the banks to
Organizations

reduce their liabilities, increase cash flow, and profitability while
maintaining productivity and flexibility in the new environment of ‘remote
everything’.

A BALANCED SYSTEM OF AGILITY
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EARLY CHALLENGES
Despite the government
pumping in billions of dollars
in the economy to absorb the
shocks of the pandemic, it
appears that the road to
recovery will be full of
potholes.
The question of the hour
then becomes, what can
banks do now to prepare for
the new normal?

COVID-19
has
brought
forth
unprecedented challenges for economies
and governments, forcing businesses to
reorganize their operating models, business
architectures, and technology landscapes at
the grass-root level. Small and medium-size
businesses have been affected most, and
are unable to cope with the sudden shift in
circumstances. Banks have felt the waves of
this disturbance as these businesses are no
longer able to make their loan repayments.

Banks faced immediate pressures on their earnings as they had to:





Provide a mortgage holiday to affected retail customers
Defer loan repayments for small and large businesses
Reduce charges and interest rates
Make provisions for losses in loans and bad debts

The effects of COVID-19 are likely to persist and change the way both banks and
consumers live, behave, and operate.

The roadmap to revival: A post-COVID-19 guide for banks | © 2020 Infosys Consulting

FROM ADVERSITY TO ADVANTAGE
For the banking and
financial services industry,
the change will be both
disruptive and essential.

To thrive in the new normal, organizations
must devise a sustainable plan through
tactical and strategic spectrums described in
this paper.

Top players will need to
ascertain, accept, and
absorb the transformation
and be a role model for the
smaller institutions and
other industries.

TACTICAL APPROACH
Most banking institutions have already
initiated the strengthening of their existing
technology and digital enablers and
delivering outcomes via agile delivery models.

Some of these key actions are:
 Categorize existing projects into three: what can be stopped, deferred, and
continued
 Mobilize non-essential staff to work from home to drive cleaning and
sanitizing of their workplaces, thus enabling the frontline and contactcenter staff to work safely from their offices
 Implementing cost-cutting measures in software product licensing
 Deferring any large hardware procurement
 Reducing the number of system integration vendors and negotiating better
deals with them and consulting partners to maintain the longevity of
engagements instead of terminating them
 Implement tele and video banking facilities to be able to maintain the
personal touch while servicing customers
 Implement AI-based chat facilities in-app and on websites to reduce the
surge in call volumes
 Maintaining social distancing if customers have to visit branches
 Increase the limit of contactless payments to allow customers to pay
without touching EFTPOS machines
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Before COVID-19, FinTech
organizations were viewed as just
another player in the market. In
the new ‘non-physical, high touch’
era, these firms now have the
upper hand, having already
mastered the efficiencies and
operations to survive in this
environment (low overhead, high
reach) and hence will endure and
thrive.

STRATEGIC APPROACH
At the outset, it appears that most banks
have
successfully
protected
their
stakeholders from the effects of COVID19 by adapting and enhancing their front
line digital interactions. But going
forward, banks will need to keep up this
momentum by building a strong
foundation for the future. Larger banking
institutions must take note as their custo-

mers are now more accustomed to volatility in their environment and will have
higher expectations of how they access and receive information, and interact with
their bank.
This pace of change will create an opportunity for large financial organizations to
refocus their energy towards the following:

Strategic Approach:
I. DEVELOP A NEW OPERATING RHYTHM
a) Spend on re-alignment without impeding
growth
b) Change the mindset from front-end to
end-to-end
c) Create non-human interaction and high
touch customer experiences
d) Source partnerships to drive innovation

III. BUILD IN MITIGATION FOR RISK
a) Rethink risk processes and control
b) Identify and enable customers to endure
financial distress

II. ESTABLISH A GROWTH MODEL FOR THE
NEW ENVIRONMENT

a) Leverage digital acquisition channels
b) Rethink access to credit
c) Leverage value of reward programs

IV. SECURE, SOURCE & ADAPT TALENT
a) Ensure employees understand the
roadmap forward
b) Understand and support new ways of
working
c) Preserve existing talent and create new
talent funnels
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I. DEVELOPING A NEW OPERATING RHYTHM
a. Spend on re-alignment without impeding growth


Banks must focus on the following to
thrive in the new normal:
 Re-alignment of spending to
focus on growth in the right
areas
 Re-allocate technology-spend to
future-proof the new operating
norm





Banks can now receive stakeholder
sign-in on long-term investments
This will allow re-building of
foundations, removing legacy
systems, and simplifying operations

b. Change the mindset from front-end to end-to-end

Until now establishing distanced front-end customer interactions has been the focus of financial
institutes. It is now time to extend this approach to the end-to-end customer journey:






Make timely investments in business
process reengineering and
technology operating platforms to
enhance the customer experience.
Update legacy systems and
automate processes to create real
omnichannel servicing.
Move to cloud infrastructure and
supporting analytical and AI
functions for fast and effective
understanding of the customer
requirements across all touchpoints





This will lead to better experiences
and cost efficiencies over the long
term for banking institutions
In the current environment, this will
set apart institutions and enable a
level playing field with FinTech
organizations

c. Create non-human interaction and high touch customer experiences

COVID-19 compelled a swift movement towards re-imagining customer interactions to digital.
The increased use of digital platforms and call centers over physical channels necessitated
innovative capability re-purposing such as utilizing staff from branch channels to phone and
development of training advertisements for customers directing them to digital channels.
To enhance these, banks can:
 Investing in an effective user
 This will:
experience (UX) design to create a
 Reduce the strain on the bank
cohesive omnichannel experience
staff enabling them to take up
 Update current digital platforms to
high-value work.
improve simplicity, create faster
 Provide much-needed flexibility
responses, and enable self-service
to the customers
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d. Source partnerships to drive innovation




Banks can enter into key partnerships
to leverage innovative and successful
solutions
Working with fin-tech organizations
can make processes easier, meet the
current demand of customers and
help go to market faster



Development of partnerships and
ventures with FinTech firms will
enable fast innovation to drive
changes

II. ESTABLISH A GROWTH MODEL FOR THE NEW ENVIRONMENT.
a. Leverage digital acquisition channels


By spending more on the acquisition
of new customers through social and
digital means, financial institutes can
lower cost per new customer



Affiliate marketing partnerships can
be used for timely positioning of
adverts aligned to customer needs



Alignment of social conscious
messages and offers aligned to
customer sensibilities will drive and
maintain the loyalty



These boosts to funding will keep the
economy moving and encourage
spending in a time where consumers
are not at ease with volatility
This shift in confidence will also
influence consumers to overcome the
fear of retracting from the market and
will continue to be a key revenue
driver for banking institutions

b. Rethink access to credit






With responsible lending governing
banking institutions on how much
credit to provide consumers, credit is
an area that will present the
opportunity to enable economic
movement.
The Australian market is witnessing a
softening of lending criteria to
facilitate growth in the longer term.
Leveraging home security-based
lending will allow consumers to stay
active in both the housing and
investment market



c. Leverage the value of loyalty programs


Consumers adapting to the volatility
of the current environment will now
seek different kinds of rewards from
loyalty programs




Current rewards for travel, etc. will no
longer be attractive to consumers
Instead,
banks
must
develop
customized rewards based on
customer segmentation to retain
customers through loyalty programs
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III. BUILD IN MITIGATION FOR RISK
a. Rethink risk processes and control

Traditional risk management agencies dealing with the challenges due to the pandemic can use
this time as an opportunity to rethink risk controls.
Automate risk processes where
possible
Review monitoring controls and
tools to allow for better
accountability








Streamline and centralize data
relating to regulations and controls
to support better decision-making
This would reduce process activities
and errors requiring manual work
leading to savings

b. Identify and enable customers to endure financial distress

With unemployment rising, banks have already imposed tactical responses to the change. Banks
must:
 Allow consumers to make changes in
 This will help in:
how they make re-payments
 Winning customer loyalty
 Put payments on hold with a plan to
 Reducing additional time and
re-pay when conditions improve
costs associated with the
 Use data to proactively identify and
processing required when loans
support high-risk customers with
go into arrears
payment arrangements and fee
 Prevent the legal and social
waivers
backlash from those that are in
financial hardship due to the
current environment.

IV. SECURE, SOURCE AND ADAPT TALENT
a. Ensure employees understand the roadmap forward

Employees are at the core of ensuring that all strategic activities are executed well and must
understand the way forward for the organization. Banks must:





Increase focus on ‘connecting
remotely’
Have access to the technology and
platforms that allow the seamless
continuation of work
Create a secure environment for
employees to retain them






Be more connected than ever before
and provide support to employees
Address feelings of isolation and
being disconnected
Be transparent about the business
and communicate to staff
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b. Understand and support new ways of working
New ways of working have been accepted by employees, proving to financial institutions that
remote working models are feasible and lead to tangible benefits such as higher productivity
and reduced overheads.
The acceptance and benefits of
these models make for a strong
case to make them permanent






Organizations must put in place
permanent processes to enable
remote working, such as the
introduction to collaborative tools,
training for remote work,
infrastructure support, and a help
desk





Organizations must introduce open
communication channels such as
social enterprise apps to share
information about the changes in
the environment and celebrations
of wins to create a connected yet
remote enterprise
This will drive the ability to instantly
communicate with the organization
and to promptly convey the
required information

c. Preserve existing talent and create new talent funnels








Banks have already started
requesting staff to use their annual
and long service leaves to reduce
the liability on the balance sheets.
Job security is at an all-time low as
more and more people consider
changing jobs. In the new normal,
banks will be at the forefront of
job creation and preservation.
As technology initiatives take
priority, banks will recruit talent in
the digital space
Some of the sought-after jobs
within the banking industry will
include financial managers to help
with financial planning and
budgeting, home loan specialists
to refinance the mortgage, and
save money, analysts, and
engineers who will help drive the
development of new digital
initiatives.









Despite being off-site, employees
have continued to perform well,
leading to questions about the
previous working structure of
banking institutions and the need
for full-time employees
Banking institutions must adapt to
remote and flexible talent pools to
stay relevant
Organizations must rethink
workplace planning and design to
include off-site employees, and
transient workforce obtained from
vendors or outsourcing
Incorporating the requirements for
this new workforce will require a
streamlined and flexible
organizational structure for
banking institutions moving
forward
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BECOMING THE DISRUPTORS
Banks will need fundamental changes to their strategic objectives, operating
models, and technology investments to become true disruptors in the future.
Key action 1: Grow and acquire, to future-proof the company
A focus on future-proofing operations through the right investments, the continuance of
acquisition and growth activities centered around supporting customers to endure the
impending recession will contribute to success.

Key action 2: Redirect funding to ‘must’ and ‘should’ digital
initiatives
A major portion of the funding will need to be redirected towards technology innovation
and cloud adoption. Digital initiatives will need to be classified into ‘must’ and ‘should’
categories depending on whether they are required to meet regulatory, customer, and
bank’s immediate customer service needs. Projects such as remediation of old platforms
and launching neobank subsidiaries will need to be postponed and banks will need to
carry over this risk of running unsupported platforms until they break even from the bad
debt provisions and losses from the mortgage holiday periods.

Key action 3: Enhance CX through improved UI & UX.
The focus on improving customer experience must increase by making the user interface
intuitive to eliminate the need of training the customers and reducing call volumes.

Key action 4: Partner with FinTech
Partnering with FinTech companies may open doors to lucrative offerings to customers,
better deals for loans, and promote apps that focus on financial management so that
banks can retain the customers, and reduce processing costs.

Key action 5: Re-align staff for indefinite ‘remote everything’
Banks have already made changes to their staff working arrangements by having a limited
amount of frontline staff available in branches, full back-office staff working remotely, and
full contact center staff working in a spread-out fashion across all offices. This business
model will pay off in the long term as it will lead to reduced operating costs.
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WORLDWIDE OUTLOOK
&RECOMMENDATIONS
Worldwide banking economies such as Canada, India, and
the Americas should expedite their open banking journey.
Banks in the UK can capitalize on the progress they have
made in their CDR regime by progressing on their data-in
journey and API monetization.
Big 4 banks in Australia need to work on finalizing their
digital roadmap across all channels and deliver it in an agile
fashion to set the trend for the tier 2 banks.
Countries and financial institutions are still battling the
COVID-19 pandemic. However, it is clear that both big and
small banks need to accept, ascertain, and absorb this
change to be resilient towards future local and global
disruptions.
The response and customer-centricity demonstrated
during the crisis will showcase the true character of the
banks and help them build long term trust and circumvent
credibility crisis.
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