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Introduction

In today’s digital age, traditional Financial Institutions (FIs) are continuously
evaluating their business models, operating structures, and customer engagement
touchpoints to stay relevant.
In addition, competition from fintech is also pushing banks to become more agile
and customer-centric. For a long time, customer centricity was about front office,
but that is no longer true. Today, a smoothly running operations department is
equally critical for customer centricity as users want the entire experience – right
from lead generation to processing and fulfillment – to be flawless and fast.

Bank’s operations have been traditionally built along products and lines of
business, not around customer needs. They are typically resource-intensive, with
thousands of people handling the closing and fulfillment of loans, or processing of
payments and the resolution of customer disputes. Many of these activities are
manual and paper-based, involving several hand-offs.

This not only continues to keep the costs of operations high, but also hinders the
ability to offer quick customer outcomes and adjust swiftly to regulatory mandates.
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What are some of the issues encountered within

operations?

Across our suite of Financial Services clients globally, challenges encountered by their

operations departments typically include:

• Process overheads: A large number of interim processes, tactical solutions, and redundant

controls. Many times, these are manual and paper-based.

• High error rates: Too many manual hand-offs increasing the error rates and fraud incidents

affecting throughput.

• Lack of standardization: For global banks, country-specific requirements and rules (e.g.,

instructions in local language, specific nomenclature etc.) mean geo-specific processes and

platforms.

• Siloed operating models: Lines of Business operating in siloes leads to duplication of

people, processes and technologies which adds to cost.

• Reluctance to invest in innovation: Considering operations as a cost center and limiting

investment in innovation. Legacy operations have not been sufficiently uplifted to cater to

the increasing volume coming from different frontline channels.

The diagram below depicts the broad components of the banking and financial services mid

and back-office operations where value can be unlocked through efficiency improvement and

enhanced customer satisfaction.
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What are Financial Institutions doing to transform

their operations?

From our experiences, we see that FIs are undertaking various initiatives to streamline
their operations in the areas depicted above.

These initiatives can be broadly categorized into Simplification, Consolidation, and
Digitization.
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Simplification

Traditionally, banks run on a wide
range of customized products with
specific benefits and rules. Managing a
large product portfolio is often complex
because a variety of operational roles
are required to support the products
and manage the rules governing them.
Financial Institutions are rationalizing
their product portfolios and policies

governing those as part of ‘business
simplification’ initiatives. The benefits
also trickle down to operations because
the need to have processes and roles
catering to specific products comes
down significantly. Operations staff can
instead focus on enabling quick
customer outcomes and straight-
through processing.
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Product and Service Simplification

Infosys experience 1:

A big 4 Australian bank evaluated its existing mortgage product portfolio. What 

followed was the rationalization of portfolios and policies by looking at 

overlapping features and discontinuing them wherever required. Operational 

benefits realized were a reduction in effort for manual application verification, a 

reduction in checklists, limited usage of manual tools, and an increase in STP 

processing.
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Infosys experience 2:

An Australian bank conducted process streamlining in its consumer banking 

business. Focus during phase 1 was process simplification in application 

origination, credit operations and application verifications to optimize most 

common customer journeys. Phase 2 was about process simplification in its 

settlements, customer care centers and servicing.  A phase wise process 

reengineering approach was useful in applying learnings from one phase to the 

other.

Operations staff typically perform
dozens of similar tasks every day,
which require manual handling. Loan
approvals and processing, customer
dispute resolution, clearing and
settlement, financial reconciliation,
reporting, etc., are a few examples
where a lot of manual intervention
exists.

FIs can no longer afford to have
manual hand-offs behind the scenes,
as they look to offer customers fast and
consistent omnichannel experience.

Enabling simpler and lean processes
across the end-to-end customer
journey is essential to delight
customers. It also frees up capacity for
front office staff and allows them to
focus on customer needs instead of

having to spend hours in administrative
activities.

FIs are adopting the ‘Identify -> Eliminate
-> Re-engineer’ approach before
digitizing or automating processes. The
aim is to shortlist process candidates
and re-design from scratch without
being constrained by legacy
considerations and then enabling
maximum STP.

Process simplification across
operations is a big activity, and
therefore, a phased approach is
recommended. Beginning with the
most common end-to-end customer
journeys and prioritizing the associated
customer processes is beneficial before
tackling variations and exception
processes.

Processes Streamlining



Consolidation

Operations within banks are typically
siloed and are aligned with specific
lines of business (LOBs), products and
geographies. Often processes across
these LOBs and regions have overlaps
due to similar nature of activities. This
results in duplication of roles driving up
FTE costs.

FIs are transitioning to agile operating
models aligned with customer needs
rather than their products. This means
there is consolidation of teams,
creation of capability-based Centers Of

Excellence and move to shared services
model for common areas that cut
across LOBs.

Clarity on roles, responsibilities and
cultural change forms a key part of any
organization transformation and
therefore the focus should be on
redefining the new roles and KPIs.
Strong cultural change initiatives
should be driven across teams for
quicker adoption of newer ways of
working.
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Eliminating siloes

Infosys experience 3:

A major bank envisioned transforming itself into a next-gen customer centric 

service organization. It transformed into a ’Process-based model’ where common 

capabilities like settlements, document management, quality assurance and 

customer support were grouped and centralized for LOBs-like Lending, Deposit 

services, Cash management etc. The future was to potentially transition to a 

‘Customer needs model’ built around customers’ needs of long-term borrowing, 

short term borrowing, complex needs, simple needs, and everyday banking 

needs. 
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Infosys experience 4:

A UK-based bank operating out of 28 markets had many geographies specific 

collateral management platforms for retail, commercial and private banking 

units. They wanted to simplify that by migrating away from localized platforms to 

a single collateral management platform that would cater to all markets across 

retail, commercial and private banking. This consolidation to a single system 

helps them reduce the technology costs through economies of scale. It also helps 

standardize underlying business processes.

Years of customization on legacy
systems, in-house development of
applications for specific business
requirements, plus third-party licensed
platforms have created a complex
technology ecosystem within FIs driving
up the Total Cost of Ownership. It is
observed that often multiple platforms
perform similar activity but in siloes.

This also means similar data exists in
different platforms creating data

integrity issues. As banks look to offer
personalized customer offers, and
satisfy the mandate for granular
reporting, having single data source
and a simple technology ecosystem
becomes critical.

Firms are running strategic IT portfolio
rationalization initiatives and also
deploying vendor packages to replace
legacy systems and simplify their
operations technology ecosystems.

Technology Consolidation
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Digitization

Digitizing Operations: As stated by one of our clients, more than 95% of their operations
processes are directly or indirectly linked to customer outcomes. This is driving FIs to
move towards ‘Digital operations’, as they look to eliminate or automate manual
processes and offer better customer outcomes.

The initiatives are aimed at:

• Digitizing input to operations (physical forms, PDF, emails etc.).
• Striving for customers and employees using similar screens and UI.
• Enabling as much STP as possible.
• Shifting to a digitally empowered workforce (empowering operations staff to automate

workflows on their own using low code platforms and avoiding long build cycles).

To achieve the above objectives, FIs are deploying a combination of various technologies
and tools in group operations. Some of these are depicted below.
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How could banks prioritize these initiatives for

progressive benefits?
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CONCLUSION

While the focus of FIs has been on transforming their front office 

functions, this has been at the cost of neglecting their Operations 

function. The Operations function plays a key role in providing an 

enhanced client experience. However, the operations function typically 

faces multiple challenges, including process overheads, high error rates, 

lack of standardization, siloed operating model and reluctance to invest 

in innovations.

As elaborated above, to address these challenges FIs should start 

analyzing their business processes and apply the transformation levers 

of Simplification, Consolidation and Digitization to their processes. 

There are multiple ways to optimize the operations functions. It is 

important to judiciously apply these techniques to derive maximum 

benefit with minimum disruption. It is always good to start with a 

holistic assessment of the operational processes to identify and 

prioritize the challenges to be addressed.
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