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E x e c u t i v e  S u m m a r y

The coronavirus has forever altered the way consumers and retailers engage.  Banks are 
no exception. With massive competition from virtual banking solutions, as well as increased 
regulatory and technology change, banks are under immense pressure to boost efficiency, cut 
costs and optimise their finite resources. The global pandemic has strengthened relationships 
between banks and their customers, but it has also forever altered the way consumers and 
retailers engage.  

Market leaders are now using technology to offer their customers fast, personalised 
experiences. Banking process automation initially focused on driving task efficiency using 
Robotic Process Automation (RPA) but is now evolving to focus on intelligent end-to-end 
process automation. 

Human activities within the front, middle and back-offices of banking operations use 
combinations of digital tools to automate more of the processes. Examples of digital tools 
might include; artificial intelligence, machine learning, smart workflow software, interactive voice 
response (IVR) technology, data analytics, chatbots, etc.

This white paper looks at how technology, rising customer expectations and competition in the 
banking sector is driving digital change and how banks must react to both survive and thrive. 



I n t r o d u c t i o n

The global pandemic has seen banks work hard 
to strengthen relationships with their customers. 
Customers are increasingly recognising that well-
functioning banking systems are vital for individuals 
and businesses alike. 

Yet, it is no secret that financial institutions must 
evolve to provide the very best digital customer 
experiences and remain relevant and competitive.  

Automation in the banking industry has moved 
up the value chain.  Artificial Intelligence, data 
analytics, Robotic Process Sutomation and intelligent 
automation have been a game-changer for many 
industries. Yet there have been as many failed 
initiatives as there have been successes.  
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B a n k s  m u s t  b o o s t 
e f f i c i e n c y ,  g o  d i g i t a l 
a n d  c u t  c o s t s  a l l  a t 
t h e  s a m e  t i m e

The coronavirus has forever altered the way 
consumers and retailers engage.  Banks are no 
exception. With competition from virtual banking 
solutions, as well as increased regulatory and 
technology change, banks are under immense 
pressure to boost efficiency, cut costs and 
optimise their finite resources. 

Rising operating expenses, compounded by new 
regulatory requirements and ageing underlying 
technology, slow processes down and ultimately 
may result in poor customer experience. Throwing 
more people at the problem is not the answer. 
That only serves to undermine the bank’s current 
competitive position.

Instead, banks must use technology, their 
customer data, and the strength of relationships, 
as a springboard to become even better banking 
businesses.  

Coronavirus is an accelerator for change, 
encouraging consumers and businesses toward 
digital, automation, technology and data. Changes 
in consumer behaviour that might usually take 
years to adopt have become the new normal in a 
matter of weeks and months. 

The banks that can capitalise on these changes the 
fastest will be at a strong competitive advantage.
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D i g i t a l  b a n k i n g  h a s  g r o w n  w i t h  l o c k d o w n

Routine banking tasks need to happen faster, more efficiently and cheaper, as customers 
increasingly expect digital solutions. Banks must embrace the challenge of changing customer 
expectations head-on if they are to survive and thrive in this digital age. 

The adoption of greater automation requires an unwavering focus on executing digitisation 
and analytics smartly.

Where online banking inspired mobile banking, coronavirus 
has spurred increased consumer demand for ‘at distant’ digital 

banking services with up to

45%
o f  c o n s u m e r s

expecting to cut back on branch visits post pandemic.1

1  https://www.finder.com/uk/digital-banking-statistics

https://www.finder.com/uk/digital-banking-statistics
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A c c e l e r a t i n g  C o n s u m e r  B e h a v i o u r  S h i f t s

Customers’ expectations have changed.  Banks need to rethink how they can meet and exceed 
customer expectations. 

What consumers once considered excellent customer service has changed beyond all 
recognition. Once upon a time, banking relationships were built in the branch; now trust must 
be built at a distance using technology. Customer journeys have fundamentally changed. 

Consumers expect ‘at distance’ customer service to exceed existing face to face banking 
relationships.  Technology delay is no longer accepted or acceptable. Banks must therefore 
embrace omnichannel experiences utilising new communication channels and technology to 
interact with their customers through a variety of options. ‘Physical first’ has been superseded 
by ‘digital first’.  

Market leaders are now using technology to offer their customers a personalised experience 
tailored specifically to their needs.  Digital messaging has quickly become the ‘go-to’ option.   
Executing money transfers, setting up direct debits and standing orders, paying bills, bank 
transfers, managing scheduled payments and international payments were once the preserve 
of bank staff. But have now become the norm for banking customers to handle digitally.  

Getting the right mix of people and technology for optimal business performance and 
customer experience is vital. Banks that simultaneously create positive agent experiences using 
automation technology can also deliver best in class customer engagement.

With relationships more transient than ever, and banking more open than ever, there is no 
time to waste in embracing the customer requirements. 
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A n y t h i n g  t h a t  c a n  c h a n g e  o v e r n i g h t  w i l l 
c h a n g e  o v e r n i g h t

Coronavirus has taught us that anything ‘can’ change overnight. Change does and will remain a 
bank’s only constant. Therefore, banks must remain alert, agile and ready to change. The ability 
to learn and rapidly change direction will become a vital determiner of success. 

Whilst the digital age is changing how people interact and do business on a day-to-day basis, 
this does not mean that banks should add swathes of new staff to handle the increased 
demand for digital banking services. Banks must develop a coherent plan, rather than rely on a 
sprinkling of automation or digital initiatives across their operations.

Banks must realise the potential of an analytics-driven, digital and automation. Seamlessly 
integrating these into their daily operations to drive efficiency, progress service standards and 
data quality, as well as driving customer and staff experience.    

B u t  w h a t  i s  I n t e l l i g e n t  A u t o m a t i o n  i n 
b a n k i n g ?

The use of intelligent automation is gaining momentum in the financial services industry. But 
what is intelligent automation?
Intelligent automation is a combination of digital tools to automate human activities. 

For example:  
• Artificial intelligence
• Machine learning
• Smart workflow software
• Robotic Process Automation (RPA) 
• Data mining tooling
• Interactive Voice Response (IVR) technology
• Data analytics
• Chatbots
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Automation was originally focused on driving task efficiency, with robots performing simple 
tasks in a process e.g. copying data between systems or simple data entry. 

Robotic Process Automation (RPA) and Robotic Service Orchestration tooling have helped 
banks avoid the need to ‘rip and replace’ their ageing core technology. Instead, banks have 
used low or no coding intelligent automation software or ‘smart robots’ to automate routine, 
repetitive activities using a ‘digital workforce’.  

RPA replaces small mundane activities that a ‘knowledge worker’ would have had to spend time 
on. Intelligent Automation tackles the more meaningful work that ‘knowledge workers’ spend 
most of their day doing. It requires an understanding of the data in the context of the business 
process. Compared to RPA task automation, there is much more of this type of meaningful 
work within organisations.

Intelligent automation has enabled banks to complete front, middle and back-office tasks 
efficiently without the need to overhaul existing systems. Intelligent automation allows banks to 
increase not only efficiency but also ROI.

Smart automation and digital tooling are being used to reshape operations, enabling banks to:  

• Engage customers in real-time 
• Provide optimal journeys for each customer
• Automate best next actions
• Increase efficiency and employee productivity 
• Decrease costs 
• Reduce cycle times 
• Increase throughput
• Eliminate errors
• Improve accuracy
• Tap into the benefits of straight-through processing without a significant overhaul of their 

underlying systems
• Empower their employees by getting them back to value-adding activities   

Banks are using intelligent automation to drive efficiency and cost reduction, and enhance 
regulatory compliance, improve customer experience, scale operations, grow revenue and 
develop deeper customer insights, all while keeping their IT systems untouched. 
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H o w  m i g h t  b a n k s  b e s t  d e p l o y  i n t e l l i g e n t 
a u t o m a t i o n  a n d  d i g i t a l  t o o l i n g ?

Banks face a challenge in determining how best to deploy intelligent automation and digital 
technologies within their people operations to optimise customer and employee experience.

Intelligent automation and digital technology, when implemented effectively, can leave staff 
free to engage with customers.  Automation technology and data analytics can help bank staff 
provide real-time, personalised responses for improved customer service and drive up bank 
growth and profits.

Successful banking automation programs need solid foundations:

Understand what business outcomes the bank wants to achieve and 
what data is required to deliver these business outcomes

Banks utilising data analytics, intelligent automation and digital tooling 
see significant business benefits.  The first step is to understand what it 

is they hope to achieve (i.e. the customer segments they wish to serve).  Pulling together the 
right information and presenting this at the best time in a process allows the customer to be 
presented with the right path for them. Using this information can present opportunities for 
cross-sale, up-sale, or identify unusual activity, etc.

Identify, document, and stabilise the banks most critical value streams 
and processes

It is crucial to select processes that drive value. Ensuring that underlying 
processes are understood from the start and that a comprehensive plan 

is in place to improve them. Organisations sometimes get stuck at this stage, unable to gain 
agreement on what an improved process should look like.  
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It can help to take an Agile approach. Starting by working out where it is possible to standardise 
each journey, iterative steps can then be taken towards implementing end-to-end process 
automation. An Agile approach helps to realise benefits swiftly and reduce the time-frame to 
ROI.    

Build a Centre of Excellence (COE)

Automation at scale requires a team to focus on managing and growing 
automation activities. Whether that unit is set up as a ‘process’, ‘workflow’,’ 
intelligent automation’, ‘digital’ or ‘automation’ centre of excellence (CoE) 

does not matter so long as the team has enough time, money, and talent to be accountable 
and responsible for an organisation’s automation journey.

Design higher quality ‘digital experiences’ using intelligent 
automation, robotic process automation, data analytics, and digital 
tooling with banks employees and customers front and centre

Digital technologies and data analytics tooling must add to the customer and bank employee 
experience. Employees and technology must work together, harmoniously. If technology 
complicates customers or staff lives, then both will reject it. Providing the right tooling and 
information at the right time will enable engaged staff to spend time successfully delivering 
excellent customer experiences. Colleagues can then take time to answer customer queries, 
as well as further up-sell and cross-sell bank services when they understand the customer’s 
unique financial requirements.
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Select the robotic process automation, intelligent automation, 
digital and analytics tooling that is required to deliver a successful 
transformation experience

Banks must never buy technology before understanding the unique business challenge. The 
right technologies need to be selected after the bank understands where it wants to go.

Develop a comprehensive communication and change program that 
excites and delights staff and customers

Bank staff need to understand the journey the bank needs to go on and 
why. A comprehensive communications campaign is crucial to earn buy-in 

and trust for any change program. Once the Bank has got its team bought in, it should then 
focus on leveraging colleagues’ ideas, as well as their customer 
and process insights. 

Develop unique customer journeys

To deliver genuinely tailored customer experiences, banks must learn to 
use analytics to focus on delivering exceptional multi-channel customer 
experiences. Digital interactions across multi-channels should enable one-

on-one, tailored conversations with customers rather than rely on traditional mono-channel 
communications.
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Digital and automation must be a top 5 strategic priority

No program will survive without a proactive and effective executive 
sponsorship.  Assign an executive sponsor with the clarity of vision, decision 
making authority and a determination to make the bank technological 
transformation work. 

An ability to move at purpose at speed

Digital demands agility.  Banks must implement agile ways of working that 
position them for success in this new technology-driven environment. 
They must adopt a test and learn approach to innovation. Speed is of the 

essence. In recent months banks have proven that they can operate at a pace faster than 
ever thought possible. But in this accelerated pace of operation and decision making must be 
maintained to succeed in the future.

Use artificial intelligence, machine learning and data mining to 
improve credit risk, expand customer service and drive new value from 
customer niches

• Banks should employ artificial intelligence to identify and prevent fraud; engage customer 
analytics to better interact with customers (e.g. provide portfolio insight based on spend 
patterns, lifestyle, economic risk, life stage, etc.)

• Use predictive and prescriptive analytics to provide staff with the data-driven foresight and 
insight needed to run the bank successfully.

• Artificial intelligence can be used to mine customer data to target niches of profitable growth.

• High frequency analytics can be used to assess credit risk in near-real-time to help clients 
make better investment decisions, anticipate delinquency and proactively support financially 
vulnerable customers.

• Chatbots with natural language processing can be used to provide better customer service.

• Micro-segmentation using data mining can detect changes in sentiment, opportunities 
presented by changes in life events or the possibility of churn.

• Interactive voice response (IVRs) that employ machine learning, integrated with back-office 
databases, can provide real-time customer transaction data day and night.
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A u t o m a t i o n  a n d  d i g i t i s a t i o n  a r e  n o t  w i t h o u t 
t h e i r  p i t f a l l s

If we consider all those organisations that don’t make or save real money, as reflected in figures 
hitting their P&L, then real-world evidence suggests this figure is a lot higher. 

Going digital cannot be a business-only or an IT-only initiative. Business operations and IT 
teams must work together, not in isolation. With vendor promises of “low-code”, or even “no-
code” drag-and-drop simplicity, it can be tempting for a bank operations unit to take the lead 
in RPA deployment. However, business units typically don’t understand technology security, 
infrastructure or scalability issues.  IT departments usually don’t fully comprehend business 
pain points, the need for break-neck service delivery or process optimisation opportunities.  

It is estimated that

50%
o f  R P A  p r o g r a m s  f a i l 2

2  https://www.forbes.com/sites/cognitiveworld/2018/12/02/the-big-rpa-bubble/#252eadc68d95

u p  t o

https://www.forbes.com/sites/cognitiveworld/2018/12/02/the-big-rpa-bubble/#252eadc68d95
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Therefore, both technology and operations groups need to join forces to deliver automation 
and digital in the context of an enterprise transformation strategy.   

It is a mistake to view automation primarily as a technology play rather than a critical enabler 
of bank strategy. Handing off a process to IT or third-party developers for scripting means 
that they are unlikely to understand essential factors adequately (e.g. how the process affects 
other areas of the organisation, potential liabilities associated with automation, and whether 
automation supports business goals). Technology teams may focus on automating the wrong 
things, which result in no discernible difference to the customer or the bank’s bottom line.  
The business knows which processes matter most to its customers, whilst IT understand 
technology best. Banks must engage and coordinate all their teams to work on what will matter 
most.  

Customer personal and business banking value propositions, and therefore end-to-end 
customer journeys, must be defined in advance of any technology change. Banks must choose 
the right value streams to redesign and automate to achieve breakthrough performance 
demanded by a digital generation. Banks need to target the right customer segments based on 
customer behaviour. They should then build personas around which its staff can coordinate.  
Bank products can then be presented to targeted customers and delivered at speed through 
optimised distribution channels.

It is not enough to tweak at the edges if banks hope to remain competitive and relevant in 
the new normal. Digitalisation means digitising end-to-end, as comprehensively as is practical 
and possible. Mapping customer journeys across the organisation with key moments of truth 
targeted will enable banks to move from a service ‘how’ to a service ‘wow’.  

More straightforward, automated, digital, personalised, frictionless omnichannel customer 
experiences must be created and then curated continuously. It is important to understand 
when to deliver ‘just enough experience’ where it is required or at other times ‘exceptional 
experience’ when it is necessary.  Agents must have access to real-time or near real-time 
customer data for that to happen.  Data, its curation and governance, becomes paramount. It 
is the oil that must be refined to add value to banking relationships.  Analytical insights must be 
made accessible to all, at the point of most need, for banks to deliver tangible benefit.
Banks, cannot take customers digital banking needs for granted. They need to build awareness 
and digital muscle among their customers. Some customers will rush to digital, and others 
require more convincing of the value proposition behind this new way of dealing.  Behavioural 
science can nudge customers toward digital when needed—augmenting existing channels with 
new digital channels with agents actively introducing, promoting and explaining the value of 
24/7 automated digital services to encourage customer adoption.  
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A feedback loop needs put in place, so that customer has a hand in future changes. It is simply 
not good enough to put a chatbot in place and hope this will work. Digital and automated 
banking services need to feel personal with enhanced service features, value, encouragement 
and data security implemented, to reward and encourage new behaviours until they become 
customers’ unconscious and preferred method of dealing.

A  r e t u r n  o n  i n v e s t m e n t  ( R O I )  f r o m 
a u t o m a t i o n  p r o j e c t s

Banks have finite resources and need to make money. Whilst better quality data, reduced risk, 
higher employee and customer Net Promoter Score (NPS) all matter, it is the ringing of cash tills 
that is the only real sign of a healthy automation program. If a program is not making money, 
the kind that a chief financial officer (CFO) will validate, then it has failed. 

Banks that successfully deliver intelligent automation programs can expect to see significant 
financial and secondary benefits delivered.   

VIRGIN MONEY 
Virgin Money used Intelligent Automation to achieve accurate results quickly. An estimated 5 
million hours per year would have been needed to achieve the same results even with RPA in 
place.

OCBC
The Singaporean bank OCBC has reportedly been able to reduce the amount of time to 
re-price home loans from 45 minutes to just one minute by using RPA. RPA checks a customer’s 
eligibility to have their home loan re-priced, recommends re-priced options, and even drafts 
the recommendation email. 

SUMITOMO MITSUI
RPA|IA has allowed this Japanese financial institution to cut out 400,000 hours of manual 
labour for its employees.
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SIAM COMMERCIAL BANK (SCB) 
Siam Commercial Bank is one of the leading banks in South-East Asia. SCB embarked on 
a digital transformation journey in 2016 and focused on creating new digital customer 
experiences. Siam Commercial Bank has seen a savings of 100,000 hours annually. 

ICICI BANK 
ICICI Bank in India deployed RPA in high-volume internal banking ops. By automating the 
processing of over 1 million transactions daily, they were able to reduce customer response 
time by up to 60% and increase accuracy to 100%.   

A project must be delivering benefits from savings in terms of monetary measurements, 
efficiencies, or better staff or customer experience. Otherwise, there is no benefit to an 
automation program. 

H e a d c o u n t  r e d u c t i o n  l e a d i n g  t o  w a g e  a n d 
e m o l u m e n t s  c o s t  s a v i n g s

McKinsey estimates that about

60%
o f  o c c u p at i o n s  c o u l d  h av e

or more of their basic activities automated.3

30%

3 https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-future-of-work-reskilling-and-
remote-working-to-recover-in-the-next-normal

https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-future-of-work-reskilling-and-remote-working-to-recover-in-the-next-normal
https://www.mckinsey.com/business-functions/mckinsey-digital/our-insights/the-future-of-work-reskilling-and-remote-working-to-recover-in-the-next-normal
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Many RPA programs have aimed to reduce headcount and failed. Often this is down to the 
simple fact that firms do not eliminate the partially automated roles. 

Banks should automate and digitise where there are high numbers of staff completing manual, 
repetitive tasks and ensure that headcount leaves the business. If banks have team members 
checking files, then you can free that headcount too as, unlike people, automation is consistent 
every single time. 

Automation does not mean that banks must begin large redundancy programs. Retraining 
impacted staff into more digital roles, or attrition models can reduce headcount over time. 
Digital functions are especially useful as the staff who contribute ideas to automation are more 
likely to support automation that benefits them.  

A CUT IN OVERTIME COSTS
Organisations can use automation to cut overtime bills. If a firm has a high overtime bill, driven 
by high month-end or a seasonal activity, they can cut costs by employing robots at peak times.

REDUCED 3RD PARTY VENDOR SPEND FROM INSOURCING (RBPO) 
Banks can use RPA | IA to insource to cut real cost from their P&L. Often banks outsource 
routine, mundane tasks that are low value to third party firms. Those tasks are usually perfect 
candidates for automation.  

Bringing process back in-house using automation often leads to far greater levels of process 
control. Lines of communication become shorter too.

REDUCED HIRING COSTS 
It is not difficult to calculate the cost of employee turnover. If software tools can take care of 
your routine tasks, you don’t need to hire such a large workforce. Costs can be reduced for 
recruiters, supervision, advertising, audit, training, management time spent interviewing, etc. 

IMPROVED STAFF ENGAGEMENT
Using technology to remove tedious, monotonous tasks from colleagues is a great first start 
toward creating a work environment where workers get to work on the things that excite and 
delight them. When employees are doing more value add, meaningful work instead of being 
stuck processing tedious, repetitive tasks, they are happier, more productive and profitable. 

Banks that drive employee Net Promoter Score (NPS) can prevent key staff turnover. Happier 
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employees have been seen to stay 
longer, leading to a reduction in 
hiring, training or rework costs.

FAR GREATER PROCESS 
COMPLIANCE

Security, risk and compliance 
teams are often much happier 
when processes are executed by 
automation. The strict governance 
required to deliver process 
automation guarantees following 
a process as intended every single 
time. The black box aspects of AI 
may put off banks. However, using 
the banks own business rules 
and defined parameters together 
with intelligent tools that generate 
audit trails showing the process 
of making a decision, may help 
negate these fears.
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F o c u s  o n  r e d u c i n g  t h e  c o s t  o f  a n  a u t o m a t i o n 
p r o g r a m  t o o

Whilst driving income is key; it is incumbent upon organisations to also focus on driving 
out cost. Organisations should focus on minimising; licences, control room software, wage 
expenses etc. in every way possible. Therefore, when implementing a transformation program 
using intelligent tooling, it is critical banks carefully manage program spend.    

There are a range of ways to deliver a transformation program cost-effectively:

Avoid merely following the herd

Don’t merely follow the herd and aim for the top 3 Robotic Process 
Automation (RPA) vendors. Instead, choose the platform that best suits your 
business technology environment, budget and strategy. 

Shared risk of outcome-based model

Consultancies and system integrators are increasingly more creative in their 
business models these days. The shared risk or outcome-based model 
ensure vendors have ‘skin in the game’ where a straight consultancy cost of 
service model does not. 

Begin with an end in mind

The adage ‘fail to plan, plan to fail’ have never been more accurate when it 
comes to technology. The fact remains, however, that many organisations 
continue to try-out/run digital automation initiatives without tying their 
transformation programs to their strategy. This can lead to multiple fault 

Consultancies and system integrators are increasingly more creative in their 
business models these days. The shared risk or outcome-based model 
ensure vendors have ‘skin in the game’ where a straight consultancy cost of 
service model does not. 
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lines and stress points (e.g. a lack of commitment from the recipient 
business, lack of cohesion with ancillary departments, inadequate budgets, 
unreasonable timelines, frustrated stakeholders etc.). Careful planning is 
required to ensure a project will succeed.  

Look for firms with relevant industry expertise and experience 
delivering successful banking projects

There are a great number of smaller digital and automation code 
consultants or consultant teams who don’t cost the earth, but still deliver 
exceptional work that will pay for itself many times over. Their expertise is 
often second to none. They hone their specialist skill over many successful 
projects and their ambition is for you to succeed. That said, there are a 
great many renowned consultancies with the scale you need to implement 
automation at a global scale. They are often affordable and may be willing 
to engage in a shared risk-reward delivery model. 

Maximise robot utilisation

Robots are there to be used 24/7/365 (although we need to allow for 
downtime for upgrades, backups, etc.) Don’t waste this opportunity. Ensure 
both your attended and unattended robots are working to their very maximum 
capacity so that licence costs remain low and productivity stays high.

Think big

New technology and operational challenges allow for greater benefits when 
properly planned. If your business unit is not ready don’t be afraid to save 
money by not spending it. Whilst there is value to be had from a test and 
learn approach, there is no value to be had from a crash and burn landing. 
Don’t start when you know it is the wrong time to begin. Wait. Get your 
chess pieces into the right places and then strike hard and fast to deliver 
exceptional automation, analytical and digital success.  
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C o n c l u s i o n

In today’s increasingly competitive, technology-driven world, banks who don’t embrace 
intelligent automation, data analytics and digital will struggle to keep pace. 

Retail banks are having to confront an unprecedented wave of change (e.g. regulation, 
competition from online banks, Covid, financial crisis, changing consumer behaviours, etc.)  
That pace will only accelerate. 

Customers have been dissatisfied with the products, charges and service they received 
from traditional banks for years. In the age of digital convenience, inertia and hard-to-exit 
relationships are no longer barriers banks can rely upon to limit customer churn. Digital savvy 
customers can move quickly and efficiently to competitors.

Banks must urgently embrace technology to forge new and better profitable customer 
relationships that benefit everyone.  

Customers have become accustomed to frictionless experiences from non-bank online 
retailers. For example, Uber or Amazon have shown what is possible and have raised customer 
service expectations across the board.

Banks need to up their digital game, providing a smooth customer experience across different 
channels. The opportunity to make an impactful change that improves both balance sheet and 
customer experience is now.  

The challenge for banks is in deciding how and what digital and automation capabilities to 
integrate into their retail operations in a way that drives customer value.
  
It won’t be easy to change quickly, but those banks that embrace disruption will most likely earn 
the highest reward.
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