
Who We Worked With

One of the subsidiaries of a global retail and business banking brands.

WhAt the CoMPANY Needed

A roadmap for transforming the credit process to a centralized operating 
model with a shorter time to decision and improved productivity.

hoW We heLPed

Redesigned the operating model, enhanced auto credit decision 
analytics, simplified and optimized credit decision process, and raised 
dealer awareness.

WhAt the CoMPANY Got

Increased savings, reduction in time to decision, increased volume 
without additional headcount, and improved dealer experience through 
enhanced support.

CASe StUdY

A large bank enters 
the auto finance 
winner’s circle
Capturing the checkered flag by 
transforming credit processes
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It’s a fact that people love fast cars. But what they 
don’t love is a slow auto financing process. And 
that’s exactly what the auto finance division of 
this bank was struggling with. As a subsidiary of 
a global retail and business banking brand – with 
an asset base of $840 billion – the bank is known 
for its exceptional service, innovation, and expert 
financial advice. The bank offers a number of 
vehicle financing options, representing 35% of the 
market share.

The bank knew that a big part of attracting car buyers is the 
ability to give them a quick credit decision. But it was bogged 
down with inefficient credit decision processes that were 
resulting in lost sales and disgruntled dealers. Genpact had 
been a part of the bank’s “pit crew” for seven years and was 
highly experienced in auto finance operations, so the bank 
asked us for help to transform their credit processes

Keeping pace with the 
competition
The bank was in a dead heat on the auto financing track. 
With loan rates being relatively equal, the bank had to 
differentiate itself from the competition some other way – 

ChALLeNGe

like offering quick credit decisions – in order to attract and 
retain customers. But the bank just wasn’t keeping pace.

The bank, after taking a critical look at its processes, 
recognized a number of issues:

 ● Credit decision making was decentralized at five 
different locations, with each location doing things 
a little differently, leading to inefficiency and high 
management overhead

 ● The wait time before a new deal was picked from the 
queue could be as long as three hours, and half of that 
time was spent on non-value-added activities and 
multiple application submissions by dealers

 ● The credit decision rate was low because models weren’t 
being refreshed and updated regularly, leading to higher 
underwriting costs

 ● Multiple back-and-forth dialogs with dealers to get 
complete, accurate information were a big source of 
dealer dissatisfaction

The bank knew that a big part of 
attracting car buyers is the ability 

to give them a quick credit decision

“Settlement and credit do not talk to each other, 
dealers feel that they are talking to two di	erent 
organizations”

“Group mailbox are not being attended e	ectively”

“Di	erent views on policies and what is acceptable”

“There is signi�cant amount of duplication in 
e	orts for income veri�cation”

“Signi�cant amount of time is spent by the 
credit team  on taking phone calls ”

“My goal is to get the team through the day”

“We are almost running a mini call centre”

“Resubmissions go to the bottom of the 
queue and we have no visibility into contact 
process and person responsible”

“Deals not getting touched in 2 hours when 
the SLA is 2 hours”

“Dealers at times don’t follow the document 
checklist  and rely on settlements to tell them 
what’s missing”

DEALER MANAGERS CREDIT

DEALERS SETTLEMENT TEAM

Figure 1: Real life feedback helped us identify the right solution
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Greasing the wheels of the 
decision-making process
As an integral part of the bank’s pit crew, Genpact was 
tasked with transforming the credit process and achieving 
three goals:

 ● Develop a blueprint for a target operating model for the 
credit decision team

 ● Reduce time to decision and standardize the application-
to-decision process

 ● Improve productivity of the credit team

This eight-week transformation project began with a credit 
process diagnostic. We reviewed the value stream from 
the time the application was submitted until the time the 
decision was communicated to dealers. Then we implemented 
solutions that streamlined every point in the process.

Operating model redesign

 ● Consolidated credit function with new organization 
structure and clear division of duties

SoLUtioN  ● Created a new centralized queue management procedure 
for allocating and managing work

Auto credit decision enhancements

Enhanced credit decision scorecards by adding new parameters 

and refreshing existing ones to reflect employment, home 

ownership, age, balloon payment, and more.

Process simplification and optimization

 ● Identified non-value-added activities and designed 
standard credit assessment process

 ● Created operating rhythm and metric measurement 
frameworks

Dealer awareness

 ● Designed dealer training and coaching programs for high-
volume dealers

 ● Initiated dealer feedback and net promoter score surveys

 ● Redesigned dealer portal for ease of use

1. Submission 2. Allocation 3. Decision

a. Resubmissions
•  Dealer behaviour

•  Credit decision process

•  System validations to 
improve input accuracy

a. Queue management process
•  New workforce manager role

•  Priority to simplify 
resubmissions

•  New applications
b. Operating model redesign

•  Roles and Responsibilities

•  Team size

•  KPIs

a. Standard credit assessment 
process

c. Auto credit decision 
enhancement

b. Dealer awareness
•  Structured training

•  Calibration sessions

•  Portal update

•  Sovereign update

Figure 2: Solutions were designed to improve processes across “Submission-Allocation-Decision” value chain



About GenpAct

Genpact (NYSE: G) is a global professional services firm that makes business transformation real. We drive digital-led innovation and digitally-
enabled intelligent operations for our clients, guided by our experience running thousands of processes primarily for Global Fortune 500 
companies. We think with design, dream in digital, and solve problems with data and analytics. Combining our expertise in end-to-end 
operations and our AI-based platform, Genpact Cora, we focus on the details – all 90,000+ of us. From New York to New Delhi and more than 
30 countries in between, we connect every dot, reimagine every process, and reinvent companies’ ways of working. We know that reimagining 
each step from start to finish creates better business outcomes. Whatever it is, we’ll be there with you – accelerating digital transformation to 
create bold, lasting results – because transformation happens here, at Genpact.com.

For additional information visit https://www.genpact.com/industries/auto-finance

Follow Genpact on Twitter, Facebook, LinkedIn, and YouTube.

Pulling ahead of the pack
Once these improvements were identified and implemented, 
the bank was back in the race and soon pulling ahead to 
excellence with best-in-class operational processes. Long 
turnaround times and high operational costs were left in the 
dust as the bank began winning more business from dealers. 
As a result, the bank experienced the following benefits:

 ● Achieved over $7 million in potential savings and 
approximately 30% reduction in time to decision after 
changing the operating model

 ● Improved credit decision by 7%–8% through credit 
decision analytics

iMPACt

 ● Reduced non-value-added processes by 40% and touch 
time by 10%, allowing credit team to absorb additional 
volume without adding headcount

 ● Improved dealer experience through enhancement in 
dealer support

Thanks to Genpact’s experience in customer journey 
mapping and predictive analytics, the bank moved into the 
winner’s circle and is now taking a well-deserved victory lap.

Long turnaround times and high 
operational costs were left in the 
dust as the bank began winning 

more business from dealers
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