
Who We Worked With

A global bank with more than $700 billion in assets.

WhAt the CoMPANY Needed

A roadmap to transform its commercial lending function into a best-in-
class capability.

hoW We heLPed

We developed comprehensive solution options encompassing people, 
processes, and technology, each complete with cost-benefit impact 
statements.

WhAt the CoMPANY Got

Multiple concrete solutions that will result in 30% more prospecting time 
for relationship managers, reduce time to close by more than 50%, and 
increase credit process efficiency by 40%.

CASe StUdY

A roadmap to best-in-class 
commercial lending
How we created options that 
allow this commercial lender 
to win more business
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Close loans faster to meet best-
in-class standards
In the commercial lending space, lenders will always lose 
out to nimble competitors, who avoid the time-consuming 
hurdles that relationship managers and prospects often 
need to overcome to close a loan.

Our client’s commercial lending division understood this 
dilemma first hand.

And, while the company’s existing book of business was 
highly profitable, inefficiencies across the board hampered 
its ability to secure new customers. For example, a loan 
closing typically took much longer than best-in-class. 
Worse, because its relationship managers could only spend 
a small portion of their time on direct customer-facing 
activities, customer satisfaction was suffering.

Our existing relationship had earned our client’s trust. The 
bank knew it could count on our digital consulting, domain, 
and process experts to deliver a roadmap that would 
transform its commercial lending business.

ChALLeNGe

Evaluate first, then present 
options
We used a five-step methodology to evaluate our client’s 
entire credit process — from prospecting to loan closing 
— and develop multiple solution options. Our proprietary 
Commercial Lending Smart Enterprise Process (SEPSM) 
framework made sure each option addressed metrics that 
mapped directly to our client’s business objectives, ensuring 
that the end-to-end process would be optimized with 
analytics and technology.

The five steps

Step 1: Define quantifiable goals

The bank had three distinct goals: improve the 
effectiveness of its sales force in growing the pipeline, 
deliver a superior customer experience, and increase 
operational efficiency so relationship managers could 
successfully handle all new prospects.

SoLUtioN

Key activities
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Figure 1: Genpact’s 5 step assessment methodology
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We began by translating those goals into four quantifiable 
metrics:

 ● Time spent by bankers on prospecting

 ● Percentage of deals closed – the number of customers 
taking a loan after being qualified as potential prospects

 ● Loan closing cycle time

 ● Cost per loan originated

Step 2: Set baseline for current state

We manually collected data and conducted interviews to 
measure and then attach realistic targets to each of the 
metrics. This helped us understand the gaps and areas 
to fix. And for the first time, the bank gained baseline 
visibility into every stage and subprocess in its commercial 
lending function.

Step 3: Identify constraints

Here, we pinpointed 30+ factors across six distinct areas — 
inefficient credit process execution, underwriting due diligence, 
partially automated workflows, data duplication, roles and 
responsibilities, and process variation — that were keeping the 
bank from achieving its goals. To paint a full picture, we ranked 

each one of the 30+ factors as high, medium, or low impact.

Step 4: Recommend solutions

At this stage, we generated several comprehensive options 
covering the end-to-end commercial lending process. Each 
option featured an operating model, process, and intelligent 
automation components for a best-in-class transformation. 
Our recommended solutions included natural language 
generation (NLG) to automate credit memos, our artificial 
intelligence platform Cora LiveSpread for financial spreading, 
and robotic process automation (RPA) for a prospect-profiling 
dashboard. We also developed a model that showed our 
client the quantifiable impact of each recommended solution 
on the four defined metrics.

Step 5: Establish implementation plan and 
cost benefit analysis

Finally, we created a recommended implementation 
roadmap that works for each of the solution options. To 
make it easy to implement, the plan spans two years, 
and breaks high-, medium-, and low-impact components 
into six-month increments. In addition, we developed a 
financial impact model that allows the bank to calculate 

Prospecting and 
origination

Underwriting Credit approval Due diligence and 
documentation

Closing, booking and 
funding 

Enable in�ow Remove process friction Create scalable processes Intelligent Automation

1: Empower bankers with 
data aggregation & AI 
enabled analytics- from a 
push based sales model 
to a targeted pull model

2: Build an analytics engine  to assign 
probability of approval and create queues 
aligned with these probabilities

3: Align credit memo write-up with risk of 
the transaction-long form/short form

4: Make guidelines more accessible and 
usable to underwriter using digital & AI

5: Measure cycle time metrics-comple-
ment legacy tool with dynamic work�ow

6: Align roles with industry best practices 
on roles & responsibilities for banker, 
underwriter and closers

7: Create more FIFO queues in underwrit-
ing while enhancing industry and product 
specialization among bankers

8.1: Use RPA to create prospect pro�ling 
dashboard for bankers

8.2: Reduce rekeying across systems  
through RPA

8.3: Automate parts of credit memo using 
RPA & Natural Language Generation

8.4: Automated �nancial spreading
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pare draft loan documents against 
approved term
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Figure 2: Solution summary
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the cost and benefit of each solution, so that it can 
prioritize which to implement.

Fewer hoops and more 
prospecting

iMPACt

With our detailed solution options, our client can expect to:

 ● Increase prospecting time for its relationship managers 
by 30%

 ● Reduce its time to close by 50%

 ● Increase its credit process efficiency by 40%

Collectively, these will deliver a bottom-line annual impact 
of more than $20 million.

Revenue growth-new business

Revenue growth-new business

Cost reduction opportunities

$6MM+

These are high-level estimates of the impact through recommended process and digital intervention

30% of RM capacity (Time) 
freed up

50% reduction in cycle time 
to close

35-45% e�ciency gains

$4MM+

$11MM+

Figure 3: Quantifying anticipated benefits and business impact

1. Note: These are anticipated impact s derived 
from a detailed financial impact model
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