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strategic change

GeneRAtinG BAnKinG & FinAnCiAL SeRViCeS impACt

DESIGN  •  TRANSFORM  •  RUN

Tougher regulations demanding higher client data accuracy, internal policy 
changes, mergers and acquisitions, and technology upgrades have led to increased 
cost of client data remediation in the financial services industry. Moreover, soaring 
demand for data remediation specialists is forcing managers to divert resources 
from their other compliance efforts at a time when margins are already under 
pressure. In this environment, some organizations are finding that shared services 
in an industrialized approach, enables them to perform data remediation at a 
lower cost—and in a more scalable, consistent, and transparent manner.
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Overview
Following the financial crisis, regulators around 
the world have come down hard on financial 
institutions—hitting firms that fall out of compliance 
in their client record-keeping with fines that run 
into the tens of millions of dollars. This crackdown 
comes as financial institutions already are grappling 
with margin pressures, and hence, are trying to 
stretch the dollars they allocate on traditional cost 
centers such as compliance, operations, IT, and risk 
management. As a result, many financial institutions 
are searching for solutions that will enable them to 
fulfill these new regulatory obligations—and at a 
lower cost than before.

For financial institutions, this combination of 
regulatory and business pressures is creating pain 
points throughout their organization. In the case 
of client account remediation, compliance staff 
may struggle to implement the appropriate policy 
changes, while operations face a lumpy flow of work 
from forces that are difficult to anticipate. Given 
that institutions cannot scale these processes for 
a short-term remediation project, backlogs can 

occur—creating additional and unnecessary risks. 
Such backlogs can be exacerbated by internal 
decisions as well. This forces firms to weigh the 
effects of other strategic initiatives—such as 
the ability to create a consolidated view of each 
customer’s account—against the effects of potential 
remediation backlogs.

All stakeholders in the regulatory 
value chain should recognize 
their core strengths and 
responsibilities—and refocus their 
efforts to maximize the return on 
investment
Internal stakeholders with different needs and goals 
further complicate the situation:

•	Chief	executive	officers seek full regulatory 
compliance with as little effect on business 
operations as possible

•	Chief	financial	officers are looking to generate 
maximum returns from each of the allocated 
budgets
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Figure1: Examining the needs of each of the major stakeholders in the regulatory compliance value 
chain can help set the boundary conditions for a remediation work solution



•	Compliance	officers want uninterrupted 
compliance with rules that reflect industry best-
practices and leave an easy audit trail

•	Operations	managers put a premium on 
scalable and cost-efficient resources that deliver 
consistent results

•	Risk	managers want transparent processes with 
no backlogs, continuous monitoring capabilities, 
and a complete audit trail

•	IT	executives need a non-invasive solution that 
spans the enterprise with little or no upfront 
investment

Financial institutions need scalable solutions that 
leverage processes and technology while generating 
maximum ROI (Return on Investment) for each 
dollar allocated.

these challenges relate to 
two broad forces—increased 
regulation and the strategic 
changes within operations
Of course, satisfying internal stakeholders is 
only half of the equation. The punitive sanctions 
and monetary fines issued by regulators shows 
that financial institutions must get serious 
about complying with the tighter customer-data 
requirements. As a result, financial institutions 
face the daunting challenge of complying with the 
new regulations while also carefully measuring 
their policy response and financial investment in 
compliance programs.

When formulating a response to the changing 
regulations, executives and managers—particularly 
those in operations—must consider the following 
challenges:

•	Risk	management. Managers must maintain a 
strong, but flexible, risk mitigation effort even as 
the regulatory environment changes

•	Audit	trail. Managers must keep a clear view of 
all remediation activity and make it available to 
auditors

•	Working	with	multiple	regulators. This includes 
designing large-scale remediation efforts to 
remain compliant with the regulatory standards 
set by different regulators across all jurisdictions

•	Customer	data. Ensuring customer-data security 
throughout all stages of remediation efforts

•	Internal	policy. Ensuring total compliance with 
minimal effects on normal business activities

•	Technology. Integrating remediation processes 
with other company platforms and data vendors 
as part of a strategic solution

Of all these challenges, the demand by regulators 
for a more robust audit trail for both internal and 
external stakeholders can present a particular 
challenge for managers leading remediation 
projects—particularly those that are large 
and complex. That said, maintaining a clear, 
transparent, and easily auditable remediation 
process is an important pillar of any remediation 
solution that is designed to be strategic, cost-
effective and repeatable.

In addition to the costs of complying with the 
regulatory changes, financial institutions also 
are struggling with tighter margins, increased 
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Figure 2: The next few years will be particularly 
difficult as new programs are implemented. Increased 

remediation efforts will drive spending for the 
foreseeable future
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competition, changing customer requirements, 
and advances in technology that are putting 
pressure on their operating models. As a result, 
institutions have few opportunities to reduce costs 
without affecting their ability to comply with the 
new regulatory regime.

As financial institutions reassess their current 
business models, leadership must decide the best 
ways to invest in people and technology to meet 
their objectives. When it comes to remediation, 
however, leaders face many tough decisions involving 
resources, processes and technology. These include:

Limited	resources	and	uneven	workflows:

• Determining the appropriate level of resources 
can be difficult when there is no clear view of the 
effort required for large remediation engagements

• Managing and tracking efforts effectively can be 
tricky once a project is underway

• Cleaning, reviewing and remediating entity data 
requires a staff of specialists—a solution that is 
not always easy to scale.

• Since remediation efforts are not a standard 
feature of the compliance process, large-scale 
events can place undue stress on other areas as 
managers shift resources from those areas to 
reduce the backlog of remediation work.

• Maintaining a work flow that’s free of backlogs 
can be costly, since the only alternatives are 
increasing permanent staff or entering into large-
scale consulting engagements

Process	and	technology	challenges:

• Many institutions fail to implement standardized 
remediation processes across business and 
geographies

• Implementing country-specific regulations, that 
continue to change

• Projects can suffer from the lack of a sub-process 
view and effort requirements from internal groups

• Industry benchmarking doesn’t always exist 
across remediation processes

• Migrating client account data from legacy to 
strategic remediation platforms can be difficult

• Poor integration with other platforms

• Limited use of technology for remediation efforts 
among data vendors

• Need to cross-reference between internal and 
external client identifiers

• Flexible management of legal and other hierarchies

Operational challenges clearly 
indicate the need for new model 
for remediation
Under the standard operating model for 
remediation, diverting resources to satisfy some 
challenges can create a need for compromise on 
others—resulting in a zero-sum effort. That means 
the current operating model for remediation will not 
work going forward.

Solution with “as a service” model, 
has a greater ability to satisfy the 
needs of each internal stakeholder 
and drive strategic changes
When performing remediation, organizations 
need a scalable model that is consistent enough to 
ensure reliable results, provides optimal value to the 
regulatory compliance team without being overly 
obtrusive for individual stakeholders and their core 
functions—without sucking up all of the allocated 
investment. The Remediation	as	a	Service model 
meets these criteria.

What	is	Remediation	as	a	Service	and	how	does	
it	address	the	challenges	faced	by	all	financial	
institutions?

Remediation	as	a	Service model helps ensure 
that financial institutions meet their compliance 
requirements in a consistent and scalable way—
without requiring the kind of outsized investments 
in people and technology that could disrupt other 
strategic initiatives.
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The model leverages a scalable base of experienced 
practitioners, Lean and Six Sigma process expertise 
and proprietary technology, to execute remediation 
efforts rapidly, while removing some of the 
variability in long-term costs.

Benefits of Remediation as a 
Service model
More	consistent	compliance. The “as a service” 
model enables uninterrupted compliance while 
mitigating operations and technology concerns.

Greater	agility. The model enables faster response 
to regulatory requirements and changes.

Real-time	performance	monitoring	and	tighter	
controls. Remediation as a Service enables 
complete visibility and control, while providing a 
clear and accessible audit trail.

Flexibility. Remediation can be performed on “Know 
Your Customer” and Foreign Account Tax Compliance 
Act (FATCA) rules, entities, documents and data, 
since the top-level workflow remains the same.

Remediation	as	a	Service	can	optimize	the	cost	of	
compliance	by:

• Ensuring Portfolio rationalization

• Reducing re-work and other operational inefficiencies

• Creating economies-of-scale through shared 
recruitment, infrastructure, IT, and other General 
and Administrative (G&A) costs

• Improving institutional knowledge from multiple 
remediation efforts and employing non-
proprietary processes and data

• Enabling firms to avoid long-term investments in 
remediation efforts—and focus instead on core 
activities and initiatives

The Remediation as a Service model alleviates the 
need for financial institutions to make big upfront 
investments while ensuring that the key benefits of 
global business services—including scale, process 
engineering, and cost arbitrage—are part of the 
service delivery.

Remediation	as	a	Service	enables	a	provider	to	embed	
business	process	principles	and	expertise	in	delivery

•	A	business-driven	on-boarding	process	with	activity	
level	metrics	and	linkages	to	outcomes

•	Definitions	of	actionable	metrics	across	process	
activities	and	tasks

•	 Lean/Six	Sigma	based	methodology	for	process	
optimization	and	improvement	opportunities

•	Optimized	cost	of	on-going	on-boarding	and	KYC-
AML	operations

•	Quantitative	and	qualitative	diagnostics	of	current	
remediation	processes	with	actionable	roadmap	to	
target	state—including	benchmarking	comparison	
against	industry	peers

•	Detailed	analysis	and	documentation	of	current	
processes,	regional	regulation,	and	firm-specific	rules	
related	to	entity	risk	profiling	and	document	collection
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industrialized Operations: 
Specialized and advanced process, 
people, and technology practices

The Remediation as a Service model also 
enables firms to take advantage of industrialized	
operations, a technique that uses specialized and 
advanced process, people, and technology practices 
without the need for an upfront investment.

By using “industrialized” operations, financial 
institutions can execute bulk remediation efforts 
while accommodating changes in the regulatory 
environment. The idea behind industrialized 
operations is to combine all of the elements of a 
well-run factory—analytically driven processes, 
superior benchmarking and metrics, cutting-edge 

technology and a highly organized labor pool—
and create a remediation solution that is capable 
of delivering more to the regulatory compliance 
value chain.

When a service provider industrializes the 
remediation process from end-to-end as part of 
the “as a service” model, the financial institution 
receives greater value.

Remediation as a Service reduces operational risks 
through optimized output. Effective remediation 
improves account data accuracy, and flexible 
processes enable an organization to respond easily 
to additional regulatory or business-driven changes. 
To maximize efficiency, all processes are broken out 
at a sub-process level and driven by metrics.

By breaking down and rebuilding the remediation 
process from end-to-end, Remediation as a Service 
can provide additional benefits not realized in 
current models:

•	Matching	peaks	and	troughs	in	a	workflow, by 
using a scalable base of dedicated staff

•	Building	rhythm	and	efficiencies by dividing 
remediation work into different “queues,” and 
assigning the right work to the right person

•	Eliminating	variations	in	analyst	productivity 
with technology that can collect data on multiple 
productivity indicators to create baselines for 
specific processes

•	Ensuring	full	use	of	staff through an ongoing 
analysis of process utilization as a function of 
productive time and total time
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1. Traditional view of the remediation process—maximizing efficiency

2. Enterprise-wide view of the process – effectiveness of the true E2E process 
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it is time to change the operating 
model for remediation work
The challenges faced by leadership in the financial 
services industry highlight the need for a new type 
of solution.

Financial institutions must provide global regulators 
with the clear picture they seek—affirming 
their compliance across all business lines and 
jurisdictions, while not affecting their normal 
business operations. In addition, the mandate to 
maintain compliance in the most cost-efficient way 

dictates the need for a strategic solution.

Financial industry executives expect the output 
from the remediation process to resemble that 
of well-run factory with consistent results and a 
minuscule defect rate. They also want scalable 
solutions with the ability to better match costs 
with effort. The use of industrialized operations 
by service providers provides the elasticity these 
executives seek while delivering a more effective 
and scalable solution for their remediation efforts. 
Balancing regulatory and strategic initiatives no 
longer has to be a zero-sum game.
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About Genpact

Genpact (NYSE: G) stands for “generating	business	impact.”  We are a global leader in digitally-powered business process management and 
services. Our Lean	DigitalSM approach and patented Smart Enterprise ProcessesSM framework reimagine our clients’ operating models end-to-
end, including the middle and back offices – to deliver growth, efficiency, and business agility.  First as a part of GE and later as an independent 
company, we have been passionately serving strategic client relationships including approximately one-fifth of the Fortune Global 500, and 
have grown to over 70,000 people. The resulting domain expertise and experience running complex operations are unique and help us drive 
choices across technology, analytics, and organizational design. 

For additional information, contact, banking.solutions@genpact.com and visit www.genpact.com/what-we-do/industries/banking-financial-services

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