
operations that are located in branches. But, as 
banks deliver services over increasingly diverse 
channels such as mobiles, web chat and call 
centres, the model is becoming more complex. 
The challenge for banks is to present a consist-
ent brand image and customer experience 
across these channels.

“A number of banks globally are facing 
some quite interesting challenges in moving 
away from the operations centre-focused way 
of delivering services to a much nimbler and 
probably more disaggregated way of doing 
things,” says Morris. “This approach provides 
some customer intimacy while allowing for 
the fact that many of the channels customers 
want are more focused on a mobile or an 
online presence and less in the traditional face 
to face environment.  In recent research, that 
we commissioned with You Gov, we discov-
ered that 59% of customers, across age 
ranges, want to deal with their bank online.”

Boyle admits that banks are organised too 
much around the products rather than their 
customers, which has led to a silo-based 
approach. However, that is changing: “We are 
now looking at a ‘life stage’ proposition, which 
will enable us to build products that our  
customers can take with them through the 
different stages of their lives.”

This is no easy task; for example Nation-
wide is working on a youth product and has 
found that this sector rates not only the  
product itself but also how it is delivered. “They 
want to know whether we can make the com-
munication we have with them relevant – to 
talk in their tone of voice. We then have to  
consider how we take that through as they 
transition into young home owners and beyond 
– do we have relevant products for them?”

Boyle believes this will force banks to 
organise themselves in a different way. 
“We’re already starting to see that. For  
example, where does the chief digital officer 
fit in, what is the remit? I ultimately think the 
role of the chief digital officer will disappear 
over time, as it just becomes something 
about how we interact through the channels 
in a normal way. But for the present, it needs 
that agitation in the organisation to under-
stand how we build some of these proposi-
tions in a different way.”

In transforming, banks need to know their 
strengths and weaknesses. The “legacy 
estate” that banks have is also their brand, 
says Boyle. “We have spent much time looking 
at the changing behaviours of our customers 
and there’s absolutely a disruption. We have 
to work out how we become a digital institu-
tion with a high street presence.”

There have been some “phenomenal” 
changes, he adds. For example, 40% of the 
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One of the most significant challenges for 
global retail banks is to balance the need to 
implement appropriate regulatory compliance 
regimes with meeting changing customer 
requirements. Banks are searching for a return 
on the cost of compliance, while also enhanc-
ing customer experience and bolstering  
customers’ trust in banks.

The cost and complexity of implement-
ing appropriate regulatory compliance 
regimes at financial institutions is increasing. 
“The level of regulation that we are facing 
now has been perhaps at the highest level 
that we have seen,” says Martin Boyle,  
divisional director of business transformation 
at UK building society Nationwide. “Nation-
wide spends between 30-35% of all of our 
strategic investment on responding to regu-
latory demands.” This spend, says Boyle, also 
has to be balanced with changing customer 
behaviour. “customers want services faster 
and with less intervention. This, along with 
regulation, obviously has a cost impact. We 
have to make sure we understand the costs 
that the business has to carry.”

Nationwide is not alone in tackling this 
issue. Hugh Morris, vice-president banking, 
financial services and insurance at Genpact, a 
global leader in transforming and running 
business processes and operations, which 
works with Nationwide, says the costs of  

Success in the digital age: 
Transforming the bank
Global retail banks will face new challenges as they adapt to the sophisticated 
needs of today’s tech savvy customers and comply with increasingly complex  
and costly regulatory regimes. 

 

Brian Caplen, editor of The Banker, interviews Mr Martin Boyle, divisional  
director at Nationwide and Mr Hugh Morris, Vice President at Genpact.

regulation are accelerating for all banks. “The 
big banks with UK headquarters and beyond 
are all saying that they have major remedia-
tion programmes underway. A few years ago 
those banks were telling me that they were 
spending £100 million plus a year on regula-
tion. Today they say they are spending more 
than £1 billion a year. Regulatory compliance 
is becoming a substantial overhead.”

A FRESH APPROACH TO COMPLIANCE 
Morris says there is a distinction between how 
banks in the US and in europe approach regula-
tion. US banks have generally redesigned their 
processes in line with regulations, however 
many european banks have “ducked the issue” 
of process redesign and as a result have costly 
and cumbersome operations. “Our advice 
would be for banks to start with a clean sheet of 
paper and look at their processes from end-to-
end. They need to simplify processes and elimi-
nate them where possible. Also, they need to 
enable customers to do as much as they can for 
themselves, because that’s what they want. 
Being compliant and satisfying customer needs 
is something with which a number of banks are 
reluctant to grapple.”

Nationwide’s Boyle agrees: “That is abso-
lutely spot on. Many organisations aren’t 
doing this. Banks should be simplifying  
processes and making them relevant for 
today’s customers. Once they have done 
that, they can automate. If you get this right, 
you can square the circle and give customers 
something they want that is also compliant 
with regulations.”

THE DRIVE TOWARDS  A CUSTOMER  
FOCUSED MODEL 
At present, most banks are organised along 
product and manufacturing models; there is a 
substantial concentration of processes in oper-
ational centres and customer-facing  

“Banks should Be 
simplifying processes 
and making them 
relevant for today’s 
customers. once they 
have done that, they  
can automate.”
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europe is lagging, says Morris. “There is signifi-
cant opportunity, we think, for financial insti-
tutions to pay more attention to their social 
media presence and how it can benefit them 
and their customers.  They will need specialist 
skills to do this effectively.” Rather than being 
afraid that customers may use social media to 
complain about their banks, Morris says such 
complaints should be used as a stimulus for 
change and to improve service offerings. 

Morris says it will be a challenge for any 
financial institution with a large legacy base to 
manage the change brought about by new 
customers and new behaviours. He says  
institutions need to be certain about what 
they are doing. “If you are replacing complex 
processes with simple processes on the whole 
they will tend to go wrong less, so if you  
manage the transition itself you’ve probably 
built a more robust environment anyway.”

There are some real advantages in  
grappling with legacy systems, he says. “What 
tends to defeat the attempts to change is the 
fact that, as one banker put to me, ‘everything 
is connected to everything else’. A bank may 
start out wanting to make a sensible change 
and before they know it people are telling 
them they’re trying to boil the ocean. And 
they may give up.”

SUCCESS IN THE DIgITAL FUTURE
However, despite the very real challenges of 
transforming a bank, both Boyle and Morris are 
optimistic about the results transformation can 

bank’s online registrations are coming 
through mobile banking; the ratio of  
transactions in the branches has fallen 3% in a 
year. The ratio of counter transactions to 
online transactions has gone from 2:1 to 1.5:1 
within nine months. But a branch network can 
be of advantage as customer behaviour 
changes, he adds. “The branch can move from 
being a transactional sales and service outlet 
to a more help and advice one. We can look at 
making advice relevant, timely and personal as 
we take customers into our online channels. 
That will be about mastering the data that we 
have and making it relevant.”

ADAPTINg TO A NEW gENERATION OF 
TECH SAVVy CUSTOMERS
The new generation of customers coming 
through – the so-called Generation Y – requires 
change. Boyle says a challenge for banks is to 
respond to the younger customer segment 
while also catering to older, more valuable cus-
tomer relationships. “At Nationwide we found 
that people were already voting with their fin-
gers, so to speak, by trying to access our services 
online through mobile devices. More than 40% 
of customers are logging on through mobile 
devices now rather than going into the branch. 
And customers are logging on to the bank 16-19 
times a month; there’s a massive opportunity if 
we get that interaction to work for us.”

Generation Y are big users of social media 
and while US banks have understood the 
importance of a social media presence, 

SPoNSored By 

“Banks who look to the future, redefine their offerings and 
reorganise their operational delivery nimBly to support a 
dynamic environment, will Be the winners”

deliver. Says Boyle: “Many financial institutions 
are grappling with how to retain the essence of 
the trusted relationship banks have and make it 
relevant in the 21st century. Technology has a 
role to play here, by enabling banks to deliver 
advice remotely and also in the payments 
arena.” There are many different payments 
solutions in the market and by backing the  
successful ones, banks will be able to reinforce 
their relationships with customers, rather than 
weaken them.

Successful banks will be those that are 
“scanning the horizon” and talking to the  
successful internet players such as Amazon 
and Google, says Boyle. “We are at the tip of 
an iceberg in retail financial services in trying 
to understand the information that banks 
hold about their customers and the  
information that we can find out in three or 
four seconds by searching across the internet. 
combining that to give something relevant to 
the customer when they contact the bank is 
something we have to learn from the likes of 
Google and Amazon.” 

“Banks who look to the future, redefine 
their offer ings and reorganise their  
operational delivery nimbly to support a 
dynamic environment, will be the winners,” 
Morris adds.

At the same time, Boyle says, banks must 
recognise that customers trust their financial 
institutions and that the high street network 
actually has some value. “We all talk about 
becoming a digital institution with a retail 
presence. The high street presence is  
valuable and it is a really important manifes-
tation of a brand.”

from left to right: mr martin Boyle, divisional director at nationwide and mr hugh morris, vice-
president at genpact

This masterclass is based on a series of video  
interviews, which are available to view on The 
Banker’s website: www.thebanker.com/videos

Further information about Genpact can be  
found on their website: www.genpact.com


