Start to win: Check your organization’s health

As stakeholder expectations and customer demands increase,
leaders are exposed to a greater need for action than ever before.
But where to begin? The evolution shouldn’t just take place at the top
of the organization or in siloed execution teams. To help determine
where organizations can add value, leaders should understand the
full spectrum of possibilities across their entire organizations. By
starting with a thorough assessment, a Health Check, of where they
stand today, leaders can identify their greatest opportunities for
growth and efficiency gains, and deploy resources accordingly.

Module 1: Operating model design for the digital ecosystem
Strategy can be a discouraging topic for leaders. While a clear and
well-thought strategic plan can help focus future efforts, it is no
secret that many organizations experience a high failure rate when
implementing strategy.
Financial services firms can improve on this track record by making
clear choices about their role in the collaborative marketplace
ecosystem, and designing their operating models accordingly.
To execute, firms should pay greater attention to the capabilities
needed to successfully implement their strategy while staying
flexible enough to be proactive and adaptable. In this phase of the
Health Check, we assess:

1. What the organization desires to be for its customers,
stakeholders and employees.
2. Where the organization has chosen to play and how this aligns
with its strategic goals.
3. How the organization is positioning itself to win in the areas
where it has engaged.
4. Which organizational capabilities the organization has to build
or evolve to operate its day-to-day business as well as to grow,
adapt, and seek competitive advantage in the marketplace.
5. The management structures that exist to support the four
assessment areas above.

Activity

Description

Goals and aspirations

•• What are visions and value propositions?

Where to play

•• In examining your customer base and how you compete in the market, how would you describe your
strategy?
•• Where do you play within collaborative marketplace ecosystems?
•• What products and services are offered through which experience channels?

How to Win

•• What gives your organization the right to win in the areas where you have chosen to compete?
•• How can this position be further enhanced?

Digital Maturity

•• In conducting the tailored digital capability assessment, we can evaluate your digital strategy, how you
derive insights and ignites innovation and orchestrate change, how you create experiences and amplify
your brands, how you deliver across platforms, and the state of your cyber risk readiness.

Module 2: End-to-end business process efficiency improvement
Given the challenges faced by financial institutions in a low growth
environment, successful cost management has become table stakes
for those who want to succeed. But it’s not enough to just streamline
your organization—it has become more important than ever to look
at how your organization can change its operating model and realize
even greater cost savings.

In assessing the health of an organization’s cost management
program, we assess:
1. How the company compares with its peer group through
benchmarking and subject matter expert (SME) analysis.
2. Which steps the organization is taking beyond traditional
streamlining to further reduce costs, from optimization of shared
services to the use of robotics and big data.

Activity

Description

Evaluation of Cost
Structure

•• How does the organization’s cost structure compare with that of its peers?

Beyond Streamlining

•• Have you looked toward footprint optimization through a cost lens?

•• What opportunities exist to reduce costs through traditional streamlining activities like infrastructure
rationalization, business process redesign, and a reduction in 3rd party spend?
•• Have you optimized the use of shared services, utilities, and outsourcing?
•• What steps have you taken to digitize assets and leverage these digital assets to drive big data and robotics
cost savings?
•• Are you participating in new ecosystems and helping to create shared platforms which can further improve
costs in the future?

Module 3: Harnessing the disruptors
In building digital capabilities, organizations can either invest inhouse or turn to acquisitions and partnerships. Throughout this
process, it is important to take a structured approach, looking at
how adjacent technologies can build on a core offering and set the
stage for taking on truly transformational initiatives. Undertaking
acquisitions, especially in today’s environment, adds another layer of
complexity to the process. Breakage or weaknesses at any point of
the lifecycle can lead to diminished ability to realize deal value.

In reviewing a company’s growth plan, we focus on three areas:
1. The pathways for growth from core to transformational offerings
that exist today.
2. Approaches for building out these capabilities, whether through
acquisitions, partnerships, or in-house development.
3. The company’s capability to realize value from its acquisitions,
partnerships, and in-house development by achieving an
assumed end/integrated state.

Activity

Description

Pathways for Growth

•• What does your organization look like post-transformation (e.g., product offerings, distribution)?
•• Have you identified adjacent and transformation offerings that your organization would like to acquire in a
future state?
•• Have you defined pathways to get your organization from its current offerings to future state offerings?

Approach for Growth

•• Are there ideal acquisition targets that can help achieve portions of the pathway for growth?
•• What are your organization’s strengths as it relates to growth? How have you historically grown?

Ability to Realize Value

•• How might existing projects and initiatives be impacted by an integration of another asset?
•• Are there any major transformational initiatives that may impact a potential integration roadmap?
•• Are there critical subject matter expert constraints that could impact an integration?
•• How do existing skills and capabilities compare to those needed for a successful acquisition or large inhouse initiative?

Module 4: Technology architecture redesign
Given the high risk of failure, many financial institutions
maintain aging and inter-related legacy applications, with limited
documentation on how systems are defined and interact with each
other. In redesigning a financial institutions technology architecture,
it can help to anchor the design in clearly defined business
needs. By starting with an explicit strategy, requirements can be
coherently articulated, with a new architecture and operating model
designed hand in hand. In evaluating an organization’s technology
architecture, we consider:

1. How flexible and scalable the current architecture is to efficiently
grow and adjust to changing customer needs.
2. What changes are required to this architecture given the bank’s
strategic approach.
3. How prepared the organization is to undergo a large and high
stakes change effort.

Activity

Description

Current architecture

•• What are the costs of maintaining and running legacy applications?
•• How challenging are current efforts to scale and modify systems?
•• What gaps exist in current systems from a regulatory perspective?

Changes Required

•• What are the key priorities for the bank over the next five years?
•• What gaps exist in current systems, given priority areas (e.g., faster payments, individualized offers, etc.)?

Organizational
Preparedness

•• Have leaders been identified within the organization to support and guide this effort?
•• Does the organization have experience with large, transformational projects?

Module 5: Managing the talent transition
In order to succeed in a world fast becoming more connected,
automated, and decentralized, financial institutions need to be able
to adapt at a rapid pace. Successfully managing to these transitions
requires firms to strategically attract, train, and retain their
workforce during disruption. To assess how ready an organization
is to manage to organizational transition, we consider the following
dimensions:

1. How the organization positions itself to attract talented
millennials and Generation Z.
2. What steps the organization has taken to prepare for a robotic
future.

Activity

Description

Attracting Talent

•• Does your organization cultivate a distinct identity that makes work meaningful and rewarding for
employees?
•• Do you leverage talent models other than traditional full-time employment?

Automation Readiness

•• Have you assessed which roles in your organization are ideal for automation?
•• For areas requiring greater agility and creativity, have you adopted a more collaborative mindset and
approach?

Module 6: The new identity
Even a decade after the financial crisis, many bank brands continue
to lag behind large consumer technology companies. Brand
management for financial services has always been a difficult
balancing act given the range of customers across retail (mass
market, affluent, high net worth) and business (small business,
commercial, and institutional investors) and their different needs in
terms of products and service.
Disruption in financial services is making brand management
increasingly difficult and important. Maintaining balance is becoming
harder as mobile- and digital-first channels are becoming more
important, customer expectations are becoming more distinct
across generations and levels of wealth, and the market is being

disrupted with niche, highly specialized providers and services.
In order to build sustainable brand equity, financial institutions
should focus on differentiated services and customer experience.
While this may mean less control over how their customers
engage with them, by leveraging detailed and close to real-time
customer information, financial institutions can tailor offerings
and experiences to individual customers. In assessing a financial
institutions’ brand, we consider the following dimensions:
1. How the brand is currently perceived and how this has changed
over time.
2. How the organization manages its brand across multiple
channels.

Activity

Description

Brand Identity

•• Do you have a clearly articulated vision for what you want your brand to stand for?
•• Do client and employee experiences indicate that you are delivering on the promise of your brand?
•• Is your brand identity aligned with the customers that you want to serve and the organization you want to
become?

Managing Multiple
Channels and Disruption

•• How does your brand extend into the digital channel? Do you need a line extension, brand extension, or a
new brand altogether?
•• How is your brand positioned against new entrants—are niche entrants able to position themselves better
with core customers?

Module 7: Governance and advanced market sensing
Given the rapid pace of change and the growth of financial service
ecosystems, the ability to identify market trends and key players has
become increasingly important. Having a structured governance
for taking in new information to adjust strategy and approach can
help companies succeed in the new normal. In evaluating a bank’s

approach to market sensing, we assess:
1. The tools and processes that exist within the bank to identify and
evaluate market trends.
2. How key players are identified, evaluated, and engaged with to
form broader financial service ecosystems.

Activity

Description

Market Sensing Tools

•• How does your organization identify and evaluate market trends?
•• What governance exists within the organization around market sensing?

Identifying Key Players

•• What is your organization’s approach for evaluating potential partners and acquisition targets?
•• How does your organization engage with these potential partnersacquisition targets?

Module 8: Action roadmap
The output from the Health Check can then be used to develop an actionable roadmap for the organization. What are the areas where your
organization was the weakest? What is the best approach for prioritizing any required changes within the organization?
Activity

Description

Areas for Improvement

•• For which questions were you unhappy with your organization’s answers?
•• Are there areas that are less developed which may require additional focus to improve?

Prioritization

•• Of the areas for improvement identified, what is the appropriate order for addressing these issues?
•• What constraints does the organization have?
•• What are the areas with the greatest potential return for the organization?

In times of rapid change, it can be difficult to determine which step to take next. It is important to be able to assess what makes your company
successful today and how to transform that into future success. It is not enough to copy what your peers are doing, as your organization’s
capabilities, strengths, and situation are unique. Your strategy’s success depends on its proper alignment with your organization.
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