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Abstract- There is a continual change in digitization 

and regulatory complexity, banking operations are 

undergoing a paradigm shift, from a traditional cost 

center to a strategic driver of institutional resilience, 

innovation, and competitive advantage. This paper 

critically examines the structural and cultural 

transformation of operations within modern 

financial institutions, framing them as essential 

enablers of customer experience, compliance 

readiness, and enterprise agility. Anchored on four 

interdependent pillars; Automation, Analytics, 

Agility, and Alignment, the proposed transformation 

framework in this paper explores how financial 

institutions can reengineer core functions to drive 

measurable impact across service delivery, risk 

mitigation, and digital financial inclusion. Through 

evidence-based analysis and contextual case 

references, the study identifies key enablers such as 

intelligent automation, cross-functional 

collaboration, agile implementation, and systems 

thinking. It also addresses structural barriers, 

including legacy systems, compliance risks, and 

internal resistance, while offering mitigation 

strategies grounded in phased rollouts, stakeholder 

engagement, and sandbox testing. By positioning 

operations as a competitive differentiator, rather 

than a peripheral support function, the paper notes 

the urgent need for leadership to invest in 

operational innovation as a lever for sustainable 

growth. The findings offer actionable insights for 

industry leaders seeking to benchmark against high-

performing institutions and architect future-ready 

operational models that align with evolving customer 

expectations, regulatory demands, and global 

financial trends. 
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I. INTRODUCTION 

 

Operations within traditional banking environments 

have long been viewed through a narrow lens, as 

administrative, compliance-oriented functions 

responsible primarily for back-office processing. 

These responsibilities historically included regulatory 

compliance, handling wealth management, transaction 

processing, and loan servicing (Han, 2024). Classified 

largely as cost centers, banking operations were 

primarily tasked with executing transactions, 

maintaining records, and adhering to regulatory 

requirements. Operating in the background, they were 

frequently excluded from strategic dialogues and 

innovation-focused initiatives. Their contributions, 

while essential to institutional continuity and 

operational integrity, were rarely recognized as 

sources of value creation or competitive 

differentiation. 

However, the financial environment is now 

undergoing seismic shifts. The rise of digital-first 

banking models, the expansion of complex regulatory 

frameworks, and a new generation of customers 

demanding seamless, real-time experiences are 

redefining operational paradigms. According to 

Malyshev (2024), 67% of consumers now expect real-

time, personalized financial services, pushing 

traditional banks to modernize amid rising 

competition from fintechs and digital-native 

challengers offering faster, more affordable, and 

frictionless experiences. 

In response, financial institutions are accelerating their 

digital transformation initiatives, with operational 

agility increasingly seen as a critical enabler of 

strategic success. The 2024 African Banking Digital 

Transformation Report reveals that 76% of African 

banks rank digital transformation among their top 

three priorities, while the remaining 24% also 

acknowledge its importance, noting a near-universal 

consensus on the need for digital innovation (African 

Business, 2024). Moreover, modern customers 
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benchmark their financial interactions against the best 

experiences they have had across industries. The 

Zendesk Customer Experience Trends Report (2023) 

found that 72% of consumers expect immediate 

service, 70% expect contextual continuity, and 62% 

prefer personalized recommendations, reinforcing the 

urgency for banks to optimize operational 

responsiveness and personalization. 

Despite some progress, traditional banks still lag in 

enabling full digital engagement. McKinsey & 

Company (2023) notes that while customers are 

increasingly able to access banking services through 

their preferred digital channels, many institutions have 

not yet fully empowered them to take advantage of the 

digital ecosystem, pointing to a missed opportunity in 

proactive digital enablement. 

At the same time, regulatory scrutiny has intensified 

across jurisdictions. Regulators are expanding 

reporting requirements and imposing real-time 

compliance obligations, compelling institutions to 

move from reactive compliance to proactive risk and 

data management. For example, in 2024, the U.S. 

Office of the Comptroller of the Currency (OCC) 

issued a Cease and Desist Order and levied a $250 

million civil penalty against JPMorgan Chase Bank, 

N.A., for deficiencies in its trade surveillance program 

(OCC, 2024). Such enforcement actions reflect a 

growing expectation for banks to build operational 

models that are transparent, resilient, and auditable in 

real time. 

In parallel, fintech continues to redefine operational 

capabilities. Through automation, Artificial 

Intelligence (A.I), cloud computing, and real-time 

analytics, fintech innovations are repositioning 

operations as technology-driven ecosystems, not 

merely transaction handlers. As Vaid (2024) suggests, 

this shift is transforming banking into a digitally 

intelligent service architecture capable of supporting 

scalable innovation and customer-centricity. 

Banks, as financial intermediaries, channel funds from 

savers to borrowers—facilitating credit, investment, 

and liquidity across the economy. This intermediary 

role, as emphasized by Onunka et al. (2023), is 

increasingly reliant on operational excellence to meet 

the dynamic expectations of modern economies and 

digitally empowered users. 

This paper aims to reposition banking operations from 

their traditional role as cost absorbers to that of 

strategic enablers within the modern financial 

ecosystem. It will examine emerging operational 

models and case-based transformations that align 

operational goals with enterprise-wide strategy. In 

doing so, it contributes to the broader discourse on 

organizational transformation, arguing that in an era 

defined by digital disruption, customer sophistication, 

and regulatory intensity, banking operations must 

transcend their historical constraints to become central 

architects of resilience, innovation, and sustained 

competitive advantage. 

II. TRADITIONAL BANKING OPERATIONS: 

SCOPE AND LIMITATIONS 

Traditional banking operations refer to the back-end, 

process-oriented activities that underpin the routine 

execution of financial services. According to The 

Banking Scene (2023), these operations involve a 

wide range of middle- and back-office functions, 

spanning treasury, payments, credits, and securities, 

which are not only vital for daily functioning but also 

critical for enabling strategic transformation. 

Typically, operational functions encompass cash 

handling, transaction processing, account 

reconciliation, document management, compliance 

reporting, and support desk services (Han, 2024). 

These functions form the backbone of financial 

intermediation, ensuring the smooth settlement of 

payments, accurate recordkeeping, and timely 

adherence to regulatory mandates. 

Within traditional banking architectures, these 

activities were designed to promote consistency, 

control, and stability, often at the expense of flexibility 

or innovation. For example, cash handling involves the 

receipt, verification, and redistribution of physical 

currency across branch networks and automated teller 

machines (Feyen et al., 2021). Transaction processing 

spans the entire lifecycle of customer-initiated 

activities such as deposits, withdrawals, fund transfers, 

and loan servicing, often requiring coordination across 

multiple internal systems and third-party platforms. A 

Transaction Processing System (TPS) can be likened 

to a tireless digital backbone that orchestrates real-

time operations, including sales entry, inventory 

updates, and payment reconciliation, ensuring high 
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accuracy and efficiency in managing financial 

transactions (Malyshev, 2025). 

Another foundational task is account reconciliation, 

which ensures consistency between internal financial 

records and external systems. Hussain (2025) 

highlights that reconciliation plays a vital role in 

verifying recorded transactions, aligning internal data 

with bank statements and invoices, and supporting 

both internal audits and regulatory reporting by 

ensuring the integrity of financial disclosures. 

Historically, these processes have been executed in 

siloed departments, with minimal cross-functional 

integration, limiting transparency, flexibility, and 

speed across the broader operational ecosystem. 

 Limitations of Traditional Operations 

Despite their foundational role in banking, traditional 

operations are increasingly scrutinized for 

inefficiencies and structural rigidity especially as the 

sector faces accelerated digital disruption. One of the 

most persistent limitations is the fragmented and 

siloed structure of legacy workflows. Latinia insight 

2024 reported that functional units such as payments, 

credit processing, asset management, and compliance 

often operate independently, leading to redundancy, 

delayed communication, and poor coordination across 

systems. This fragmentation undermines operational 

visibility and inhibits banks from delivering seamless, 

real-time services to customers. 

A key contributor to this inefficiency is the reliance on 

complex, legacy core banking systems, many of which 

were designed decades ago and lack the modularity 

required for modern integration. Ghose and Soller 

(2021) note that system decomposition, breaking 

down monolithic banking platforms into manageable, 

service-oriented architectures, is increasingly viewed 

as a strategic necessity to enable agility, scalability, 

and innovation. The presence of disparate data 

repositories across siloed business and technology 

teams further compounds the issue. Biswas et al. 

(2020) argue that such fragmentation severely limits 

banks' ability to deploy enterprise-wide analytics, 

restricting data use to narrow, isolated applications 

rather than generating holistic insights. 

Manual processing represents another fundamental 

limitation. While partial automation has been 

introduced in some areas, many institutions continue 

to depend on paper-based procedures, email 

approvals, and manual verifications. These workflows 

are labor-intensive, error-prone, and slow, 

significantly hampering operational scalability and 

resilience. According to Adetumi et al. (2024), many 

African banks in particular still rely on outdated 

legacy systems that are not optimized for real-time 

processing or predictive analytics, making digital 

transformation initiatives both capital-intensive and 

fraught with transitional risks. 

As Iyelolu and Paul (2024) emphasize, overcoming 

these limitations requires a systematic investment in 

digital infrastructure, including the modernization of 

legacy systems, cloud adoption, and the integration of 

artificial intelligence (AI) and advanced analytics. 

These technologies are essential for improving 

operational speed, enhancing data-driven decision-

making, and elevating the overall customer 

experience. 

Operational Risk Exposure 

The structural rigidity of traditional banking 

operations creates considerable exposure to 

operational risks. Common failures such as data entry 

errors, delayed processing, and poor interdepartmental 

coordination can trigger failed transactions, customer 

dissatisfaction, financial losses, and regulatory 

penalties. The Basel Committee on Banking 

Supervision (2023) identifies operational risk, 

especially arising from internal process weaknesses 

and outdated systems, as one of the fastest-growing 

threats to financial institutions, particularly in a 

digitally evolving landscape (Bank for International 

Settlements, 2021; EY, 2025). 

One particularly acute area of exposure is delayed 

reconciliation and settlement. These delays can 

magnify counterparty risks, strain liquidity reserves, 

and diminish market confidence. Baton Systems 

(2023) notes that traditional end-of-day reconciliation 

practices leave institutions exposed for extended 

periods, potentially resulting in payments to 

counterparties who may default during that window. 

Outdated post-trade infrastructures in capital markets 

delay value realization and hinder real-time risk 

management, leading to systemic vulnerabilities in the 
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financial ecosystem as noted in highlight by Ayusa 

(2023). 

Cost and Strategic Invisibility 

From a financial standpoint, traditional operations 

impose a substantial cost burden on financial 

institutions. High staffing levels, infrastructure 

upkeep, and escalating compliance requirements 

collectively create a cost-heavy structure, often with 

limited direct contributions to revenue generation or 

strategic differentiation. Digital transformation is 

increasingly seen as a pathway to address these 

inefficiencies, particularly to reach underserved 

populations, streamline delivery models, and reduce 

cost-to-income ratios via technology-enabled 

platforms (Fotis et al., 2021). 

Outdated legacy systems further compound the 

financial drag. According to Feyen et al. (2021), 

operational expenses in conventional banking models 

are significantly inflated by inefficient workflows, 

fragmented systems, and the high cost of maintaining 

outdated infrastructure. Operational units often suffer 

from strategic invisibility, as they are traditionally 

assessed by cost-control metrics rather than their 

potential to drive innovation, improve customer 

experience, or enable product agility, leading to their 

exclusion from transformation programs despite their 

critical role in execution. Diener and Špaček (2021) 

highlight that while digitalisation promises long-term 

cost savings, the significant upfront investment in IT 

infrastructure, typically financed independently by 

banks, can be prohibitive and subject to high internal 

scrutiny, delaying transformation and entrenching 

outdated operational models. 

III. DRIVERS OF CHANGE IN 

OPERATIONAL BANKING UNITS 

Rise of Automation: RPA and AI/ML for Process 

Optimization 

One of the most transformative forces reshaping 

operational units in modern banking is the adoption of 

intelligent automation tools particularly Robotic 

Process Automation (RPA) and Artificial 

Intelligence/Machine Learning (AI/ML). These 

technologies are rapidly evolving beyond pilot 

implementations to become integral components of 

enterprise-wide transformation strategies. RPA, in 

particular, has demonstrated significant potential to 

enhance efficiency by automating high-volume, rule-

based tasks such as payment reconciliation, customer 

onboarding, and compliance checks. According to a 

publication by Finonyx (2024), the RPA market in 

banking is projected to exceed USD 6.8 billion by 

2026, underscoring its strategic relevance. RPA 

improves coordination across front, middle, and back-

office operations, resulting in faster execution, lower 

costs, and improved service delivery. 

Adetumi et al. (2024) emphasize that data-driven 

process automation enhances operational intelligence 

by enabling real-time analysis of vast datasets. This 

supports personalized customer experiences, proactive 

risk identification, and a reduction in human error. 

Similarly, Tabassum (2025) finds that RPA adoption 

has delivered cost reductions of up to 80% and cut 

human error rates in accounting operations by as much 

as 95%, demonstrating both financial and operational 

value. 

Beyond static automation, AI and ML are increasingly 

leveraged for dynamic, context-sensitive tasks. These 

include fraud detection, predictive risk analytics, 

customer segmentation, and workflow optimization. 

Olufemi et al. (2024) highlight that AI techniques such 

as supervised learning (e.g., decision trees, neural 

networks) and unsupervised methods (e.g., anomaly 

detection, clustering) have dramatically improved 

fraud prevention capabilities by recognizing subtle 

behavioral patterns and previously unseen threat 

vectors. 

AI’s utility is also evident in regulatory functions. 

Debidutta et al. (2024) note that machine learning-

driven systems now underpin more sophisticated Anti-

Money Laundering (AML) programs that are capable 

of adapting to evolving typologies of illicit financial 

behavior in real time. Kalogiannidis et al. (2024) 

further demonstrate how AI enhances business 

continuity through predictive modeling and Natural 

Language Processing (NLP), enabling faster, more 

accurate risk evaluation and incident response 

planning. 

According to IBM (2025), as banking startups 

aggressively deploy AI in areas such as NLP, 

sentiment analysis, and real-time analytics, traditional 
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banks are under increasing pressure to modernize. 

This competitive tension is accelerating enterprise-

wide AI adoption and repositioning banking 

operations from reactive support functions to 

proactive, insight-generating engines that contribute to 

both customer satisfaction and strategic resilience. 

Heightened Regulatory Pressures: Streamlining AML 

and KYC 

Regulatory compliance continues to be one of the most 

significant drivers of operational transformation 

within banking. As gatekeepers of financial system 

integrity, banks must prevent unlawful transactions 

and ensure systemic stability, with Know Your 

Customer (KYC) and Anti-Money Laundering (AML) 

protocols serving as foundational tools in the fight 

against financial crime. According to Anjani and 

Widiastuti (2024), KYC protocols are crucial for 

verifying customer identity, assessing risk profiles, 

and safeguarding institutional trust. Bello et al. (2025) 

similarly emphasize that AML and KYC are 

indispensable regulatory requirements, obligating 

financial institutions to gather detailed customer 

information, monitor transactional behavior, and 

report suspicious activity to relevant authorities. These 

procedures are  regulatory obligations and also 

operational imperatives that shape data collection, risk 

evaluation, and customer lifecycle management. 

However, the burden of compliance is intensifying. A 

2024 global study by LexisNexis Risk Solutions 

revealed that 99% of financial institutions have 

experienced rising financial crime compliance costs, 

driven by increasingly complex threats, regulatory 

updates, and the need for robust technological 

infrastructure. Notably, 70% of firms cite cost 

reduction as a top compliance priority for the coming 

year (LexisNexis, 2024). The cumulative cost 

pressures are reshaping operational priorities and 

investment decisions across the industry. 

While RegTech innovations such as AI-based identity 

verification, transaction monitoring, and automated 

reporting, offer significant potential to streamline 

compliance, adoption remains fragmented. 

Papantoniou (2022) argues that institutional hesitancy 

is fueled by implementation risks, integration 

complexities, and unclear regulatory frameworks. 

Deloitte (2024) further notes that compliance and risk 

management have consumed a growing share of 

operational budgets over the past decade, with retail 

and corporate banks facing over a 60% increase in 

compliance-related costs compared to pre-financial 

crisis levels. 

Traditional AML/KYC processes, often manual, 

siloed, and document-intensive, are proving 

inadequate for today’s regulatory pace. To address 

this, many banks are turning to AI-driven compliance 

tools. Hariharan (2024) highlights that advanced AI 

systems allow institutions to analyze vast volumes of 

transactional and behavioral data in real time thereby 

enhancing fraud detection, streamlining customer risk 

profiling, and enabling timely responses to evolving 

compliance obligations. These tools improve 

accuracy, reduce false positives, lower operational 

costs and free up resources for strategic initiatives. 

Evolving Customer Expectations: Real-Time, 

Omnichannel Engagement 

Modern banking customers increasingly expect 

seamless, real-time experiences across both digital and 

physical channels. According to Salesforce's State of 

the Connected Customer Report (2023), 80% of 

customers now place equal importance on experience 

and product/service quality. While customers still 

value traditional standards such as fair pricing and 

quality service, their expectations have evolved 

toward proactive engagement, personalized offerings, 

and consistency across platforms. 

Operational units must now support end-to-end 

fulfillment across mobile applications, websites, 

contact centers, and branch locations, creating the 

need for infrastructure that enables real-time 

processing, unified data integration, and immediate 

service resolution. A 2025 study by Matthew reveals 

that 89% of banking customers use multiple channels 

and 73% switch frequently between digital and in-

person touchpoints. This shift underscores the 

strategic importance of omnichannel banking, which 

integrates experiences across touchpoints to deliver 

consistent, personalized service (Matthew, 2025). As 

banks embrace customer-centric digital 

transformation, tools such as mobile apps, chatbots, 

and virtual assistants are enabling frictionless, real-

time communication. Alonge et al. (2021) observe that 

personalization that is driven by customer data, has 
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become important in strengthening engagement and 

enhancing the customer journey across every 

interaction point. Recent studies, including Syed et al. 

(2025), highlight that the impact of omnichannel 

customer experience (OCX) on customer engagement 

is complex. Factors such as individual personality 

traits, the nature of the customer–bank relationship, 

and novelty-seeking behavior significantly influence 

the value derived from OCX strategies, reinforcing the 

need for segmentation and customized engagement 

models. 

Magenest (2025) further distinguishes omnichannel 

banking from multichannel approaches by 

emphasizing seamless continuity, allowing customers 

to begin transactions on one channel and complete 

them on another without losing context. Banks are 

increasingly integrating services such as chatbots, 

voice banking, and mobile wallets to deliver a 

coherent experience. The emotional and cognitive 

dimensions of customer engagement are equally 

significant. Andika et al. (2024) explain that cognitive 

engagement reflects mental connection to the brand, 

while emotional engagement captures the affective 

response—both essential for building loyalty and 

long-term relationships. To meet these heightened 

expectations, banks are investing in omnichannel 

orchestration platforms, AI-powered CRM systems, 

and intelligent service desks. According to the 

Zendesk Customer Experience Trends Report (2023), 

72% of customers now report improved experiences 

with AI-powered support bots, citing faster response 

times and more accurate answers. However, 75% 

expect more human-like interactions, capable of 

understanding context and resolving complex queries, 

pushing institutions toward more emotionally 

intelligent AI solutions. 

Digital Core Banking Transformations and Legacy 

Overhauls 

Despite digital advances, many banks remain 

constrained by legacy core banking systems, often 

built decades ago on monolithic infrastructures. These 

systems are rigid, expensive to maintain, and poorly 

integrated with emerging digital technologies, thereby 

limiting innovation and responsiveness. Hayretci and 

Aydemir (2021) argue that the transition toward 

modular, API-enabled architectures is vital for 

enabling agility, but also requires a comprehensive 

transformation strategy that addresses both technical 

and organizational complexities. As banks confront 

rising customer expectations and regulatory demands, 

the limitations of legacy systems have become more 

evident. A 2024 survey by Beck indicates that 55% of 

banks identify outdated infrastructure such as 

COBOL-based platforms, as a primary barrier to 

transformation (Beck, 2025). These systems struggle 

with real-time payments, automation, and advanced 

analytics, creating a bottleneck for strategic execution. 

The Banking Scene (2025) notes that institutions 

worldwide are now focused on balancing innovation 

with legacy integration, seeking modern solutions that 

allow gradual migration without compromising 

operational stability. Banks are increasingly adopting 

cloud-native, scalable core platforms to meet demands 

for interoperability, speed, and personalization. In 

support of this shift, Methri (2024), reporting through 

IBS Intelligence, highlights that 93% of banking 

executives believe future success hinges on selecting 

the right core platform, one that is agile, open, and 

digital-first. The research further highlights that 

findings from 10x Banking’s 2024 survey reinforce 

that most banks view their current systems as a 

significant impediment to growth and innovation. This 

shows that core modernization improves transaction 

speed, data accessibility, and also aligns operations 

with enterprise strategy thereby empowering 

operational teams to contribute directly to innovation 

cycles, customer satisfaction, and revenue-generating 

initiatives. 

IV. CASE-BASED TRANSFORMATION 

MODELS 

Mashreq Bank (UAE) – RPA-Driven Transformation 

in Reconciliation and IT Operations 

Mashreq Bank, one of the United Arab Emirates’ most 

established financial institutions, undertook a large-

scale digital transformation to address inefficiencies in 

its reconciliation processes and IT service desk 

operations. Faced with mounting volumes of manual 

tasks, ranging from service ticket resolution to 

transaction matching, the bank experienced frequent 

processing delays, elevated error rates, and rising 

operational costs, particularly across its outsourced 

support functions. To overcome these challenges, 
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Mashreq partnered with AutomationEdge and Blue 

Prism, deploying an enterprise-scale Robotic Process 

Automation (RPA) strategy. This initiative introduced 

over 300 active software bots capable of managing 

both financial and non-financial transactions. As a 

result, the bank successfully automated 97% of all 

financial transactions and nearly 80% of non-financial 

service requests, processing over one million 

transactions monthly (Blue Prism, 2023; Brickendon, 

2023). 

The transformation was executed in structured phases. 

In Phase I, Mashreq focused on automating high-

volume, low-complexity IT support tasks, including 

shared directory access, CRM logins, and password 

resets, reducing manual intervention for 13% of all 

service tickets. Phase II expanded automation to 

include real-time health check alerts, data transfer 

workflows, and web content publishing, enabling the 

automation of over 50% of service desk requests 

(AutomationEdge, 2023). Beyond efficiency, the 

initiative produced significant business outcomes. 

Operating efficiency within the bank’s outsourced 

support centers improved by approximately 30%, and 

customer satisfaction scores increased by 75% 

following the deployment of intelligent automation 

tools. Notably, these enhancements enabled Mashreq 

to reposition its operational backbone, not just as a 

cost-control layer, but as a strategic function 

supporting enterprise agility, scalability, and 

customer-centric innovation. 

Case Study 2: Ecobank (Pan‑Africa) Optimizes Cash 

Operations to Enhance Liquidity Forecasting & ATM 

Uptime 

Ecobank, a leading pan-African banking group with 

operations in over 33 countries and more than 32 

million customers, has embarked on a strategic 

transformation of its cash operations to address 

longstanding inefficiencies in liquidity management 

and ATM availability. Historically, the bank faced 

recurrent challenges in predicting cash demand across 

its widespread branch and ATM network—resulting in 

frequent stockouts, liquidity mismatches, and elevated 

operational costs in currency handling and transport. 

In response, Ecobank integrated the Pan-African 

Payment and Settlement System (PAPSS) into its 

operational framework. PAPSS, now operational in 13 

central banks across multiple African regions, 

provides a real-time, centralized platform for clearing 

and settling intra-African payments in local 

currencies. Through this infrastructure, Ecobank 

significantly reduced reliance on manual cash 

transfers and interbank intermediaries—enhancing 

both speed and transparency in fund movements 

across borders (Agpaytech, 2025; Ecobank Group, 

2023). This transformation has directly improved 

liquidity forecasting by providing transaction-level 

data across regional affiliates in real-time, enabling 

dynamic adjustments to cash reserves based on 

demand patterns. In parallel, the increased automation 

of cash settlements and payment reconciliations has 

contributed to a notable rise in ATM uptime and 

service availability, key metrics for customer 

satisfaction and trust. Ecobank’s integration of PAPSS 

and real-time cash visibility streamlined its 

fragmented cash operations into a strategic driver of 

liquidity, accessibility, and cross-border growth, and 

also aligned the bank with the African Union’s broader 

vision for intra-African trade and economic 

integration.  

Case Study 3: Banco Galicia (Argentina) Enhances 

Onboarding with AI‑Driven Analytics 

Banco Galicia, one of Argentina’s largest private 

banks, serving over 3 million personal customers and 

150,000 businesses, undertook a strategic initiative to 

digitize and streamline its corporate customer 

onboarding process. Traditionally, the bank's Official 

Acceptance of Credentials (OAC) process required 

clients to submit physical legal documents for manual 

digitization and verification by compliance and legal 

teams. This led to operational bottlenecks, inconsistent 

data capture, and customer dissatisfaction, with 

account verification timelines extending up to 20 

business days. To address these inefficiencies, Banco 

Galicia partnered with Red Hat Consulting to build a 

fully digital, AI-powered onboarding platform. 

Leveraging Natural Language Processing (NLP) and 

Optical Character Recognition (OCR), the system 

automated data extraction from submitted documents 

such as business licenses, identification forms, and 

power-of-attorney letters. These tools enabled real-

time interpretation and validation of content, 

significantly reducing dependency on human review. 

The platform was deployed using Red Hat OpenShift, 
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providing a cloud-native infrastructure that supports 

API-based container deployment and future model re-

training. Red Hat 3scale API Management exposed 

internal banking services to broader ecosystems, while 

Red Hat Fuse, Red Hat AMQ, and Red Hat Data Grid 

facilitated integration with non-cloud workloads to 

ensure interoperability across legacy systems (Red 

Hat, 2023; Business Wire, 2023). As reported by 

Retail Banker International (2023), the bank's strategic 

goal was to cut verification time for corporate clients 

from three weeks to one, a target that early adoption 

trends suggest has been successfully achieved. The 

new onboarding experience is now fully digital, 

transparent, and customer-driven. Through AI 

adoption and hybrid cloud integration, Banco Galicia 

optimized compliance, enhanced customer 

experience, and increased internal efficiency.   

Common Patterns, Outcomes & Success Indicators 

Across the three transformation cases, Mashreq Bank, 

Ecobank, and Banco Galicia, common patterns exist 

that highlight the strategic repositioning of operations 

through digital innovation. Each institution leveraged 

automation, data analytics, or intelligent infrastructure 

to address inefficiencies, reduce turnaround times, and 

improve customer experiences. Outcomes included 

measurable gains in operational efficiency, such as 

Mashreq’s 97% automation of financial transactions, 

Ecobank’s enhanced liquidity visibility and ATM 

uptime, and Banco Galicia’s reduced onboarding time 

from 20 days to under one week. Success indicators 

across these cases centered on improved customer 

satisfaction, cost reduction, compliance enhancement, 

and increased agility thereby demonstrating how 

operations, once viewed as cost centers, can now serve 

as key drivers of enterprise resilience and 

competitiveness. 

V. STRATEGIC FUNCTIONS NOW HOUSED 

IN OPERATIONS 

Regulatory Compliance Enablement 

Modern operations now function as key enablers of 

regulatory compliance, integrating technologies that 

allow for automated audit trails, real-time compliance 

dashboards, and proactive early warning systems. 

Embracing technology enables banks to transform 

regulatory compliance from a burdensome obligation 

into a strategic advantage that fuels long-term, 

sustainable growth (Kinil, 2024). This transformation 

demands a holistic approach, one that aligns digital 

initiatives with long-term organizational goals, 

evolving customer expectations, and shifting market 

dynamics. By embedding digital transformation into 

strategic planning, banks can pinpoint where 

technology adds the most value, sharpen their 

competitive edge, and foster sustainable growth 

through tools like data analytics, which enable precise 

customer segmentation and the delivery of tailored 

products and services (Ononiwu et al., 2024). These 

capabilities help institutions swiftly identify non-

compliance issues and adapt to evolving regulations. 

Automation of compliance reporting and the adoption 

of RegTech platforms have enabled banks to reduce 

regulatory reporting times, limit fraud, and improve 

accuracy while reducing the risk of penalties (Kinil, 

2024). AI-powered compliance tools are increasingly 

used to monitor internal processes and generate real-

time alerts, thereby embedding regulatory observance 

directly within daily operational workflows 

(Adesokan, 2024; Platview, 2025). 

Fraud Detection and Risk-Based Scoring 

Operations units are increasingly central to fraud 

prevention, leveraging advanced real-time anomaly 

detection and machine learning-based risk scoring. 

Financial institutions now embed AI algorithms into 

their transaction monitoring systems to identify 

suspicious behavior across digital channels (Jiahao et 

al., 2024). As Olufemi et al. (2024) highlight, both 

supervised and unsupervised AI models are deployed 

to detect outliers in user behavior and flag 

irregularities in real time. This has substantially 

reduced false positives and improved fraud 

interdiction without slowing down legitimate 

transactions. Turksen et al. (2024) emphasize that 

while many banks are increasingly drawn to the 

transformative potential of AI and machine learning 

systems, widespread adoption is often hindered by 

concerns over accountability, transparency, and 

explainability, with stakeholders demanding robust, 

interpretable models that clearly demonstrate how 

decisions are made and ensure compliance with 

evolving regulatory standards. These improvements 

limit financial loss and enhance the credibility of the 
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institution in the eyes of regulators and customers 

alike. 

Customer Experience Management 

Operational functions have also become instrumental 

in shaping the customer experience, moving beyond 

back-end support to frontline problem resolution and 

service enhancement. Modern operations now deliver 

value through faster dispute resolutions, proactive 

service interventions, and intelligent customer 

engagement platforms. Zendesk’s Customer 

Experience Trends Report 2023 found that 72% of 

consumers expect immediate service, with 75% 

preferring AI systems that provide contextual and 

emotionally intelligent responses (Zendesk, 2023). 

Operational platforms integrated with CRM systems, 

AI assistants, and omnichannel orchestration tools are 

increasingly responsible for driving this engagement 

layer—proving that customer experience is no longer 

just a front-office concern. Haris et al. (2024) note that 

integrating AI with CRM systems enhances service 

efficiency and customer satisfaction, but achieving 

consistent multi-channel experiences and long-term 

success also requires comprehensive employee 

training, integrated platforms, active customer 

feedback loops, and alignment of service initiatives 

with broader business objectives. 

Cash Logistics and Treasury Optimization 

Cash operations have been significantly transformed 

through predictive analytics and logistics tracking, 

enabling smarter liquidity management and end-to-

end optimization of the cash cycle. Predictive 

analytics offers small and medium-sized banks 

(SMBs) a powerful toolkit for reducing liquidity risks, 

optimizing fund allocation, detecting fraud more 

effectively, and improving customer service, 

ultimately enabling data-driven decisions that boost 

operational efficiency and strengthen financial 

stability (Nanda, 2025). Peterson (2024) emphasizes 

that predictive analytics, driven by AI, big data, and 

machine learning—is revolutionizing cash flow 

forecasting by transforming it from a purely financial 

task into a cross-functional capability. This enhances 

operational visibility across procurement, production, 

logistics, and customer demand, enabling businesses 

to anticipate liquidity needs, optimize resource 

allocation, and respond proactively to market 

dynamics. Banks such as Ecobank have pioneered the 

use of real-time data and regional interoperability 

platforms like PAPSS (Pan-African Payment and 

Settlement System) to improve cash distribution and 

liquidity forecasting across diverse geographies 

(Ecobank Group, 2023). A survey highlighted 

HSBC’s deployment of real-time liquidity 

management tools, which empowered its treasury 

teams to monitor cash positions across 50 countries, 

reducing idle cash by 15% and boosting funding 

efficiency, while BBVA leveraged real-time 

transaction data to automate compliance, cutting 

reporting errors by 30% and accelerating regulatory 

submissions (Belani, 2025). 

VI. EVOLVING TALENT AND 

TECHNOLOGY NEEDS IN FINANCIAL 

OPERATIONS 

New Skills for a New Operational Paradigm 

Modern banking operations now demand 

professionals who can interpret data, model risk 

scenarios, and work seamlessly with automated 

systems (Rashid & Kausik, 2024). Data literacy, 

defined as the ability to read, write, and communicate 

data in context, with an understanding of data sources, 

analytical techniques, and value creation, has become 

a core competency (IBM, 2024). Systems thinking, 

which emphasizes interconnected processes and long-

term systemic impact, is crucial for designing 

responsive and customer-aligned operations. It 

promotes a holistic view of organizational challenges, 

helping leaders identify root causes and anticipate 

unintended consequences (Forbes, 2024). 

Additionally, agile management practices, originally 

developed for software development, are increasingly 

embedded into operational workflows to promote 

adaptability, transparency, and cross-functional 

collaboration (Munteanu & Dragos, 2021). 

Cross-Functional Collaboration 

The modern operations function no longer operates in 

isolation. It collaborates with IT, compliance, 

customer experience, and risk functions to deliver 

integrated, end-to-end service delivery. Digital 

transformation, driven by big data, cloud computing, 

and artificial intelligence, has reshaped organizational 

strategy and culture, while cross-functional alignment 
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ensures that technical innovation supports commercial 

outcomes (Ahmad et al., 2023). 

Fagbore et al. (2024) note that one measurable benefit 

of cross-functional collaboration is a marked 

improvement in audit readiness and issue closure 

rates—solving chronic problems such as 

documentation delays, fragmented accountability, and 

poor interdepartmental communication. According to 

Giovine et al. in a McKinsey report (2024), integrating 

business and technology through cross-functional 

platforms enables banks to break down organizational 

silos, increase agility, and align execution with 

strategy. Nur et al. (2024) further demonstrate that 

customer satisfaction and loyalty in digital banking are 

driven by user-friendly platforms, 24/7 service 

availability, and seamless transactional experiences.   

Hiring and Reskilling Strategies 

As legacy operational roles decline, hiring efforts now 

prioritize digital-native professionals such as business 

analysts, cloud engineers, and automation specialists 

(Ajayi-Nifise et al., 2024). Simultaneously, reskilling 

existing employees has become a core part of 

operational transformation. Financial institutions are 

investing in structured upskilling initiatives centered 

around AI adoption, digital process redesign, and risk-

aware decision-making (Mazurchenko et al., 2022; 

Bughin et al., 2021; Sardauna & Ali, 2024).an 

example is Mashreq Bank, implemented a tiered 

reskilling framework to transition operational staff 

into roles that support data operations and automation 

governance (Blue Prism, 2023; Bose & Gupta, 2020). 

Leadership and Culture Transformation 

To fully unlock the strategic potential of operations, 

banks must foster a culture rooted in innovation, 

accountability, and continuous learning (Al Issa et al., 

2024). However, cultural resistance, influenced by the 

traditionally conservative, risk-averse posture of 

banks, remains a significant obstacle. Bueno et al. 

(2024) opined that overcoming these barriers requires 

leadership capable of navigating both operational 

detail and enterprise strategy. Strategic change 

management and deliberate cultural design are critical 

to embedding innovation and adaptability at scale. 

Decentralized decision-making, the empowerment of 

frontline teams, and the recognition of operations as a 

value-generating function are essential cultural levers 

for high-performing institutions. Lee (2024) highlights 

that successful decentralization depends on clearly 

defined authority boundaries and depersonalized 

governance, ensuring that responsibility is linked to 

roles, not individuals. Lastly, Misa (2023) notes that 

continuous retraining is non-negotiable in digital-first 

banking. Employees must constantly evolve their skill 

sets to remain aligned with the demands of 

automation, data-driven decision-making, and real-

time customer engagement. 

VII. PROPOSED STRATEGIC FRAMEWORK 

FOR OPERATIONAL TRANSFORMATION 

To reposition financial operations from a traditional 

cost center to a strategic driver, institutions must adopt 

a comprehensive transformation framework built on 

four core pillars: Automation, Analytics, Agility, and 

Alignment. These pillars collectively enhance 

operational efficiency, resilience, and strategic impact. 

Automation replaces manual, repetitive tasks with 

intelligent technologies such as robotic process 

automation (RPA), AI, and workflow orchestration - 

reducing errors and unlocking capacity for higher-

value activities. Adetumi et al. (2024) highlight how 

automation tools like AI, ML, and RPA are reshaping 

traditional banking by streamlining processes and 

delivering personalized services, demonstrating 

superior adaptability and efficiency over legacy 

systems. Analytics strengthens decision-making 

through real-time monitoring, predictive insights, and 

AI-driven anomaly detection, transforming operations 

into engines of foresight. Banks increasingly use 

behavioral and transactional data such as spending 

patterns, app interactions, and life events to drive 

hyper-personalized engagement, applying advanced 

machine learning models like neural networks and 

reinforcement learning to anticipate customer needs 

and reduce churn (Ikeh, 2025). Agility introduces 

iterative development, cross-functional collaboration, 

and responsiveness to evolving market and regulatory 

conditions, embedding speed and adaptability into 

operational workflows. As Amajuoyi et al. (2024) 

observe, agile methodologies foster innovation and 

customer satisfaction by cultivating a culture of 

continuous improvement and swift response. 

Alignment ensures that operational priorities, talent, 

and technology investments are strategically 
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integrated with enterprise goals. Medrano (2024) 

emphasizes that effective operations strategy must 

mirror the firm’s broader business model, whether 

prioritizing speed and innovation or cost-efficiency to 

sustain long-term competitive advantage. Together, 

these four pillars elevate operations from a supporting 

role to a proactive driver of business success. 

Fig 1: Transformation Pillar for Repositioning 

Financial Operations  

Step-by-Step Process for Operational Reengineering 

The step-by-step process for operational reengineering 

begins with a baseline assessment to map current 

workflows and identify inefficiencies. A capability 

gap analysis follows, benchmarking internal 

capabilities against best practices and maturity models 

like BIAN or COBIT. Based on data and stakeholder 

input, institutions then conduct opportunity 

prioritization to target areas for automation or 

redesign. The redesign and digitization phase applies 

lean principles, automation, and digital workflows to 

simplify operations. Agile implementation ensures 

rapid, iterative change through cross-functional teams 

and pilots. Next, performance monitoring uses KPIs 

and dashboards to track impact, while continuous 

learning is enabled through feedback loops involving 

staff, customers, and compliance teams. Effective 

transformation also requires governance and change 

management where senior leadership must champion 

the initiative, internal change agents should drive 

adoption, and policies must align with risk, 

compliance, and data standards. Transparent 

communication, structured training, and robust 

technology governance complete the foundation for 

scalable, secure, and strategic operations. 

Key Performance Indicators (KPIs) for Operational 

Effectiveness 

To measure the strategic contribution of operations, 

financial institutions must track key performance 

indicators across cost, efficiency, compliance, and 

customer impact. The Operational Efficiency Ratio—

calculated as total operational cost divided by total 

revenue—assesses overall cost-effectiveness. 

Automation Coverage indicates the digital maturity of 

operations by measuring the percentage of processes 

automated. Customer experience is evaluated through 

the First Contact Resolution Rate (FCR), which tracks 

the percentage of issues resolved at first interaction, 

and the Customer Satisfaction Index, which gathers 

feedback on operational touchpoints such as 

onboarding and support. Cycle Time Reduction and 

Time-to-Change Implementation reflect the speed, 

agility, and adaptability of core processes. Compliance 

is monitored through Regulatory Compliance 

Accuracy, which captures the rate of error-free, on-

time regulatory submissions. Lastly, the Employee 

Reskilling Rate measures the proportion of operations 

staff trained in digital tools—indicating workforce 

readiness and alignment with transformation goals. 

Together, these KPIs provide a comprehensive view of 

operational performance and strategic value delivery. 

VIII. CHALLENGES AND MITIGATION 

STRATEGIES 

Despite the strategic imperative to transform 

operations, financial institutions continue to face 

persistent challenges that threaten progress. Legacy 

system constraints remain a significant barrier, as 

outdated infrastructure hampers integration with 

automation and analytics platforms. As Adetumi et al. 

(2024) note, many banks struggle to fully leverage AI 

and RPA due to the limitations of monolithic legacy 

systems. Iyelolu and Paul (2024) further stress that 

overcoming these constraints requires systematic 

investment in digital infrastructure, modernizing 

legacy architecture, adopting cloud technologies, and 

embedding AI-driven analytics. In parallel, internal 

resistance to change, particularly in traditionally 

conservative operational cultures, can stall 

transformation initiatives. Bueno et al. (2024) attribute 

this inertia to fears of redundancy, unclear role 

definitions, and rigid cultural norms, all of which 
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undermine innovation and adaptability. Compounding 

these challenges are compliance risks that emerge 

during operational overhauls. As Kinil (2024) 

cautions, the misalignment between evolving systems 

and regulatory obligations can result in reporting 

errors, audit failures, and reputational damage. To 

navigate these challenges, financial institutions must 

deploy targeted mitigation strategies.  

First, stakeholder engagement is essential, bringing 

employees, compliance officers, and executive 

leadership into the transformation process early fosters 

shared ownership and trust (Al Issa et al., 2024). As 

Deloitte Insights (2023) explain, trust emerges when 

organizations act transparently, consistently, and in 

the collective interest of stakeholders, meeting 

expectations with both competence and care. Second, 

phased rollouts, anchored in agile methodologies, 

enable institutions to pilot changes incrementally, 

minimize disruption, and scale solutions effectively. 

This approach not only reduces risk but also supports 

continuous learning and responsiveness (Amajuoyi et 

al., 2024). Lastly, sandbox environments offer 

controlled spaces where new systems and workflows 

can be tested against regulatory standards before 

enterprise-wide deployment, minimizing compliance 

lapses and ensuring smoother transitions to future-

ready operations (Bagwe, 2024). 

IX. IMPLICATIONS FOR FINANCIAL 

INSTITUTIONS AND INDUSTRY 

COMPETITIVENESS 

Repositioning operations as a strategic driver has 

significant implications for institutional resilience and 

market relevance. Strengthening operational agility 

through automation, predictive analytics, and agile 

frameworks is essential for rapid adaptation and 

sustained innovation. Operations now also support 

digital financial inclusion efforts by enabling scalable 

outreach via AI-driven onboarding, cloud 

infrastructure, and real-time payment systems, 

especially in underserved markets. Benchmarking 

against high-performing global banks shows the 

growing importance of operational maturity as a 

competitive marker, beyond just product offerings. 

Also, reframing operations as a value-generating 

function equips banks to lead in the digital era, by 

driving efficiency, ensuring compliance, enhancing 

customer experience, and building long-term strategic 

advantage. 

CONCLUSION 

This paper has examined the changing role of 

operations within modern financial institutions, 

mapping the shift from traditional back-office 

functions to a core strategic pillar. We have explored 

key transformation trends that include automation, 

analytics, agility, and alignment, and the operational 

imperatives they introduce across people, process, and 

technology. In the digitizing financial environment, 

operations are no longer peripheral but central to 

institutional resilience, regulatory readiness, customer 

experience, and competitive positioning. The banks 

that succeed in the coming decade will be those that 

treat operational transformation not as a cost-cutting 

exercise, but as a growth lever and innovation 

platform. 

Banking leaders must now act decisively by investing 

in next-generation operational models, empowering 

cross-functional teams, modernizing legacy systems, 

and institutionalizing continuous learning. Reimagine 

operations as a strategic function, and leverage them 

to unlock new value, drive inclusion, and build long-

term industry leadership is the right action needed by 

the sector to improve in the transforming digital 

environment. 
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