Banking on
data analytics?
Think fast
Generating insights from ambitious
big data projects is frustratingly slow.
There’s a better way.

From strategy to customer experience, banks are committed
to adopting data-driven methods across their operations.
As a result, banks have been enthusiastic adopters of data
analytics technologies. But our research shows that bank
executives are frustrated with how long it takes to get
actionable insights from big data analytics and AI. And they
aren’t confident of the results when they get them. But not
all problems need massive data analytics projects. By using
smaller data sets and agile approaches, banks can get the
answers they need in time to act--while they continue to
develop advanced data analytics capabilities.
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A faster way to get
analytics insights
Think small to find sources of value
more quickly
Bank executives and other business leaders have invested in data analytics to
inform decision making and help uncover new sources of growth and market
advantage. They want to be able to run their businesses in data-driven ways. Yet,
many executives are frustrated. They aren’t getting the insights they expected.
They have to wait too long for results, and when they get them, they struggle to
find meaning. As a result, business leaders lose faith in advanced analytics—and
the data experts they employ—and fall back on familiar analytics methods.
It doesn’t have to be this way. By approaching data analytics in a different way—
smaller, more agile, faster and scalable—banks and other organizations can start
to get the benefits of advanced analytics without having to wait for big data
projects to deliver.
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Why trust in analytics is
faltering

How much do you trust insights generated using the following:

In a recent KPMG survey of 20 US
banking executives from global,
national and regional institutions, we
found that respondents were less
likely to trust advanced analytics
techniques, such as artificial
intelligence (AI) and machine learning.
The only methods that respondents
trust implicitly are Excel spreadsheets
and traditional statistical techniques
such as correlation and regression.
Not surprisingly, they were far more
likely to use these trusted tools—and
they were least likely to use the most
esoteric methods, such as cognitive
computing. Sixty-five percent say they
eyeball charts and graphs to discern
patterns and trends.
The fault is rarely with the technology
itself. Using newer techniques such
as machine learning and AI effectively
requires education and familiarity.
To develop trust in new methods
and set reasonable expectations,
executives and other decision makers
first need to learn something about
how the technology works. This is
the foundation for the organizational
support that successful advanced
analytics functions need.1

Do not trust

Trust

Notes: N=18
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What analytical techniques do you currently use to generate insights?

Notes: N = 23

Skepticism over advanced analytics extends to data science experts. Only 43 percent of
respondents say they would recommend their bank’s data science organization.

Slow response is the greatest pain point
Perhaps the biggest frustration that
bank executives have with data
analytics is how long it takes to get
insights. Nearly half (48 percent)
of respondents say it takes more than
four months to move from an initial
analytics idea to actionable insights.
In some cases, respondents say it
can take a year or more to get useful
results.
When asked about the trade-off
between speed and accuracy, 90
percent of respondents said they
would prefer to have an analysis
in six weeks that is 90 percent
accurate than wait six months to get
95 percent accuracy—or a year for
99.99 percent. Think about making a
decision on a new branch location—
if it takes six months to conduct the
analysis before deciding, will the
vacancy still be available?

When analyzing data, how long does it typically take you to
progress from an idea to seeing actionable results which are
ready for implementation?

9%

13–18 months

17%

2–4 weeks

26%

7–12 months

30%

2–3 months

13%

4–6 months
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The faster route to usable
insights
Based on the bank executive survey,
as well as research and work with
clients across industries, we see a
common cause of frustration with
data analytics. In their effort to build
robust data analytics operations,
companies create costly and overly
complex systems where simpler
solutions would do.

The truth is that complex problems
don’t always require complex
technology solutions. In our
experience, companies can get to
actionable insights more quickly
by being agile and small. Rather
than building a massive all-purpose
data analytics capability, start with
a single problem and scale up the
solution later. Use smaller data sets
and traditional analytics methods.

Get comfortable with 90 percent
reliability. Assemble agile teams to
tackle projects that are intended to
take weeks, not months. In agile
software development, projects are
broken down into brief, intensive work
phases called sprints. Agile projects
are completed faster and with higher
quality than the traditional “waterfall”
method, which builds to one “big
bang” finale.

Data analytics the hard way

Data analytics the easy way

—— Use waterfall methodologies to
develop the “ultimate” analytics
system

Be agile

Using data analytics

—— Aim for 100% accuracy
—— Search for “silver bullet” solutions
—— Assume every problem is a big
data problem
—— Use complex, big data
technologies
—— Rely on complex, non-linear
statistics
—— Months-long timelines
—— Large teams

—— Start with a single-use case
—— Focus on 90% accuracy
—— Be hypothesis-driven
Be small
—— Use smaller data sets as well as
big data repositories
—— Start with traditional statistical
methods (e.g., correlation)
—— Design projects to take weeks,
not months
—— Small, four-person “scrum” teams
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How to be agile
The agile method is fast and flexible
because it breaks problems down
into small pieces, uses an iterative
“test and learn” process to fine-tune
hypotheses, and balances speed with
degree of accuracy. A data analytics
project, for example, might be broken
into several sprints—one for collecting
and cleaning data, another to identify
key variables, a third to model the
data, and a fourth to run the analysis.
Using the agile method, a data
analytics team would develop and
test a hypothesis in the first round of
analysis, then review results, adjust
the hypothesis and try again. Through
a test-and-learn process, the team
refines the model and tries different
variables until it gets satisfactory
results. By contrast, analytics efforts
that begin without a hypothesis have
nothing to test, much less refine. They
can be unfocused and unlikely to yield
meaningful insights.
The lesson is that timeliness trumps
100 percent certainty. This helps
banks and other organizations react
quickly to shifts in customer needs
and—more importantly--detect when
preferences are changing before it is
obvious. By quickly developing insights
that are somewhat less accurate,
but directionally accurate, a bank can
pounce on opportunities and achieve
superior speed to revenue with new
initiatives.

Think small
Data analytics problems—even those
with strategic importance—do not
necessarily require massive, big
data projects. Often, it is possible to
generate actionable insights without

A quick win: Using data analytics to
find the best sites for new bank branches
A bank wanted to improve its model for identifying locations for new
branches. It asked KPMG to develop a model using internal and external
data to predict performance at potential locations.
Using an agile approach, in six weeks, the bank developed a machine
learning model to project branch performance metrics including revenue
and deposit growth. The model used more than 2,000 external data
points, including customer behavior and real estate data.
The analysis helped the bank identify the top 20 external data points that
drove the actual financial performance of new branches and significantly
improved the accuracy of the bank’s site selection process. In addition,
the team was able to provide a way to analyze commercial real estate
vacancies to prioritize potential new locations.

terabytes of files, billions of rows, and
millions of daily transactions. In our
survey, respondents estimated that
65 percent of their business problems
could be solved with “small data.”

from the business side should include
someone with in-depth knowledge
of banking products and a strategic
leader to keep the team focused on
rapidly generating value.

Smaller data problems involve less
complexity and yield faster insights.
It is often possible to combine
small, internal data sets to come
up with sufficient data—at least
enough for use with traditional data
analysis methods such as Excel.
The trick, of course, is first finding
the hidden treasure in different
silos within the bank.

Finally, being small means deliberately
structuring data analytics projects to
deliver insights in weeks, not months.
Not only does this enable banks to
achieve better speed to market and
speed to value, it also means the
bank can test many more hypotheses
and use cases each year. Not every
hypothesis or project will deliver a
successful result, of course—and
banking executives need to become
much more comfortable accepting the
occasional failure. Yet, by increasing
the volume of ideas explored and
tested through data analytics and
taking a portfolio approach to insight
generation, banks will dramatically
increase the economic potential and
impact of their data analytics efforts.

Smaller data projects are also wellsuited for agile approaches. A smalldata scrum team should include
experts with needed technical skills as
well as members with business and
communication skills. The technical
experts should include a data scientist/
developer who can code and analyze
data and a “data archaeologist” who
can unearth new data sets. Members
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How to get started
We have seen banks and other
organizations struggle to realize
value from investments in big data
analytics insights. Frustrated by
the slow turnaround on ambitious
analytics projects, leaders fall back
on tried-and-true methods, including
eyeballing charts.
Banks still need the insights that are
only available from more advanced
methods—but they can’t always wait
the time it takes for these methods
to yield results. To get back on track,
we recommend that banks focus on
small, agile analytics projects.

By deploying smaller teams using
smaller data to explore and test
multiple hypotheses using an
accelerated, agile methodology, banks
can generate significant momentum,
putting insight after insight into
production—and moving the business
ahead faster than ever before. The
incremental profits generated by rapid
data analytics can fuel a powerful
investment flywheel, with the
potential to generate additional value
with each cycle.

Finally, build support for and
confidence in advanced analytics
across the organization. Formal
programs and briefings can help
executives and managers become
comfortable with the new tools and
methods. But it can be far more
powerful to pull data experts out of
the IT department and have them
work alongside business leaders and
let them use data to solve problems
together.
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How KPMG can help
KPMG has helped numerous major banks generate actionable growth plans through advanced analytics. This
work requires a mix of data technical expertise, deep industry knowledge and strong growth strategy skills. Our
professionals have successfully delivered projects across our client’s retail, small business and commercial business
lines, including deposit, loan and payments products. Projects are often completed in six weeks or less.

Strategic data insights
approach

Leading data science
and machine learning
capabilities and tools
KPMG has a deep bench
of data scientists and
proprietary machine learning/
analytics tools, which
have been refined through
more than 2,500 client
engagements.

Data access
KPMG has developed a
“deeper” data lake with
access to multiple data types
from 250+ data sources,
including financial data,
customer data (anonymized)
and other public and
proprietary data sources.
We have made significant
investments to make tens
of thousands of data items
readily and rapidly accessible,
enabling us to deliver deeper
insights at deal speed.

We have a well-established approach
to evaluate growth hypotheses by
combining our clients’ internal data
with external data and enriching these
insights with banking intelligence.

Banking industry team
KPMG’s Banking Strategy
practice has an industryleading position in providing
a range of services to banks.
When delivering strategic
data insights projects, we
mobilize small, agile squads
of highly skilled professionals
in data, analytics, and
business domains. Our core
project teams call on other
teams across KPMG such as
risk, regulatory, IT, HR and
change management to help
convert insights into tactical
actions.

Collaborative culture
KPMG delivers strategic data
insights projects with an
emphasis on collaboration
and cooperation. We work
closely with our clients
to help achieve broad
stakeholder buy-in using
methods such as interactive
workshops and regular tollgate meetings.
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The future is open: Reshaping the
banking experience

Real solutions for real-time
payment systems

Thought leadership

Data-driven growth
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