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Main Implementation Problems
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Solutions

• Centralized electronic archive, accessible to all 

employees

• Flexibly customizable process control system

• Tools for monitoring the state of queues, „bottle 

necks“, loading relocation

• Automatic time control for the task fulfillment

• Access to all necessary information for the 

employees of central department

• Process standardisation

• Quality assurance(KPI – Key Performance 

Indicator)

• Adherence to SLA (Service Level 

Agreement)

Tasks, Problems



Content of the Core Solution – Three Main Modules
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Electronic 

Archive

Paper Archive 

Management

Process

Management

• Each module contains the standard

settings for its typical tasks and can be

adapted to specific requirements

• The modules have been seamlessly

integrated with each other

• Either the whole system or individual 

modules can be used /purchased

• Step-by-step deployment recommended

• The modules can be integrated with the

customer‘s software already used



Infrastructure
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The next page shows the architecture of a complete solution - hardware and software components.

The core solution supports multi-platform (individual components can be deployed on Linux, Windows, 

AIX, Solaris) and horizontal scaling.

Infrastructure scheme has been shown in a failover configuration (full duplication of all components of 

hardware and software, and load balancing between computing nodes). Provides 2000 users in the 

system by the simultaneous operation of 600 users and average execution time of basic operations of 

the system up to 2 seconds. The environment is fully virtualized.



Infrastructure
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In addition to the basic 

solution, the scheme 

comprises the components

• scanning subsystem with 

OCR support

• full text search subsystem 

in the contents of the 

documents

Total users:  2 000  (600 floating, working simultaneously), 

full scheme with a high acessibility – full components reservation
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Module “Electronic Archive“

1. Search and customization of directories

2. Document processing

3. Document sources

4. Document scanning

5. Versioning and storage regulation

6. Five steps to success by deployment of the electronic archive module

7. Deployment timeline

11.03.2016

Electronic Archive

7



Search and Customization of Directories
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• Search on different client / product properties

• Hierarchical structure of client document storage

• Easily controlled directories of document and product types

• Organisational structure directories, open interfaces for

integration with HR system



Document Processing
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• Built-in document preview

• Publishing rules management (documents deployment)

• Easily customizable and changeable document access templates

• Automatic control of completeness and documents obsolensence

• Legally significant electronic archive (by using digital signature with strengthened certificate key)



Document Sources
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 Email:

• Document publication by sending to a 

supported mailing address

 Scanning:

• Support of industrial streaming and

singular scanning systems

• Open interfaces for scanner integration

 Import:

• Integrated system for import and

attributing all document types

 Client Bank:

• Deployment of the documents received

via client bank system

• Support of digital signatures and

cryptographic systems

Email

Scanning

Import

Client Bank

E-mail Server

Web Service

Scanning Module Repository



Document Scanning
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• Built-in system of stream scanning and scanning of singular documents

• Use of dividing sheets and barcoding in order to define the document types

• Automatic recognition of the document types based on typical elements and images (anchors)

Document scanning



• Common classifier (directory) of document types

• Unification of document codes and titles

• Versioning – storing multiple copies of the same document as version history

• Support electronic storage and destruction of documents rules:

• Setting of storing and access rules for each type of document

• Setting of rules and terms of document destruction

Versioning and Storage Regulations

11.03.2016

Electronic Archive
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Five Steps to Deployment Success

1. Standardization of document types and product line

2. Deploy common standards of hierarchical folder structure in the

archive

3. Organize a single entry point and document searching in different 

views

4. Cover all clients / products / documents

5. Rebuild the enterprise processes for usage of electronic documents

instead of paper documents

11.03.2016

Electronic Archive

13



Deployment Timeline (Using SCRUM Methodology)
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Stage

Month 1 Month 2 Month 3 Month 4

1 2 3 5 6 7 8 9 10 11 12 13 14 15 15

Date

Date

• First level bullet

-Second level dash

 Third level arrow

4



Module “Process Management“

1. Process centralization - advantages

2. Creation of a process tree

3. Management of process form and metadata

4. Management of process settings

5. Process configuration without programming

6. Process fulfilment inspection

7. Online monitoring and prompt reaction to peak loading

8. Five steps to success by deployment of the proсess management module

9. Deployment timeline

10. Success story
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Process Centralization - Advantages

1. 20 % FTE reduction can be achieved by just centralizing the process "as is“

2. Standardization and harmonization of processes

3. Transparent control of SLA metrics and KPI

4. Flexible loading model (capacity model)

5. Online monitoring of the loading, a rapid response to the occurrence of 

peak loads

6. Simplicity of the further process optimization
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Creation of a Process Tree
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• Construction of multi-level process trees

• Configure availability of processes depending on the user's role

• Display process maps and other information as a hint to the user



Management of Process Form and Metadata
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• Flexibly customizable input form for attributive process information

• Possibility to segment information in bookmarks

• Extensive tuning possibilities for validation and calculation rules

Presse
text should be translated into English
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Management of Process Form and Metadata



Management of Process Settings Without Programming
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Business administrator (process owner) can make changes to the following settings without IT personnel:

• Name of the process

• Process template 

• Number of participants in the process

• Priority of the process and the rules for its increase after it returns from improvements

• Rules of publishing documents created in the process, in an electronic  archive

• Business rules of the process initiation (the boundary time of the possibility of launching the process) 

• List of possible and obligatory process documents



Process Configuration Without Programming

11.03.2016 Process Management 21

Business administrator (process owner) can configure processes without IT specialists:

• Roles for which the process is available for initiation

• Changing the number of process participants from 1 to 10 

• Controlling the rules and the return address at each process step

• Changing the status of the process at each step

• Notification management

• Configuration of business rules for suspension and for premature termination of the process



Process Fulfilment Inspection

11.03.2016 Process Management 22

• Time tracking of each step of a 

process

• Automatic alarm on exceeding 

the duration of the task 

fulfilment

• Control of the quality indicators 

on the basis of automatic 

reporting

• Controlling the level of returns 

and losses of the process 

(process waste)

• Ample opportunities for 

analysis and optimization of a 

process



Online Monitoring and Prompt Reaction to Peak 

Loading
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• Online monitoring of the task processing queues

• Ability of load redistribution, adding additional resources for areas with peak loading

• Real time raising the task priority in problem areas



Five Steps to Process Management Deployment Success

1. Apply a step-by-step implementation methodology

2. Stick to the deployment principle "simple to complex"

3. Reject the belief that all processes are different, and that they can not 

be unified using a process template

4. Involve all process participants in the implementation and deployment

5. Exclude other communication channels organizationally and possibly 

technically
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Deployment Timeline (Using SCRUM Methodology)
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Stage
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Date

Date
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4



Success Story

11.03.2016 Process Management 26

Customer:

Large-scale bank, 

with 22 branches and

650 departments

Intermediate Stage (centralization without process management)

FTE:

Number of operational employees

who serve the retail business processes – 200

Process:

Exceeding of SLA time – 35%

Return level – 50%

Effectiveness – 45%

How it was (before centralization)

FTE:

Number of operational employees

who serve the retail business processes – 260

Process:

Exceeding of SLA time – 60%

Return level – 35%

Effectiveness – 40%

How it became (centralization with deployed process management)

FTE:

Number of operational employees

who serve the retail business processes – 150

Exceeding

Process:

of SLA time – 15%

Return level – 20%

Effectiveness – 80%



Example: Complete Early Mortgage Repayment
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How it was

• The process is decentralized and is carried out by employees of the branch

• The whole cycle is performed by one employee at the branch

• Each branch has organized the work by its own rules

• No full control of SLA and quality of the process

• The task priority is determined by personal ties

Intermediate 

stage

How it became

Credit

repayment

Balance control

(credit, interest,  

fine)

Closing

accounts

Get mortgage 

out of pledge

Department 1

Branch 1

email

Branch 2

email

Department 2



Example: Complete Early Mortgage Repayment
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Intermediate 

stage

Optimization of the operation of centralized back office is impossible:

• Several employees take one and the same task

• Manual priority setting

• No control over terms and quality of work

• No instrument for monitoring and reporting

• Manual control and manual reporting

How it was

How it became

• The process is centralized, transfer tasks are 

carried out via e-mail, the employee 

determines the sequence of actions

• Similar tasks from different processes are 

assigned to groups of employees; the process 

is carried out by several groups

• Rules of work are unified, but the departments 

try to work according to the rules of the 

branches, high return rate

Centralized Back Office

Credit

repayment

Balance control

(credit, 

interest,  fine)

Closing

accounts

Get mortgage 

out of pledge

Department 2

email

email

email

email

email



Example: Complete Early Mortgage Repayment
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How it

became

• Supervision of back office staff: only one employee can receive a task, the next task can be obtained from the 

queue only after finishing the previous one. Automatic control of the task fulfilment term, etc.

• Online monitoring of the queues state

• Automatic reporting to control KPI's and SLA

How it was

Intermediate 

stage

• The process is centralized, controlled 

by a process control system

• Groups of employees assigned to the 

queues, priority and the sequence are 

determined by the system

• Automatic checking and tips for the 

office staff are configured in order to 

minimize the error rate

Credit

repayment

Balance control

(credit, 

interest,  fine)

Closing

accounts

Get mortgage 

out of pledge

Centralized Back Office

Process Management System



Summary: Complete Early Mortgage Repayment
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How it was

• The process is decentralized and is carried out by employees of the branch

• The whole cycle is performed by one employee at the branch

• Each branch has organized the work according to its own rules

• No full control of SLA and quality of the process

• The task priority is determined by personal ties

Intermediate 

stage

• The process is centralized, transfer tasks are carried out via e-

mail, the employee determines the sequence of actions

• Similar tasks from different processes are assigned to groups 

of employees; the process is carried out by several groups

• Rules of work are unified, but the departments try to work 

according to the rules of the branches, high return rate

How it

became

• The process is centralized, will be orchestrated by the process control system

• Groups of employees are assigned to queues, and the priority sequence is determined by the system

• Automatic checks and tips for office staff in order to minimize errors, has been configured

• Supervision of back-office staff: only one employee can take a task, the following problem can be obtained from the queue only after the previous one, 

automatic control of the task fulfiling time, etc. 

• On-line monitoring of the status of queues

• Automatic reporting to monitor KPI's and SLA

• The optimization of the operation of the centralized back office is impossible:

• Several employees take one and the same task

• Manual priority setting

• No control over terms and quality of work

• No instrument for monitoring and reporting

• Manual control and manual reporting



Module “Paper Archive Management“

1. Accounting system of document storage

2. Control over the transfer of the documents in a storage place

3. Withdrawal process and scan requests management

4. Inventory

5. Support for internal, external and mixed storage model

6. Deployment timeline
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Accounting System of Document Storage
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• Using barcoding for accounting 

documents / dossiers

• Extensive accounting 

possibilities: document, dossier, 

paper, staple

• Using structured storage: 

document - box - shelf - cabinet

• Embed fixing the physical 

location of documents in the 

registration process

• Rapid determination of the 

storage location of the main 

documents, as well as 

enclosures



Control Over the Transfer of the Documents in a Storage Place
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• Control over the movement of documents in all stages of the life cycle (in the branch, on the road, in the place of storage )

• Automatic generation of acceptance certificates

• Automatic reporting to monitor the transmission of documents



Withdrawal Process and Scan Requests Management
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• Control over all stages of the 

process of withdrawal and over 

scan requests

• Scanned documents are placed 

in the electronic archive

• Control over the key indicators 

of the quality of processes and 

over the compliance with SLA

• Task priority management

• Wide possibilities for extensive 

analysis of withdrawal reasons



Inventory
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• Automation of the inventory 

process

• Control over the availability of 

documents / dossiers in a box

• Automatic generation of inventory 

certificate



Support for Internal, External and Mixed Storage Model
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In case of external or mixed (internal and external) storage models, the following is available:

• Identifcation of the types of documents for internal and external storage

• Integration with the document accounting systems of external contractors:

• Synchronization of the status storage items

• Sending requests for withdrawal of items

• Sending requests for export of documents



Deployment Timeline (Using SCRUM Methodology)
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Stage

Month 1 Month 2 Month 3 Month 4

1 2 3 5 6 7 8 9 10 11 12 13 14 15 15

Date

Date

• First level bullet

-Second level dash

 Third level arrow

4



Typical Project Problems 
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1. Analyze possibility to use paperless 

processes only, define list of laws 

and instructions for changing, 

develop plan for changing

2. Analyze all base processes, create TO 

BE paperless process maps 

3. Involve participants from all 

stakeholders to project team 

4. Create centralized archive and retro-

scanning strategy. 

Analyze possibility to use outsource 

resources (FTE and scanners)

5. Include result of load testing as 

obligatory deliverable of project 

6. Standardization of scanners settings, 

distribute their settings to all 

scanners

1. Low users response time

2. Low docs search time 

3. Big size and low quality of scans 

Technical

Processing

1. Will be done in line with all process changes of 

all stakeholders

2. Retro-scanning

3. Organize centralized storage of docs and logistics 

Legislation

1. Necessity to change some instructions of state bank

2. Necessity to change a lot of internal instructions 

Recommendations


