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Lloyds Banking Group 
…and Commercial Banking in context
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• One of the UK’s leading financial services groups, serving retail, commercial and institutional customers across the UK.

• Core purpose is Helping Britain Prosper through lending, payments, savings and protection.  

• Strong balance sheet and scale, enabling sustained investment in technology, risk and customer experience.

Consumer Relationships

Consumer Lending

Corporate & Institutional Banking 

Business & Commercial Banking

Insurance, Pensions & Investments

Commercial Banking in context

• Commercial Banking is a core growth engine for the Group, 
supporting SMEs through to large corporates.

• Serves a very broad customer base across Business Banking, 
Commercial Banking, Corporate and Institutional Banking.

• Deep, long-standing relationships with UK businesses across all 
sectors and regions.

Scale and reach

• Core UK SME and mid-market franchise with c.21% commercial 
deposit share.

• Delivered c.£6.5bn of new BCB lending in FY 2025

• Purposefully refocused and growing corporate and institutional 
franchise.



Commercial Banking Ops 
…supporting the banking needs of the full range of LBG’s Commercial customer base
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Pega 6

LBG Commercial Bank Operating Model 2017-19 
From 16+ to 3 co-located sites with automated routing 

X 100+ Process variation

X Varied colleague skills

X Email handoffs to back office

X Manual routing of work

X Front and back-office separation
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✓ Specialist colleagues

✓ Processes standardised

✓ All teams using Pega

✓ Automated routing

X  Front and back-office separation

Site consolidation

Pega 7

Digitized

Intelligent

Integrated

Automated

Agentic



LBG Commercial Bank Operating Model 2022 
Combined teams further, skills-based routing and single point of contact model 
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Pega 8

Pega Indexing

Servicing Closures Mandates Cards

✓ Front and back-offices merged

✓ BCB and CIB process merge or align

✓ Central email and auto-indexing

✓ Automated skills-based routing

✓ Single actor fulfilment

Digitized

Intelligent

Integrated

Automated

Agentic



LBG Commercial Bank Operating Model 2026 
Enabling successful offshore setup and GenAI capabilities
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Pega Infinity 25

✓ CB Pega a fundamental part of 
BCB an CIB’s servicing model

✓ Application stability has enabled 
global servicing model

✓ Heavy investment in process 
automation and simplification

✓ Significant OpEx savings realised

• Pega Infinity upgrades taken via Evergreen model (24.2. to 25.2) 

• Stable Pega workflows and infrastructure enabled processes to 
move to BCB offshore partners seamlessly

• Pega Infinity brings Gen AI capabilities across commercial

Digitized

Intelligent

Integrated

Automated

Agentic
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Optimising Commercial Bank App Integration and Reuse
Multiple internal integrations and re-usable components tailored to commercial banking ops
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Process Flows

CB
Main process f low

AC
Account Closures

AD
Audits

BFA
Business Financial Assistance

TS
Trade

PB
Pricing & Billing and Deposit 

Pricing

AF
Asset Finance

ML
Markets & Lending

CP
Complaints

CB - Permissions
Digital Permissions

RF
Refunds Automation

CAO
Account Opening

CB –O4B Reg
Digital O4B Registrations

Integrations & 
Services

OC IS

FileNet

CCH

My Wo rkspace

BiX

Sno wbound

CBS

TI+

DCM

Microservices

Audit Letters 
Pipeline

COTJ Pega

CLM Pega

DA1 Pega

Confirmation of 
Payee API

MS Graph

Xelerate

Components

Self-Serve Co nfiguratio n

Live Reports

Get Next Work

Emails Templates & 
Communication

Notes Templates

Incoming Quality 
Tracking & Reporting

Auto  Indexing

OC R

SMS

Letter Production

Checklists

Parent & Child

Process Steps

D2 Tracking

Auto mated Chasers 
Email & SMS

One Pega app - multiple reusable features



Demystifying the journey
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Problem Space

April-May 2025

Capability Assessment and 
Recommendations

June – August 2025

Architecture, Governance and 
Controls

August – September 2025

Development Cycle

October 2025

Production rollout and Value

November 2025



Problem Space - Scaling Colleague Productivity and
Client Servicing
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• 2M+ cases/year supported by 5,000–7,000 inbound emails daily and ~2,000 outbound communications

• Colleagues manually reading, interpreting, classifying, deciding, and drafting—often with limited in-flow guidance

• Manually copying content from emails, structured, unstructured forms into case forms

Manual Effort at Enterprise Scale

• High handling effort

• Classification errors

• Limited real-time guidance

• Poor visibility

• Inconsistent policy application

Systemic Friction in Today’s Workflows

• Longer resolution times and variable experience

• Making service improvements costly (Adding more FTEs)

• Meeting the demand of scaled volumes as bank expands

• Quality Risk

Barrier to Scalable Transformation



Capability Assessment and Recommendations
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Purpose Capability 
Assessed

What Pilot Showed Recommendation

Understanding GenAI-Connect Accurate summaries of cases, emails, and history; 
significantly reduces reading effort

Proceed with embedded 
summarization

Classification IVA Models, 
GenAI-Connect

GenAI Works but underperforms compared to existing ML 
IVA without large training datasets

Retain existing ML IVA 
models

Extraction GenAI-Connect Strong for structured forms; weaker for complex 
unstructured documents

Selective rollout
(structured only)

Structured 
Content 
Generation

GenAI-Connect Strong productivity gains (~3 FTE) for business to generate 
letter templates; requires prompt governance

Proceed with controls

Unstructured 
Content 
Generation

GenAI-Connect Accurate outputs with efficiency gains at scale
(~2,000 emails/day); needs review

Proceed with human 
oversight

Guidance Knowledge Buddy Contextual knowledge improves decision quality; some 
practical limitations

Proceed + integrate with 
Enterprise KM

Coaching Gen AI Coach Valuable for complex journeys; currently limited to case 
data/prompts

Proceed + expand/integrate 
with Enterprise KM



Governance Defines and Systems Execute
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Control Plane

Governance construct

Architecture, Risk, Compliance

Design-time

Define policies and guardrails

Risk models, HITL rules, model 
approval

Human-led decisions

Execution Plane

System runtime

Engineering, Platforms

Prompt Engineering and versioning

Enforce policies in workflows

Masking, LLM calls, filtering, logging

System-driven execution

By separating governance from 

execution, we ensure GenAI scales 

safely — with policy defined centrally 

and enforced consistently across every 

workflow



Business Problem – Asset Finance
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12
Process Steps

70
Checklist Questions

Minimal
Data & Processing 

insights

Limited
Case and workflow 

mangement 



Solution – Asset Finance
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Redesigned Pega Case

• Structured workflow

• Automated comms

• Full MI suite

• Automated data sourcing

Gen AI Data Extraction

• Utilises Pega Gen AI Connect 

• Key fields extracted from PDF

• Auto-indexing on completion



Asset Finance - Gen AI Component
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Results – Asset Finance

Over 2,200 cases created

Auto-indexed 83% of cases, saving 
200+ hours of manual effort

Achieved 99% accuracy in data 
extraction

A repeatable blueprint for scaling 
GenAI across CB Pega

Significantly faster end-to-end flow 
for colleagues and customers

“Feels more efficient and definitely a time 
saver with automated emails and a 
refined checklist.”

“The whole experience feels less clunky 
and far more streamlined.”

“No more time wasted copying and pasting 
— emails sent instantly and processes 
completed in a flash!”

“So much easier and quicker. Less 
back-and-forth and far more 
straightforward.”



Business Problem – Complaints

17

Multiple
Hand offs / re-keying

Lengthy
Email chains & doc review

160 mins
Avg case handling time

2 weeks
Typical e2e resolution
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Solution – Commercial Complaints

Redesigned Pega Case

• Direct case creation, no PDF to re-key

• Pre-populated data

• Automated routing to Complaints 
Team

• E2E tracking of resolution in CB Pega

Gen AI Overlay

• Instant complaint summaries

• ~30 mins saved per complex case 
assessment

• Letter content drafted (HITL)

• ~45 mins saved in response letter 
drafting
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Gen AI Use Case 1 – Commercial Complaints

Customer verbatim (email / 
transcript / summary)

Submitter’s notes

Core system data

Test Data: not a live Complaint



Key Pega Journeys and Gen AI Components Overlay
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Lessons Learned…
Design Model, Assurance and Feedback Processes

Simple to build
• Pega Gen AI tools are intuitive
• Existing feature teams build 

and iterate the solutions
• No specialist AI teams required

Collaborative by design
• The best outcomes come from 

live, hands-on sessions
• Developers, designers and 

business users experiment with 
prompts together and see 
results instantly

Feedback drives quality
• In-the-moment feedback is 

critical
• We ask for feedback on every 

Gen AI use
• A simple thumbs up is enough 

when it works well
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