
The Problem
The Credit Risk Management function for a large lender in 
Switzerland focused its efforts on reducing the time it spent 
on formal credit reviews for small and medium enterprises 
(SMEs), while not increasing credit default risk. 

When the team started gathering data, it performed 8,570 
formal credit reviews called “Fix,” consuming 33,977 
working hours. On top of this, 15,225 hours of front-office 
working time were consumed in providing relevant customer 
information. 

The team’s goal was a to reduce the total 49,202 working 
hours by at least 10 percent, down to 44,282 hours (primary 
metric) without increasing the credit default risk (secondary 
metric).

The Solution
The team established value stream maps of the Fix process 
and of an alternative process called “ZW-Fix,” a streamlined 
way of performing credit reviews. Measurement of each 
activity in both processes showed that the lean ZW-Fix was 
between 42 and 75 percent shorter than the formal review 
Fix.

Next the team assessed the value-add of each process step 
for credit default prevention. This had to be done for both 
processes and for a large variety of credit cases. Also, the 
frequency and depth of risk analysis was challenged and 
assessed. 

This resulted in the finding that the formal review Fix was 
chosen more often than necessary, instead of a lean review 
Zw-Fix. And for particular cases, a credit review was rated 
as “completely unnecessary.”

Consequently, unnecessary credit reviews are now skipped 
for:

Credits fully secured by marketable collaterals.

Guarantees in favour of the bank.

Corporations under public law.
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Problem Solved.

The frequency of formal reviews is prolonged and partly 
replaced by the lean review process (ZW-Fix), which 
enabled policy and amortization procedure enhancements 
yielding the additional credit-capture of $200,000.

The changes have been fully implemented into the credit 
manual, have been communicated and are fully operational.

The Results
The workload in the SME credit review process will be 
reduced by 5,645 hrs or 11 percent. This reduced workload 
also enabled the a budgeted staff reduction in the Credit 
Management area by 3.1 Full Time Equivalents.  

Other results include: 
The front offices feel the reduction of non-value- add 
activity in the form of fewer requests for customer 
information from Risk Management. 

Corporate clients are less often bothered by the front 
office to supply such information.

Problem
Inefficient and risky creadit reviews

Solution
Streamlined credit-review process with value-stream 
map

Challenged the frequency and depth of risk analysis

Result
11% workload reduction

Savings of 3.1 FTEs
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