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This paper is your guidance about how to set up a proper book of
work management and thus get rid of KYC overdues and high fines.
From our KYC Factory projects, we know:
The set-up of the Book of Work Management is one of the most
important tasks for successfully managing an organization’s
production input. With the term “production input” we describe the
sum of all KYC cases which need to be checked within a KYC
production organization.
Although the Book of Work Management is one of the most
important tasks, many KYC organizations still lack proper
implementation, as they either do not see the urgent necessity or
lack the required expertise.

But what exactly is meant by the Book of Work
Management?
The Book of Work Management in our KYC process describes the
management of an organization’s “production input”.
This production input is not a stable and fixed number of cases but
varies, growths and shrinks with the time.
The Book of Work Manager is responsible for the whole production,
including RRs (Regular Reviews), NCAs (New Client Adoptions) as
well as the EDRs (Event-Driven Reviews).
He is the single point of contact for all the different types of reviews
and has to manage the pipeline by delegating the cases to the KYC
analysts.
Although his task is very time consuming and important, many
organizations do not pay much attention to this central role.

The consequence: A lack of transparency and control over the
upcoming KYC population regional and globally resulting in an
increasing number of overdue cases. As subject-matter experts, it is
our goal to offer you practical strategies to combat financial crime in
your institution.
This is why we draw the attention in this paper on this important
function and present you in the following a practical guide about
how to set up and run a successful Book of Work Management:

1. Define the role of the Book of Work Manager and
integrate it into your organization
As already mentioned, in a successful KYC production organization
the BoW Manager plays a very prominent role.
He handles the entire KYC Book Of Work. He is also responsible for
the first time set up and the ongoing Book of Work Management.
Hence, the exact definition of the BOW Manager’s responsibilities is
the first important step to avoid double work with other positions
and work time and cost-efficient.

2.

Set up a proper BoW System

Although this sounds simple, based on our experience the choice of
the right BoW system is the most common pitfall within many KYC
organizations.
Organizations try to structure and track their cases with a simple
excel sheet, which by the time that many people are working in it,
becomes bigger and bigger, more unstructured and runs the risk to
crash - the worst-case scenario for every institution.

The reason why many institutions hold on excel anyway was the
absence of a proper, on KYC specialized tool on the market.
Luckily, we could close this gap by setting up our GoKYC tool. With
GoKYC we run the whole KYC end2end process of our clients
without any data risks.

3.

Define your Book of Work – Start with a pilot

In case of a very new implementation of BoW Management, we
recommend starting with a pilot region. Thus, you can step by step
integrate this very new working method within your institution and
give your team the chance to get used to it.

4.

Prioritizing within your portfolio – A key factor

Prioritize within your portfolio and decide which cases to work on
first.
The following factors will help you categorize:
Due dates
Cases with a closer due date need to be executed first.
Case types
EDRs and NCAs have to be prioritized before RRs.
Risks (industry- , country risk)
Cases of a higher risk category need a special focus as they
consume more time to be checked.
With these factors, you can organize your portfolio even with cases
of the same due dates.

5. Adapt your processes
With the Book of Work Management you will have to make
adjustments within your process, especially when it comes to the
delegation of cases.
This means your process should consider the following
subprocesses, which we are going to discuss later in detail:
Management of new cases in the pipeline,
Management of Inflight Cases and Rush Cases
Allocation of cases to teams/ team leads
Exiting the client process
Due Date management
Prioritization process with regards to due dates and risk
categories
Reporting process
Escalations process
Production planning and forecasting process

6. Mindset change for the people - “From Pull to Push”
Especially in the organizations where a proper BoW Management is
missing, the case manager tends to grab the cases by himself.
With BoW Management, we change this approach from a pull to a
push. Instead of one case manager “pulling” all the cases to her/him
we “push” a similar amount of cases to the different teams. This step
goes hand in hand with step number 7, the case assignment.
This approach ensures more efficient utilization of existing
resources and as well as better case quality.

7. Case Assignments
For the Case Assignment, we first create an
overview of the number of analysts available and
cases that need to be processed in the upcoming
time. With this knowledge, we start each case a
minimum of 3 months before its due date and assign
it to a team or an analyst, depending on internal
guidelines.
The BoW Manager needs to have full transparency
about all cases and assignments at all times. In this
way, he can reassign cases if needed, e.g. due to
sickness or holiday and avoid creating idle in the
production.
This approach ensures maximum utilization of
existing resources, better case quality, and faster
case processing.

8. Ongoing BoW Management
BoW Management is an ongoing process. After
completing a KYC case, automatically a new due
date and thus a new case to be executed pops up.
With this automatism, you can easily calculate your
effort on FTE. Thus, you won’t miss deadlines and do
not risk to produce overdue cases.

9. New clients in BOW Management & EDRs (Rush
Cases)
With the prioritization from step 4, you are now also able to handle,
so-called “Rush Cases” as EDRs and “Inflight Cases “as NCAs.
These case types often have a shorter deadline and therefore need
to be checked faster. In many organizations, these case types often
end up as overdue cases, due to the missing overview of the case
types in the pipeline.
With a clear prioritization and the integration of GoKYC, the analyst
gets automat reminded of what to work on first. This working
method does not only avoid overdue cases but also supports a
stress-free and structured way of working within the teams.

10. The exit of clients in BoW Management
This exit process of clients varies from country to country due to
local regulations and different internal policies. We recommend
integrating this exit process also in BoW Management. The
advantage: All KYC process steps are tracked in one tool.
Especially the client exit process often prolongs as many
stakeholders are considered in the decision whether to exit a client
or not. Therefore, it is very necessary to have good tracking and
documentation in place.

So overall the BoW Management as well as the integration of a
proper KYC Management tool offer your organization the following
striking benefits:
Very transparent and organized way of working
Significant cost and time savings caused by intelligent resource
planning
Higher protection of your client data
And above all, the avoidance of KYC overdues resulting in high
fines and reputation damages.
The set-up of your BoW Management takes us around 3-4 months
including process and mindset changes.
Let us start today and work together towards your goal of a digital,
transparent and compliant KYC organization.
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