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In Autumn 2014, Nationwide met with Apple in Cupertino,
California, to discuss their involvement with the UK launch
of Apple Pay. Nationwide recognised this as a major step
forward in digital payments in the UK.

They committed to be part of the launch,
to be one of the first financial institutions
to go-live with the solution. This would
demonstrate Nationwide’s commitment to
becoming a ‘Digital Building Society’, and
underpin its proposition to its customers.
But there was a challenge. Go-live was less
than nine months later, and Nationwide
would need to start live-proving with Apple
within five months to be in the first wave.
Baringa featured at the heart of the
programme from initiation through to,
and beyond, ‘go live’. Our experience of
accelerating the design and delivery of
digital payments solutions with Nationwide,
made us the logical partner. We designed
the business solution within five weeks,
which was signed off within seven, thus
providing the perfect platform for the
following months of hard work in delivery.

What is Apple Pay? Why is it
significant to the banking industry?

Going live with one of the best ever
implementations of Apple Pay

Since go-live in the UK at 0600h on the 14th
July Apple Pay has been the biggest leap
forward in UK digital retail banking payments
history; delivering secure payments using
biometric authentication (via TouchID) to
a significant proportion of UK retail banking
customers overnight. Apple Pay allows
customers to make authenticated Near Field
Communication payments and payments
within registered iOS native apps. Because
it uses existing terminals, at launch, it is
available in over 250,000 UK stores
(including Transport for London).

Nine months later, Apple Pay was live, and
has proven to be a great success. From the
moment it was announced in early July,
Apple Pay created a strong reaction in the UK
market. Apple Pay is seeing rapid UK uptake.

Apple Pay uses tokenisation to replace your
card number with a device account number
(token) which is stored securely on your
device. When you make a payment, your
token and a cryptogram is passed to Visa
for decryption, meaning retailers never see
your details. The user experience is almost
frictionless, from registering your card to
making payments with it.

The Nationwide delivery, and
the entire team behind it, has
been held up as an exemplar
amongst the other banks by
both Apple and Visa. Being a
Wave 1 issuer has raised the
profile of Nationwide’s brand
to the market and to their
customers, and demonstrated
their commitment to digital
transformation.

As a result it’s more secure than traditional
card payments (especially card-notpresent transactions), reduces the need
for customers to carry cash and reduces
costs for merchants. The potential for this
to integrate with loyalty cards and other
value added services is significant, and
there are many significant extensions of the
Apple Pay service expected over the coming
months and years.
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Baringa’s partnership
with Nationwide
Baringa have been a
transformation partner
of Nationwide since 2012,
across the organisation.
In the payments arena, we
have supported multiple
programmes including
Apple Pay, V.me, Paym and
Contactless Cards. We have
also supported the Society in
reviewing its overall payments
strategy for the coming years,
and in defining its Target
Operating Model to deliver
and support its new and
existing payments solutions
and services.
Our role in delivering Apple
Baringa was asked by Nationwide to
rapidly mobilise a team to conduct the initial
solution analysis, scoping and requirements
definition, whilst the rest of the programme
team was mobilised under the strict
non-disclosure agreement.

Our team immediately immersed
themselves in the details of the US solution.
We built up the customer journeys and
processes, and shaped the business solution
that would become Nationwide Apple Pay.
In this initial phase, working alongside
the Nationwide Architecture team, the
concrete foundations were laid for the rest
of the delivery. We worked closely with the
Nationwide senior management team to
review key options and decisions, and to
gain agreement to the solution. We
engaged with further SMEs to develop the
supporting non-functional requirements
using our proprietary Baringa method.
The solution design and requirements
were completed in less than 50% of the
time a typical project of this complexity
would require.
The integral role of the Baringa team
continued into the technical design and
build. We became a knowledge hub to
ensure integrity of the solution, building
upon the solid foundation defined in the
requirements and customer proposition.
The quality and stability of the solution
resulted in significantly less duplication
of effort during the build and test phases,
as well as 60% fewer change requests
than a traditional delivery.

As launch approached, Baringa seamlessly
moved into other programme hotspots. We
were key participants on behalf of Nationwide
in conversations with Apple, Visa and other
third parties, providing the link between
our deep knowledge of the solution and
the objectives of the third parties. We spent
large parts of the testing phase in Apple HQ
in London, facilitating solutions to issues as
they arose. Feedback from Apple was that we
had the highest ever pass rate for testing. We
supported challenges in the business readiness
and credit card workstreams, and provided key
inputs into training material development and
detailed customer services processes.
Throughout the project we built confidence
and excitement with the Nationwide CEO
and ExCo, including demonstrations of early
iterations of the solution. At go-live, we were
part of the team that switched the solution
on, and embedded ourselves in the contact
centres to support go-live questions and
issues, and to celebrate the success of the new
service. It was a fantastic experience to be part
of this team, along with all of our exceptional
Nationwide and other third party colleagues.
Demonstrating how to accelerate
the delivery of change
All of our clients are wrestling with the
challenge of how to deliver more change,
faster, and for less cost. This pressure
is only increasing as the pace
of digital change continues
to accelerate. In many of the
programmes in which we partner
with our clients, this acceleration and
reduction in cost of delivery is an explicit part
of the role that we play.
We were able to help Nationwide to do this in
the Apple Pay programme. The following were
some of the most critical factors in helping
Nationwide deliver a high quality solution, on
time and under budget.

Absolute executive

commitment
Apple is a cutting edge technology
company that we can all relate to. Getting
people excited about this was, at the
very least, at the ‘straightforward’ end of
the spectrum, and there was the added
benefit of a hard deadline. However, we
can use this as a great example for the
impact of having senior management
aligned and actively engaged. Continually
making the proposition and the discussion
points come alive using visual and tangible
demos for the executive was key to their
continued commitment. It also provided
the project team with a repeatable and
well-understood common vision.

Trust
In this case facilitated by the strict NDA,
only a small group of key decision makers
were involved. This reduced the number of
checkpoints that were required and meant
that the workstream leads could liaise
directly with the board, allowing the project
team to build up credibility and facilitate
future decision making.
The value of trust was not just limited to
the Executive Board. The need extended
into the roots of the programme through
delivery, with each team having faith in
their counterparts to get the job done.

 imble design
N
and analysis
In some programmes it is not appropriate
to run a fully fledged ‘Agile’ approach. In
these cases it is still possible to significantly
accelerate the proposition design and
requirements phase, as well as the ongoing
build and test phases, in a number of ways:
Experience – we leveraged our Digital
Payments proposition design experience.
We brought an informed design based on
the experience of the whole project team
and our external best practice insight.
Collaboration – we built close
relationships across all programme teams
e.g. engagement with testing when
requirements were still in draft giving them
as much time as possible to prepare their
own deliverables. Such close engagement
with design, architecture, test and build,
as well as the business stakeholders,
resulted in fewer change requests and
greater clarity for the other teams. Our
requirements were technology-informed
as a result of the knowledge that we had
gleaned from Visa and Apple and from our
knowledge of Nationwide.
Governance – we employed strong
governance around our deliverables so that
traceability and change control processes
were in place and understood shortly after
initial agreement.
Adaptability – we led the way in terms
of operating in an environment where we
couldn’t confirm design details, and were
completely transparent about this with
the other project teams. When delivery
challenges prevent you from having all of
the information to hand, you need to quickly
agree and work from informed assumptions.

Our role was far broader than that of
a traditional ‘Business Analysis team’.
In partnership with Architecture, we sat at
the heart of the programme, leveraging our
knowledge of the solution and the business
needs, as well as the relationships that we
had built up with Apple and Visa. We had
significant influence on all downstream
activities and in resolving any issues, acting
as a central hub of knowledge equipped
to shore up parts of the programme that
experienced unanticipated challenges. This
continued right through to being part of the
testing team along with Nationwide, Apple
and Visa.

Hand-picked team
The combined Nationwide and Baringa
team were acknowledged experts in their
respective areas of responsibility, and had
the collaborative mindsets and drive to
make things happen quickly. It was also
critical that everyone was willing to step
out of their traditional roles and take on
any challenge within the programme
at short notice. Everyone understood
the critical path and were able to flex
accordingly. Collectively, the team knew
the Nationwide operation and technical
stack inside-out.

L
 ay the groundwork for
inter-team integration
Co-location and flexible working patterns
brought many benefits. Making it easy for
teams to integrate with each other early
on is rarely done as well as we saw on
Apple Pay. When individuals within one
team have direct links into all other key
teams on a programme, persistent issues
start to become easy to resolve, solution
options are found more rapidly and agreed
just as quickly.
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Top five things to accelerate and
reduce the cost of change

Absolute executive commitment
Generate Executive commitment by
demonstrating early credibility and by
bringing the proposition to life. Work with
a small group of key decision makers
early on in the programme.

Why successful
acceleration of delivery
leads to reduced costs

Trust
Executive engagement needs to translate into
trust in the project team to make the right
decisions. In turn, each project team needs
to have faith in their delivery counterparts to
produce to time and to quality.

Accelerating a programme’s
delivery timelines should also
reduce the cost of change for
a variety of reasons.
Decisions have to be made more quickly,
reducing unproductive time
There is a relentless focus on priorities,
given limited resources (time, funding
and resource)
Getting the design right first time leads to
lower build cost and fewer changes
There is typically a smaller, higher quality
team, for a shorter period of time in
this type of project – which delivers at
a significantly lower cost than larger
inefficient teams
The whole team goes on the journey
together. This allows everyone to
understand the solution and minimises
the time lost to handovers.

How banks can apply our learnings
In summary, this programme is a great
proof point that programmes can be
delivered rapidly and below budget.
However the approach constitutes
a significant shift in the approach to
change and programme delivery for
any organisations. It is a shift away from
‘waterfall’ and gateway style programme
management, and away from stringent
separation of duties between roles such
as ‘Analysis’ and ‘Architecture’.
It requires a level of focus, engagement
and empowerment from senior
stakeholders that is rarely seen, but
that will actually save their time (and
frustration) in the long run.
Changing ways of working to realise these
benefits is going to challenge the heart of
many business decisions that have been
made over the last few years e.g. offshoring
of development centres; adoption of
stringent change frameworks; and adoption
of strict divisions of duty between different
change related roles.

The major banks will need to be able to
adopt rapid change methodologies, and to
customise them inflight as required. And
they will need to learn how to partner with
external organisations to deliver with them,
and to help them build and develop their own
internal capability.
By adopting a faster and lower cost approach
to delivering change, the banks will be
able to transform to provide the customer
proposition that the digital age will demand.

Baringa isn’t afraid to
challenge in a really
collaborative way. They are an
excellent team builder – both
in work hours and for social
events. The whole team’s
high levels of motivation were
undoubtedly fuelled by their
encouragement and passion.

Nimble analysis
Rapid quality delivery is not compatible
with the typical analysis approach of
working within strictly defined boundaries.
Instead, analysis teams need to combine
delivery, customer experience and business
transformation skills to operate at the
epicentre of the delivery, ensuring the
foundations of the solution extended into
all aspects of delivery.

Hand-picked team
Sounds obvious, doesn’t it? To enable high
quality delivery you need capable people
who can work logically through challenges
and uncertainty; and effectively across team
boundaries.

-

Nationwide Apple Pay Project Manager

Lay the groundwork for team integration
Co-location, and flexible working patterns,
brings many benefits. This breaks down
barriers enabling effective working later on.
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The Baringa team were
crucial in ensuring we
were part of the
Wave 1 launch.
Richard Henshall
Head of Banking and
Payments Transformation
Nationwide

About Baringa Partners
Baringa Partners is an independent business and
technology consultancy. We help businesses run
more effectively, navigate industry shifts and reach
new markets.
We use our industry insights, ideas and pragmatism
to help each client improve their business.
Collaboration is central to our strategy and culture
ensuring we attract the brightest and the best.
And it’s why clients love working with us.
Baringa. Brighter together.
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