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Executive
Summery 
In this white paper, we aimed at pinpointing 

the Open Banking concept: what components 

it includes, what it means for us, and how it aff ects 

value creation in fi nancial services, specifi cally 

in the context of corporate banking.

We concluded that this concept changes value creation 

in the banking environment and represents an approach 

to address business and corporate clients needs in a 

more holistic way. Here are the key take-aways:

Open Banking is more 
than just payment APIs 
Open Banking consists of various important com-

ponents that play together. While the approach 

leverages a technological infrastructure and fi nancial 

information, we also see collaboration and culture as 

crucial components. 

The result of these aspects, if combined properly, are 

jointly developed (co-innovated) solutions, which 

increase user value. This implies that close partnerships 

at eye-level with others, e.g. FinTechs or software 

companies, are crucial. Furthermore, this also requires 

integrating the client into developing and implementing 

such a solution. With all parties involved in the process, 

we see signifi cant value potential.

Open Banking 
is not just another platform
Although the Open Banking approach is based on 

the close interaction of various parties such as users, 

banks, FinTechs, and non-banking partner companies, 

Open Banking is not just about building the next 

best platform. We believe that it is about additional 

user value, and to bring relevant parties together to 

create valuable solutions. This means that, as a bank, 

we can bring specifi c fi nancial products to the table 

or aggregate specifi c data, which are necessary for 

a certain solution. Furthermore, a bank can identify 

and coordinate the best fi tting partners, for example 

by leveraging their already large network. In the end, 

it will most likely not be an either-or activity, but 

established banks will perform a mix of those activities 

for a solution to click into place.

Business and corporate 
clients are part of the equation 
– not just the result
We identifi ed three fundamental client needs: “custo-

mized products and solutions”, a high degree of 

“automation and end-to-end integration”, and a “hybrid 

digital-personal relationship” (see chapter 4). In the 

long run, this might address the defi nition of intra- 

organizational communication standards. However, 

having a predefi ned set of products and the right set 

of technical tools to provide them is not enough. 
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Solutions should be created and provided in collabo-

rative set ups, where clients are an important part of 

the equation. We acknowledge that a personal client 

relationship is highly important not just for convenience 

or in a moment of crisis, but also when discussing new 

opportunities and ideas to increase value. As a bank, 

we believe that we need to leverage our relationship 

managers combined with our powerful digital capa-

bilities.

Nobody can do it all alone
Along with technological possibilities, signifi cant 

challenges will arise, which cannot be solved by one 

single party alone, especially in our increasingly complex 

world. We are convinced that these challenges must be 

tackled together. Commerzbank has built up distinctive 

know-how and technological capabilities and we are 

eager to discuss possible partnerships with others. 

We want to give active support along the way when 

it comes to setting up the technological foundation, 

identifying opportunities or to leveraging the right 

resources. With a strong focus on the solution and the 

right minds involved across organizations, obstacles on 

the way can be eliminated.

Value comes from beyond 
the organizational borders
Ultimately, we prove that the world is heading towards 

much closer cooperation and collaboration. Value 

is rarely being created in a garage by one person or 

organization alone – and even the best idea needs 

the right resources, know-how and perseverance for 

a successful implementation. We see a future where 

organizations are communicating and working together 

in a much more open way. Each party contributes 

unique assets and capabilities and when combining the 

strengths of each party, the potential for great solutions 

is almost infi nite. This also applies to the cooperation 

between established banks and FinTechs, which have 

often been considered as a threat by established 

banks in the past. However, fruitful partnerships are 

undoubtedly possible and will increase in number. 
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We live in exciting times. Ever more technological 
possibilities enrich our lifes and change the way 
we collect, store, process, distribute or use data.

This applies to individuals, who are connected via 

personal gadgets like mobile phones or even whole 

organizations, which are connected through technical 

interfaces. This ever-increasing interconnectedness is 

changing the way individuals and organizations are 

doing business with each other. The management 

consultancy McKinsey & Company estimates a drastic 

increase of inter-organizational and even cross-industry 

collaboration with an astonishing US$60 trillion of value 

created in networks of organizations by the year 2025 

[1]. This estimate equals approximately 15 times the 

German GDP in the same year. Modern organizations 

are accustomed to leveraging digital technologies and 

as a result are deliberately positioning them in large 

networks [2] . “One of those crucial technologies are 

application programming interfaces (API), which 

enable communication between IT-systems with 

enough fl exibility to address the complexity of today’s 

world. The result will be a closer collaboration among 

diff erent parties leveraging on their diff erent 

capabilities to create value for the customer.” says 

Jörg Hessenmüller (Commerzbank AG). 

An API can be basically understood as a technology, 

which allows software applications to talk to each other 

in a machine-readable way. The main benefi t is that IT 

systems are able to communicate through APIs via a set 

of standards without the necessity of deep knowledge 

of the opposite system. This generates fl exibility and 

possibly a higher variety of functionalities. Especially 

when connecting applications over the internet, this 

approach has been so successful that numerous 

organizations built their own systems leveraging specifi c 

web-API standards.

We conducted an extensive desk research paired with 

our experience with the underlying technology to 

develop a clear picture of Open Banking and how it 

will aff ect value creation. Furthermore, we conducted 

several interviews with practitioners from diff erent 

companies to validate our fi ndings and to generate 

more insights (see methodology in the appendix).
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APIs are one the rise

20�%
expected increase 
in revenue through 

APIs (69)

30�% est. 
growth of available 

APIs at Amazon 
between 2015 
and 2019 (60)By 2025 

Open Banking 
is the top strategic 
priority for retail 

banks (66)
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APIs have made a strong experience in the fi nancial 

services industry leading to the sharpest industry-

related API services growth rate since 2014 [6]. We 

conducted several interviews with experts in this area, 

and one of our interviewees said that APIs are an 

important trend that companies cannot and do not 

want to miss. The rise of APIs has been particularly 4 

accelerated by regulatory initiatives such as the Revised 

Payment Services Directive (PSD2) in the European 

Union [7], the “Open Banking Standard” in the United 

Kingdom [8], the API standardization group driven by 

the National Automated Clearing House Association 

(NACHA) in the United States [9] , and several 

initiatives in Hong Kong [7], [10] . Even though most 

of these and other regulatory initiatives mainly focused 

on payment services [11] , the technology made a 

strong appearance in the fi nancial services industry and 

formed the new trend of Open Banking, creating more 

integrative services across organizational borders [12] . 

United States [9], and several initiatives in Hong Kong 

[7], [10]. Even though most of these and other regulatory 

initiatives mainly focused on payment services [11], the 

technology made a strong appearance in the fi nancial 

services industry and formed the new trend of Open 

Banking, creating more integrative services across 

organizational borders [12].

Commerzbank is the market leader in the corporate 

banking segment in Germany. We serve both SMEs, 

with medium sized enterprises being the backbone of 

the German economy, and large corporate clients with 

complex international operations [13]. The corporate 

segment is highly heterogeneous, and a typical client 

is diffi  cult to identify. While the term Open Banking 

has been defi ned diff erently across continents and 

organizations, we believe that the concept will help us 

serve our business and corporate clients better.
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One of those crucial technologies are application 
programming interfaces (API), which enable 
communication between IT-systems with enough 
fl exibility to address the complexity of today’s world. 
The result will be a closer collaboration among 
diff erent parties leveraging on their diff erent 
capabilities to create value for the customer.

Jörg Hessenmüller
Commerzbank

To understand these implications for our organization 

and ultimately for our clients, we have been working on 

this white paper. We will share our understanding as 

well as our ideas of how Open Banking will aff ect value 

creation, specifi cally in the corporate banking seg-

ment. 

Our approach is based on three major assumptions:

•  We expect that Open Banking will have a signifi cant 

impact on banking operations and how banks will 

provide fi nancial services.

•  We believe that the reconfi guration of fi nancial ser-

vices will have an impact on our relationships with 

clients and other stakeholders and on how we are 

working together.

•  Future value creation will be based on inter-organi-

zational networks in which collaboration will be an 

essential component for success.

Today, we face unprecedented technological oppor-

tunities and we expect that the resulting trends will 

shift how organizations communicate and do busi-

ness with each other. We hope that this white paper 

will contribute to the ongoing discussion and trigger 

new questions that will move all of us further towards 

the horizon.



Open Banking 
– What it Means 
and How it Works

Chapter 2
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As Open Banking is not a particularly new topic, numerous 

articles, white papers, and studies already exist. These studies 

provide a wide range of defi nitions and a diff ering understanding 

of Open Banking, therefore we believe it is crucial to specify what 

we mean, what the technical, organizational, and strategic 

implications are, and how we as a bank are handling this topic.

Our Understanding 
of Open Banking

There has been signifi cant interest in the concept and 

massive investments into Open Banking capabilities in 

the past years. A survey among 290 fi nancial executives 

from several European countries revealed that almost 

half of European institutions have been spending 

budgets above 100 million €, with a median between 

50 million € and 100 million € [14]. Budgets for Open 

Banking initiatives across institutes are already high, 

but most of the surveyed executives reported that 

budgets are still growing. 

The concept of Open Banking essentially allows the 

exchange of fi nancial data between various parties. 

One way to understand the concept is to take the client 

perspective, where end clients can share their personal 

fi nancial data with other banks or FinTech companies 

[15]. Others put more emphasis on the technical 

perspective where the concept essentially means that 

banks share data with other parties (such as banks, 

FinTechs or BigTech companies like Apple, Facebook, 

Amazon) by establishing accessible APIs [16], [17]. 

Another perspective underlines the creation of new 

services and innovative banking products [18]. 

The trend is driven by regulatory developments, 

oftentimes focusing on the payment domain of fi nancial 

services [18]. However, we believe that Open Banking 

should be understood in a much wider context.

Infrastructure
Obviously, the technical infrastructure and the 

corresponding architecture support data access. “If 

properly implemented within the organization, the 

underlying API technology provides fl exibility and 

helps to link the myriad of diff erent IT-systems in an 

institution, without creating more dependencies.”, 

says Christoph Berentzen (Commerzbank AG).
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It promotes cooperation between product teams 

as various APIs are used in diff erent contexts. The 

interfaces themselves are supported by appropriate API 

management platforms, which help to expose data and 

services to internal and external users. In our research, 

however, we found that many organizations refer to 

Open Banking as leveraging standardized APIs [16], 

[19], [20], nevertheless APIs should not be confused 

with standardization. While there are common API-

styles (i.e. REST, gRPC, GraphQL), providing guidance 

in terms of how to design and use an API and common 

data-formats (i.e. JSON or XML) providing guidance 

of how requests and responses look like, an API highly 

varies with its purpose, the underlying infrastructure, 

and of course, across organizations. More eff ort is 

required to bring together fi nancial institutes to jointly 

develop industry-wide communication standards, and to 

harmonize interfaces.

Data
Another fundamental aspect of Open Banking is the 

exchange of data. This, in turn, gives control to the 

clients, who can independently decide, if and when they 

want to share their own data with other parties [21], 

aff ecting both corporate and retail clients. Financial 

transaction or account data needs to be shared in a 

secured way which banks can provide. However, most 

explanations of Open Banking refer to payment services 

and stick to PSD2 functionalities. For us, Open Banking 

is more than sharing transaction or account data, but 

it includes all fi nancial products and their underlying 

processes exposed via APIs (e.g. consumer loans or 

guarantees). This enables banks to connect with other 

service providers across domains or industries. This 

aspect requires, of course, signifi cant security standards, 

which ensure that all client information is safe, and 

access is only granted to authorized parties. Additionally, 

APIs need to successfully undergo various test stages 

before being launched. This security aspect has been 

an important strength, which established banks have 

leveraged, according to our interviewees. 

Collaboration
The technology boosts connectivity among diff erent 

parties, ultimately connecting individuals or teams to 

create new solutions together [18]. By exchanging and 

challenging ideas, it is possible to design off erings that are 

greater than the sum of their parts and create additional 

value to the client [22]. Besides developing great ideas, 

however, we believe there is another practical and yet 

more challenging aspect of collaboration.
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While great ideas thrive in a collaborative environment, 

it is even more important to discover all the bottlenecks 

that might hold back a great idea [23], [24]. Especially 

if we talk about partnerships with other organizations 

with the overall goal to increase user value, we need to 

consider co-innovation dependencies, i.e. to work out 

challenges which arise along the way.  

Culture
Collaboration requires an open mindset and a culture 

of trust and encouraged experimentation [25]. On an 

individual level, trust arises from an environment in 

which people work together in an inclusive, open, and 

safe way at eye-level, while the organization ensures that 

the service quality remains high and security standards 

are constantly being met. Encouraging experimentation 

means that people can creatively think about their work 

and their environment, for example, how it should be in 

an ideal state and what steps can be taken to achieve 

this. In our opinion, this is crucial as Open Banking is still 

in an early phase and the value did not fully unfold [1].

Innovation
Open Banking`s original goal was to increase 

competition among fi nancial institutions and ultimately 

boost innovation [11]. First, the regulation (PSD2) 

required fi nancial services institutions to invest heavily 

into new technology which will strengthen the internal 

IT-infrastructure, automate processes and ultimately help 

to renew distribution channels [18]. Second, with new 

possibilities for external parties (i.e. online market places 

or FinTechs) to potentially access data, new services have 

appeared [26] on the market and new possibilities for 

cooperation and collaboration emerged [27]. Ultimately, 

innovation is a result of the interplay between the former 

four components. More specifi cally, it is the result of 

implementing the right infrastructure, using relevant data 

or information, following a collaborative approach, and 

living an open culture.

Open Banking must be understood as the sum of the 

described single components and integrated and lived 

across all organizational levels.

Copyrights @ 2020 Commerzbank. All rights reserved12 Open Banking – What it Means and How it Works

If properly implemented within the organization, 
the underlying API technology provides fl exibility 
and helps linking the myriad of diff erent IT-systems 
in an institution, without creating more dependencies.

Christoph Berentzen
Commerzbank

In our interviews, David Kauer (PostFinance AG) put it 

diff erently: “Open Banking is a fundamental strategic 

and architectural question. Banks do not just do Open 

Banking – Open Banking is a framework that requires 

a 360-degree view of business and corporate clients 

and their needs. Banks, thus, have to decide wisely 

about the order of actions they take to follow such an 

approach.” This supports our understanding of Open 

Banking since we are convinced that this concept must 

be considered in a much wider, multidimensional context 

and not as another regulatory requirement. Additionally, 

it is not limited to single product domains (such as 

payments), nor is it a single strategic initiative or even a 

business model. The infrastructure lays the foundation to 

create a deliberate and controlled access to data across 

organizations. The concept accelerates collaboration, 

and paired with the right culture, leads to innovation. 

However, innovation should not be understood as an end 

in itself. It is ultimately a means to increase user value, 

to provide specifi c and relevant services together with 

others which provide a benefi t to our clients. Open 

Banking is a set of technologies, tools, as well as the 

mindset to engage with others to jointly build solutions 

that create value.



What Open Banking 
Changes and Who it Aff ects

If a retail client may grant access to account or transac-

tion information (under PSD2 regulation) as an example 

it is possible to let another company provide him new 

services for his bank account. And as client behavior 

changes, oftentimes triggered by innovative services 

from BigTechs or specialized startups, their expectations 

towards (fi nancial) services are constantly rising. More 

and more clients are willing to share additional data 

(possibly with multiple parties), therefore better and 

more individualized services that go beyond standardized 

banking can be composed [19]. This results in the 

following opportunities for fi nancial institutions: 

•  It is possible for institutions to better tailor their 

service off erings to the actual client needs, addressing 

the right need at the right time.

•  Banking services are rarely an end in itself but rather 

a means to fulfi l another client need. A consumer 

loan, for example, is used to buy a consumer product. 

Nevertheless, obtaining a loan and buying a product 

are often separate processes and lack simplicity and 

convenience. It is possible to combine these separate 

services digitally and provide a better user experience, 

which translates into higher client value.

•  While it is often diffi  cult for the client to understand 

which fi nancial product serves him best, digitally 

enabled processes can support transparency (even 

across institutions), and thus improve the client 

relationship.
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Actors in the Open Banking Ecosystem

While corporate and business clients are able to 

take advantage of the same benefi ts, due to their 

heterogeneity, their needs are far more complex. One 

of our interviewees pointed out that business and 

corporate clients appreciate a personal relationship 

to their advisor because they have specifi c business 

situations and individual needs. They are not interested 

in standardized banking solutions, rather they expect 

tailored and integrated solutions such as the integration 

of cash management solutions in their ERP systems. 

Open Banking is, from a technical perspective, 

increasingly leveraged to provide interfaces for specifi c 

banking products [28]. For example banking solutions 

such as corporate payments, which can be triggered 

directly from our clients’ cash management system, or 

guarantees, which can be requested directly in our clients’ 

systems without paper-based forms [29]. However, we 

observe even more potential when it comes to close 

collaboration. Corporate client needs are quite complex, 

highly individual, and dependent on specifi c industry 

requirements (see section 3) and we see an opportunity 

to embrace this complexity by working together with 

others.With a fl exible technical infrastructure and 

fl exible banking products, it is possible to design more 

individualized solutions together with our clients [17].
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While Open Banking aff ects both retail and corporate 

banking clients, we also believe in signifi cant impact 

for potential non-banking partners (e.g. book keeping 

or ERP software providers) as well as so called third 

party providers (TPPs) such as retailers [30]. Open 

Banking is aimed specifi cally at encouraging innovation 

and competition among banking players [31] and 

third parties [32]. Under PSD2, fi nancial institutions 

are providing APIs to access specifi c client account 

functionalities (for example to be able to trigger pay-

ments) without the need of an additional user sign-up. 

This increases convenience and ensures high security 

standards [19]. It brings together fi nancial and non-

fi nancial [33] services with the user value in the center 

(see fi gure 1). Banks and non-banking partners can 

combine their resources and collaborate to drive 

innovation, making them valuable companions to help 

us strengthen our understanding of client needs and to 

jointly design better, more integrated and convenient 

services [19].

Furthermore, the new capabilities of fi nancial institu-

tions enable more possibilities with other organizations 

for valuable partnerships [4]. “The cooperation among 

established banks and between banks and other in-

stitutions should increase.”, says Monika Holdenrieder 

(Weltbild GmbH), since diff erent parties together can 

drive standards which is necessary for the harmonization 

of Open Banking requirements. Many FinTechs provide 

specialized banking services (i.e. OptioPay) or even 

full-stack banking solutions (i.e. Revolut) and may be 
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Oftentimes a strategic foundation of the Open Banking 
concept is missing since banks merely focus on quickly 
implementing use cases. However, a dedicated strategy 
will require strategic investments not only in technology, 
but also in organizational and governance models to fully 
leverage the potential of Open Banking.

Sven Biellmann 
fi nnova AG Bankware

considered as threats to established banks [34]. There 

are defi nitely numerous possibilities for cooperation 

and co-innovation [35]. Evidence suggests that even 

though institutions seemed to hesitate in the beginning 

[28], more and more fruitful partnerships between 

established banks and FinTechs have been created. A 

study from EFMA & Capgemini suggested that 89% of 

banks leverage APIs to partner with FinTechs [35]. 

To summarize, we recognize several parties that are 

aff ected by Open Banking. PSD2 and similar regulatory 

requirements play a signifi cant role for retail clients. 

For corporate clients, a seamless integration of banking 

functionalities in their own systems plays a crucial role. 

This may be accelerated by leveraging the right (non-

banking) partners. Additionally, specialized FinTechs 

may complement the services with their capabilities. 

All these parties are forming a whole ecosystem [36] 

of independent actors that collaborate to off er rich 

services that addresses highly individualized needs with 

innovative solutions [37], [38]. Ultimately, what binds 

them all together is the user value: “it is about what 

consumers actually need” [39].

Open Banking Value Levers
Open Banking is  still in  the midst of  unfolding how 

it  aff ects the interaction between banks, their clients 

and partner organizations and how economic value 

is  created. Evidence suggests that the concept 

is oftentimes considered as a response strategy against 

innovative FinTechs [33] or  an  approach to  increase 

customer centricity [18], however, we  argue that the 

concept should be  applied in  a  much broader sense. 

“Oftentimes a strategic foundation of the Open Banking 

concept is missing since banks merely focus on quickly 

implementing use cases. However, a dedicated strategy 

will require strategic investments not only in technology, 

but also in  organizational and governance models 

to  fully leverage the potential of Open Banking”, says 

Sven Biellmann (fi nnova AG Bankware).



This statement illustrates that it is crucial to get critical 

data fl owing within an organization and also in the 

network that emerges from close collaboration, and 

APIs are surely a key-technology to control such fl ows 

[40]. Even though banking data is considered “cream of 

the crop” [41] in a world where data is the new oil, simply 

“selling” data is not a viable business model behind the 

concept. More complex approaches for value-added 

services are necessary, developing solutions for specifi c 

problems. We see three levers to create value enabled 

by Open Banking: product supply, aggregation, and 

orchestration [33], [35]. 

For product supply, banking data could be used to 

provide value-added services in personal fi nancial 

management, product comparison, online-lending 

solutions, and cross-border payment solutions, etc. 

[42]. Financial products, however, frequently do not 

address primary client needs but are solutions to a 

problem that arises when fulfi lling the original need 

[43]. A mortgage, for example, allows consumers to buy 

a house and a payment transaction helps them to buy 

coff ee. This imposes a challenge in so far as clients do not 

necessarily spend so much time on banking portals but 

rather on commercial platforms where they try to fulfi ll 

their primary needs [43]. Therefore, it is more about 

identifying a need in the right context and the right 

time to off er banking products, for example at the 

point of sale. Another approach would be to build 

up a product and service-portfolio, which can be 

best described with the term “Beyond Banking” that 

promises a one-stop shop of banking products and 

other “related” services, which make sense when 

bundled together. This concept, however, has still 

not arrived in the mainstream [44]. Such innovative 

solutions may be already available by FinTechs, but 

these companies oftentimes lack a broad client base 

with the appropriate data available. One example is the 

individualized investment plan based on AI, as proven 

by Scalable Capital, that has been lacking real client 

data to improve their models and algorithms to a viable 

solution [44]. A partnership with data or services from 

an established institution could be benefi cial for both 

parties. In summary, the fi rst lever describes how Open 

Banking could be used to digitally provide services in 

specifi c contexts. 

Another viable option comes with data aggregation 

combined with the knowledge of fi nancial products. 

Data aggregation or multi banking functionalities 

already represent important features of the services 

described above [1], [45]. While most retail and 

corporate clients already manage multiple bank 

accounts and relationships, it helps clients to have 

an overview and access important information more 

easily and conveniently. Additionally, aggregation may 

provide an important foundation for the described 

services and possibly even co-innovated solutions.
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The more and higher quality data available, the better 

the provided services will be. In addition, providing 

access to several services, potentially from various 

parties, may generate even more value to end users – 

creating transparency and choice. While there are 

multiple fi nancial products available from various 

parties, the market is oftentimes crowded and far from 

clear to the client. With product comparisons, it is 

possible to increase value for the end user as well as the 

participating suppliers [45]. There are various examples 

of these concepts, for instance loan comparison by the 

Berlin-based startup Smava or mortgage comparison 

by the Swiss-based PostFinance spinoff  Valuu. 

Ultimately, orchestration activities have been con-

sidered highly attractive, especially in times of whole 

networks of organizations [2]. Orchestrating networks 

naturally sounds interesting, and obviously, highly 

lucrative. The famous BigTech orchestrators Facebook, 

Alibaba, or Amazon make it seem easy, and above 

all, these atypical orchestrators seem to be able to 

dictate how others can contribute and what they may 

get in return for their eff orts. While everyone seems 

to aspire to become an orchestrator of networks, 

most orchestration activities comprise a delicate set 

of capabilities, that have developed over some time 

and that require substantial fi nancial investments, with 

large bets on growth and high potential losses [39]. An 

important capability is the right technical infrastructure 

at hand that helps to manage information fl ows and 

connect diff erent parties with each other, for which APIs 

are a crucial building block. Additionally, orchestrators 

need to carefully coordinate various parties, manage 

participants, establish governance standards, and 

boldly lead in terms of vision and strategy. Managing 

information fl ows by a trusted party is essential [2]. 

While we believe that banks may not be the next Google 

or Amazon, our understanding is that a bank as a 

trusted partner with an already wide network of clients 

and partners may create value by bringing together 

multiple parties.
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These two exemplary use cases indicate how Commerzbank 
leverages on its Open Banking capabilities to be a strong 
partner for its clients off ering relevant services from one 
source and in one place. And we believe this is a good 
starting point for possibly becoming a future aggregator 
or orchestrator as well.

Dr. Carsten Bittner 
Commerzbank

With experience in Open Banking and by connecting 

these parties, it may be possible to address client needs 

in a unique and benefi cial way to off er integrated and 

end-to-end solutions [1].

We believe that the true value, triggered by Open 

Banking, will be a mix of those levers. To successfully 

apply these levers, banks will be required to provide 

services digitally in several, fast changing contexts. 

Furthermore, they will need to be able to aggregate 

information and may off er access to other services to 

increase transparency, choice, and the data autonomy 

of their respective clients. Another success factor is 

the usage of capabilities to connect various parties 

from their network in a benefi cial and secure way. 

According to Anders Elleby (PostFinance AG) “The 

central question for banks will be how they want to 

position themselves and how they can combine their 

strengths with Open Banking capabilities.”



How Commerzbank 
is Living Open Banking

Commerzbank started its API program in 2017, following 

the idea to off er more than what was demanded by the 

PSD2 regulatory requirements. With the initial idea of 

using API technology to optimize internal information 

fl ows, Commerzbank discovered the signifi cant poten-

tial of this technology to accelerate collaboration 

across its organizational borders. Today, the bank has 

established API Banking as a technology foundation 

with high importance for the company’s digitalization 

journey.
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Visit developer.commerzbank.com and discover our APIs

With Commerzbank´s API Banking, business partners 

and FinTechs can co-create to enhance business 

solutions based on banking data. Moreover, 

Commerzbank corporate clients can integrate banking 

services seamlessly into their systems.

All Commerzbank’s APIs are available at the 

Commerzbank API Developer Portal and we are 

constantly working to increase the number of available 

interfaces. 

For instance, the Corporate Payments API off ers 

business and corporate clients seamless access to our 

payment solutions. They can transfer payment orders 

to Commerzbank directly from their ERP system and 

receive the corresponding status logs and account 

information. This service off ers corporate clients 

high effi  ciency gains by executing payment transfers 

without cumbersome data transfers. Another example 

is the Consumer Loans API that is Commerzbank´s 

fi rst end-to-end banking process. With this application, 

companies without a banking license can off er a 

fi nancing solution for their clients under their own brand 

directly at the point of sale. The white labeled credit 

application and credit approval process are provided by 

Commerzbank, in the background.

“These two exemplary use cases indicate how 

Commerzbank leverages on its Open Banking 

capabilities to be a strong partner for its clients 

off ering relevant services from one source and in 

one place. And we believe this is a good starting 

point for possibly becoming a future aggregator or 

orchestrator as well.”, says Dr. Carsten Bittner 

(Commerzbank AG). 
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Infl uence of Open 
Banking on Business 
and Corporate Clients

Chapter 3



The momentum of Open Banking has been around for quite some 

time. The technology addresses retail clients’ needs for seamless 

and intuitive value-added banking services [7].  User value, which 

in our understanding should be considered in the center of Open 

Banking, relies on levering the right infrastructure, relevant data, 

a collaborative working paradigm and an open mindset with 

a culture of trust and experimentation.

While this approach is already used in the retail client 

segment, where regulation accelerates connections 

across organizational borders, the concept will also 

aff ect how banking works in the corporate segment [7], 

[46], [47]. “As already seen in the market, and we expect 

that this trend will further accelerate, banks, corporate 

clients, and FinTechs already cooperate to come up 

with innovative solutions” says Dr. Dominik Steinkühler 

(Commerzbank AG). For instance, Bank of America is 

collaborating with Flywire, a payment platform focused 

on payment optimization for universities, hospitals, 

and businesses, to further strengthen their cross-

border payment capabilities for their corporate as end 

users [48]. Flywire built a platform that complements 

classic banking services by connecting with various 

parties around the globe. We believe that this trend 

of close interaction will improve co-innovation among 

banks, their corporate clients and with other parties 

who are involved in corporate clients’ daily business. 

At Commerzbank, we assume that the term corporate 

clients comprises business and corporate clients. When 

we talk about their needs and expectations, we try to 

focus our attention on how banks need to serve their 

clients. 
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As already seen in the 
market, and we expect 
that this trend will further 
accelerate, banks, corporate 
clients, and FinTechs already 
cooperate to come up with 
innovative solutions.

Dr. Dominik Steinkühler 
Commerzbank



Business and corporate clients are currently facing many 

important challenges, which we cannot fully address in 

this White Paper. For example, the moderate growth of 

the European economy, the GDP growth rate has steadily 

slowing down since 2015, which represents a declining 

industrial output, global demand, and international 

trade [49], [50]. The global COVID-19 pandemic and 

the containment measures have further accelerated the 

slowdown of the GPD growth rate at an unprecedented 

speed aff ecting supply chains, commodity prices, and 

capital fl ows [51]. Thus, the global economy is set for 

a sharper recession requiring corporates to adapt their 

businesses to the new reality. Another challenge for 

corporate clients represents the penalty interests on 

deposits and assets that impact the requirements for 

their cash and liquidity management [52].

Business and Corporate 
Banking Needs

In the context of technological opportunities and 

digital banking services, our research, as well as recent 

interviews, indicate that – along with convenient 

banking solutions and cheap and reliable fi nancing – 

there are three fundamental client needs. Business and 

corporate clients expect customized and end-to-end 

automated banking services with the option to access 

them online or contact the responsible relationship 

manager [46], [47], [53]. We identifi ed these 

fundamental client needs which we aggregated from 

various research and interview insights. We believe these 

needs have a signifi cant impact on how we leverage 

Open Banking in the best interest of our clients.

Customized solutions 
The corporate segment is highly heterogeneous and a 

typical client with standard needs is hard to fi nd [54]. 

This heterogeneity is mainly driven by the diff erent 

business requirements and expectations of business 

clients and large corporates. They diverge due 

to a combination of several factors, such as their 

diversifi cation, geographical reach, fi nancial sophistica-

tion, and business maturity [55]. While both business 

and corporate clients seek to improve their operations 

and fi nancial management, large corporates have 

high expectations for seamless integration into their 

systems with the possibility to grant access rights to 3 

employees in specifi c roles, to execute transactions in 

a single system since they operate complex IT-systems 

themselves. They expect a wider range of banking 

services with the possibility to customize off -the-

shelf-solutions [52], [56]. Our research revealed that 

they are often willing to pay a premium for value-added 

services, which account for their multinational business 

model and deliver more effi  cient fi nance processes [55]. 

Furthermore, they prefer solutions that are tailored to 

their specifi c industry and business needs [55], [57]. For 

instance, industrial and commercial companies primarily 

demand banking solutions that account for their 

particular cash management needs such as payment 

services, reverse factoring and fi nancing of short-term 

business activities [52].

Manufacturing companies, on the other hand, generally 

expect leasing for product machinery and trade fi nance, 

whereas pharmaceutical and chemical companies 

usually demand credit lines for fi nancing commodities. 

Business clients, by contrast, often seek the minimization 

of time spent searching for and assessing services which 

help to quickly understand one’s own fi nancial situation 

and making informed fi nancial decisions [53], [58]. As 

business clients often do not have an internal treasury 

department, they require (national) cash management 

services as well as standardized but tailored fi nancing 

solutions [52]. 

According to our experience business clients also expect 

specifi c product know-how and banking solutions for 

rare business events, e.g. foreign business including 

trade fi nance or foreign exchange hedging [56]. These 

banking solutions often comprise, besides common 

fi nancing, access to the global and capital markets to 

take advantage of other forms of fi nancing [7]. We saw 

that expectations vary signifi cantly with size, industry, 

business maturity etc., however, corporates require 

even closer partnerships and integration into their own 

systems.

End-to-end automated services
Another interesting insight we gained from our research 

is that most corporate clients want a seamless customer 

journey which off ers a consistent user experience across 

all touchpoints [52].

Copyrights @ 2020 Commerzbank. All rights reserved20 Infl uence of Open Banking on Business and Corporate Clients



This means that corporate clients expect integrated 

banking solutions provided preferably through one 

interface that connects all service and product solutions 

off ered by the collaborative network: themselves, 

their banks, clients and any other parties [19], [59]. As 

outlined in chapter two, there are no single-standard 

API-styles and data-formats in the fi nancial industry, 

yet, which represents a major challenge when it comes 

to the effi  cient integration of banking services. For 

instance, the Royal Bank of Canada (RBC) off ers an end-

to-end platform with a comprehensive set of services 

that support entrepreneurs in fulfi lling administrative 

and regulatory requirements in setting up and 

managing their businesses [58]. Another example of a 

platform off ered by a non-banking related company is 

Gusto, which provides automated services from payroll 

and HR management, including tax fi llings, reporting, 

and payments [58]. The underlying need for integrated 

end-to-end solutions is convenience – corporate clients 

prefer a holistic and complete solution with an alignment 

of single services in a seamless customer journey across 

all banks comparable to Amazon and other BigTechs 

[53]. While business and corporate clients are used to 

seamless and convenient services in their private lives, 

they are longing for similar convenience and simplicity 

in their daily business. One diff erence between business 

and corporate clients may refer to scope and complexity 

of the underlying business processes. With higher 

scope and increasing complexity, the requirements for 

an end-to-end solution increases correspondingly and 

may impose challenges for all involved parties. 
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Hybrid digital-personal relationship
It is no secret that digitization has raised the bar for user 

experience by promising frictionless customer journeys 

and automated end-to-end services [55], [58].

Companies such as Amazon, Apple, and Uber have 

changed the nature of client interaction by constantly 

providing quick and effi  cient services at every step 

of the customer journey [59]. Retail banking clients 

have been off ered these automated and 24/7 services, 

however, corporate clients increasingly demand such 

superior digital experience as well [7]. According to 

our interviewees, the trust that a bank receives from 

its clients may still be a valuable asset, however, tech 

giants such as Amazon or Google and others make 

up for this with a strong brand as well as superior 

user experience. However, we found that the personal 

relationship between the bank and its client is still a 

highly important aspect [19], [56]. “There are only 

few standard solutions in the business and corporate 

banking segment Therefore, a personal relationship 

with a dedicated contact person is highly important.” 

says Christophe Rosset (Accenture GmbH). Some of 

our interview partners reported that the relationship 

to their client advisor is a determining factor for the 

evaluation of their banking partnership. In this context, 

they expect from their advisors not solely expertise 

on specifi c fi nancial domains. Additionally, they are 

looking for innovative ideas and industry-specifi c 

know-how that enables them to tackle their unique 

business situations by looking at their problem from 

a diff erent angle [60]. Furthermore, according to our 

interviews, personal advisory is even more crucial for 

our business clients, when they are facing challenges, 

specifi cally when there is a risk of hindering business 

functions. According to our interviewee Thorsten Brand 

(Volkswagen AG) “The decision to enter into a business 

relationship with a bank is like a marriage; this involves 

a commitment to go a long way together, otherwise 

the investment is not worth it.” A close personal 

relationship functions as a close tie between clients 

and their banks. In our opinion a hybrid digital-personal 

relationship is key to a lasting partnership and is based 

on sophisticated technological solutions paired with a 

strong personal relationship. 

During our research, we encountered several references 

that banks should build up so called “one-stop-shops”,

 which off er the possibility for corporate clients and 

other parties to directly receive all relevant banking 

services in an aggregated form out of one hand 

irrespective of whether the banking service is directly 

provided from their bank or from an external provider 

[59], [61]. However, we are skeptical about the 

viability of this approach, even though building the 

next Alibaba or Amazon sounds tempting. According 

to our interview partners there are three reasons that 

support this opinion. First, corporate clients appreciate 

some opportunities of diversifi cation when it comes 

to working together with a banking partner. Some of 

their assets and liabilities are distributed across several 

partners and relying on only one platform may impose 

an operational risk. 

Second, building up the resources and know-how to 

start a leading platform and to orchestrate multiple 

partners, clients and maybe other fi nancial institutions 

is a long-term vision that requires small steps, patience, 

and perseverance along the way. Third, as we have seen 

above, the hybrid digital-personal relationship with 

the combination of technical state-of-the art solutions 

combined with a personal relationship is a crucial need. 

Our research and the discussions with our interview 

partners showed, that customized solutions, end-to-

end automated services, and the hybrid digital-personal 

relationship are fundamental corporate client needs.

The decision to enter into a 
business relationship with a 
bank is like a marriage; this 
involves a commitment to go 
a long way together, other-
wise the investment is not 
worth it.

Thorsten Brand
Volkswagen AG
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Where We See Challenges 
for all Parties Involved

The adoption of Open Banking and its underlying API 

technology is one of the major topics in the fi nancial 

industry, ultimately driving digital transformation and the 

emergence of networks [7], [19] – including everything 

that comes along with it, for example redesigning the 

infrastructure or rethinking corporate culture [62]. 

Financial institutions such as Commerzbank have been 

investing heavily in the approach, but a widespread and 

complete adoption of externally accessible interfaces 

is not yet visible across all industries or segments [63], 

[64]. Unsurprisingly, organizations from the technology 

sector seem to lead with the overall adaption, with 

a large interest from fi nance and banking industry 

following this trend [63], [65]. Nevertheless, we expect 

that the adoption of interfaces to interact with external 

parties will accelerate over the next years and more 

integrated solutions will gradually be developed. In a 

study from 2018 by Accenture, 35% of SMEs and large 

corporates reported that they are already familiar 

with Open Banking solutions, foremost to gain access 

to innovative banking services and to reach more 

clients and partners [7]. This emphasizes the already 

signifi cant interest in Open Banking. We expect that 

new solutions, for example around client relationship 

management systems (CRM) or enterprise resource 

planning systems (ERP), by combining capabilities 

of diff erent parties, will be spiking in the future [63].

However, until such cross-organizational solutions 

will be prominently visible, we see three fundamental 

challenges, which have yet to be overcome. We identifi ed 

these challenges both during our desk research as well 

as in the discussions with our interviewees.

Technology Readiness
South East Asia, for instance, provides proof of what is 

possible in the context of cross-organizational partner-

ships and collaboration [66]. Established, as well as 

aspiring digital players such as GRAB (mobility platform 

provider), Garena (platform and digital content 

provider), Sea Group (ecommerce platform provider) 

and many more, are continuously partnering up with 

established banking players, such as DBS or Siam 

Commercial Bank to provide more integrated, customer 

centric and fully digital solutions [67], [68]. However, 

this in turn only works if the technology and the 

corresponding collaborative mindset is available with all 

necessary parties. The technical infrastructure and the 

capability to operate information fl ows is a necessary 

condition that is important both within institutions 

and with business and corporate clients or partners. 

According to one of our interviewees, the potential to 

reach technology readiness for many traditional banks 

exists, however, collaboration with other parties such 

as FinTechs could support to solve this challenge. But 

one-sided approaches will be diffi  cult to bring to life, 

as for innovative ideas several external partners have 

to be activated [69]. Thus, diff ering adoption states 

across various industries [63] impose a challenge for the 

implementation of benefi cial use-cases, even though 

the technology is mature enough to establish fruitful 

partnerships. 

Joint Identifi cation of Opportunities
As the adoption of the appropriate technology and 

the corresponding mindset may impose one important 

challenge for cross-organizational solutions, the 

identifi cation of such opportunities may be another. 

Prevailing strategies in the context of Open Banking 

often provide a very narrow perspective on possible 

business opportunities (most of them arising around
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building transaction platforms [35], [43], [70]). However, 

we expect that the true opportunities lie beyond mere 

platforms or marketplaces, but those possibilities may 

be invisible to only one pair of eyes. “There is a need 

for various partnerships to drive innovation since only 

the combination of individual strengths of diff erent 

parties ensures client value.”, Sven Biellmann says 

(fi nnova AG Bankware). We believe that multiple parties 

must bundle their eff orts and look at a given opportunity 

or a business problem from diff erent perspectives. 

Following this collaborative approach may reveal the 

true nature of how a new solution can bring value to 

all parties involved. A recent study by EFMA revealed 

that more than 50% of surveyed banks are planning on 

following a co-innovation approach with other external 

parties [71]. A process that may be insightful both for 

institutions and corporate clients, who may not even 

realize where to increase effi  ciency or to introduce new 

and innovative solutions [45]. Obviously, this requires 

openness and the willingness to seek an active dialogue 

from all parties. 

Leveraging Know-How and Resources
Finally, even if the technological possibilities are present 

with all parties and the appropriate business problem 

is identifi ed (together with partners) another challenge 

arises when it comes to leveraging the right know-how 

as well as the necessary resources [72]. While corporate 

clients as well as fi nancial institutions have been 

signifi cantly investing in digital capabilities [73] and 

building up know-how, it may be often tied up in other, 

higher prioritized initiatives. While services, powered by 

Open Banking capabilities, may bring signifi cant value in 

the long-term, the necessary eff ort and capital to invest 

in such solutions may not be available for all parties 

at the same time. Institutions could, however, support 
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As an established fi nancial institute, we can shape this de-
velopment and support other parties in a way so that 
the true value of Open Banking may unfold. The concept 
is not limited to a single product domain, nor is it a single stra-
tegic initiative, or even a business model. Open Banking lets 
organizations share their best ideas to create new, innovative 
solutions powered by technology.

Dr. Alena Kretzberg
Commerzbank

their partners and clients with ideas and know-how, to 

jointly drive new solutions ahead.Bundling knowledge 

and resources across organizational borders may be 

very benefi cial and lead to synergies, which is why we 

established the API Premium Partner Program, in which 

we try to connect interested parties to collaborate 

beyond traditional client or partner relationships.

The three identifi ed challenges represent important 

interdependencies, a result of increasing inter-

connected-ness and new, technological-driven 

opportunities. Open Banking solutions may only 

come to life if all involved parties are able to solve 

the underlying concerns or obstacles, not just for 

themselves but also for their partners. “As an established 

fi nancial institute, we can shape this development and 

support other parties in a way so that the true value of 

Open Banking may unfold. The concept is not limited 

to a single product domain, nor is it a single strategic 

initiative, or even a business model. Open Banking lets 

organizations share their best ideas to create new, 

innovative solutions powered by technology”, says 

Dr. Alena Kretzberg (Commerzbank AG). We believe 

we need to seek open discussions and determine the 

technological opportunities, jointly identifying business 

opportunities, and share experiences and know-how. 

While this requires a mindset shift, we are optimistic 

that this trend will not only hold but accelerate over 

the coming years and we are keen to contribute to this 

in the future.



Open Banking Changes 
Value Creation

Chapter 4
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So far, we have elaborated on how we understand the concept 

of Open Banking, who is involved and how value is created 

with this approach. The concept involves a broad spectrum 

of components that infl uence how the diff erent actors connect 

in an ecosystem.

In such an ecosystem, we see three major value levers 

which is enabled by Open Banking. Additionally, we 

learned that heterogenous needs require customized 

solutions, that integration and end-to-end automation 

are important factors to best support clients and 

that a hybrid digital-personal relationship constitute 

the interaction between banks and clients. Now the 

question arises, how all these aspects interact together 

and how Open Banking will change value creation 

in the context of fi nancial services. Our research as 

well as our interviews showed that, essentially, value 

creation is shifting away from single silos towards a 

more interconnected as well as collaborative approach. 

This does not only concern banks and their clients but 

FinTechs and non-banking partners as well. 

Impact of Open Banking 
on Financial Services

In our research and in our interviews, we identifi ed 

several clues how the concept of Open Banking will 

impact fi nancial services:

•  We see a stronger focus on the user value and 

therefore a closer interaction with clients.

•  There is a shift towards a more solution-oriented 

thinking where problem defi nition and the (technical) 

opportunities must be considered deliberately.

•  We believe this can only be done in strong 

partnerships where Open Banking enables a 

collaborative approach including co-innovation as 

well as to service co-creation. 

According to our interview partners, banks still enjoy 

a major advantage when it comes to trust. However, 

trust alone is one condition for a fruitful partnership. 

We believe that ultimately user value should be at the 

center of activities. While the API technology is a central 

component of Open Banking, the technology is always 

a means to increase the user value, according to our 

interviewees. Additionally, we learned in our interviews 

that established banks are leading in terms of trust 

whereas FinTechs, for instance, seem to be ahead when 

it comes to creating value for their users. Christophe 

Rosset (Accenture GmbH) put it very bluntly in his 

interview: “FinTechs apply the concept of customer 

centricity and customer centric design as overarching 

paradigm for doing business”.
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In other words, many young FinTechs have the absolute 

and uncompromising focus on creating user value: a 

simple, convenient, and aesthetic user experience paired 

with strong functionalities and services. The dedication 

of some of those players is impressive, nevertheless it 

should not be simply understood as a threat to one’s 

own business model. “What banks have built up over 

the decades are sustainable client relationships, 

something FinTechs often lack. Cooperation might 

be more important than competition.”, as Christian 

Graner (OptioPay GmbH) mentioned, meaning that all 

parties may benefi t from a closer cooperation, to create 

even higher value for the client.

This mindset shift is a signifi cant consequence that 

comes with Open Banking. The concept basically 

requires that a technical perspective merges with 

the business perspective. We see more and more 

interdisciplinary skills in such a context, which require 

new work approaches. Open Banking is part of a much 

larger digital transformation topic which changes the 

underlying logic of how an organization creates and 

markets their services, according to our interview 

partners. The result is a more integrative and open-

minded culture, as individuals get used to engage with 

people from various backgrounds and with diff erent 

knowledge. 

Additionally, since the focus of attention shifts towards 

user value, a joint solution orientation the lowest 

common denominator to all activities and parties 

involved. To increase user value, the ultimate question 

is how a solution must be designed and which parties 

are necessary to bring this solution to life. As we 

have already elaborated on earlier, the Open Banking 

ecosystem comprises multiple parties including retail 

and corporate clients, FinTechs and non-banking 

partners. These parties must discover how they can 

create great solutions together by leveraging every 

party’s individual capabilities. “No bank and no 

company has the resources to permanently reinvent 

itself and the industry on its own.”, says Tanja Libiseller 

(PPI AG), her point being: the fast-paced world requires 

looking for associates, which help organizations to cope 

with their environment. The Open Banking concept 

strongly supports this point: innovative ideas that bring 

true user value do not come from a single mind but 

from the collective. An open culture and a collaborative 

approach are core aspects of Open Banking and 

we believe that future solutions require multiple 

perspectives. According to our FinTech interviewees, 

banks are already approaching FinTechs and potential 

non-banking partners to discuss business opportunities 

and partnerships. This also applies to non-banking 

partners, who may benefi t from fi nancial services. With 

profound experience in the technology and the Open 

Banking concept, fi nancial institutions are able to not 

only create new business opportunities but also support 

their network with the know-how to cope with these 

technological changes, for example by connecting 

diff erent parties and by sharing knowledge and ideas. 

Our interviewees mentioned that banks are already 

part of very large networks of clients and partners, so 

the challenge is to identify opportunities and the right 

parties. Moreover, “banks could share their knowledge 

and experience in digital transformation with their 

clients”, according to Tanja Libiseller (PPI AG), “client 

advisors act as “a human interface” to connect the bank 

with their clients.” Another aspect that was mentioned in 

our interviews was that banks, being experienced users 

of technology, and the Open Banking concept could 

help accelerate the development of communication 

standards, which may be benefi cial for all parties in the 

Open Banking ecosystem. 

In summary, we believe that the Open Banking concept 

will help institutions to put an even stronger focus on 

user value – and since the world is complex and solutions 

must be conceptualized having multiple perspectives in 

mind, a collaboration and co-innovation approach will 

bring such solutions to life. In the end, the concept will 

shift traditional client or partner relationship to a much 

closer partnerships on equal terms.
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How Open Banking Addresses
Corporate Clients’ Needs 
and Arising Challenges

We discussed earlier that business and corporate clients 

seek solutions that fi t their specifi c business conditions, 

varying signifi cantly across industries, organizational 

contexts, business models, etc. This requires banks 

to understand their clients` specifi c situations very 

thoroughly. With an open culture and a collaborative 

working attitude, it is possible to generate a more 

accurate picture of which solutions are needed. Closer 

and more open communication, triggered by Open 

Banking, will increase the exchange of ideas, and promote 

more solution-oriented working relationships. With close 

partnerships and a strong collaborative focus with other 

specialized parties, for example software providers or 

innovative FinTechs, and our clients, we believe that the 

degree of customization may be increased dramatically.

With a closer cooperation with specialized partners and 

more exchange of relevant information, it is possible to 

generate a better understanding of client needs. Various 

perspectives, i.e. from FinTechs or non-banking partners, 

will add to the picture, which in turn makes it possible 

to develop more customized solutions. This co-creation 

approach requires the right culture and a collaborative 

working attitude, something that is enabled by Open 

Banking.

The services must be designed in a seamless end-to-end 

manner, providing the right information in such a way 

that corporate clients can automatically process them 

without media gaps or manual intervention. The technical 

interfaces make it possible to expose whole fi nancial 

services and fi nancial data in a fast and secure manner. 

While we acknowledged that APIs alone do not provide 

a standardized solution for all problems, the technology 

nevertheless increases the interoperability and the 

modularization of services, making it easier to integrate 

specifi c services or parts of them in other contexts (i.e. 

integrating transaction data within corporate client’s 

cash management systems). The reduction of single 

interfaces in this context is highly important for corporate 

clients since they expect a reduction of touchpoints and 

convenience comparable to their experience as retail 

clients with Amazon and other BigTechs. 

With ever more technological solutions, however, we 

must not forget that personal relationships are highly 

important in today’s complex fi nancial services environ-

ment. Therefore, we believe that the banking comprises 

an increasingly hybrid digital-personal relationship that 

combines technical solutions (and interfaces) with a    

Moreover, banks could share their knowledge and 
experience in digital transformation with their clients. 
Client advisors act as “a human interface” to connect 
the bank with their clients.

Tanja Libiseller 
PPI AG

close personal relationship. Our interviewees saw this 

combination as crucial. Off ering automated solutions is 

not enough, but a bank must be available as a trusted 

partner, who can help to design and implement such 

solutions. According to our interviewees, institutions 

have built up a massive amount of know-how and 

experience already, with a high reputation and good 

client service. This know-how should be shared, 

especially at the intersection of organizational activities. 

As interesting as this sounds in theory, we identifi ed 

specifi c challenges for all involved parties, which must 

be overcome: the technology readiness, the joint 

identifi cation of opportunities as well as the availability 

of know-how and resources. The availability of technical 

interfaces alone, for example, does not guarantee that 

new solutions will be operationalized. Exposing fi nancial 

services via APIs from an established institution is only 

half of the story, partners and clients must be able to 

understand and use such solutions. Especially with a 

lack of standardized technical interfaces, clients may be 

reluctant to invest into single solutions, so establishing



common standards out of the fi nancial services industry 

is important, according to our interviews. Furthermore, 

innovative solutions must be identifi ed, designed, and 

implemented together with all involved parties. We argue 

that user value has highest priority in conceptualizing 

new solutions and thus, from a very early stage onwards, 

the design of Open Banking solutions must consider all 

involved parties and address all the underlying interests 

and needs. Lastly, we believe that the availability of 

know-how and resources may impose another challenge, 

as mentioned by our interviewees. “Especially some 

smaller business clients may not have the experience 

or resources to use complex solutions.”, says Christian 

Graner (OptioPay GmbH). Therefore, banks, FinTechs 

and other tech-savvy partners may not only be solution 

providers but could jointly support others implementing 

and using such Open Banking solutions. “There is so much 

know-how available within established institutions, but 

it often just does not come to the surface.”, says Tanja 

Libiseller (PPI AG).

The technical solution that comes with Open Banking is 

one aspect, however, we believe that we must understand 

Open Banking as a strategic focus to leverage on the full 

potential of its business value. According to David Kauer 

(PostFinance AG) “Open Banking needs a top-down 

strategy and has to be part of the company‘s DNA to 

become fully eff ective”. With a stronger focus on user 

value, an open culture that promotes experimentation 

and open communication, and with a mindset of 

collaboration and co-innovation, we believe that we can 

create innovative and value-adding solutions – together 

with corporate clients as well as other partners.

A Call to Action 
from Commerzbank Perspective

Open Banking shows signifi cant potential in the business 

and corporate client segment. However, the approach is 

still in its infancy and there is still a long way to go to a 

world of open collaboration and co-innovation. Especially 

the cultural shift that has been triggered by this and 

other concepts in the digital context, is still ongoing 

and we must work together to foster this development. 

We summarized our learnings from the past years in the 

following action points: 

Set up agile teams with an open mindset
As shown in this white paper, cultural aspects are as 

important as technological ones to achieve innovation 

with a high user value. Our API program team was an 

early adopter of mixed agile teams with experts from 

business and IT following the “Spotify model” [74]. 

We encourage strong cooperation and out-of-the-box 

thinking and try to build an environment of constant 

learning. We also established agile methods such as 

SCRUM and SAFE [75] and as a result, our team’s API 

operations output accelerated signifi cantly. Recently, the 

bank introduced a new delivery organization with more 

than 50 agile teams as a foundation for Commerzbank’s 

future business model with short innovation cycles and a 

customer-centric approach.

Open up – step by step
In our talks with partners, many stated that corporates 

hesitate to open up. We spent the fi rst 18 months on 

internal API development, testing, and education with 

focus on IT decoupling and effi  ciency aspects. However, 

we understood that focusing on internal operations will 

not be enough. Following the fi rst proof of concept, 

selected partners were enabled to use Commerzbank 

APIs according to highest security standards and 

compliant with banking regulatory mandatories to 

better understand, how we can design and manage such 

partnerships.

At the same time, we gave collaboration with external 

parties a high strategic priority. We made Open Banking 

opportunities to scale a strategic goal, which we used 

to extend our product portfolio by partnering and to 

increase client reach via digital platforms and ecosystems.
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Open Banking needs a top-down strategy and has to be 
part of the company‘s DNA to become fully eff ective.

David Kauer 
PostFinance AG
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Thus, we combined internal and external objectives to 

tap into the full potential of Open Banking.

Find and engage with the right parties
Finding the right partners to collaborate with is, of 

course, crucial. At Commerzbank, we learned that it 

could be helpful defi ne specifi c cooperation areas and 

identifying the respective capabilities in this area. We 

ramped-up an API program and took our fi rst steps 

towards Open Banking, with the right tech partner to set 

up a reliable API management platform. Following that, 

we have been working on a platform for collaboration 

and know-how transfer. We also create partnerships 

that arise from requests of external API consumers 

and providers. When it comes to knowledge exchange 

and ideation, we have been collaborating with the 

Business Engineering Institute St. Gallen. We have 

been refi ned our concepts for API-based partnerships 

and collaboration models and ultimately co-created 

this white paper from the insights we generated in our 

discussions. 

Communicate your goals 
and constantly adapt
Even though the API technology is well-known in most 

companies by now, it is necessary to constantly point 

to it as a foundation for Open Banking and to break 

barriers and change the co-workers’ mindset. We 

continuously engaged with our colleagues internally 

but also with other interested parties from outside the 

bank to discuss and refi ne our goals. In addition, we 

developed fi rst showcases and proof of concepts to 

validate if we are on the right track. This way we could 

specify our objectives and adapt accordingly. The API 

program evolved into an “API Factory” with end-to-

end responsibility for the delivered interfaces. In order 

to take full leverage, we aim for a new role as a “Self-

Service Enabler” in the future, bringing together API 

providers and consumers and helping others to build 

APIs by themselves.
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Technology has a substantial impact on how people 

and organizations interact with each other. With ever more 

possibilities to collect, process, store, and share information, 

there are more and more opportunities to create value.

APIs are one of those technologies, which help 

us increase effi  ciency in our IT infrastructure, but, 

more importantly, connect and interact with other 

external parties. Most importantly, the technology is 

accompanied by a paradigm shift that changes how 

companies organize their production and service 

creation. In this white paper we discussed that the 

Open Banking concept represents such a major shift, 

and it goes much further than implementing regulatory 

requirements (e.g. PSD2). Open Banking will not 

stop at payments services, nor will it be restricted to 

a specifi c group of partner companies, such as third-

party providers (TPPs). We believe that Open Banking 

lays the cultural and organizational foundation to co-

innovate and co-create products and services which 

address client needs much more accurately. The world 

is becoming too complex for a single organization to 

create and drive innovation on its own. Collaboration 

and co-innovation are key factors: only with relevant 

information from every involved party, with the right 

resources, and the necessary know-how, we will be 

able to create new and better solutions. For retail 

clients and corporate clients.

While we aimed at providing a better understanding 

of Open Banking and what it specifi cally means for 

banking. At the same time, we elaborated that Open 

Banking is not equal to building platforms. We also 

discussed that business and corporate clients must be 

part of the whole equation and that user value with
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their specifi c needs must be much more at the center of 

attention. We saw that these needs can be best met by 

collaborating with various partners and clients closely, 

where the true value of Open Banking comes from 

beyond one single organization but joint forces across 

organizational borders or whole industries. The analysis 

showed that aspects can be very well addressed by 

leveraging the Open Banking approach. “If this is 

done properly and all fundamental elements of Open 

Banking are suffi  ciently implemented and lived, the 

concept off ers unprecedented possibilities for clients 

to take advantage of customized and more automated 

banking solutions, which address needs much more 

holistically”, says Stephan Müller (Commerzbank AG). 

Ultimately, this will transform value creation in fi nancial 

services, where highly complex, yet dynamic networks 

will evolve across traditional industry boundaries. In the 

end, organizational borders will blur.

The main advantage of Open Banking that we see comes 

from closer interaction with other parties. Working 

across organizations means that information of higher 

quality is available, and ideas can be developed and 

improved by leveraging diff erent perspectives. This goes 

beyond product or service bundling opportunities. Our 

interviewees also confi rmed our understanding, Dieter 

Worf (Schott AG), for example, said: “In the future 

the network-orientation of companies will continue 

to intensify via collaborations and platforms.” This 

will change not only how banking services are created 

and delivered – we will also see a change towards 

collaboration among equals, where each party will 

contribute their unique capabilities. The described 

development is still young and the whole industry 

faces unprecedented economic, and social challenges. 

Partnerships will develop into ecosystems with multiple 

autonomous parties who work together to create joint 

products and services. While Open Banking have been 

accelerated by regulatory initiatives around the globe, 

Commerzbank and other institutes have been investing 

a signifi cant amount of resources, time, and capital in 

this approach. We are convinced that user value will be 

the result of eff ective collaboration and we are excited 

to be trusted as a valuable partner in such networks. 

We ask you to take part in this development as well. 

Share your ideas with your partners, your clients, 

and ultimately with us. We are looking forward to 

collaborating and co-innovating. We encourage you to 

do the same. Where do you see the future of banking 

heading to?
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If this is done properly and all fundamental elements 
of Open Banking are suffi  ciently implemented 
and lived, the concept off ers unprecedented possibilities 
for clients to take advantage of customized and more 
automated banking solutions, which address needs
much more holistically.

Stephan Müller
Commerzbank
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Appendix

Methodological Approach
This white paper was developed in a collaborative 

research project including business experts from 

Commerzbank as well as researchers from the Business 

Engineering Institute St. Gallen. We based our insights 

on three main sources. We conducted an extensive 

desk research between April and July 2020. The desk 

research comprised literature from academic discussion, 

practical studies, other white papers, and news articles. 

Additionally, we included both our technical as well as 

our business experience into this paper, for example 

from discussions with Commerzbank client advisors 

or product teams. During June and July 2020, we 

conducted 12 interviews with Commerzbank clients, 

FinTechs, consulting companies, another fi nancial 

institution and a banking software provider to validate 

our fi ndings and to further develop our ideas. 

We documented our interviews and collected general 

insights such as recurring statements or mentioned 

trends. Specifi c quotations have also been collected and 

in accordance with our interview partners integrated 

into this white paper. The results of our research and 

our interviews has been extensively discussed and 

refi ned during several meetings during May and July. 

This approach helped us to develop a more nuanced 

picture of how Open Banking may aff ect corporate and 

business clients.



Our External Interview Partners
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representatives from a diverse set of companies. We 

hereby would like to express our gratitude towards 

our interview partners for spending their valuable time 

as well as sharing their insightful ideas with us. We 

appreciate the open conversations and the challenging 

discussions.
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