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Preface 
 

In search of relevance 
Relevance: it is one of the great topics for debate in the late 
20th and 21st Centuries. Technology, changing economic 
situations and future uncertainties are causing people 
concerns about the ‘meaning of life’ and they are questioning 
the relevance of work, governments, economics and financial 
institutions in their lives. 
 
It is evident that the relationship between banks and their 
customers is changing and the customer is, rightly, gaining 
more control of the relationship. The on-going economic crisis 
has only further destroyed trust in banks and has accelerated 
this trend creating a point of inflection. As a result, they are no 
longer grateful for what their bank gives them, they want more 
– something that benefits them individually, or helps them 
solve a problem. They are searching for the relevance of their 
bank in their lives. All this in an era when governments across 
the globe are withdrawing from all but the minimum pension 
and health provision, arguably there has never been greater 
latent demand for the products and services banks 
traditionally provided. A perfect storm. 

In response, banks are searching for differentiation, 
something that distinguishes them from their competitors in a 
crowded market. Maybe it’s the striking colour of their 
branding or a snappy brand-marketing message. But this 
misses the mark with many customers who have a totally 
different real-life experience of the brand.  
 
A bank that is looking at these solutions to differentiate them 
in the market is not necessarily thinking about customers first 
and it is an example of ‘bank-in’ thinking. Banks should be 
thinking about their relevance to customers as their primary 
differentiator. This will unify the many disparate customer 
experience and business process re-engineering initiatives 
into a common customer-centric and practical solution that 
differentiates them from the competition – and makes them 
valued by customers. 
 
A bank’s size and position in the market will not protect them 
from the changes now occurring. Some argue, and we 
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wouldn’t disagree entirely, that their size might work against 
them in the new reality. 

So how did banks lose relevance with customers?  

Open at 9.30 close at 3.30 weekdays only and definitely not 
open on Bank Holidays! 

Hard to believe but that was banking just 20 years ago. 
Arguably, it was a much simpler world where banking was 
delivered through one channel and almost all processing was 
done in each branch. Having a bank account was far from a 
given and more of a privilege requiring two or more personal 
references. 

Products were created to fit the organisation’s (or 
government) needs and then ‘pushed’ at customers. 

Getting your account balance involved driving to a branch in a 
street where parking is impossible, queuing at the enquiry 
counter, signing a form and a member of staff would 
disappear into a back room, check your signature, obtain your 
balance from the mainframe and scribble it on a piece of 
paper. Not something you would do every day. 

The first-generation of channel strategy revolved surprisingly 
not around the customer but was focussed on reducing 
operational costs. Branch based back offices were 
centralised, first in local area and then to regional, national 
and often offshore centres. Call centres were created to take 
calls out of branches and provide ‘efficient’ handling. 

Strangely, few if any, banks achieved the cost reductions; 
instead a new problem arose, driven by increased customer 
demand, as it became easier to contact the bank. 

So was born the second-generation of channel strategy as 
banks started to compete on convenience of access, new 
thinking such as the 24x7 bank First Direct came into 
existence. However, banks suddenly realised these multiple 
channels were not connected by data or culture. The 
experience became fragmented; service quality declined and 
the inadequacies of legacy ‘silo’ systems were exposed 
directly to the customer. 

A world of banking based on product silos moved slowly 
towards channel silos, the customer often an unwelcome 
interruption. Relevance started to evaporate and was replaced 
by increasing disintermediation. 

Now we live in a world where the market is saturated with 
banks (some of which are new non-traditional players), much 
of banking is becoming commoditised and choice of contact 
methods proliferates. Being relevant to your customers and 
having the capability to deliver the right experience will decide 
who will ultimately survive or fail. 

How do banks regain relevance? 

So we come to third-generation of thinking. This is in 
response to the real-world where consumers, regulators and 
markets demand transparency, joined up secure data, where 
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customers are treated with evidenced fairness and, of course, 
intelligence!  

Two main agents of change, the customer and technology, 
are starting to shape banks’ established channels. In this new 
reality second-generation channel thinking will increasingly fail 
to meet customers’ needs for relevancy.  

This new reality requires a new model.  

We call this third-generation thinking – Intelligence – that is, 
driven by the customer where, the banks senses and 
responds to the customer in real-time and where all 
interactions with the customer are relevant, timely and 
personalised. 

Fundamental to this new way of thinking is accepting that 
banks really cannot create customer demand; they need to 
focus on stimulating latent demand and building or sourcing 
products that meet this demand, transparently and effectively.
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Channel Spaghetti 
  

How the multi-channel world 
exposes organisational 
design failure 1 
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Channel spaghetti 

In the introduction we described how we got to where we are 
and how banks have eroded their relevance with customers. 

Most banks, despite what they say, have created ‘channel 
spaghetti’ – multiple and largely disconnected delivery 
channels in response to their own internal drivers, rather than 
the customer. Social media, a consumer driven force, is 
placing further pressure on an already disconnected 
organisational model. 

One of the key organisational design failures is the way that 
banks see their distribution channels as distinct channels in 
which they attempt to optimise sales – often despite not 
having the infrastructure, resources or customer buy-in.  

Organisational charts back up the failed organisational design 
with more than 50% having separate ‘Head of branch network’ 
and ‘Head of remote channels (or something similar). The lack 
of organisational design and leadership results in a fractured 
customer experience. Its no surprise that many low-value 
sales end up being fulfilled in the most expensive channel – 
the branch. 

There is a danger that new distribution channels are added 
without old channels being withdrawn – leaving an increasing 
cost to the bank. The continued steady adoption of mobile 
banking is a warning sign for call centres, especially those 

offshore and Interactive Voice Response-based (IVR) 
services that customers dislike. 

Why do banks insist on trying to eradicate customer contact, 
often by making it difficult for the customer? 

No other retailer would do this; it is symptom of operational 
dominance in the organisation. 

More of something doesn’t fix the problem 

To counter the lack of connectivity between channels, bank’s 
marketing propositions teams created relationship managers 
to build a personal relationship with the more valuable 
customers and avoid attrition.  

The model was copied from Private Banking where the fee-
based structure of the service allowed relationship managers 
(RMs) to provide high levels of service to a small number of 
clients.  

However, with ‘free-banking’ prevailing, few fee based 
services and falling margins to make the propositions cost 
effective RMs were required to manage portfolios of over 400 
customers who interacted with the bank across multiple 
channels – but, were only actually serving less than 80 
customers ...and that was the ‘good’ RMs!  
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In response organisations tried to reduce cost by either 
increasing portfolio sizes or reducing cost/capability of the RM, 
in practice few RMs stay in role for more than 18 
months ...hardly a ‘relationship’! So RMs became problem 
fixers and another disconnected channel that adds cost with 
little relevance. 

Customer research often finds ‘customers like the idea of 
relationship managers’ in the same way they would like a 
Ferrari but don’t want to pay for it! 

How customers see channels 

 

Customers see channels differently. Social media has 
changed the way that people view channels. Take Facebook, 
Twitter and YouTube as an example. These three major 
channels are not owned by the same organisation, yet they 
are seamlessly integrated – I can post a funny video of my cat 
playing the piano on YouTube, broadcasting it to the world in 
general; post a link to it on Facebook for my friends and family 
and tweet it to my followers on Twitter where it may go viral. 
Best of all, I can do it on a single device – my smartphone, 
without having to constantly remember IDs and passwords.  

Because it was driven by the consumer social media has 
made easy to do things. 

Ok, it’s not my money I’m dealing with, and later we’ll see how 
customer attitudes to social media banking and marketing 
need to be carefully considered. 

But customers, especially self-directed ones expect dealing 
with you to be easy. 
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Where did marketing go?
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

How marketing is ill 
prepared for the sense and 
respond world 2 
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The world has changed – has marketing? 

During the global financial crisis a new breed of customer 
appeared. One that wanted value for money, simple products, 
connected multi-channel access and a personalised 
responsive service.  

Say ‘hello’ to marketing’s worse nightmare: the ‘self-directed’ 
customer. 

 

They’re more demanding, financial savvy; more connected via 
social media, want to be in control and have no worries about 
punishing service providers who fail to deliver. 

They are looking for a different relationship with their bank.  

The complexity of multi-channel operation has led many 
marketing departments to ‘give up’ and focus on brand, the 
‘tree hugger’ version of customer experience and marketing 
communications through traditional direct marketing. 

Marketing teams are locked in ‘make and sell’ push marketing 
– the direct mail personal loan campaign, the mass SMS text 
or email blitz. To them ‘personalisation’ is starting the 
communication with ‘Dear valued customer’. 

Despite more data on customer behaviour and preferences 
and the billions of dollars being spent on more sophisticated 
analytics response rates are falling. Why? 

Simple. Marketing are out of step with the customers’ needs 
and the way that they want to interact with their bank. 

Marketing’s response – crank the handle once more in the 
hope that someone, somewhere wants to buy your product. 

The impact – a reducing number of customers who want to be 
bombarded by spam and a rise in ‘do not market’ markers as 
customer fatigue sets in due to irrelevant, badly timed and 
impersonal communications...and adverse selection. Only the 
desperate take your credit offers! 
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The ‘permissive era’ 

Over the last 30 years banks enjoyed the ‘permissive era’, a 
period when they believed that customers’ data belonged to 
them (and they rarely asked permission to use it) and it was 
the customer’s responsibility to opt-out of marketing. 

Regulation and changing consumer attitudes towards their 
data is rapidly catching up with the permissive era and banks 
will have to persuade consumers to opt-in to them using their 
data. 

UK regulation such as the Data Protection Acts (1984 and 
1998) Privacy and Electronic Communications Regulations 
(PECR) (2003 and 2011) and the Electoral Roll opt-out (2003 
and 2011) has gradually caught up with the Permissive Era. 
 
It is anticipated that the proposed European Data Protection 
Directive (due for publication in 2012) will strengthen 
individuals’ rights so that the collection and use of personal 

data is limited to the minimum necessary, there is greater 
transparency concerning how, why, by whom and how long 
their data is collected and used. In effect, consumers will be 
required to ‘opt-in’ to businesses using their data, for example 
for marketing and have the ‘right to be forgotten’ when the 
data is no longer needed.  

This may change forever the balance of power and will require 
banks to prove to customers and regulators that using their 
customers’ personal data is of value to the customer. They 
can only do this by becoming more relevant, timely and 
personalised to customers and demonstrating to regulators 
that that they are doing the right thing.  
 
We’re now in the era of ‘permitted marketing’. 
 
The world has changed – has your marketing team? 

 

What does a gold rush and social media have in common? 
The winners in the Klondike Gold Rush (1897) weren’t the 
prospectors. It was the people who supplied the provisions, 
beer and bar girls. 

As traditional push marketing is ending, so it is tempting for 
marketing to jump on the next bandwagon. Its easier than 

reorganising yourself around the customer. But, in the social 
media world, don’t forget that banks are the prospectors... 

“Social media is the answer to all our problems. We just have 
to get people to ‘like’ me on Facebook and then profile and 



In search of relevance. Adapting your business to sense and respond 

© Intelligence Delivered (Asia) Limited 2012 7 

market to them.” That would be more ‘push marketing’ 
wouldn’t it? 

But it is not that simple. Most consumers only ‘like’ or follow a 
few brands – and it’s the usual suspects, such as Coca-Cola, 
Nike and Apple – not banks. Recent research bears this out: 

• 79% of consumers don’t like any brands on Facebook; 
• 75% don’t follow any brands on Twitter; 
• Only 7% use social media for brand decision research.  

If you do get someone like or follow you it may not mean 
anything: 

• 64% said that they hate being targeted via their social 
media profiles (compare this with the number of 
customers who have opted out of your marketing); 

• Only 5% see social media as an appropriate channel 
for financial conversations; 

• 60% said they wouldn’t use Twitter, Facebook or 
similar sites to resolve customer service issues in 
banking. 

Perhaps consumers are currently as uncertain about the 
commercial use of social media as business, including banks: 

• 18% think that social media sites are a good source of 
word-of-mouth information on brand experience; 

• Only 11% use social media to share experiences the 
same way that they would with family and friends.
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The analytical paradox 
 

 Investing more in analytics, 
but response rates falling? 

3 
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The analytical paradox 

The graph speaks for itself. It screams that one of the 
traditional heavyweights of analytics is self-destructing. Ok, 
it’s a couple of years old, but the picture is one that many of 
you will recognise. If you don’t, your marketing team aren’t 
providing you with the right campaign analysis. 

 

It’s the ‘end of push marketing’ – a theme that we’ll return to. 

How is this happening? 

You’ve invested real dollars to turn raw data into something 
useable. You’ve got unprecedented volumes of customer 
transactional and behavioural data, new powerful analytics 
software and even bigger computers to crunch the numbers. 
And don’t forget, some of the brightest people to build the 
smartest propensity models ...what can go wrong? 

Perhaps it’s the way that these resources are directed. Trying 
to solve the old problem, not trying to find new opportunities? 
Maybe, you’ve not got your data in a consistent data model? 

Or are your cards team are doing something contrary to the 
current account or lending team? Maybe customers receiving 
three unconnected marketing letters a month, an Internet 
banking pop-up message and a call from the call centre are a 
bit of overkill. Maybe you’re business operating model 
promotes a focus on product or channel rather than 
customer? If you are you have to ask yourself: is this 
sustainable in the new world? But, something’s definitely killed 
the push marketing industry.  

Who asks: “What did the 99.75% of customers who did not 
respond think of what we sent them?”...and our ‘customer 
centric’ brand values! Arguably the most expensive suicide 
note in history. Analytics needs to move from a ‘back end’ 
batch, sample based modelling world into real time front of 
house sense and respond. 
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The customer imperative 
 

  Break these and you will 
lose business 

4 
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The customer imperative 

Lets start looking at regaining relevance with your customers 
and adapting your business to sense and respond by looking 
at a new covenant for customers. 

This is a relatively short chapter, as we believe that you’ll 
easily grasp the relevance and importance of these six simple 
concepts: 

• Recognise my value to you; 
• Know me and treat me as an individual; 
• Notice what I need; 
• Be easily available; 
• Be on my side (and reassure me that you are); 
• Leave me in control. 

Of course, the devil’s in the detail. These aren’t just 
statements to be endorsed by the CEO and distributed on 
posters, coffee mugs and t-shirts. They require a fundamental 
cultural shift – from the top to the bottom (and back again).  

Marketing must not just ‘buy-in’ but live and breathe them. 
Credit and Risk must not just endorse them, but demonstrate 
that they apply them. The back office support teams must 
demonstrate a change in the way that they respond to internal 
as well as external customers. Even the CEO’s chauffer must 
be part of the cultural change programme.  

It must run through your organisation like the lettering on a 
stick of rock or be the secret society tattoo. We know this from 
our experience. 
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Value not volume 
 

  Understanding where 
sustainable value is created 

5 
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Value not volume 

We’ve all heard of Pareto’s 80/20 Rule, so we won’t repeat it 
here. But as you can see – in reality it is far worse than that! 

 
One of the most critical challenges in banking today is 
understanding where sustainable value is created. How 
many banks have crashed and burnt by creating illusionary 
value? The question is to understand: 

1. Which customers create value today? 

2. Is that value sustainable? (Apply the customer imperative 
tests) 

3. Where did our best sustainable value customers come 
from? (How did you grow them?) 

4. Find more like them. 

5. There is no rule 5! 

Example: In the chart Students were seen to destroy 7% of 
current value, not good but if you look at your highest 
performing segment 30% were students once. Understanding 
current value is good but you need an appreciation of future 
value to make is at an actionable strategy. Then to develop 
strategies that protects those crucial customers and builds the 
relationship. Of course, there’s the medium and low value 
customers to consider. Knee-jerk reaction strategies are best 
avoided, as it is likely that you don’t know as much about 
those customers as your highest value ones. 

From relationship managers to relationship management 

As we noted earlier, the current RM model conceived by the 
propositions team is unsustainable. Actively managing 20% of 
customers in a portfolio won’t add value – and it just adds 

High Medium Low Student Youth 

92% 

22% 

-15% 
-7% -2% 

19% 
39% 38% 

10% 14% 

% of value 

% of customers 
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another level of complexity (or a barrier) for some customers 
and a layer of cost for the bank. 

We’re not even convinced customers really want it. Your 
marketing propositions team that customers want a 
relationship manager. That’s what the research says. But, 
then again, who would say ‘no’ if it was free! What customers 
are looking for is someone who can help them when things go 
wrong or get complicated (and lets be honest things do go 
wrong and get complicated sometimes). What customers are 
looking for is someone they know the name, telephone 
number or email address of who they can contact when they 
need help. But as we can see, the current model prevents 
RMs from fulfilling the need in most cases. The average RM 
spends 50% of their time dealing with non-customer facing 
administration tasks.  

Relationship management might sound similar, but is an 
entirely different concept, in line with the customer imperatives 
described in section 4. 

Relationship management is effective case management, 
matching up a specialist with a customer when they need it, 
but leaving them in control. You don’t need a highly paid RM 

to guide you through buying multi-trip travel insurance on 
Internet banking (available 9 am to 5 pm Mondays to Fridays 
except during lunchtime or when they have a meeting.) – you 
need someone who can help you 24/7, maybe using a web 
chat or video conference session to help you complete the 
transaction then and there. 

With the commoditisation of most products and the growing 
availability of sophisticated self-directed service capabilities 
on Internet banking (and in time Mobile banking) – including 
most wealth management products we find it to justify the 
existence of traditional RMs in their current guise. Perhaps it 
is because we’re self-directed customers. 

Case study – Max New York Life, India 

Max New York Life is strengthening their customer retention 
and cross-selling capabilities to reduce churn within their 
current customer base. Using  

As a result, high-margin revenue from cross selling has tripled. 

For further information on how SAS has helped Max New 
York Life achieve improved results see this case study. 

 

 
 

http://www.sas.com/success/mnyl.html
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Understanding where sustainable value is created 
We’ve used the RM model as an example. But others exist: 

• Internet banking – has the potential to deliver a superior 
customer experience when fails to deliver the necessary 
capabilities for the customer to complete the sale in that 
channel – forcing them into their branch to complete the 
paperwork. 

• Branch network – is a significant cost to banks. We are 
more likely to see ‘less branch, not branch less’ banks in 

the future. Whilst most CEOs would like to realign or 
reduce their branch network footprints over the next few 
years, few understand why their customers want branches, 
even if they seldom use them. This means that change 
will occur gradually. Branches will only deliver sustainable 
value if they adapt to changing consumer needs that 
clearly add value to the proposition. 

 
• Multi-channel customer management – how the three 

customer preferred channels (branch, Internet, mobile) 
must work together to deliver superior customer 
experience. Value is being lost because the customer is 
unable to seamlessly transact. 

 
• Attitude and adoption of new technology – banks are in 

danger of being disintermediated from existing value 
chains as consumers adopt new technology, interaction 
methods and payment systems. Consumers are 

increasingly looking for innovation from their service 
providers that helps them manage their money better and 
technology companies (such as Google and perhaps even 
Facebook), mobile phone carriers and data aggregation 
companies (such as Yodlee personal financial 
management) are now able to perform activities that were 
once the sole prerogative of banks. This is an example of 
protecting sustainable value. 
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Driving the sales funnel 
 

 Why customer experience is 
not just for ‘tree huggers’ or 
are you lead poor or 
conversion poor  6 
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Driving the sales funnel 

What’s customer experience got to do with it? Everything. 

 

We borrowed this graph from Peppers & Rogers. You no 
longer need to be good – you’ve got to be consistently 
excellent to build customer trust in your brand. This is the first 
part of the equation. Having high levels of trust means what?  

Peppers & Rogers also said that high levels of trust translated 
into better key performance indicators.

 

So there are real tangible benefits (that you can measure) in 
having high levels of customer experience. 

That shouldn’t be a problem. All of your customers trust you, 
don’t they?  

They trust you with their money (and not to steal it or go bust). 

But do they trust you to do what is in their best interest or to 
do what is best for them? It is more than keeping their money 
safe.

Can your customers start an interaction (for example, enquire 
about a loan) in one channel and seamlessly complete it in 

another? Or do they have to repeat information or steps in 
subsequent channels? 
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Do you make it easy to do the paperwork? Or does ‘STP’ 
mean ‘straight-to-paper’? 

Do they always end up in the branch to complete the last 
step? Why? Is it really because of compliance?  

Because it has it always been like that? Is it because 
customers really like going to the branch?  

New nimble competitors won’t worry about your legacy 
infrastructure, technology and reward system problems when 
they are completing paperless sales at first contact. In fact, 
they’ll be laughing all the way to their bank. 

 

Are you lead poor or conversion poor? 
We believe that it is doubtful that any bank is truly lead poor. 
Your active customer base, their data and your analytics 
capabilities can solve that problem. 

The problem is that most banks are conversion poor. Why? 

Being conversion rich is a bit like hitting the jackpot on a slot 
machine. All four symbols have to match to win: 

• Target 
• Motivation 
• Sales process 
• Proposition 

Fail on any one and you miss the jackpot. Fail on targeting the 
right customers, or not motivating your employees to do the 
right thing and you’ll miss the jackpot too. 

So how do you go about getting all of those dials to drop in 
the right place at the right time? 

Target – most banks have more potential leads than they 
could ever handle, but a sales process that can only handle a 
certain volume. Poor targeting causes focus on low value 
leads and customers to the detriment of more value 
customers and leads. 

Banks typically spend the majority of their marketing trying to 
stimulate low quality leads and ignoring customers who are 
actually trying to buy! How did this happen (see channel 
spaghetti and where has marketing gone above) Banks need 
to establish a customer management strategy, based upon 
understanding value, potential and sales/service process 
capability. Most marketing functions think lead volume is an 
end in itself and take no responsibility for understanding or 
tracking through the conversion process.  
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Sales process – this determines how many leads/customers 
can be processed to a conclusion. 

Different sales processes evolved during second-generation 
thinking and often the channels failed to co-ordinate, resulting 
in multiple sales processes that failed to connect when the 
customer switched channels. This resulted in customer 
frustration and lost sales. 

Even though banks have implemented Internet banking many 
sales processes are branch-centric, forcing the customer to 
visit the branch to complete the sale for simple products such 
as savings, credit cards, personal instalment loans and 
general insurance. Very often it is simply to complete the 
documentation. This creates a bottleneck, especially if the 
branch is meant to focus on higher value wealth management 
advice and sales. Banks should invest in straight through 
processing (STP) that allows the customer to complete the 
sales online and reduce paperwork (Stop The Paper) and 
other purely administrative tasks. 

Changing attitudes and expectations of electronic channels as 
customers learn to buy non-financial products will spill over to 
banking. Expect pure Internet banking sales to grow as the 
process gets better (STP) and customers become more 
comfortable with the process. 

The sales process is dynamic. By that we mean there isn’t a 
single one, each customer will approach the research, 
decision and sale differently, depending upon their need, 
attitude to technology, experience and a number of other 
factors. Forcing customers down a rigid process rarely works 
as many will default to human channels when you don’t want 
them to. The bank should map out several potential journeys 
as it follows there’s not one – and only ‘average customers’ 
follow ‘average processes’… …no customer wants to behave 
the way most are currently designed. 

The sales process should be reviewed against actual channel 
data to ensure that they are designed to reflect customer 
behaviour. Do customer behave the way that the process was 
designed? Or are they behaving a way that is different and 
you are risking the customer experience (and trust and 
tangible benefits)? 

Offer – in order to achieve the highest levels of satisfaction 
and sales the offer should be relevant, timely and 
personalised. Offers should be based upon known customer 
needs gathered through conversations or triggered by events 
detected in the bank’s data or externally. 

Motivation – we have split motivation into two sections: the 
employee role and incentivisation. 
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Case study – Standard Chartered, Asia Pacific 

Standard Chartered are making sense of the huge amounts of 
data coming through its channels, combining it with other 
customer data for analysis. The bottom line is a more targeted 
approach to marketing campaigns resulting in customers not 

being deluged with irrelevant offers and a better return on 
their marketing dollars. 

For further information on how SAS has helped Standard 
Chartered achieve improved results see this case study. 

 

From ‘make and sell’ to ‘sense and respond’ 
If it’s the end of ‘make and sell’ push marketing, so what 
replaces it? 

Let us introduce third-generation thinking – Intelligence – that 
is, driven by the customer where, the banks senses and 
responds to the customer in real-time and where all 
interactions with the customer are relevant, timely and 
personalised. 

Fundamental to this new way of thinking is accepting that 
banks really cannot create customer demand; they need to 
focus on stimulating latent demand and building or sourcing 
products that meet this demand, transparently and effectively. 

This includes: organising around customer (not products or 
channels); the sort of culture they should have and how they 
can build mutually beneficial relationships with their 
customers; how they can achieve the right mix of physical and 
virtual presence; how they manufacture, promote and manage 

their products and services; and how they incentivise the right 
behaviour from their employees. 

‘Sense and Respond’ is an adaptive managerial framework 
developed by Stephan H Haeckel at the IBM Advanced 
Business Institutei. It is an internally consistent and scalable 
re-organisation of strategy, structure and governance for 
environments of unpredictable change.  

New reality – real-time multi-channel contact 
management 

The prime purpose of customer relationship management and 
analytics is to optimise the organisation’s contact capacity to 
create maximum sustainable value by sensing and 
responding to customers needs and wants. 

The purpose of this section is to discuss how the need for 
real-time multi-channel ‘conversations’ that engage customers 
requires a change in thinking and organisation. 

http://www.sas.com/success/standardchartered.html
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Why ‘real-time multi-channel’ contact management? 

Because, it’s ‘reality’ – it is the world that your customers now 
live in. Due to changing consumer attitudes, behaviours and 
technologies such as the Internet, always on connections, 3G, 
mobile smartphones, email, SMS Text, chat, iTunes, YouTube, 
Facebook and Twitter, consumers live in a ‘real-time’ world, 
where conversations, news, information and services are 
always immediately available. Content now streams 24x7. 
Consumers now expect immediate fulfilment. The real-time 
world is a ‘sense and respond’ world. 

In a ‘sense and respond’ world its no longer acceptable to 
take a week to follow-up a quotation on the Internet; to take 
three months to prepare a direct marketing campaign or not to 
synchronise offers across channels so that the customer isn’t 
offered the same product tomorrow that they rejected 
yesterday. 

Never has ‘right customer, right offer, right channel, right time’ 
been so important. Many customers are connected 24x7 by 
mobile smartphone and there’s evidence that many Gen Y 
customers attitudes are different to Baby Boomers. As they’re 
always connected they’re more accepting of relevant, timely 
and personalised contact from organisations that they do 
business with during their leisure time. 

First-generation contact management thinking was 
dominated by automation that resulted in centralised mass 
direct mail marketing with little differentiation developed 
around simple propensity models because customer data was 

often out of date or missing. It was typified by ‘make and sell’ 
mentality from the industrial age. 

As customers were selected on propensity to buy, rather than 
their need, most campaigns failed to achieve more than 2 per 
cent response rates, as they were irrelevant, not timely nor 
personalised in the customer’s eyes. 

The end-to-end processes involved manual data extraction 
and modelling, offer letter and application form design, 
product pricing, advertising control, compliance and legal. In 
all, most direct mail campaigns had a 13-week lead-time. 

As a result, customers could have already bought the product 
between the data being extracted and receiving a now, 
irrelevant, direct mail. It was not unusual for customers to 
receive up to four or five direct mail shots a month from their 
bank: for example, credit card; personal loan; home insurance 
and mortgages because the data was silos and mined 
independently for different product managers and no 
prioritisation across offers. 

Customers could only respond to campaigns in one of two 
ways: return a completed paper application form to the branch 
or a central back-office unit for processing or visit the branch 
and ask to buy the product. Branches often did not know that 
a customer had been mailed and so the conversation was 
often an embarrassing one. Application forms were rarely 
personalised, that is pre-completed with known information, to 
help the customer. Personalisation was non-existent as all 
customers received the same offer. 
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Second-generation contact management thinking resulted 
in fragmentation of the customer experience as new channels 
came on stream and marketed independently. 

Firstly, the call centre offered the opportunity to outbound call 
customers using automated call technology that offered 
productivity gains and the ability to contact customers after 
branch opening hours at home. However, calling customers at 
home with unsolicited offers, often whilst they were having 
dinner or relaxing was not popular and customers asked 
banks to turn off this channel. 

Email was seen as a replacement for direct mail as it offered a 
lower unit cost, however, it suffered from security issues as 
‘phishing’ concerns prevented many customers from clicking 
on the link embedded in the email. Email is fundamentally 
insecure in terms of the right person being at either end, and 
so it was dead on arrival as way of sending personalised 
information. Banks have tried to get over this problem by 
creating secure email based behind their security wall, but 
customers don’t know a relevant, timely and personalised 
message is waiting for them. Because of the volumes of 
‘spam’ emails many customers have become immune to email 
messages that are not immediately relevant and personalised.  

And finally, Internet banking offered the opportunity to 
revolutionise the customer experience, but fell short. Offers 
conflicted with off-line channels – they were either different or 
not synchronised. Straight through processing of products 

offered was limited, even for existing customers, forcing them 
to the branch to complete the sale. 

Because there were now four channels: branch, direct mail, 
Telephone banking and Internet banking, this increased the 
pressure on customers. Often, campaigns were 
uncoordinated, with conflicting campaigns on Internet banking 
and the branch, for instance.  

In some instances banks had separate ‘direct’ marketing 
teams who managed Internet banking and email campaigns. 
This lead to a disconnected multi-channel contact 
management and sales process, with the customer frequently 
required to download application forms and process them 
through the branch or centralised unit. Initially, little STP 
existed as branch processes were adopted and not designed 
for the channel. 

This was a continuation of industrial age ‘make and sell’. 

Third-generation ‘intelligent’ thinking recognises that the 
customer demands three things: relevance, timeliness and 
personalisation. In a world where the customer is bombarded 
daily with advertising, most of it irrelevant, your message has 
to be relevant to get the customer to look at it once, never 
mind buy the product. 

It also has to be timely, that is, you make it at a time that 
coincides with a customer need.  
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This sounds complex, if not impossible, unless you are able to 
detect ‘events’ that connect need to a solution or develop an 
understanding of your customer’s future needs and respond at 
the appropriate time. We call this ‘sense and respond contact 
management’. 

Finally, customers demand a more personalised service. This 
means not only making the offer in the most relevant or stated 
preferred channel, but also providing the customer with the 
right information to meet their needs. 

 

Relevant, timely and personalised 
It’s the $64,000 question. To succeed, by recognising what 
the customer demands, banks must learn and demonstrate 
three new capabilities: 

• Be relevant – this means being relevant to that 
individual customer and their needs 

• Be timely – this means not only a quick response, but 
anticipating the customer’s need  

• Personalise the communication – it is more than getting 
their name right! Personalisation is about customising 
the message and its delivery to that individual customer  

 

How do they do that? 

 

 

• Detect events that are relevant to the customer from 
the vast amounts of data available 

• Broadcast across channels – that the customer uses to 
respond to your communications 

• Personalise the communication – make it feel like its 
only for them, from a trusted friend
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What does it take to achieve third-generation thinking? 
It involves building an organisational and delivery model – a 
‘sense and respond’ model that is designed for the information 
age. 

Real-time multi-channel contact management is a ‘sense and 
respond’ process by which all customer contact, irrespective 
of proposition, segment, product, channel or media is created 
using a single engineered process, with the objectives of 
improving the customer experience; optimising channel 
capacity and delivering sustainable value. 

Re-engineering the multi-channel contact management 
process 

All existing channel and product marketing must be re-
engineered using ‘sense and respond’ competencies: 

• Designing the organisation as an adaptable system – 
the process is designed with one purpose in mind – 
customer value creation. The roles and interactions of the 
players in the table below are aligned to that purpose. The 
players’ role is to ensure that decisions to respond to 
customer demand or behaviour are actioned into relevant, 
timely and personalised contact.  

• Knowing earlier – supported by IT, the marketing 
analytics team is responsible for the rapid sensing and 
interpreting the meaning of what is happening now. 

Case study – [x+1] 

[x+1], a leading provider of predictive marketing solutions, 
is using SAS tools to help their clients get the right 
message in front of the right customers in real time. 

For further information on how SAS has helped [x+1] help 
its clients achieve improved results see this case study. 

• Managing by wire – means that the process is linked by 
a tracking and reporting information system that enables 
management to understand what is happening now, make 
decisions that can be translated into actions for the 
contact management team to deploy and tracking it 
through to presentation to the customer. Real-time 
management information ensures that multiple ‘sense and 
respond’ offers are processed at the same time, yet the 
team manages to control all of them. 

• Dispatching capabilities from the ‘event back’ – this 
means how the contact management team action and 
deliver the decisions using modular components such as 
marketing messages, banners and internal 
communications, that can be reused or recombined to 
assemble or modify contact and offers quickly and 
effectively, without having to have all aspects re-approved. 
Management information is modular allowing new 
information to be added without delay or significant cost. 

http://www.sas.com/success/xplusone.html
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To this end a new contact management process model is 
required. This model must clearly define capabilities, roles 

and responsibilities at every step of the redesigned process.

A new model for a new reality 

  

	  Customers 

	  Distribution 

	  Technology & process 

	  High Value 

	  Business 

	  Culture 
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Keeping the score

 
 

 

Metrics for a ‘sense and 
respond’ business 

7 
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Keeping the score  
In the past, banks relied upon internal metrics to run their 
business. Masses of product and channel data was submitted 
by different units (often using different data sources) and 
collated into something that reflected an ‘alternate reality’.  
 
Differences in data sources and quality meant that there was 
little common language and data was submitted to ensure the 
originator was seen in a good light. In reality, it often conflicted 

with itself and frequently misled the decision-makers. It was 
traditional ‘make and sell’ backward looking metrics. 
 
What is required for today’s ‘sense and respond’ environment 
is insight that is fit for purpose – to help the organisation 
sense and respond to their customers with forward looking 
metrics and decision-making infrastructure. 
 

 

Internal metrics 
One of the critical features the new world is not about who has 
the most customers or sells the most of a particular product. It 
is about who understands where sustainable customer value 
is created. Banks that fail to understand will fail. 
 
But there’s more than simply understanding where it is 
created. Any measure must be actionable or it has little 
practical value. We take the view that there are two rules: 

Rule #1 – identify and retain your most valuable customers 

Rule #2 – find more like them… 

What does this mean in practice? Rule #1 requires banks to 
understand the two main elements of customer value: current 

value and future value. Rule #2 requires banks to use what 
they find in Rule #1 to measure against their strategy (is it 
viable – do we have the right customers?) and drive all 
marketing and branding activity to achieve Rule #2. 

Current value is the difference between revenue being 
generated now and current servicing costs, and is often 
calculated on a twelve month rolling basis. The current value 
for each product is calculated monthly and combined into a 
customer-level score. It does not have to agree totally with the 
bank’s profit and loss account, but its quality must be 
sufficient to be actionable – it must be possible to use this 
information as a basis for taking action. 
 
Future value requires banks to make an assessment of 



In search of relevance. Adapting your business to sense and respond 

© Intelligence Delivered (Asia) Limited 2012 28 

customers’ future revenue and servicing costs and buying 
behaviour. Future value is often calculated using a medium-
term (3 to 5 year) view of the customer value projection. 
Future value is only a prediction and the bank must remember 
that they must actively develop the customer relationship to 
achieve the future value – it rarely happens on its own. 
 
‘Propensity to buy’ modelling plays an important part in 
calculating future value to project what products a customer 
might buy if the bank successfully develops the relationship, 
and nominal values can be assigned to these products to 
calculate an overall future value.  
 
Risk – techniques, such as behavioural credit scoring offer a 
dynamic indicator. Scored monthly they can act as early 
warning to potential changes in customer value caused by 
changes in behaviour. 

Customer Segmentation 

Customer segmentation is not a new concept in banking, but 
few banks have successfully translated the theory into 
practice. Many segmentation models were developed before 
computers had access to the vast amounts of data they have 
available now and were based upon preconceived ideas 
about society, customer characteristics and their needs. 

Traditional segmentation 

Traditional life-stage segmentation seeks to give banks insight 
into their customers and to leverage their knowledge to offer 

the right products to the right customers at the right time. It 
created a number of categories with typical customer 
characteristics and potential product needs. Simple 
demographics, such as age, income, marital status and 
number of children were assessed to decide which single 
segment to put the customer in. It often required gathering 
information from face-to-face interviews and ‘Know Your 
Customer’ data collation, and rarely reached 100% of 
customers, meaning that it was rarely 100% accurate. 

A typical example might look like this: 

Lifestage Characteristics Products 

Teenagers/students Initiate banking relations Current and savings accounts 

Single adults Enter college, workforce Credit and debit cards, auto loans 

Childless couples Marriage Joint account, ISA, investments 

Young families Birth of a child Mortgage, loans, insurance, education 
plans 

Established families School age children Home equity loans, education plan, 
insurance 

Empty nesters College bound children Investments, education loans, second 
mortgages 

Mature adults Retirement Investments, estate planning, plan 
distribution 

 

It assumes a linear pattern to life, based around the ‘nuclear 
family’, that progresses from one stage to the next in an 
orderly fashion. However, we know that life’s not like that. 
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The past 30 to 40 years have seen significant socio-
demographic upheaval that has invalidated simple ‘nuclear 
family’ based models such as the one above. In 2011, one in 
five young people aged between 16 and 24 are ‘neets’ (not in 
education, employment or training), 20% of UK households 
are single parent, usually headed by a woman; the number of 
single adults living alone aged between 35 years and 64 years 
has risen significantly and a new class of mid-lifer adults is 
also rising quickly – a ‘sandwich generation’ who are caring 
for grown-up single children or ‘kidults’ (25% of men and 13% 
of women aged 25 years to 29 years still lived with parents in 
2009) and as well as supporting parents who are in their 
eighties or nineties. In the 1960’s the average of a first time 
homebuyer in the UK was 23 years old, now it is 35 years old. 

Organisations are finding it increasingly difficult to translate 
traditional life-stage models into meaningful and actionable 
activity. Apart from missing new and statistically relevant 
lifestages, the model also attempts to force customers into 
preconceived ideas of how they will behave and what they 
need. As a result, many customers will reject offers on the 
basis that they are simply not relevant to them. 

Finally, considerable effort is required to complete a lifestage 
modeling exercise and banks rarely updated it on a regular 
basis, meaning that its insight soon became outdated. 

Gravitational segmentation 

Gravitational segmentation takes a more dynamic approach 
and effectively allows the customers to segment themselves 

using a much wider data set than traditional lifestage 
modeling. 

Gravitational segmentation involves allowing analytics to build 
‘gravitational’ data models with no preconceived input from 
humans (especially marketers!).  You define a number of 
dimensions and let the computer cluster customers. Then you 
add humans to create the ‘customer personas’ from the data 
clusters. 

Depending upon your dimensions, the resulting ‘customer 
personas’ will allow you to target customers more effectively 
with relevant, timely and personalised contact. 

A customer could be in a traditional lifestage segment for as 
little as two years (childless couple to young family) or as 
much as 10 to 15 years (empty nesters to mature adults).    
However, unless you able to track lifestage changes your 
marketing department will use old assumptions and their 
communications will fail to be relevant or timely to customers. 

Gravitational segmentation personas are based on common 
customer behaviours, activity and attitudes, irrespective of 
fixed markers such as age and income (age is used, but it is 
not a dominant factor as it is in traditional segmentation). How 
customers use existing products is a pointer to the next 
potential product but also how other customers without the 
product represent latent potential demand. 

Because it is based upon how customers are behaving or 
have behaved in the past, gravitational segmentation also 
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offers more insight into potential demand during the next 
financial year. During the annual planning process, after 
taking into account predicted economic conditions, analytics 
will predict demand for each product group for the year ahead 
and predict the channels where offers should be made (entry) 
and where they will be sold (exit). 

This enables distribution to determine channel capacity for the 
entry and exit points and for downstream fulfillment. At this 
point marketing and distribution can identify spare capacity 
and plan to downsize or stimulate demand using campaigns. 

Product Metrics 

Whilst banks have expanded their propositions to offer 
hundreds of different products they still focus on a core five or 
six. In fact, product rationalisation now a major business 
transformation in many banks as product proliferation is 
proving to be costly in a market that is increasingly looking for 
simplicity. 

Channel Metrics 

It is important to understand how the customer is using your 
channels and how new channels such as Mobile banking 
impact legacy channels such as the branch, telephone 
banking and Internet banking. 

Sales Funnels 

We mentioned driving the sales funnels in chapter 6, but that’s 
only achieved by having robust and actionable multi-channel 

metrics. In driving the sales funnel from a metrics point of view 
it is equally important if not more so to understand what ‘drops 
out the funnel’ at every stage of the customer journey and to 
determine what is causing the drop out and whether it 
requires rectification. 

Service Funnels 

Service funnels act in a similar way to sales funnels, but 
reflect the customer’s transaction or service journey (for 
example, a lost or stolen credit card). As customers judge 
their bank by the overall experience (not just an occasional 
sales experience) it is more important to track and manage 
service journeys as they have a more immediate impact on 
customer satisfaction and next purchase consideration. 

Service failure and recommendation 

A key moment of truth is when something goes wrong. And 
sometimes it does. Metrics should be in place to provide more 
than the local regulator requirements (usually the number, 
resolution within regulatory service levels and compensation 
paid). This is closely liked to service funnels as it is often a 
breakdown in the service funnel that causes a complaint.  
 
Social media, such as Twitter, offers new opportunities to 
anticipate service failure, but banks must have the capability 
to react in real-time to fix the cause of the comments. Failure 
to do so will exasperate the problem.  
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Use of Net Promoter Score (NPS) has grown considerably 
over the past few years and provides useful information so 
long as it isn’t used in isolation. 

Brand 

In today’s highly competitive and dynamic market, brand 
image is an important component of keeping the score. As it is 
how consumers see your organisation and its values it should 
be measured against the internal and external metrics 
mentioned elsewhere in this chapter. Increasingly, social 
media brand perception plays an important role in acquiring 
and retaining customers. 

 

Case study – DBS Bank, Hong Kong 

DBS Bank Hong Kong is using dynamic-segmentation that 
takes into account changing customer needs and specific 
behaviour patterns, as well as varying business contexts to 
gain a true understanding of its customers. The bottom line is 
more timely customer analytics that improves their cross-
selling capabilities and customer satisfaction. 

For further information on how SAS has helped DBS Bank 
achieve improved results see this case study. 

 

External Metrics 
How do you know whether you are really out-performing your 
competitors or whether you are just benefiting from benign 
market conditions?  

Benchmarking 

Benchmarking is the process of comparing your business 
performance metrics to those of your industry (you and your 
competitors) to identify opportunities to improve your 
performance. It is increasingly used as a strategic tool to help 
banks understand their market position, their customers and 
how they use their channels and core products. 

How often have you heard people say, “all banks are the 
same”? Well, in many respects they are; most retail banks 
operate in a broadly similar way and provide services to 
customers through similar channels. 

As a result, banks’ executive management continually strive to 
differentiate themselves from their competitors and to gain a 
financial advantage. To do this they have traditionally used 
customer research to understand customer activity and 
behaviour and to find answers to questions posed by their 
CEO such as: 

http://www.sas.com/success/dbs.html


In search of relevance. Adapting your business to sense and respond 

© Intelligence Delivered (Asia) Limited 2012 32 

• “Who is best at attracting premium customers and on 
what channel?” 

• “How effective are my sales and service teams?” 

• “Who is eating my lunch?” (A common term used by the 
CEO to ask who’s taking your business!). 

To do this they use quantitative and qualitative market 
research techniques to gather data from their own customer 
base and from some of their competitors’ customers.  

Techniques used to gather the data include mailing 
questionnaires, on-line or telephone surveys and face-to-face 
focus groups.  

But these traditional techniques are increasingly flawed: 

• Most customers don’t respond – most surveys have 
response rates between 15 and 25 per cent and do not 
guarantee that the views expressed are representative of 
the 80 per cent who did not respond; 

• ‘Intent’ not ‘action’ - the customer does not always do 
what they say they will do. It is human nature and can 
distort results; 

• Lost in translation – sample sizes and weightings (to 
ensure like-for-like analysis) can distort results as there is 
no way to survey the entire market. 

Financial services is a dynamic marketplace that has seen an 
increase in new entrants and channels in the last few years, 
with CEOs now judged on their performance quarterly, if not 
monthly. Unfortunately, these techniques take many months 
to set up, mail questionnaires, gather and analyse the data to 
produce the information need to run the business. Frequently, 
the information is out of date before its delivered and only 
confirms what happened. It has been said that it is like trying 
to steer a super tanker – using the rear-view mirror only, 
whilst wearing blinkers! 

There are other reasons that these methods don’t deliver the 
intelligence that a bank’s executive management needs: 

• Surveying the entire market on a regular basis is 
impractical and beyond the financial means (and 
capabilities) of most banks; 

• Customers who respond surveys often do so for reasons 
that distort results that can cause banks to misinterpret 
customer attitude or behaviour; 

• Attempts to incentivise response rates usually lead to 
misleading results as many people only do so to get the 
monetary incentive and are not too bothered about the 
results. Also, this is an extremely expensive way of getting 
a response; 

• Like direct mail, customer fatigue is causing responses to 
survey questionnaires to fall steadily. Customers, quite 
rightly, have also become more cynical about being asked 
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their views when they usually see no change 
(improvement) or benefit for them; 

• Concerns about Internet security and receipt of ‘junk mail’ 
or ‘spam’ can reduce the effectiveness of on line or email-
based surveys; 

• The cost of regular comprehensive surveys can be 
prohibitive, especially if they are conducted by mailed 
questionnaires or face-to-face groups; 

• Finally, the bank is forced into a series of compromises: 
how many people to survey? What segments and/or 
channels? And at what frequency to survey their 
customers without alienating them? These compromises 
can render the data meaningless rather than delivering 
any form of intelligence. 

Benchmarking solution 

Benchmarking offers a practical solution to many of the 
challenges. 

It uses the most reliable data there is – the bank’s! 

A financial services benchmark is where a major proportion of 
the industry agrees to provide desensitised statistical data to 
an independent third-party to collate, analyse and distribute 
the benchmark results amongst the member banks. 

It is important to recognise that banks will not give each other 
strategically important data and that a trusted and 

experienced third-party benchmarking company is used to 
collate, normalise, analyse and distribute the benchmark 
results. 

Most markets around the world have more than twenty banks 
operating (some have as many as five hundred or more local 
credit unions!) and it would appear potentially daunting to try 
and gain acceptance of a benchmark in those circumstances. 
However, four or five banks typically constitute 80 per cent of 
the market share and this means that an initial benchmark can 
be established without recruiting everyone.  The question is: is 
80 per cent sufficient to understand the market? 

As the intelligence delivered by the benchmark is only 
available to subscribing banks it soon becomes apparent to 
non-members that it is crucial to their market position or 
survival to join. In some ways, they can gain more than their 
larger competitors, as they often don’t have the same level of 
resources to devote to performance management, yet gain all 
of the advantages from the benchmark. 

The economics of benchmarking are also favourable; the 
annual cost of a quarterly benchmark is estimated to cost less 
than two product or channel customer research 
questionnaires. 

By gathering internal data from banks a comprehensive 
picture of the market can be built quickly and accurately. Most 
of the data is readily available and is used on a day-to-day 
basis by banks and so is usually reliable. However, there can 
be differences in definitions for simple things such as a ‘sale’. 
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The benchmark is based on reality – it is a true picture of 
market share of new customers and segments; customer 
channel penetration and usage; sales channel effectiveness 
and other key metrics such as retention. 

Because the data is readily available it can be collated, 
analysed and the intelligence acted upon within a shorter time 
than traditional methods. Many benchmarks are six monthly or 
quarterly, but where the metrics are very dynamic a few can 
be monthly. 

The frequency of the benchmark is determined to allow banks 
to be able to assimilate the data, formulate and implement 
performance improvement initiatives and record the results 
internally ahead of the next quarter’s benchmark. 

Benchmarking copes with complexity of multi-channel 
interactions as the underlying data can track the various 
channels where a sale was started, handled and completed. 
This helps banks determine which parts of their sales process 
are adding value and which parts are destroying the customer 
experience when compared to leading practice. 

Each bank receives a confidential personalised report 
highlighting their position, performance and a SWOT analysis.  
Only subscriber banks see the data, and even then they only 
see their position or ranking – all other competitors are 
anonymous.  

The benchmark data cannot be distributed to or bought by 
non-subscribers, and banks will normally restrict internal 

distribution given the potential sensitivity of their position in 
the marketplace. 

To interpret the results the benchmarking company will 
provide one-to-one review sessions with executive 
management to help them understand the results and advise 
on leading practice.  

By gaining a deep understanding of the market the 
benchmarking company is able to provide relevant, timely and 
accurate advice and help their clients improve and monitor 
their performance. Of course, the benchmarking company will 
not divulge any information regarding its clients to competitors. 

Benchmark data 

Typically benchmarking data will include the following types of 
data: 

• Numbers of active customers in defined segments 

• Number of products held per customer 

• Transactions by type by channel 

• Numbers of service and sales employees 

The number of data points will depend on the scope of the 
benchmark and the detailed data points will usually be 
protected by a non-disclosure agreement between the 
benchmark company and the subscriber banks. 
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Benchmark metrics 

The following are common benchmark metrics: 

• Actual market share of key segments e.g. affluent 
customers 

• Percentage of customers registered to use and actually 
using particular channels during the period 

• Sales and referrals per adviser registered during period 

• Percentage of sales started in a channel that are 
completed by that channel 

The specific metrics will depend on the scope of the 
benchmark and their propriety nature will usually be protected 
by a non-disclosure agreement between the benchmark 
company and the subscriber banks. 

Benchmark report 

Although significant amounts of data is gathered, processed 
and analysed, benchmark reports are designed to deliver the 
intelligence that the reader needs to understand their market 
position and take action as required. 

Because the benchmark is conducted on a regular basis, 
quarterly for example, trending can be used to help the reader 
understand the impact of performance initiatives, such as 
introducing a new proposition or channel. 

Whilst performance metrics are agreed between all 
subscribers in advance, a client can ask for additional analysis 
of the data if a particular metric causes concern – sometimes 
called a ‘deep dive’. Of course, the information will be 
provided in an anonymous format with only the client’s own 
data identified. 

Benchmarking is flexible and is not ‘all or nothing’. For 
instance, if you have not launched a mobile banking 
proposition or cannot provide it at this moment in time you will 
not be able to provide any data and so will not see the results 
of others (this prevents banks deliberately withholding specific 
data to see the market position).  You will, of course, see all of 
the results for the data you do provide. 

The benefits of benchmarking 

Benchmarking has been likened to ‘performance information 
for the real-world’, in the sense that’s where the data comes 
from. 

Because benchmarking data is comprehensive, reliable, 
relevant and timely it is now used by many bank’s executive 
committees to measure and monitor their performance in 
today’s dynamic marketplace. 

In a world where people say they are increasingly short of 
time, benchmarking delivers the intelligence banks need 
without interrupting or disturbing their customer in any way.  
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When banks start benchmarking they often receive a severe 
‘reality check’ that overturns established or pre-conceived 
beliefs about their business, performance and future 
prospects. 

• They may discover that their profile of affluent customers 
is out of line with the market and instead of being an 
‘affluent bank’, they are catering for the ‘mass market’.   

• Or, as new low cost channels are deployed, they may 
discover that their customers migrating at a slower pace 
than their competitors and as a result they will not reduce 
their transaction costs as a result – only incur more 
channel costs. 

It is not a case of ‘either/or’ where traditional research and 
benchmarking are concerned.  Whilst benchmarking can be 
very effective at understanding the entire marketplace 
dynamics, your competitors and your customer’s actions it 
cannot determine a customer’s attitude towards your brand, 
propositions and channels. 
Some banks are now using benchmarking and traditional 
customer research in tandem. Benchmarking provides a rapid, 
but broad, view of the market and performance and traditional 
research is used to explore in more detail key issues that 
benchmarking uncovers.  

 

Managing in this world 
Managing in the sense and respond world requires a ‘sense 
and respond’ organisational decision-making capability. 

Key to success is strong leadership, a clear vision and a 
common language (metrics) that provides a ‘single version of 
the truth’ to ensure activity is seen from a holistic customer 
view, not from one particular channel or product silo. 
 
The Weekly Trading Meeting 

Managing in a dynamic and competitive multi-channel retail 
environment requires a ‘real-world’ approach that is tailored to 

providing decision-making insight and leads to intelligent 
solutions. 

The weekly trading meeting focuses on the ‘sense and 
respond’ key performance indicators and the follow-up of 
actions from the previous meeting. This is a ‘sense and 
respond’ meeting and unless otherwise specified agreed 
actions are implemented immediately for measurement of the 
impact in time for the next meeting.  

Key performance indicators should provide an external as well 
as internal view of the world and include competitor activity; 
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customer activity; channel service levels; core product sales 
funnels performance etc. 

It should also be forward looking taking account of not only 
last week’s performance, but also indicators for next week’s 
activity. 

The Monthly Customer Meeting 
This takes a longer-term view using the same consistent 
consolidated data from the weekly trading meeting. 

It too is a ‘sense and respond’ meeting that looks at wider 
competitor positioning in the market place and examines the 
strategic implications of these, together with the ever 
changing regulatory environment (how banks are perceived 

and the impact of regulations) and other non-immediate 
external factors. 

This meeting also reviews segment performance over the 
longer-term and allows for the review and adjustment of the 
monthly rolling plan in response to up to date information. 

Key business transformation, technology or major campaigns 
that potentially impact the annual plan should be reviewed 
during this meeting. 

Insight into changing customer attitudes and behaviours 
extracted from customer research/benchmarking data over a 
rolling 18-24 month period is reported to put internal metrics in 
an external context. 
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About us 
 
 
Intelligence Delivered provides retail banks with fact-based analysis and practical recommendations designed to support 
sustainable performance improvement. 
 
We are independent and business focused. Our approach is based upon our practical experience in the retail banking industry and 
through engagements with banks in Asia, Europe, North America, Latin America and the Middle East. 
 
Our experience allows us to pinpoint areas for improved market share, sustainable revenue enhancement, customer experience 
improvement or cost reduction and to support successful implementation through the transfer of knowledge. 
 
Here are some examples of how we can help you: 
 
• To deliver an effective "joined-up" experience to your customers; 
• Understand and realise the value in your data; 
• To understand and segment your market to deliver tailored customer contact; 
• Increase productivity and sales across channels working together. 

For more information about our forthcoming book: ‘Banking: in search of relevance. A new model for a new reality’, please click 
here. 

To contact us, please click here. 

  

http://intelligencedeliveredasia.com/page9/page9.php
http://intelligencedeliveredasia.com/page6/page6.html
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Copyright 
 
Apart from any fair dealing for the purpose of research or private study, or criticism or review, as permitted under the Copyright, 
Designs and Patents Act 1998, this publication may be reproduced, stored or transmitted, in any form or by any means, only with 
the prior permission in writing of the publisher, or in the case of reprographic reproduction in accordance with the terms and 
licences issued by the Copyright Licensing Agency. Enquiries concerning reproduction outside those terms should be addressed to 
the publisher’s agents at the following address: 

Intelligence Delivered (Asia) Limited 
Level 21 
The Center 
99 Queens Road Central 
Hong Kong 
Published by Intelligence Delivered (Asia) Limited. 

Intelligence Delivered (Asia) Limited believes that the sources of information upon which this book is based are reliable and has 
made every effort to ensure the complete accuracy of the text. However, neither Intelligence Delivered (Asia) Limited, the authors 
nor any contributor can accept any legal responsibility whatsoever for consequences that may arise from errors or omissions or any 
opinion or advice given. 
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