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Asian Banking: 

Moving Beyond Resilience 
 

Governor Amando M. Tetangco, Jr. 

Bangko Sentral ng Pilipinas 

 
Good Morning!  

 

It is a pleasure to join you today on the occasion of this 29th 
ABA General Meeting and Conference and be able to share some 
thoughts on the future of Asian banking. As the world continues 
to focus on the financial difficulties in Europe and in the US, she 
now looks towards Asia for respite and comfort. That in itself is a 
new phenomenon which should not go to waste.  

 

Commercial bankers are expectedly looking for 
opportunities and pitfalls that this newer trend may offer. Many 
will contend that it is no longer an issue of “if”. Rather, it is 
about “how much” funds will traverse the great seas in search of 
better prospects in Asia.  

 

What industries may benefit from these flows? Or will 
these flows remain strictly financial that may reverse anytime 
opportunities turn around?  

 

Central bankers follow a different beat, look at a different 
bottom line and are inherently much more conservative. We 
support innovation but we will not tolerate asset bubbles or 
pricing mismatches. Because there is nothing in financial 
markets that is absolute or certain, we tend to be pro-actively 
cautious and keep asking ourselves “what can go wrong” with 
this latest picture.  

 

It is the nature of finance that one’s opportunity is someone 
else’s vulnerability. The challenge then is that when every bank 
is enjoying the party, someone must bear the unpopular task of 
determining whether the party is getting out of hand.  

 

Thus, there will always be that need to step back and 
re-assess the bigger picture. The only difference for Asia is that  
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she has the leeway to manage change without much of the 
baggage of immediate remedial measures. As a point that I will 
make later in my remarks, even this analogy may not even hold.  

 
In thinking about the issues that may affect Asian banking 

in the near term, there are many subplots that deserve some 
discussion. Of all these, however, allow me to focus on three 
issues in particular.  
 
Responsive: Moving Beyond Resilience  

 
The first is the fundamental question of a mindset. 
 

In many occasions and in reports of credit rating agencies, 
Asia has by and large been described as being “resilient” to the 
massive dislocations that the Eurozone and US economies find 
themselves in today.  

 
The intention is not to suggest immunity. Instead, I surmise 

that the point being made is that Asian economies have 
“withstood” the problematic wave of causes and consequences.  

 
If this is indeed a correct interpretation, I would argue that it 

does not do justice to the situation in Asia. In many jurisdictions, 
we not only passively withstood but pro-actively prepared the 
prudential perimeter, precisely so that we would not find 
ourselves faced with significant imbalances. In other cases, we 
did not even partake of the complex products that were available 
on a cross-border basis.  

 
My point here ladies and gentlemen is that the ongoing 

difficulties were not “unavoidable”. On this basis, the best 
response could not have been simply to “withstand” its onslaught.  

 
The underlying issue here is that of the banking landscape 

which each jurisdiction defines in order to meet the needs of its 
banking public. Instead of being just resilient, we certainly need 
to be responsive.  

 
That means that our banking landscape must have enough to 

offer our varied customers. Whether for savers or investors, we 
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need to have an appropriate array of products and services. The 
ultimate mantra is “choice” so that the right product and service 
can be availed of as stakeholders deem fit.  

 
This necessarily leads us to the challenge faced by monetary 

authorities in setting and managing benchmark rates. The 
economic situation, both current and in the immediate future, 
now calls for easier monetary policies. But as yields decline, the 
tendency of portfolio managers is to chase after higher returns. 
The problem is that this must mean moving towards weaker 
credits who must price themselves at higher premia.  

 
Perhaps it is human nature to strive to do better but for 

financial markets that bet, on average, is not without 
consequence. It is indeed a challenge moving forward but we 
need to be circumspect: lower yields come as the benefit of 
improved safety, not as a cost that needs to be remedied by 
pursuing unwarranted risks.  

 
The array of products and services is meaningless if the public 

cannot have efficient access to them. In a metropolitan area, this 
would not be an issue. But for an archipelago like the 
Philippines with 17 administrative regions, over 42,000 
barangays and a sharp divide between “haves” and “have nots”, 
this poses an enduring challenge.  

 
On this point, however, I am happy to share with you that for 

the 4th straight year, the Philippines has been ranked as the 
global leader in microfinance regulation by the Economist 
Intelligence Unit.  

 
The recognition covers our prudential environment that 

enables the delivery of credit and other financial services to 
small and micro enterprises. In looking beyond the award, it 
effectively highlights that the financial market must be 
structured to respond to the needs of its varied public rather than 
the other way around.  

 
Products and access cannot remain viable unless it is duly 

supported by financial education and consumer protection 
initiatives. Different constituents turn to the financial market 
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with different levels of appreciation of the risks and 
opportunities offered by the market. It is incumbent upon those 
who have a better understanding of the market to help others be 
better aware of finance.  

 
This is not just a call for altruism. Rather, it is a simple point 

that a broader base helps and growth thrives only if the base 
itself is able to make informed decisions. In the absence of a 
well-informed public, we will all be prone to imbalances and 
systemic dislocations. This cannot be in anyone’s best interest.  

 

Global Banking Reforms  

 
My second point is in line with the international reforms of 

the banking architecture.  
 
Since finance in general is defined by competing interests 

among stakeholders, it would not be enough to simply offer a 
wide array of products, provide access to all and let everyone 
decide for themselves. We need accepted standards so that the 
interests of smaller stakeholders are not compromised and 
competition is premised neither on dominance nor on any 
arbitrage between tighter and weaker rules.  

 
The banking industry has institutionalized those standards 

through the Basel Committee’s Core Principles for Effective 
Banking Supervision and the Basel Accord. But with the 
massive socio-economic dislocations that have recently come 
out of financial markets, upgrading those standards is again at 
the forefront of the international initiative.  

 
The Core Principles has recently been upgraded. The first 

13 principles talk of what banking supervisors can and should do. 
The remaining 16 principles set the bar for what is expected of 
banks, from governance to risk management and compliance.  

 
There is not much fanfare with the upgraded 29 principles. 

But the jurisdictions represented in this hall today had their 
difficulties with the prior 25 principles. One can very well 
guarantee that the amended 29 principles set the bar much 
higher.  
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Where there are issues is with the Basel 3 Accord. Many in 
Asia are of the view that the new standards are too-centric to the 
difficulties experienced by the US and the eurozone economies. 
Asian jurisdictions have argued that the standards induce change 
in ways that are unnecessary under current conditions in Asia.  

 
The issue is not so much with respect to Basel 3-compliant 

bank capital or the triggers that are embedded in the new Accord. 
Asia’s banking systems, in general, maintain high Capital 
Adequacy Ratios and a considerable portion of which is already 
in Tier 1 capital.  

 
But Asia does have issues with respect to trade finance, 

countercyclical buffers or with the OTC Derivatives reforms, 
among others.  

 
By treating trade credits pari passu with all off-balance 

sheet items and applying a conversion factor of 100%, the cost 
of trade finance, which is important to Asia, will go up five fold.  

 
In addition, since all credit exposures are required to fit into 

a one-year maturity profile, with the same asset correlations and 
set at the floor of the sovereign rating, the new standard fails to 
recognize the nuances of shorter-term credits that are prevalent 
in Asia.  

 
The case that procyclical behaviour is pervasive in finance 

is well established. What is not so well-defined, however, is 
whether Asia has been prone to such excesses to warrant the 
additional countercyclical capital buffer. If we go by how Asia 
has managed its credit portfolio since the onset of the mortgage 
crisis, there appears limited reason to mandate the additional 250 
basis points of capital in risk-weighted terms, even if most of the 
Capital Adequacy Ratios in the region can in fact absorb the 
higher regulatory minimum.  

 
For its part, the OTC Derivatives reform agenda clearly 

wants to be very transparent with the price discovery function. A 
nominal risk weight of 2% is applicable when OTC derivatives 
are standardized, traded on an exchange, cleared through a 
central counter party and assisted by trade repositories.  
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Unfortunately, a derivatives exchange is the exception in 
Asia and central counterparties are a rarity. With a short 
transition deadline hard-coded into the reform agenda, very few 
jurisdictions will in fact have all the requirements in place by the 
end of the year.  

 
For instruments that are, in principle, structured to hedge 

risks, Asia now faces the prospect of applying risk weights of up 
to 1250% for trades done off an exchange. At this rate, Asia 
invites a substantial increase in cost or possibly some 
circumvention of the reform that was meant to provide 
transparency.  

 
Let me be rather clear that we are not challenging the basis 

for pursuing the reforms. It is clear from the difficulties that 
maintaining the status quo was not a viable option and changes 
were necessary.  

 
But the reform agenda does need to be managed simply 

because jurisdictions are starting from different conditions in 
moving towards the same goals. We recognize the urgency of 
institutionalizing changes in the supervisory and risk 
architecture.  

 
But a valid case can be made that it is counterproductive to 

penalize jurisdictions in cases where:  
 

• It takes time to put in place the physical and regulatory 
infrastructure (such as the case of exchanges, central 
counter parties and trade repositories)  

• The problem being addressed by the reform appears not 
to be endemic to the jurisdiction which requires time to 
transition to the new standards (i.e., countercyclical 
buffers)  

• The reforms puts the jurisdiction at a competitive 
disadvantage in cases where no conflicts were 
previously identified (i.e., trade finance)  

 
The reform agenda imposes changes, many of which are 

non-trivial. These changes clearly need to be managed because 
they significantly affect both the supervisory authority and the 
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individual banks. To be able to do this, Asia needs to have a 
voice, one that expresses strong support for the intent of the 
reforms and raises the need for some adjustments were these are 
warranted.  

 
Banking Integration Within ASEAN 

 
The same voice will be important in managing the third 

issue which I raise at this forum. This 3rd issue is the ASEAN 
Banking Integration Framework or ABIF which is expected to 
be fully in place by 2020. I understand many of your members 
are from this economic region and others certainly will have an 
interest.  

 
Under ABIF, organically ASEAN banks can operate as 

“foreign bank” branches in each of the 10 ASEAN member 
jurisdictions. These organically-ASEAN banks are referred to as 
Qualified ASEAN Banks (QABs) and the premise is that these 
QABs operate under the same regulatory conditions as domestic 
banks.  

 
Parity across jurisdictions is likewise proposed under ABIF 

so that banking becomes “cost and policy neutral” between one 
ASEAN jurisdiction and another. This literally suggests a 
harmonized regulatory framework across the 10 ASEAN 
jurisdictions.  

 
A capacity building program underpins the entire 

framework. Under the rallying call of “ASEAN for ASEAN”, 
there will be principally a transfer of experience and 
competencies from the original ASEAN-5 economies to the five 
newer members of ASEAN. Given how different the banking 
conditions are within ASEAN itself, one can only imagine how 
extensive will be this capacity building program.  

 
ABIF is a major initiative in itself but with the aggressive 

timeline, it is an ambitious undertaking. But change is definitely 
underway and not just in banking. ABIF is actually part of a 
larger initiative within ASEAN that covers financial services 
liberalization, capital market development and payment systems 
integration.  



 8 

The general policy direction is to create that holistic 
product called ASEAN finance. As a market, we are collectively 
not there yet. But the world should not underestimate the resolve 
of the ASEAN leaders to pursue and achieve this desired 
architecture.  

 
By the same token, the change that is required to bring us 

from where ASEAN is today to where it envisions itself in 2020 
is not at all trivial. This is not the type of change that one pushes 
top-down. Instead, it must be participatory in nature where the 
political leaders, the financial regulators and the market players 
must all work together if this holistic product is to be effectively 
delivered.  

 
Final Thoughts: A Stronger Asian Banking Voice 

 
Ladies and gentlemen, there is really much of Asian 

Banking that we can talk about. As a region, we are in a position 
of strength and the world looks towards Asia for comfort and 
good news.  

 
In the pursuit of more responsive banking systems, facets in 

each jurisdiction need to be considered. This will be more of a 
task for the stakeholders in each jurisdiction.  

 
But with the global reforms, Asia needs to have a stronger 

voice so that Asian particularities can be identified and 
discussed. This is not a rebuke of the premise of the reforms 
themselves but rather a critical fine-tuning of the transition path 
between where we are and where we need to go.  

 
We can certainly choose to be passive bystanders in the 

global agenda, taking comfort that our respective banking systems 
have been “strong” through the global turbulence. That however 
cannot be the lasting label that Asia needs to be remembered 
because sooner or later global conditions will improve.  

 
Our challenge is to build a holistic and robust ASEAN 

financial market. Though delimited to 10 economies, the extent 
of change that is needed is nothing short of massive, particularly 
if the plans are to materialize by 2020.  
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This ironically this takes us full circle. Asia’s diversity 

provides options but such diversity makes a single global bar 
difficult to enforce. Even within the smaller confines of ASEAN, 
a harmonized prudential environment is clearly a continuing 
challenge. Clearly, desired change cannot be simply mandated 
and real lasting change needs to be coordinated, if not managed.  

 
This is where organizations like the ABA play an important 

role. Not only are you an organization of Asian bankers who 
have established solid working relationships amongst yourselves, 
ABA should be a venue to shed light on the issues. You can take 
the cudgels and help shape the Asian voice, balancing our 
respective idiosyncratic requirements with the larger objective 
of upgrading regional and then global standards.  

 
Just as our banking systems need to be responsive to the 

needs of our stakeholders, Asian banking needs to be responsive 
to the challenges of banking beyond our own borders. Taking 
our place in the global table must mean however that an Asian 
voice has been crafted from our own dialogues. This is what 
having an Asian voice requires and this is what is required of 
Asian banking moving forward.  

 
This is not an easy burden to bear because market-changing 

issues are on the table. But if it was not such a challenge in the 
first place, it would not be worth our time today. We are all here 
because it clearly is worth our time and an Asian banking 
perspective crafted by Asian banking stakeholders cannot be 
anything less than a worthwhile endeavour.  

 
How we make all these visions come to fruition is the point 

of cooperation and coordination. We hope that this forum can 
crystallize over the next few days the initiatives so that we can 
move from a vision and arrive at definitive courses of action for 
each jurisdiction. It is on this basis that I sincerely wish all of 
you very fruitful discussions ahead.  

 
Thank you and good morning to all once again. 



 10 

Post-crisis recovery 

Looking to the Asian markets  

for inspiration 
 

Raphael Goue 

Managing Director for China and East Asia 

EuroPraxis Consulting 

Vice Chairman of Consumer Finance and NBFI, EUCCC 
 

Back in October 2008 when the sub-prime crisis broke out 

in the United States, the European banking landscape changed 

forever. But, in a time of crisis, it seems that the Asian markets 

are offering some respite. Santander and BBVA are just a 

couple of the companies that are taking a shift to the East, with 

many looking to follow. 

 
European countries have faced some significant challenges 

in the aftermath of the 2008 crisis, which has led to a slower 
recovery than we’ve ever seen before. The financial sector, 
which had started to show glimpses of getting back on track, is 
now experiencing uncertainties as a result of the troubled 
sovereign debts issue, and it looks as though a double-dip 
recession is underway. 

 
Post 2008, the deposits of European banks have dropped 

severely. In Greece, retail and institutional deposits fell by 19% 
over the past year. Among them, deposits by Greek banks, 
which make up 21% of the total, have fallen by one-third since 
the beginning of 2010, while those by non-financial firms and 
residents dropped by 9%. In Ireland, the total deposits decreased 
by 40% over the past 18 months. European Central Bank data 
shows that in Germany the deposits of financial institutions fell 
by 12% since early last year and 24% since the September 2008 
collapse of Lehman Brothers. The numbers for France and Spain 
are 6% down since June 2010 and 14% down since May 2010, 
respectively. 

 
After the breaking out of the crisis, authorities at all levels 

in Europe have been implementing a set of new regulations in  
 ____________________________ 
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order to solve the existing problems in European banks and 
protect the financial system. However, regulations such as Basel 
III are expected to negatively impact the European consumer 
lending industry due to stricter capital adequacy and liquidity 
ratios.  

 
In November 2010, the European directive 2010/76/EC was 

implemented by the EU. The objective of this was “to require 
credit institutions and investment firms to establish 
remuneration policies that are consistent with effective risk 
managements,” because, according to the directive, “excessive 
and imprudent risk-taking in the banking sector has led to the 
failure of individual financial institutions and systemic problems 
in member states and globally. While the causes of such 
risk-taking are many and complex, there is agreement by 
supervisors and regulatory bodies, including the G-20 and the 
Committee of European Banking Supervisors (CEBS), that the 
inappropriate remuneration structures of some financial 
institutions have been a contributory factor.” In response to this 
directive, the bank of Italy published a set of supervisory 
provisions in March 2011, concerning banks’ remuneration and 
incentive policies and practices. 

 
The business environment has been made more complex 

after the implementation of these new regulations. In the future, 
banks have to deal with stricter requirements in order to gain 
capital and liquidity. They will also face higher expenses to 
reach the previous performance level. The inevitable result of 
these factors is that the banking industry is in need of 
restructuring and consolidation, both within and among 
institutions. 

 
Apart from the previously discussed factors, the crisis is 

affecting consumer patterns. Not only are consumers more 
conservative in their consumption, but they also have a lower 
propensity to borrow due to their lower confidence in the future. 
The European consumer finance industry is currently facing 
several challenges which are compounded by the double dip in 
most markets, which has resulted in a reduction of production 
volumes as well as an increase in funding costs and risk. 
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Unfortunately 2011 brought additional pressure on the 
European consumer finance players that were trying to evolve in 
a shrinking market. Thwarted by rising costs and an 
environment that offered little growth potential, their options 
were few: either prioritise the home markets and hope to ride 
through the bad times, or look to new areas to break into. 
However, as most consumer finance companies have 
implemented cost-cutting programmes after the first crisis, we 
don’t see lots of room for improvement in home markets. With 
this in mind, evaluating growth opportunities and grasping them 
in fast developing regions such as Asia or Latin America could 
be the most pragmatic option. 

 
A solution to maintain future profits 

 
For a long time, Asia has been the world’s factory. Known 

for its low-cost labour, it has long attracted investment from 
overseas manufacturers. And now it seems that financial 
institutions are following suit, seeking lower taxation and better 
prospects in the region. The rising wealth in the Asian consumer 
markets is the main driving force behind these investments. 
From 1999 to 2009, the annual disposable income per capita for 
urban residents had increased from 5,854 RMB to 17,175 RMB 
in China. Most of the Asian markets are following the same 
trend, and the region is expected to represent more than 50% of 
the world’s middle class in 2020 according to the OECD. 

 



 13 

In China during 2008, there were 43 million urban 
households earning annual incomes over 65,000 RMB. It is 
thought that this figure has grown to over 50 million today, and 
represents the fast growing middle class. Growth in per capita 
income is effective at all levels of the population - the richest 
showing their wealth growing by 18.5% while the lowest 
income were growing by 13% year on year. 

 
Over the last two years, China has emerged as the world’s 

largest market in various areas including cars, with more than 
18.1 million units sold in 2010. The Chinese 12th five-year plan, 
adopted in March 2011, sets as a priority the development of 
domestic consumption, which could be beneficial for consumer 
finance. 

 
The opportunity for consumer finance players is that, 

beyond the positive macroeconomics, the consumer lending 
sector is underdeveloped. Although the saving ratio was as high 
as 31% in China in 2010, the prematurity of this sector could be 
a potentially great opportunity for financial institutions to 
expand their business. 

 
There is substantial room for growth in consumer lending 

in China, and also across many of these Asian markets. The 
penetration of credit cards in Asian countries can give us some 
ideas about the customer base for consumer finance in these 
regions. India and China are especially under penetrated and we 
should avoid the rationale of considering those markets as 
different as the single explanation of this. The credit card 
penetration rate in China is still very low compared to not only 
western countries but also Chinese-cultured regions such as 
Hong Kong, Taiwan and Singapore: these are countries where 
we cannot explain the difference by a cultural difference but by 
differences in the regulatory environments and in customer 
confidence.  

 
The place to be? 

 
Entering the Asian market is not as straightforward as it 

seems for various reasons. Regulations are specific to each 
market and require a thorough analysis. China, for example, has 
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at least seven frameworks to handle consumer finance activities 
such as banks, autofinance companies, consumer finance 
companies, guarantee companies, small loan companies, 
business partnerships, village banks, not including some other 
formats as pawning. Conversely, India has at least three types of 
non-banking entities offering consumer lending including asset 
management companies, investment companies and loan 
companies. 

 

Not only this, but ownership can be restricted. In China, it 
is not feasible for a foreign institution to own more than 20% of 
a Chinese bank. In Vietnam the ownership ratio is 30%, whereas 
there is no restriction on consumer finance companies. In 
Indonesia foreign institutions can own up to 99% of a retail 
bank. 

 
Furthermore, products and services have their own 

specificities. In China interest rates on credit cards should equal 
18.25%, whereas in the Philippines risk based pricing can be 
implemented.  

 
Clients are also different, and consumer finance business is 

specific to each market, therefore it is important to design 
specific strategies on each market. For instance in China 15% of 
the consumer loans were non-mortgage loans in 2010, whereas 
those were representing the large majority in Thailand. 

 
The specificities of each market in consumer finance help 

us draw conclusions regarding the different environments which 
can be evaluated in line with the priorities of the new entrants. 
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Key success factors are based on the adjustment of the best 
practices to the local customer behaviours and the selection of a 
local partner which will bring its local know-how as well as its 
business network. We recommend understanding how existing 
companies have been successful in their market and what their 
issues were. One option is to test the market through a pilot 
which can be adjusted to fit the market requirements before 
launching the service on a real scale basis. 

 

An example of success comes from Spanish bank BBVA, 
which established itself in Asia over 30 years ago. The bank 
became a strategic partner of the CITIC Group after it acquired 
5% of China CITIC Bank (CNCB) and 15% of CITIC 
International Financial Holdings (CIFH), the Group’s Hong 
Kong-based subsidiary, in 2006. Since then, its ownership has 
risen to 15% and 30% respectively, with investment in the two 
companies totalling 3.9 billion euros to date. The collaboration 
agreement includes auto finance, treasury and global businesses, 
corporate banking, trade finance and cash management, as well 
as in pension funds and private banking. This cooperation is 
mutually beneficial, and creates significant value. 

 
Conclusion 

 
The Asian markets offer a significant opportunity for 

European financial institutions.  
 
In our client portfolio we have companies from various 

sectors which are asking us to assist them on their development 
in Asia. Their approaches are varied. Some are evaluating pure 
management contracts, partnering up with other specialists in 
order to realise shared benefits. Some are looking for 
cross-shareholding which may contribute to support the 
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European company and provide expertise to the Chinese partner. 
 
Finally, others who can invest are those who may generate 

more cash flows thanks to their investment, and here also we 
have a dual strategy. One idea is to create a limited ownership 
with Asian co-investors in order to limit the investment, but 
provide a level of commitment to the different parties. The 
alternative is a classical investment, depending on the 
possibilities offered by the regulation. 

 
All in all, we truly believe that Europeans have to go to 

Asia, before Asians go to Europe. 
 

A platform to diversify 

 

Rodrigo Manrique, head of retail banking at BBVA 

Asia, gives his perspective. 

 

What is driving BBVA to Asia now? 

BBVA thinks of Asia as a strategic market. Further to our 
expansion in Latin America and the US, Asia is a way of 
diversification and the current market situation reinforces this 
idea. Asia is proving to be the continent of the 21st century and 
a global bank like BBVA should play a leading role in such area. 
Business opportunities will arise in retail and wholesale banking, 
and BBVA has the capabilities in terms of product, risk 
management, know-how and high standards in corporate 
governance, to add value in that area. 

 
What is your perception of the Asian consumer finance 

market? 

In spite of current economic turbulences, Asia growth rates 
continue to outperform other regions, as well as consumer 
expenditure in terms of yearly growth. Particularly in China, it is 
a huge opportunity for growth as regulation gradually eases the 
entry of new players and internal consumption substitutes the 
external dependency of the Chinese economy, as stated on the 
latest government plans. We believe that consumer finance will 
be a new instrument that consumers will gradually understand 
and benefit from to increase their expenditure levels and quality 
of life. 
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What do you think is needed to succeed in such a different 

marketplace? 

We believe that managing the risk associated with the 
consumer and the sales channels will be the key to generate a 
profitable business. Achieving the right scale and capability will 
also be required, but understanding customer behaviour and 
needs need to be achieved first. The right tools and 
methodologies will need to be in place in order to monitor and 
balance the risks of growth versus the profitability of the 
business. 

 
What is BBVA’s current plan in the region? 

BBVA has had a presence in Asia since 1977. Since then, 
we have opened branches and offices in the main financial hubs. 
Today we have branches in Hong Kong, Tokyo and Singapore, 
and we are establishing a new branch in Seoul in the coming 
weeks – the first Spanish and Latin American bank entering the 
market. BBVA has also Representative Offices in Beijing, 
Shanghai, Taipei, Mumbai and Sydney. In China we have 
increased our participation in China Citic Bank from 10% to 
14%. BBVA and CITIC Group have signed several cooperation 
agreements and have created two joint ventures on automobile 
financing and private banking.  

BBVA has also entered the Indian retail banking market 
through a joint venture on credit cards with strategic local 
partner Bank of Baroda, a long standing state-owned bank in 
India with over 36 million customers and a powerful well 
recognized brand with a strong domestic presence of over 3,100 
branches. 

 
Manuel Deleers, director general of the French Chamber of 

Commerce in China, tells us about the trends he’s seeing 

surrounding the opportunities in Asia. 

 

What is driving French companies to Asia now? 

As a general assessment, the European Chamber of 
Commerce in China has recently published its business 
confidence survey, which states European companies are still 
optimistic and considering pursuing their investment in China 
for at least the next two years. 

Currently what drives French companies to Asia is mostly 
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the European economic downturn and the quest for growth 
opportunities. However, companies operating in China should 
not expect to the same levels of profit that they achieve in 
Europe as there is a higher level of competition. 

 

What is China’s potential for development? 

China will continue to offer great opportunities to companies 
entering this market. Furthermore, there are still lots of new 
markets to develop, which are at the early stage of the 
development. For example, China became the first export market 
of Bordeaux wine last summer, and these wine sales are tripling 
year on year. There are many other opportunities like these. 

 
What do you think is needed to succeed in such a different 

marketplace? 

The first asset is to have a financial strength in order to 
absorb the potential losses of the first years as investing in China 
take longer time before breakeven. China is not a country where 
we see failures unless when lacking patience. What is important 
is to work with Chinese according their practices, which can be 
through a strong partnership or/and through a solid relation 
network, which takes time to develop. Finally, as in any other 
complex market, it is crucial to choose the proper agent for 
distributing the products and service provider regarding strategic, 
marketing, communication, legal, financial, audit, human 
resources, environmental, hygiene and security, or certification 
matters.  
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IT innovation in Asia 

Driving success 
 

From markets like Singapore where over 98% of 

households have a bank account, to countries like Bangladesh 

where nearly 70% are unbanked, innovations in technology are 

driving major changes in how financial institutions develop or 

maintain relationships with their customers. 
 

Richard Hartung 

Freelance Writer 
 

A key driver for innovation in retail banking in Asia is 
revenue growth. Whereas banks may have selected new 
technology to achieve competitive advantage or other objectives 
in the past, revenue is of greater importance than ever before. In a 
report it released in August, for example, Datamonitor subsidiary 
Ovum said that IT investments will be fuelled by the banking 
industry’s need to grow revenues and improve customer trust. It 
expects that the focus for investment will then be on spending for 
online and mobile banking, branch technology in emerging 
markets including China and India, and channel integration. 
Similarly, Infosys said last year that its research showed that the 
prime goal of innovation in retail banking in Asia Pacific is high 
quality revenue growth, which is likely to come from innovation 
in channel network distribution and products. 

 

While revenue is highly important, financial institutions are 
also looking at IT innovation to achieve other goals including 
efficiency, customer relationship growth and retention. A look at 
the many types of innovation and the drivers for them shows the 
range of both services and expected results. 
 

Financial inclusion 
 

In emerging markets in South and Southeast Asia in 
particular, governments and financial institutions alike are 
seeking to increase financial inclusion. As the Boston 
Consulting Group said, simply obtaining financial services “can 
smooth out cash flow by building a buffer through savings, 
increase inflows through remittances, and accumulate lump  

 
____________________________ 

Reprinted from Efma Journal No. 231, January/February/March 

2012 Issue, a publication of the European Financial Marketing 

Association (EFMA). 
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sums of money for major expenses.” The goal of financial 
inclusion has resulted in new technologies that enable new 
channels for reaching the unbanked. 

 

While the strategies for delivery of financial services vary, 
mobile phone applications are frequently used to increase 
financial inclusion, and with good reason. In many emerging 
markets in Asia, far more people have mobile phones than bank 
accounts. “The mobile phone is emerging as a key tool for 
bringing financial services to unbanked populations,” says Jon 
Baksaas, president of mobile phone operator Tenenor Group. “It 
allows users to complete basic payments and remittances via the 
mobile phone, and have easier access to savings, credit and 
insurance products.” 

 

As one example, the Reserve Bank of India released a 
vision statement in 2005 that outlined its goal of integrating 
multiple systems into a nationwide standard for all retail 
payment systems, which would in turn facilitate affordable 
payment mechanisms and increase financial inclusion. The 
National Payments Corporation of India (NPCI), established in 
2008, is setting up a national switch to process transactions and 
to facilitate a mobile payments system that can better enable 
banks to open accounts for the unbanked. In Bangladesh, mobile 
network operators are rolling out new mobile financial services 
for the same reason. For example, in July BRAC Bank launched 
a new mobile service called bKash that aims to serve the 83% of 
the population living on less than US$2 a day. bKash says it is 
“designed to provide financial services via mobile phones to 
both the unbanked and the banked people of Bangladesh.” It 
believes that “bKash will fundamentally change the way people 
now do transactions” because “customers will not need to come 
to the bank, rather the bank will come to them.”  

 

In these and other markets, the goal of financial inclusion is 
a driver for IT innovations that will enable the unbanked to start 
to access financial services wherever they may be.  

 

The new branch 
 

In more developed markets, the vast majority of the 
population is banked and customers still come to the branch. By 
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changing how branches look and operate, banks can attract more 
customers while simultaneously increasing efficiency and 
reducing costs. As one example, Citibank Hong Kong CEO 
Weber Lo said that new technology-enabled facilities at its 
flagship branch in Mong Kok are enabling “a new level of 
customer experience and reflecting our priority focus globally 
on customer-centric innovation.” The branch includes 52-inch 
digital touch-screens for customers to browse financial 
information, workbenches for customers to conduct banking 
transactions online, media walls with updates on products, 
videoconferencing facilities that enable clients to get instant 
access to experts in different locations, and free Wi-Fi. The goal 
is to increase both the customer base and efficiency. 

 
Similarly, Standard Chartered Bank launched its first ‘Next 

Generation’ retail branch this year. The bank says these new 
branches “redefine retail banking” with “smart” banking and 
technology features including Wi-Fi as well as access to 
customer service consultants via virtual conferencing. 

 
Another example is Malaysian bank RHB’s Easy service, 

which is enables hassle-free, paperless banking with instant loan 
approvals seven days a week. RHB uses a combination of 
e-forms for applications, pin pad and thumbprint readers for 
customer verification, signature pads, printers for receipts and 
software that enables immediate loan disbursement to deliver a 
superior banking experience. The result, it says, is a 22% growth 
in retail banking along with a cost reduction of 60% and reduced 
risk because of less cash handling. 

 
Innovations like these in the branch are designed both to 

increase revenue, by making it easier for customers to sign up 
for new products or transact more, and to increase efficiency 
with changes such as technology solutions or a smaller number 
of centrally located experts rather than staff in branches. 

 
The convenience of banking anywhere 

 
While branch innovations enable customers to conduct 

more transactions more easily in physical locations, IT 
innovation is driven by the desire of both banks and consumers 
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to bypass the branch altogether and transact remotely either 
online or on mobile. Indeed, a survey of 20,000 consumers in 
Asia this year by McKinsey found that bank branch usage 
dropped for the first time ever, plunging by 27% on average 
across Asia between 2007 and 2011. That drop was matched by 
an increase in internet and mobile banking, a trend particularly 
pronounced in developed Asian markets such as Hong Kong, 
South Korea and Taiwan. As a result, McKinsey said consumers 
now use new banking channels such as the internet and mobile 
devices more often than traditional ones. 

 
As Collis Asia managing director, Silas Brown, said at the 

Cards Asia event: “mobile phones are rapidly becoming a 
platform for offering all sorts of value-added applications such 
as banking, ticketing, loyalty and advertising. Consumer trust in 
the use of mobile for payments relies on a secure and stable 
system which banks and payment service providers must 
consider.” 

 
As one example of mobile services, Australia-based ANZ 

Bank won research firm IDC’s award this year for ‘Innovation 
in Mobile Banking’ for its goMoney service. IDC called it an 
innovative, secure and convenient banking application which 
positions ANZ at the “forefront of innovation in mobile banking 
and payments” by enabling balances and transactional histories, 
fund transfers and person-to-person payments via mobile phones. 
As another example, Standard Chartered Bank’s Aman Narain 
said that, along with enabling customers to see, move and 
manage their money, its Breeze mobile banking application can 
engage customers more through techniques such as social 
location mobility. 

 
Another driver for mobile banking is cross-regional service 

delivery. Malaysia’s CIMB Bank’s head of retail banking Peter 
England said at the FST Future of Banking & Financial Services 
(FBFS) conference recently that mobile banking technology 
means geographical boundaries will decrease, which will in turn 
make it easier to transport products and services to other 
countries. Offering services cross-border on mobile phones 
could increase customers and revenue while also reducing cost. 
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In the online banking space, banks are looking for IT 
innovations that can increase differentiation now that online 
banking has become almost ubiquitous. Citibank head of 
e-business Rajesh Yohannan said at FBFS that customers often 
find e-banking incredibly complex and the experience is 
undifferentiated for all customers, so innovations that customise 
online banking for each customer and make it easier to use could 
well be on the horizon. Several banks in Asia have also started 
to develop customised online intranet communities accessible 
only to their own customers, which they expect will enhance 
customer relationships and retention. 

 
Key drivers for IT innovation in online and mobile banking 

thus include anywhere-anytime service delivery, cross-border 
expansion, easier service access for customers, customised 
service delivery, stronger customer relationships and better 
customer engagement. These drivers can in turn result in higher 
revenue and retention.  

 
Customer relationships going social 

 
While some banks in Asia view social media such as 

Facebook and Twitter as simple communication tools and are 
reluctant to use them, other banks have leveraged social media 
specifically to bring in new customers and strengthen customer 
relationships. 

 
In Australia, for example, Bendigo and Adelaide Bank 

launched PlanBig as an online community site and won the 
Excellence in Banking 2.0 award from IDC, which said PlanBig 
is a resource for “online and offline communities to connect, 
share expertise and build partnerships.” IDC says PlanBig 
enables the bank to “create a true differentiator in customer 
engagement and corporate social responsibility, while staying 
true to its roots as a community bank.“ 

 
CIMB Bank is perhaps one of the few that has wholeheartedly 

embraced Facebook, and England said at FBFS that having more 
than 400,000 fans means its Facebook page was ranked sixth in 
popularity among banks worldwide. He sees Facebook as a new 
channel that sets the bank up for future growth. 
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As an example of how to combine old and new channels, 
National Australia Bank (NAB) launched an innovative 
marketing campaign earlier this year that used a combination of 
traditional marketing and social media such as Facebook and 
Twitter to bring in new customers and improve brand perception. 
It worked. NAB general manager Chris Smith told The 

Australian that “we saw a 50% boost in credit card applications, 
about 20% increase in mortgage applications, 35% increase in 
interest from customers in other banks moving over to us, but 
the overall big takeaway was a 1% increase in our share of the 
mortgage business.” 

 
While leveraging social media is still an emerging trend in 

IT innovation, banks that use it are beginning to find that they 
can improve customer relationships, revenue and retention 
through these online activities. 

 
Security 

 
Security remains a key concern for banks and consumers 

alike, since fraudulent transactions result in high costs on both 
sides. As a result, banks are leveraging new technologies to 
enhance online and offline security. Some of the developments 
rely on two-factor authentication, whereby customers use a 
static PIN number as well as a fob or another device that gives 
them a dynamic one-time PIN. In several countries, including 
Singapore, the government has taken a role in developing or 
mandating distribution of devices to increase security. Since 
tokens can be inconvenient and may result in lower transaction 
numbers, some banks have started looking at alternatives such as 
display cards, which have a display and battery and pin pad that 
customers can use to generate a PIN or select an account. 
Xgemina CEO Tony Horrell says he sees them as “a very good 
solution for internet and mobile payments, [and] it also creates a 
very secure form of ‘PIN at the POS’ as well as a viable and 
attractive replacement to internet banking tokens.”  

 
Financial institutions are also using fraud detection 

software that is becoming increasingly sophisticated and has 
real-time analytics that can stop a transaction as it happens. 
Furthermore, they’re using new software to detect potential 
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employee fraud by detecting staff who access data they 
shouldn’t have or engage in other unusual activities. To 
supplement this software, which is more inwardly-focused, 
banks are also encouraging customers to sign up for real-time 
alerts. Banks can then notify consumers about transactions, and 
customers can call if they spot suspicious transactions. The 
combination of increasingly sophisticated fraud that could result 
in huge losses as well as customer concerns about security that 
may reduce transaction volumes or revenue are driving increases 
in security measures to prevent fraud. 

 
Core banking and host systems 

 
One of the big questions in many parts of Asia has been 

whether or when banks will replace their legacy systems for core 
banking or credit cards. On the one hand, replacement is costly 
and time-consuming. On the other, legacy systems have 
increasing difficulty coping with highly competitive and 
sophisticated new products or services. 

 
IDC expected nearly one-third of the top 150 banks in Asia 

to start replacing their core banking systems in 2011. The 
drivers, according to IDC, include risk management, regulatory 
compliance requirements and data management as well as “the 
push by many Asia/Pacific banks to create multi-country 
technology platforms in support of their super-regional 
strategies.” 

 
Oracle also sees core systems replacements underway in 

the region. It says many institutions can “deploy a new core 
solution and skip over several generations of the technology, 
therefore allowing them to leapfrog ahead of institutions in 
countries with older solutions.” There are also country-specific 
reasons for core banking system replacement and, as one 
example, Indian banks are replacing their core systems “largely 
because of deregulation and pressure for innovation in that 
country.” 

 
Another driver at some banks is the need for better 

analytics and customer data, which they can use to drive 
cross-selling or other marketing campaigns to increase revenue. 
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In the retail payments sector in particular, Horrell says that 
payment technologies: “no longer support the cost and service 
needs of banks,” and “80% of the payments technology in use 
worldwide today requires urgent replacement.” 

 
Banks’ drive to gain competitive advantage and meet 

regulatory requirements while also operating regionally seems 
likely to lead to a significant number of core system 
replacements around the region. 

 
Conclusion 

 
With the vast differences in market readiness and 

competitiveness as well as technological development in retail 
banking around Asia, the drivers for IT innovation and the types 
of solutions vary significantly between markets. Amidst this vast 
range, three themes seem to drive IT innovation. 

 
First, financial institutions want to leverage technology to 

drive revenue by reaching more customers and enabling them to 
set up an account or transact more often. Whether it’s simple 
financial inclusion via mobile phones and branches or remote 
banking via smartphones and the internet, banks are leveraging 
technology to deliver services more effectively and drive 
revenue. Second, the technology also enables banks to deliver 
customised products and services more efficiently within or 
between countries. Virtual services in branches enable staff to 
provide services from anywhere, and mobile banking means 
customers can transact anywhere. And third, banks are using the 
new technology to increase efficiency, regulatory compliance 
and security in the back office as well as the front office. 
Everything from core system replacement and highly 
sophisticated fraud prevention software to online services or 
virtual staff in branches enables banks to improve compliance, 
security and service delivery. 

 
Even as banks implement technology to enable them to 

perform better and achieve a multitude of goals, even faster and 
better, the increasing pace of change most likely means that 
even these drivers may well be replaced by new ones before 
long.  



 27 

Asia-Pacific 

Competing on service in a faster world 
 

Richard Hartung 

Freelance journalist, Singapore 
 
Banks that want to acquire new customers, do more 

business with existing ones, and keep customers from leaving 

must offer convenience, speed, and accuracy. Whether 

customers interact with their bank via mobile, Internet, branch, 

or call-centre banking, service quality is increasingly important 

to the competitive advantage. 

 
In an era when information is almost instantaneous and 

personalised service is becoming more of a norm, customers are 
demanding faster and better service from their banks. Indeed, 
service is becoming a key battleground for banks in Asia in their 
quest to attract and retain customers. 

 

When Citibank launched a new marketing initiative in 
Singapore earlier this year for its emerging affluent customers, it 
announced that “customers will have their phone calls answered in 
15 seconds or less” and they will enjoy instant account opening. 

 

“Waiting is no longer an option for customers today,” said 
Citibank Singapore country marketing director Jacquelyn Tan. 

 

It’s not just Singapore where banks are increasingly 
competing on service, of course. Banks around Asia-Pacific are 
improving customer service to increase their competitiveness, 
and a multitude of recent studies has confirmed that service 
quality is a critical factor for banks.  

 

In the World retail banking report that Capgemini produced 
jointly with Efma and UniCredit, Capgemini concluded that 
“delivering a positive customer experience is one of the few 
levers banks can use to stand out in today’s market. More than 
any other factor, customers care about the quality of service they 
receive from their banks.” Moreover, it found that “tools banks 
have used in the past to differentiate themselves – low prices  

 
____________________________ 
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 28 

and innovative products – are quickly losing their ability to 
provide an edge.” (Please see related article in this issue of the 
Efma journal.) 

 
Mixed track records 

 

While service levels vary by country, they are consistently 
a key differentiator throughout the region and their importance 
is growing. In China, for example, KPMG concluded in its 
Retail banking report that “customer service is sure to become a 
more important differentiating factor” in credit cards and likely 
in other products as well. 

 
Nevertheless, Asian banks have a mixed track record in 

actually delivering high-quality customer service. Ernst & 
Young said in its Global consumer banking survey 2011 that 
“Indian respondents rate the personalized service they receive 
the highest (81%)” – even higher than in the US (67%) and 
Canada (66%) – while “only 11% of Japanese customers say 
they receive good or very good personalised service and 45% 
say they receive absolutely no attention.” 

 
Similarly, Capgemini found that service levels lag in Japan 

and noted that “Japanese banks have not been very successful in 
delivering positive experiences to their customers. There is only 
one type of interaction – current-account transactions over the 
phone – in which more than half of Japanese customers say they 
are having a positive experience.” 

 
Service quality is important from the time the customer 

opens their account through the time they plan to leave. At one 
end of the spectrum, customer acquisition, Capgemini found that 
service quality and ease of use are the most important factors 
when new customers choose a bank. “India ranked highest in 
Asia-Pacific with 77.0” in delivering a positive customer 
experience and exceeded the global average rating of 72. 

 
At the other end, service quality is also critical for customer 

retention. While Ernst & Young found that only 7% of 
customers are planning to leave their bank overall, the highest 
numbers anywhere in the world were in India, at 11% and China 
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at 13%. Service is especially important when customers do plan 
to change banks, Ernst & Young found, and 48% of customers 
who are likely to leave are “planning to change banks because of 
general levels of service.” 

 

What matters most 

 
Given the importance of excellent customer service, it’s 

important for banks to figure out what customers actually want. 
It’s no use promoting the delivery of special marketing deals by 
SMS text message, for example, if customers don’t want to read 
texts from their bank.  

 
What customers actually want from their bank might be 

somewhat surprising. Datamonitor’s Global Wealth Model 
showed that “Asian mass affluents are fairly unconcerned with 
getting good interest rates on their transaction accounts, and 
somewhat unconcerned with getting the highest interest rate on 
their savings account. They tend not to choose their transaction 
account based on bank charges.” While that’s not to say that fees 
and costs do not matter, it does mean that service quality can be 
even more of a differentiator. 

 

The key aspects of service that customers usually say they 
value the most from the bank are convenience, which often 
relates to the service delivery channel, and efficiency, which 
often translates into speed and accuracy from a customer’s 
perspective. 

 
As M. Kailash summarised it in the Indian Journal of 

Commerce & Management Studies, “[b]anks that can offer the 
growing ranks of discerning customers with a high quality 
service, while being personalized and competitively priced, will 
be the ones that succeed in the new post-crisis world.” 

 
Actually standing out, however, may be harder than it looks. 

As BCG said in its recent Road to excellence report, “[b]anks 
are quite similar in terms of customer service – in most cases, 
not very good.” To excel, BCG says, banks need to become 
proactive and also to provide better self-help service delivery. 
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Mobile and Internet 

 
In an era when more banks are moving to Internet and 

mobile service delivery, Capgemini perhaps surprisingly found 
that, globally, “customers perceive the branch as the premier 
channel for delivering high-quality service.” Asia-Pacific is, 
however, different from other parts of the world. Even though 
Capgemini expects that Asia-Pacific customers’ “number of 
branch interactions in a year would increase from 21 in 2005 to 
27 in 2015,” it also found that “the internet exhibited a slight 
lead over the branch” as the most important channel for service 
delivery in Asia. Moreover, customers also said that “their 
internet experiences are more positive than their branch 
experiences.” 

 
A large part of this difference might be attributable to the 

diversity of the markets in Asia, where Ernst & Young found 
that “mobile banking and other new channels are more popular 
in emerging markets” and “we see less skepticism among 
customers toward such innovations. This is perhaps a result of 
less-developed networks of traditional channels like branches 
and ATMs in these markets.” India is a case in point, and BCG 
also said it expects that Internet banking there “will experience a 
revolution as mobile phones become the primary channel of 
internet access for the majority of Indian households.” 

 
One example of successful mobile-service delivery is in 

Indonesia, where Permata Bank’s awardwinning PermataMobile 
enables customers to enroll at their own convenience, make 
real-time transfers to all major banks in Indonesia, withdraw 
cash at ATMs with only their phones and no ATM card, and use 
more than 120 other transactional features. Similar services are 
increasingly becoming available at other banks too, especially in 
emerging markets in the region. 

 
Along with making service delivery more convenient on 

the front end, some banks are also making concerted efforts to 
give better service by improving the back office. Earlier this 
year, for example, IDC gave its Excellence in customer service 
award to HDFC Bank not for a customer-facing project but for a 
project which enhanced the customer experience through “the 
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centralized capture, storage, and access of customer data across 
multiple applications while complying with regulatory 
requirements.” While this initiative might seem like something 
entirely specific to increasing efficiency internally, IDC said that 
the project actually resulted in “improved service turnaround 
time and ultimately customer satisfaction.” 

 
Speed and accuracy 

 
Along with convenience in how they access the bank, 

customers continue to want service delivered quickly and 
accurately. While mobile and Internet banking work almost as 
fast as the customer wants, customers also want faster phone 
calls, quicker loan approvals, and speedier service in the branch 
when they interact with bank staff. Whereas customers take 
accuracy for granted and banks primarily use internal processes 
to ensure they don’t make mistakes, speed is something that 
banks can and do promote to increase competitiveness. 

 
Along with answering calls quickly, fast loan approvals are 

an example of how banks compete on service. OCBC Bank in 
Singapore and HDFC Bank in India promote some loan 
approvals within an hour, and HSBC in Hong Kong goes a step 
further and says customers can receive “approval and cash 
withdrawal within five minutes.” 

 
While electronic and phone service delivery can be fast, 

banks often run into problems in their branches. A customer at a 
large regional bank in Southeast Asia, for example, was recently 
told that the waiting time to add a signature to an account would 
be over one hour and the only alternative was to come back the 
next day. Another bank perhaps unintentionally signals that even 
a simple deposit could take awhile, since it will “contribute a 
dollar to charity for every customer not served within eight 
minutes at a branch counter.” 

 
To speed up service in branches and call centres, banks 

continue to leverage ever-better technology, training, and 
automation. Greeters, queue numbers, and staff 
capacity-management software in the branch as well as 
call-distribution software, databases, and training in the call 
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centre are but a few of the standard yet effective means banks 
use to manage service quality. What’s really important is, as 
Capgemini has said, “highly effective staff who are more vital 
than ever.” 

 
Getting and staying ahead 

 
Throughout Asia, then, it’s clear that service matters more 

than ever. Banks that want to acquire new customers, do more 
business with existing ones, and keep customers from leaving 
need to offer the convenience, speed, and accuracy that 
customers want. Whether customers interact with their bank via 
mobile, Internet, branch, or call-centre banking, service quality 
is increasingly important in gaining competitive advantage.  
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Using customer experience as 

a competitive differentiator 
 

Jean Lassignardie 

Global head of sales and marketing 

global financial services, Capgemini 
 

Alessandro Deccio 

Head of Family & SME division and  

senior executive vice-president, UniCredit 
 
Banks have been striving to improve customers’ experience 

for at least a decade. But the imperative has never been greater as 
the industry struggles to regain its trusted stature in the wake of 
the global economic crisis. With reduced customer loyalty, and 
stiffer regulatory and capital requirements making it increasingly 
difficult to compete on price, banks have fewer dimensions 
available to differentiate themselves upon than ever before.  

 

Customers care about the quality of service they receive 
from their banks more than any other factor, according to the 
2011 World Retail Banking Report from Capgemini, UniCredit 
Group, and Efma. Fifty-five percent of customers around the 
globe cite service quality as the factor most to prompt them to 
terminate a banking relationship. Ease of use (51%) and fees 
(50%) are the second- and third-most important reasons, 
respectively, for leaving a bank.  

 

Traditionally, banks have not had adequate tools for 
measuring and improving the customer experience. The industry 
has long relied upon customer-satisfaction measures. But our 
research has found that customer satisfaction - a one-time 
measure of how products and services meet or exceed 
expectations - is insufficient for conveying the complexity of 
today’s customer relationships.  

 

The total customer experience is a much more meaningful 
measurement for banks because it incorporates the different 
touch points - including the branch, the Internet, ATM, mobile, 
and phone - that support customers through their interactions, as 
well as the different products they use and the various 

The article is reprinted from the July/August/September 2011 issue 

of EFMA Journal, a publication of the European Financial 

Marketing Association (EFMA). 
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transactions they conduct throughout the life cycle of a banking 
relationship.  

 

Capgemini developed its proprietary Customer Experience 
Index (CEI) to provide a more in-depth view of satisfaction, able 
to capture the many dimensions of today’s more complex 
relationships. Compared with customer-satisfaction measures, 
the CEI offers a much richer view of customer attitudes. The 
difference between the two measures is evident in an analysis of 
customer satisfaction versus positive customer-experience rates.  

 

In terms of customer satisfaction, banks achieved a global 
average of 59%. With the exception of banks at the lowest end 
of the customer satisfaction spectrum, the industry appears to be 
doing an adequate job of satisfying customers.  

 

Critical distinctions  
 

When satisfaction is examined at a more granular level, a 
much different picture emerges. From the perspective of positive 
customer experience, the industry achieved a global average of 
only 35.8% of customers with a positive customer experience2, 
far lower than the global-satisfaction rating.  

 

The difference between positive customer satisfaction and 
positive customer experience is evident in the results of all five of 
the regional leaders. The United States and Switzerland - regional 
leaders for North America and Western Europe, respectively - each 
scored 73% in satisfaction. But they scored only 53% and 44% 
respectively in customer experience. Mexico, Latin America’s 
leader, scored 64% in satisfaction, but only 30% in customer 
experience. Similarly, Central Europe’s Austria scored 67% in 
satisfaction, but only 40% in experience. India, Asia-Pacific’s 
leader, came the closest to closing the gap between the two 
categories, scoring 55% in satisfaction and 50% in experience.  

 

In fact, the gap between positive customer satisfaction and 
positive customer experience persists in every one of the 25 
countries studied (see Figure 1). This finding underscores the 
reality that relying on high-level customer satisfaction measures 
alone to gauge customer attitudes might be misleading. 
Customer satisfaction in isolation does not provide critical 
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insight into what customers consider important and might cause 
banks to overestimate their ability to drive customer loyalty and 
retention.  

 

Figure 1 

 
a) Positive Satisfaction has been defined as positive or very positive 

b) Positive Experience has been defined as positive or very positive 

Source: 2011 Retail Banking Voice of the Customer Survey, Capgemini, 2011. 

 

To increase their success in providing positive customer 
experience, banks need a deeper understanding of how 
customers think their banking experience can be improved. Our 
research has found that delivery channels are central to 
customers when it comes to their banking interactions. 
Customers perceive the branch and the Internet as the most 
important channels. But for the most part, customers are not 
receiving positive experiences through those channels.  

 

Our CEI has also revealed that success in delivering 
positive customer experiences differs widely by region. Banks in 
the U.S., for example, are far better at delivering positive 
experiences compared with most countries. Even so, the CEI 
reveals that there are significant areas, including varying types 
of mobile and phone transactions, where U.S. banks could 
improve. In another example, French banks excel at providing 
positive experiences related to complex activities executed in the 
branch, while Dutch banks consistently deliver more positive 
experiences through the Internet.  
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Such specific insights are not possible through the use of 
simple customer-satisfaction measures. Yet this type of detailed 
information is crucial for banks to expressly identify their most 
effective retail delivery strategies and allocate resources. Our 
CEI uncovered a number of variations by region in positive 
customer-experience levels representing a wide range of specific 
opportunities for improving customer experience. Japanese 
banks, for example, could focus on several areas for 
improvement, but the CEI indicates the greatest impact could be 
achieved by improving the ability to help customers resolve 
problems via the branch or phone. The CEI also suggests that 
Dutch banks could capitalise on their customers’ use of the 
Internet by improving service levels through the other channels - 
phone and mobile - where they currently do not perform as well.  

 
The branch needs to evolve  

 
Critical to developing an overall retail delivery strategy is 

clarifying the role of the branch. The number of transactions 
occurring in the branch is declining significantly as customers 
expand their use of direct channels. Thus, the branch is at a 
crossroads. It either needs to evolve to a lower-cost format, or 
attract higher-margin transactions simply to remain profitable.  

 
Figure 2 
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Despite the need to transform the branch’s role, it remains 
an extremely important delivery channel. Nearly 80% of sales 
still get closed at the branch. Through 2015, customers in most 
regions around the globe indicate a preference to continue using 
the branch. In addition, customers are expected only to 
marginally decrease their use of the branch for executing basic 
financial transactions, as they slowly expand their use of the 
branch for advisory services (see Figure 2).  

 

Banks face a double challenge: they must accommodate the 
branch’s evolving role as direct channels gain momentum, and 
also recognise the branch’s continued importance to customers. 
To reposition the branch to play a new, more efficient role in an 
overall retail delivery strategy, banks must make changes in four 
areas. These are: branch layout/design, technology, sales/service, 
and staff. Some banks are already making changes in these areas, 
leading to the development of some best practices.  

 

Banks have begun to experiment with different approaches 
to the branch, but few have articulated an overall channel 
strategy that clearly defines the role of the branch in a 
multi-channel, multi-product environment. We have identified 
six emerging themes on the future role of the branch:  

 

1. The branch at the core of a multi-channel network, which 
puts full-service branches offering a wide array of advisory and 
transactional services at the centre of the customer relationship;  

2. The branch as a trusted advisor, which seeks to move 
day-to-day transactions to direct channels, while deploying the 
branch to address advisory needs;  

3. The branch as an independent network, which puts 
branches in places where customers already go, such as the 
grocery store, supermarket, or post office;  

4. The branchless bank, which delivers low-cost products 
and services strictly through direct channels  

5. The branch as part of a seamless multi-channel network, 
which seeks to break down channel silos and make the branch 
an equal partner with direct channels in managing the customer 
relationship;  
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6. The branch as a physical space for virtual interactions, in 
which the branch serves as an anchor for customers executing 
virtual transactions. Such branches often also act as “experience 
centres” featuring banking as a secondary function for customers, 
alongside activities such as browsing non-bank merchandise or 
having a cup of coffee.  

 
Customer measures must reflect complexity  

 
Finally, banks must move beyond relying on broad 

customer-satisfaction measures to gain insight into customer 
attitudes. They must drill down into the specific drivers of 
satisfaction along the dimensions that customers perceive as 
most important. In addition, these drivers must incorporate data 
relevant to the specific channels, products, and lifecycle stages 
that are important to customers, as well as demographic and 
geographic variables. Only by using a measure that matches the 
complexity of today’s retail environment can banks expect to 
make effective decisions about their delivery strategies. 
Foremost among these decisions is determining the optimal role 
of the evolving, yet still important, branch.  
 
 
About EFMA: 

Efma is the leading association of banks, 

insurance companies and financial institutions 

throughout the world. On a non-for-profit basis, 

Efma promotes innovation and best practices in 

retail finance by fostering debate and 

discussion among peers supported by a robust 

array of information services and numerous opportunities for 

direct encounters. Efma was formed in 1971 and gathers today 

more than 2,950 different brands in financial services worldwide, 

including 80% of the largest European banking groups. 
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New retail banking multi-channel models 
 

The following are summaries of presentations made by different 

speakers during the 39
th

 Congress of EFMA (European Financial 

Marketing Association) held on October 13-14, 2011 in Paris 
 

A unique, fully integrated and global retail banking organisation  

Yves Martrenchar, Chief Operating Officer, Retail Banking 

and Philippe Laulanie, Head of Distribution Retail Banking, 

BNP Paribas, France 
 

For our business model, the idea is to grow our existing business 
and to increase the number of customers and the business 
volumes with those customers. Ultimately, more contacts make 
more satisfied customers, who buy more products, have more 
savings and generate more revenues.  
 

We have to invest over time to develop a quality service. We need 
to adapt our business model to the needs of each country whilst 
having the same main guidelines throughout. For companies, we 
have a focus on cross-selling and for individuals, some people 
think we should give priority to acquiring customers. However, 
without proactive contact management, a high percentage of 
customers become inactive after a few months of being with the 
bank. So good contact management is also important. 
 

To implement this business model, we set up an integrated 
organisation with seven operational entities. Our products 
include personal finance and equipment solutions, leasing and 
long term car leasing. The business units are the core of our 
retail banking activities. In addition to the seven core functions, 
we have eight transverse missions. We have a team of 150 
people of 16 nationalities designing sales models and evaluating 
best practices. One of our goals for this integrated organisation 
is to have one bank for corporates in Europe. This has 150 
business centres, 1,700 relationship managers and a 
homogenous offering, with a framework based on cross-selling. 
 

We are activating a multi-channel programme within retail 
banking. We want to be able to deploy a customer-focused sales 
model with different channels. It took six years to develop it in 
France, and it was then replicated in other countries. Our multi-
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channel programme has been designed to meet the expectations 
of customers who wanted action on both sales and services. 
They needed homogeneity, speed and accessibility: the ability to 
contact the bank through whatever channel they prefer.  
 
The customer is at the centre. He should have a single point of 
entry and be able to move seamlessly between the channels. We 
wanted to use technology to build a retail ‘house’, where the 
walls that support it are the CRM system and the rooms are the 
channels. The core of the channels is the workstation. This 
creates a virtual circle: a win/win model in which the customer 
has access to all channels in an integrated way. 
 
Retail banking requires a long-term strategy. We built a 
workstation, with the CRM based in our customer relationship 
unit. Then we tested the customer contact centre. In 2002, new 
workstations were deployed in the branch network. In 2003, we 
integrated it all with the Internet. Then the model was deployed 
in private banking and small business lines as well. We 
completed it with a customer service programme and back office 
services, accelerated the system and implemented it in other 
countries. This model drives real change management in the 
organisation. We have created communities in BNP Paribas: 
each can adapt its model using collaborative tools. Another 
aspect is innovation: we were the first to have apps on the iPad. 
Security is also essential: never open a new service without an 
excellent level of security. Finally, our multi-channel model is 
based on complementary channels that provide a uniform, high 
quality service. 
 

Diverse landscape for multi-channel strategies in different 

markets 

Javier de Antonio Horcajo, Head of Mass Market, Santander, 

Spain 
 
Banking is a consumer marketing business. Customers have 
access to more information than ever before, which gives them a 
lot of power. However, the crisis is having a big impact and 
customers are losing trust in banks. The key change is 
everything going on in the web: social media, blogs, chats, 
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forums - we don't control them. We don't always even know 
what people say. It affects how people see banks. 
 
We have to remember to put the consumer at the centre of what 
we do. Customers are not behaving the same as they used to: we 
have to deal with this. But it is good news. We have access to 
more customer data than ever before. It gives us a unique 
opportunity to extract more value from the customer base. We 
therefore need to integrate channels with the CRM systems and 
manage them effectively. 
 
At Santander, our strategy is to have a fully integrated, multi-
channel model that is communicated to the customer. We want 
to be their preferred bank. Many channel initiatives don't have 
the customer at the centre: they can be very narrow-minded. 
These days, there are thousands of developments. You can't 
exploit all of them to create value. Some banks just try to 
migrate customers to cheaper channels. Experience affects 
overall customer satisfaction and the likelihood of repeat 
purchases. Sometimes it is better to have reduced functionality 
and to make sure that the customer experience is great. 
 
We need to think of a multi-channel strategy as part of our value 
proposition to the customer. Anything we do should contribute 
to overall customer satisfaction and engagement – as well as to 
the bottom line. To do this, we need to know our customers 
really well. I want to share initiatives in Spain, Brazil, Chile and 
Mexico: 
 

• Spain. The extensive branch networks are still the key 
channel for customer management but there is good take-up of 
alternative delivery channels. Everything is integrated with the 
CRM system, which delivers real-time information about 
customers to agents. The CRM can calculate the propensity of 
customers to buy specific products. We also track new 
customers, push sales opportunities and set up meetings with 
them at least once a month. We’ve also launched the newest 
iPad app.  

• Brazil. This has some very large branches, with up to 30 
ATMs. They’ve changed from using ATMs as a cheap way of 
doing transactions to using them to sell basic products. They 
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have a fully developed relational model using ATMs. You need 
the right infrastructure and must link the CRM to the ATM 
network. The pay-off is huge. You can also buy personal loans, 
credit cards, deposits and mutual funds from ATMs.  

• Chile. The bank has developed a complete set of 
sophisticated business rules. The website has a strong 
commercial focus and customers (according to their target group) 
are exposed to commercial promotions whenever they connect 
to the web. They have achieved the highest levels of sales online 
across the group.  

• Mexico. The call centre is a critical channel. In Mexico, 
people often call because they've had a problem with another 
channel, so the way you handle the call is critical. Mexico has a 
differentiated approach, with different waiting times according 
to segment etc. It is also committed to finding the right balance 
between specialisation and global skills and it has an excellent 
commercial focus. All agents have clear incentives to sell and to 
find new opportunities. 
 

Fighting hard to achieve post-crisis growth and profitability 

Aris Bogdaneris, Member of the Board of Managing Directors, 

Chief Operating Officer, Head of Retail Banking, Raiffeisen 

Bank International, Austria 
 
Seven years ago, when I joined Raiffeisen, I went to a three-day 
multi-channel workshop in Munich. It took a day to define what 
multi-channel means. I realised that it was just one of many 
potential value drivers. I want to talk about value creation. I 
believe in multi-channel but I also believe in the power of 
branches and call centres - there is a lot that could still be 
unlocked.  
 
The most powerful driver of value in recent years has been 
distribution. Others include capturing primary customers; having 
balance across the segments and products; and good risk 
management. Branches are still the places where sales are closed 
in Central and Eastern Europe, so we continue to build them and 
optimise the network. If you open a branch and get 13,000 
customers within a year, it shows the potential. It’s all about 
timing. Since 2004, we have added 2,000 branches. If you build 
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them in the right locations and organise them correctly, 
customers will come.  
 
Branches. Your bank is as good as your branch network. You 
need to focus on good CRM, sales, productivity and service. 
You also need to analyse branch performance and the 
performance of individual sales people (and eliminate poor 
performers). If you can move your performance by a few points, 
it creates great value. In a branch, value is created by 
differentiating the front end. For us, premium banking has been 
the most important development. Some 4% of customers drive 
almost 50% of our deposit volume. The effort it takes to train 
people to offer consistent holistic financial advice is enormous. 
If you sit with a customer once a year, the person gradually 
starts to trust you. Customers want attention, good advice and 
solutions to their financial needs. If they get it, volumes will 
increase and revenues will shoot up. With premium customers, 
getting the customer into the branch has a huge impact. 
 

Call centres. We receive 18 million inbound calls per quarter. 
We need to provide service. We also have a target of 5% of 
inbound calls converted into a sales opportunity. It's about 
training people and how you get CRM into the call centre so that 
there is more information that you can use for selling. 
 
Service. We have lost more customers through poor service than 
multi-channels. How do we define service? It is hard to do it as 
it isn’t very tangible - it requires a lot of training etc. If you're 
not doing the basics right, it's not worth pursuing multi-channel: 
you have to get the core right first. 
 
New channels. The new generation of consumers are Internet-
savvy and aren’t interested in visiting branches. We therefore 
decided to start a pure Internet bank: Zuno. We believe there’s a 
huge space for an online bank that is simple and friendly.  
 
Multi-channel. We see multi-channel as different combinations 
of branch, call centre and online / mobile. The priorities will 
differ in different areas. The key is to convert service to the 
point of sale. You also need to understand and focus on what 
matters to the customer. Don't force them to go a particular way. 
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They will choose the channels they want. Avoid fads: focus on 
the most precious channels and then drip in the multi-channel 
experience. Focus your execution on the basic issues.  
 

New strategies and innovation in the MPS group distribution 

model 

Ruggero Benedetto, Deputy of the Vice-General Director of 

Commercial Banking, Monte dei Paschi di Siena, Italy 
 
Can the most ancient bank in the world become more customer 
centric, multi-channel and have a strong position in social media 
without losing its deep roots with the branch as one of the main 
anchors? Customer centricity means developing different multi-
channel strategies for different segments, based on customer 
behaviour. We often care about the last part of the customer 
journey: selling propositions. Banking on innovation will help 
us to take care of the entire customer journey. 
 
We are a multi-channel bank. We have people with a heart for 
innovation: 2,000 employees are educated to be innovators. In 
the last 12 to 14 months, we have been working on redesigning 
all of the bank’s processes. We’ve been running a pilot in 100 
branches. We recently created a unit dedicated to innovation. 
 
The use of channels is changing due to changes in customer 
behaviour. Currently, 60% of our low value transactions are 
through direct channels. Between 25 to 35% of unbanked people 
in Italy have a very good risk profile. They are unbanked 
because their behaviour doesn't fit the commercial profile of the 
bank.  
 
In 2010, 7% of our customers were pure onliners; another 70% 
only used the branch. We imagine that in the next five years, 
10% will be pure onliners, and half will use direct channels. 
Branch-only customers use the branch and ATMs for everything. 
Multi-channel customers do all their low value transactions on 
the Internet or mobile and use the branch for simple products 
and advice. Online customers buy simple products online (e.g. 
credit cards, personal loans, mortgages). They tend to be 
younger, but cross-selling opportunities are better. Customer 
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profitability is lower, as they buy fewer high-value products. We 
have one strategy for each customer segment: 
 

• Branch only. The main point is cross-selling. In the next five 
years, we believe we will save 600 FTEs in the branch. We are 
trying to change the culture and to move all transactions to 
direct channels. 

• Multi-channel. We want to ensure that these customers can 
find the right offer, so we developed cross-channel products. We 
are moving multi-channel customers more onto the web. We 
want to reduce the cashiers and transform the layout of the 
branch for premium quality service. The branch is still important 
but it is a lean branch. 

• Onliners. Many want to become ‘zero branch’ but want a full 
offer. We can commercialise everything in the direct channel 
area. For a mortgage, we have to be there when the customer 
wants to buy a house (for instance).  
 
Current trends 

- Mobile: This could be the primary contact channel by 2015. 
People are mobile, so we need to be. We're working on a new 
platform, including peer-to-peer money transfers by touching 
phones together. 

- Social networks: This is a bigger issuer than even the crisis. 
We need to be where the customer is. People are time-poor and 
trust their networks more than our brand. 
 
Finally, banks have to cooperate with each other. There are huge 
opportunities out there, but we are too small to go it alone on the 
innovation path. 
 

Our multi-channel distribution approach 

Olivier Chédeville, Directeur de la Stratégie de Distribution 

Multicanal, Société Générale, France 
 
Our strategy is based on customer satisfaction. We want to be 
the reference bank for relationships. For us, multi-channel is 
based on relationship management. Every customer has a 
relationship manager who he can reach via a direct line or email. 
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Our customers are evolving: they use Internet and digital 
services: we don't have to convince them to use them. But we 
have to deliver a minimum level of service which is 
benchmarked by the best merchants. We must be at the best 
level.  
 
Before 2000, relationships were based in the branch. Then 
something happened: the Internet. A lot of banks had a dream: to 
take customers and get them to choose channels outside the 
branch. High net worth individuals would come to the branch 
and we could spend time with them and make money! Most of 
us failed. The customer chooses the way to deal with the bank: 
we can't force them to use a channel.  
 
Our customers tell us that we all have the same products. When 
we want to change the price, it’s difficult. Distribution is the 
place where the customer can feel what he is paying for. So if 
you are excellent in distribution and service, you could have 
long-term profitability and it also provides excellent protection 
against competitors. 
 
Social media. If a bank has a bad advisor, this can now be a big 
topic on the Internet. The better your service, the better your 
standing in the social media. 
 
Multi-channel. We based our strategy on three laws: 1). The 
customer will ask the same question until he gets a good answer 
(not "We'll call you back soon"). 2). The customer will always 
use the easiest channel for managing the relationship with the 
bank. 3). Talking to a bank isn’t seen as fun, so do your best to 
provide a moment of pleasure when the customer comes to you. 
 
Over 70% of our contacts use digital channels. However, for 
80% of our customers, the relationship manager is the most 
important part of the relationship. But half of our customers 
don't even know what the relationship manager looks like! This 
is the basic problem of multi-channel. The customer sees the 
bank as two different things: 
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a) The brand. If he needs help, he will call the call centre. He 
knows there is a relationship manager but doesn't know him: 
he's for mortgages, investments etc.  

b) The relationship manager. This is someone who knows the 
customer. 
 
Most of the time, the customer won’t need the relationship 
manager. But there will be times in his life when he needs to talk 
to someone and to use all of the channels more deeply. We must 
be ready for these moments. The branch is important. The call 
centre and digital channels are easy for customers and cost-
efficient for the bank. So, promote and manage channels to 
create the right customer experience at the right cost. Let nature 
take its course. But we also have to change the culture of the 
bank. Mobile is likely to be the next step in multi-channel. We 
have to build multi-channel into the mobile device so that 
customers can have access to all channels. Multi-channel is a 
winning model. Now we need to change. But we need to help 
people to jump from their small fishbowl into the big multi-
channel pool. 
 

Multi-channel management with both a service and sales 

perspective 

Didem Dincer Baser, Head of Retail Banking, Garanti Bank, 

Turkey 
 
I want to share some of the issues we are facing in terms of 
multi-channel management in Turkey. Turkey is an emerging 
market. In the last decade, we focused on the expansion of the 
branch network and invested heavily in alternative delivery 
channels. The branch network now has a 96% national coverage. 
There is a 90% penetration of mobile for the younger population; 
almost 50% Internet penetration; and 30 million registrations on 
Facebook. We were the first bank to have Internet banking in the 
country and the first to launch mobile banking. We also have 
3,000 ATMs with important innovations, including cardless 
transactions. Call centres are still very important and are a 
servicing channel and also a sales-focused channel. 
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In the first era, the early 1990s, the branch was the only channel. 
The second era saw the arrival of alternative delivery channels. 
In the third era (the late 2000s), these became important sales 
machines. This needs strong multi-channel orchestration. We 
need to manage sales and the contribution from each channel in 
an optimised way. Branches are still at the core of the multi-
channel relationship. They are trusted advisory points for 
moments of truth. But for more transactions and less critical 
products, alternative delivery channels play a key role in the 
service proposition.  
 
Customers were locked into purchasing decisions and channels 
in the early days. Now they fall into certain groups. For highly 
complex products or servicing, some customers are purely face-
to-face (whether elderly or not). The second group are trying to 
migrate but still need to go to the branch, although transactions 
can go to other channels. The third group are those who use 
alternative delivery channels very heavily. The fourth segment 
includes pure remote, self-service customers. 
 
To understand customer channel behaviour, we take a product 
perspective and map them. This enables us to see (for example) 
how to support branches for mortgages, personal loans, 
investments and advisory. Is there something else we can 
support via alternative delivery channels? We can position every 
channel in the value chain. 
 

• Mortgages. We have a website and a hotline. Leads created 
here represent 10% of our mortgages. After a certain point, they 
are transferred to branches. 

• Personal loans. We run loan campaigns and assign some 
customers to branches and some to a hotline and later to the 
branch. Our success has increased as a result. 

• Investments. New deposits: for the last three or four years, 
the numbers have been up to 30 times what they were before. So 
we're trying to find alternative delivery channels where value 
can be created (for example, iPad applications).  
 
For money transfers, the use of the branch has decreased. We 
use ATMs a lot - customers can make credit card payments 
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without a card. We have also done a lot of work on money 
transfers using ATMs without the receiving partner having to be 
a bank customer. We are using mobile as a key channel for 
certain schemes. The ATM is a key channel for low value 
transactions and instant sales.  
 
We need to prioritise products in a customer-centric way so that 
the bank is using its resources in an optimal way to bring in 
profits. You need to know from which product and which 
channel growth will come - so you know how to use your 
resources. 
 

Understanding customer service in a multi-channel future 

Mark Evans, Head of Customer Management, HSBC Bank, 

UK 
 
I want you to think about the problem or challenge of multi-
channel differently. It’s a very complex issue. Having worked in 
other industries, I realise how very complex the financial 
services industry is. Customers work out their own way to 
navigate the bank, so you need to work out how to get out of the 
way and let the customer do it in their way. You need to 
understand how and why the customer wants to do it. 
 
“Help me to help you” – there is a strong mutual benefit in 
helping customers to help themselves. Looking at customer 
satisfaction, the best in class for customer satisfaction through 
telephony in the UK in June 2011 was worst than the worst in 
class for branch. The best in class for branch satisfaction was 
worse than the worst in class for the Internet. This shows where 
the customer wants to be. I would be provocative and say that 
having a telephony channel is perhaps a sign of failure. 
 
We’ve carried out a detailed segmentation study to see what 
customers want to do. The number of people who buy a loan 
online is half of those who would like to (they don't know they 
can; don’t know how to; or are worried it won’t work). We still 
get customers coming into the branch when the activity (e.g. 
ordering a statement or new card etc.) would be easier online. 
This is entrenched customer behaviour. 
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In UK retail banking, there are still many things that customers 
can't do online to a suitable level of satisfaction. The customer 
has to guess at what they can do online, so they default 
automatically to the branch. If you make it easier for them to go 
online, you can gain a competitive advantage. However, we 
don’t make it easy for customers. For instance, there was an 
example of a very valuable customer whose partner had died. 
She ended up having seven conversations with different parts of 
the bank over the death certificate. We need to look at the 
friction points and get our processes right. 
 
What does it mean for UK branches? Financial services are 
facing a crisis - the network is becoming less economic but if 
you take it out, you dilute the customer relationship. It's not an 
easy challenge. We are seeing a bipolarity in the retail 
environment – on one hand, there are vast shopping centres and 
on the other, the proliferation of online purchases. So for 
companies with an interest in face-to face relationships, perhaps 
there’s an opportunity to remould the network and infrastructure 
so that it is more fit for purpose and cheaper. So what do we  
need to do with the banking structure? All of our branches are 
transaction hubs. If that moves to the online space, they will 
have a different role: they will be there for high-value, complex 
wealth management discussions and for when things go wrong. 
 
The key thing is to shift customer behaviour. Do you use the 
carrot or the stick? Do you charge the customer for using certain 
channels? So far, we have cause and effect the wrong way round: 
the most profitable customers are going online. However, they 
are the most complex customers and need more expensive 
channels and a multi-channel approach. If we can get out of the 
way, we can get customers to self-realise more and more. We 
have therefore done a lot of work to see whether the customer is 
choosing, trying or using a product. If you truly know what the 
customer wants, you're compelled to put in the structure to 
support them. If you don't get the digital offering right, forget it. 
You need to get out of the way or “help me to help you”. 
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Driving a pan-European multi-channel strategy 

Alessandro Decio, Head of the Family & SME Division, 

Senior Executive Vice President, UniCredit Group, Italy 
 
We have been trying to design the multi-channel strategy of the 
group, with an overall central orchestration but a strong regional 
and country flavour according to different needs. What is the 
context in which we are operating? GDP is flattening: it isn’t a 
very rosy picture. It leads to the erosion of the revenue base and 
a pressure on cost reduction across all geographies and markets. 
 
In terms of behavioural changes, there has been a significant 
increase in touch points between clients and the bank: we have 
one billion. We have 100,000 users of our mobile app, typically 
using it twice a day. Meanwhile, we need to think of a different 
way of having face-to-face interactions, with a shift towards 
higher value activities. There is a trend towards an increase in 
sales by direct channels – we expect them to increase from 2% 
to 15% by 2015. Clients are moving to a multi-channel 
relationship, with the possibility of generating extra revenues.  
 
We have identified the need for a differentiated approach. 
Significant parameters include a multi-channel readiness and 
branch density. In Italy, a strong density is driving the approach 
- but this is focused more on increasing efficiency and 
improving the cost to serve, whereas in Germany and Austria it 
is focused more on providing differentiated, value-add services. 
 
In Italy, there is a lot of innovation in terms of distribution, 
cashless branches, improvements in call centres and the strong 
potential for mobile banking. In Germany, extended opening 
hours give a real differentiation in terms of value. Turkey has 
continued to invest in branches. In Russia, there is a focus on 
exploiting very significant Internet usage. Multi-channel also 
means innovation and more innovative products and services.  
 
Meanwhile, mobile banking provides opportunities for 
troubleshooting; exploiting sales opportunities on the spot; and 
remote interaction for personal financial advice. These are three 
examples of how we can create a different customer perception. 
The multi-channel strategy has a clear and direct impact on P 
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and L. We have very clear needs in terms of what has to be 
changed to make such a programme effective. Firstly, products 
have to be designed specifically for the direct channel. We have 
to think in terms of an end-to-end integrated process, with 
alignment between sales and the organisation on the various 
objectives. We need to be very focused in terms of simplicity 
and the possibility of having ‘one click’ sales. CRM is 
fundamental.   
 
Building the multi-channel focuses mainly on the Internet and 
mobile and also on CRM, call centre, self-service and remote 
interactions. There will be a significant shift towards digital 
marketing. This will all lead to significant improvements in 
benefits. We expect multi-channel to multiply eight-fold over 
the next five years, through cost reduction, cross-selling and 
client acquisition. We are also expecting active sales through 
direct channels to increase six-fold by 2015. The number of full 
cash branches will fall dramatically, bringing efficiency gains. It 
won't be easy. We will need new skills and the biggest risk is a 
fragmented organisation. However, the physical model is 
accelerating rapidly towards multi-channel and digital.  
 

Different roles of the mobile phone in the best multi-channel 

strategy 

Ignacio Ortega, Director of Internet and Mobile Channels, 

BBVA, Spain 
 
The technological revolution is helping multi-channel 
distribution and is also helping the development of mobile 
banking, with mobile services that can be used wherever and 
whenever you want. There are two factors behind this: the large 
number of phones allowing Internet access; and the flat rate 
offered by mobile operators. In a few years, mobile is likely to 
be the main form of Internet access. One of the biggest 
challenges to a company trying to offer a mobile service is the 
lack of standardisation. The main devices used vary greatly from 
region to region.   
 
In Spain, there is a good penetration of mobile Internet, with 
26% (20 million people) using it each month. Mobile banking is 
not a killer application, however. It is mostly used for news, 
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weather, sports etc. However, there are good prospects for the 
future, as m-banking and m-commerce are growing. Currently, 
only 9% of users use mobile banking every day compared with 
50% of people using it for e-mail or social media. This is 
because 58% of the total mobile user population prefers to bank 
online using a PC. We don't know why. We launched bbva.mobi 
two years ago: the first solution used the browser and not a 
native application. Now we have another solution and are 
migrating people to this. If you ask people, they prefer the native 
application because the user experience is better rather than on 
the browser. In the Spanish market, not many banks are offering 
native applications: most are using the browser. 
 
We have developed six solutions in Spain. Two are based on the 
browser (one basic and one icon); one is for the iPhone; and one 
each for the iPad, Android and BlackBerry. The first solution 
that we launched was very simple. You don't need a new 
smartphone model - you can use models that people are using in 
the market. The browser can be used to see total balances, 
account details, transfers, stock market, pension plan, alerts etc. 
The second version is the same but uses icons. The only 
difference is that it has a personal finance management system.  
 
For the iPhone, the most relevant factor is to have an ATM and 
branch locator. It is possible to call the call centre. You can also 
send money to another phone and withdraw it at an ATM: it’s 
very easy. You can check your total balance; transfer money to 
credit cards or other phones; send payments by phone; look for 
information about the stock market; and even buy shares. 
 
On the iPad, mobile banking is also a better experience for the 
client. Mobile banking is more than a channel - we are offering 
more security with SMS alerts; one time password; and 
signature. Mobile is a way to communicate an offer to the 
customer, to make a contract and to improve the brand.  
 
There are two key challenges that we are facing: managing the 
changes in the multi-channel strategy and adapting to the new 
devices. Managing the changes involves managing the 
relationship with clients when they migrate to new channels. All 
of the contacts with the client are controlled by the agent or the 
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relationship manager.  Adapting to new devices involves taking 
advantage of the new language in the Internet (HTML5). At the 
moment, we are focusing on adapting to the different devices 
that are available. We have also developed a specific application 
for private banking (wealth management). 
 

Less bank, more life: how to deliver simple and 

straightforward banking via online channels 

András Hámori, Chief Executive Officer, Zuno Bank, Austria 
 
Zuno has arrived because we believe the world is changing. 
Despite the importance of branches, the world is moving more 
online – so why should banking differ? We need to simplify 
products and processes. It's cheaper to connect to the Internet. In 
addition, online banking penetration in Central and Eastern 
Europe is growing by 25 to 40% year on year. It's not the 
strongest that survive but the one that is most responsive to 
change: which is what we are trying to be. Last December, we 
launched Zuno. It isn’t for everyone - only 30% of customers are 
ready to do online banking. For the rest, the branch is still the key. 
Within the 30%, 20% are ready to have their primary banking 
relationship with an online bank but 50% aren’t yet interested. So 
direct banking is still a niche market: 15% of the total banking 
population is our market but this is growing each year. 
 
Here are some characteristics of customers that are ready for 
online banking: 
 

• They are technologically-savvy – they spend time surfing the 
Internet, so we need to move a large part of our media mix 
online.  

• They are more affluent. They are self-directed in decision-
making: our role isn’t to advise but empower them. 

• They often have a young and urban lifestyle - and decision-
making is based on the views of friends and peers. 
 
Customers think that there isn't enough transparency and there are 
too many fine print conditions. They want simplicity and a few, 
attractively priced products. They would like 24x7 service on all 
channels, with no jargon. Banking isn’t really important to our 
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customers, so the less time the can spend with their bank, the 
better. Zuno’s response is a simple, online, value for money bank. 
 
Our marketing is aggressive but we aren’t anti-bank. We use 
headlines that attract attention. We are a multi-colour brand: all 
of our communications use pixels and combine different colours. 
We have an operating model built around economy of scale. We 
want to achieve a niche status in each country and achieve 
economies of scale by geographical expansion. We have a very 
centralised IT architecture and a standardised product 
architecture. It is a low-cost, self-service model with one core 
banking solution: one database, one CRM system, one 
regulatory reporting solution. 
 
It has advantages and disadvantages. We can't adjust so easily to 
local markets, but it enables us to expand to two new EU 
countries each year. We save significant costs by using the 
Internet as a distribution channel. Ultimately, our cost base per 
customer is a third of that of our mother company. So, we can 
offer a value for money proposition. Our product focus is fairly 
niche, whereas Raiffeisen has a much wider product set. We 
have simple products: we focus on the 80% that matter to the 
customer. 
 
Where is Zuno today? We have over €500 million of deposits. 
We have an NPS score of +42; 58% of our customers would 
recommend us to friends and family. We have an international 
team working on new countries etc. Finally, we have a very 
strong culture that is performance-driven and customer service-
orientated. 
 

Multi-channel sales: “lower cost of premium due to better 

customer experience?” 

Gianluca Finistauri, Head of Global Family and SME 

Customer Relationship Management and Multi-channel 

Banking, UniCredit Group, Italy and Radboud Vlaar, Partner, 

McKinsey & Company, Netherlands 
 
Everyone is excited about the customer experience, but where is 
the money? It depends on the banks. In the past, multi-channel 
wasn’t pleasant for banks. New entrants appeared and price 
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comparison sites put pressure on the markets, so on the revenue 
side, multi-channel created more challenges than opportunities. 
Research on web adoption showed that the initial costs are much 
lower, but 12 months later, the cost to serve had risen from 
$3.62 to $4.27. This is because every new channel triggers new 
questions. Also, banks haven't been able to reduce the costs. 
Mobile is just adding another channel. So, multi-channel is 
eating into revenues. 
 
Non-banks show that innovation can create opportunities. 
However, recent figures show that 2,782 mobile apps were made 
by non-banks compared with 72 by banks. There are three big 
sources of opportunities from multi-channel: less leakage, new 
sources of revenues and new clients. There are many things you 
can do to generate extra income.  
 
Less leakage. This involves becoming the ‘Apple’ of banking, 
with a superior customer experience. Onboarding can take from 
five minutes to one day to deliver. For banks today, the length of 
time is shocking. If you ask customers what they want, a lot 
would prefer to do more online or remotely. If you look at their 
purchases, where do they start and where do you lose clients? 
Typically, 7% are lost from start to end. There are many reasons 
but a lot can be done to eliminate leakage. There is a massive 
opportunity to make money out of multi-channel. 
 
New sources of revenue. Value can be created from digital 
services. The continuous stream of customers through digital 
channels is compressing margins. We find that customers that 
are using multiple channels and are using the branch produce 
higher volumes and higher revenues. Those that use 
predominantly direct channels tend to produce lower revenues. 
One example involves payments, which are quite fragmented in 
Italy. Payments are made in various ways, including the Post 
office. We give customers the possibility (for a premium) to pay 
through ATMs and online. Due to high volumes, you can make 
money out of it. Another example is providing alerts by different 
methods. The more the customer uses alerts, the more they are 
paying.  
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Other new sources of revenue include some possibilities around 
mobile banking, which is still a Greenfield activity. I don't see 
any bank with something really new. But mobile creates a 
convergence between the physical and the digital world. I 
believe we have room to create new services that can be charged. 
 
New clients. If you use social media and other digital sources, 
you know where clients are and you can win 3 to 5% of the 
market share. New clients through digital channels will increase 
quite a lot. Customers online don’t expect to pay so much. On 
the other side, there are no quick wins: there is a very complex 
set of actions. We aren’t pricing for the access to the channel. 
We aren’t pricing for accessing the bank. We can price for the 
services provided: so not for apps, but for services. 
 

Retail banking: back to basics 

Des Crowley, Chief Executive – Retail (Ireland & UK), Bank 

of Ireland, Ireland 
 
Ireland is more or less through the crisis, whereas in the UK it's 
not clear whether the crisis is over or beginning. We have 
moved from a situation in 2010 where the government owned 
25% of the bank’s equity to 15% now. A key part of our job is to 
shrink this bank from a balance sheet size of about €150 bn to 
one of less than €100 bn by creating a viable investment case for 
the investors. You need to counter fear with energy in your core 
franchise. Our structure has worked very well. It's about 
marshalling our resources. Although Ireland has turned the 
corner, we face significant challenges and the global slowdown 
will impact our export-driven growth. Unemployment is very 
high and it looks likely to be a slow and painful recovery. 
Consumer spending and consumer business confidence is still at 
a low ebb. We're fighting towards a break-even situation.  
 
We want to reach a sustainable funding level. We run the bank 
on a commercial footing and have less interference in terms of 
commercial objectives than if we were mainly owned by 
government. We have grown our customer base and have a 
deposit base of about £15 billion. How do you create energy 
every day? It's no use getting capital unless you have a strong 
customer base. So we set an ‘energy strategy’ for our people. 
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We’ve focused on four key energy drivers: the customer 
relationship; the energy capability of staff; an investment in 
distribution; and cost management. The two key overriding 
concerns are continuous improvement in customer service and 
managing distressed or challenged customers. We’ve been 
driving two things: 
 

• Proactive customer contact. We have developed a customer 
contact programme with financial needs reviews with businesses 
and customers, based on a segmentation approach. We have 
focused on using channels to the optimum extent. Our personal 
customer base has been segmented into premium, priority and 
core.  

• Net Promoter Score. We identify a few customers who are 
detractors and arrange for someone to contact them to see why 
their experience wasn't good. At an institutional level, our NPS 
has gone from about 0 to about 5% positive. Within the branch 
network, we’ve driven it up from 33 to 42%. We need to keep 
people focused on our core activities and on what the customers 
need. 
 
Distribution: We have no plan to close branches, although we 
expect their cost base to reduce. We’re future-proofing them. 
We want to provide advice and help with more complex issues. 
Our biggest challenge in distribution is our Post Office network. 
We introduced a simple programme that structures the sales 
week. We are also developing our online sales capability. 
Another key issue is qualifying advisors. Clear advice is vital, so 
we’ve focused on a three-phase programme called ‘Confidence 
and Belief.’  
 
Cost: We’ve reduced our cost base by 20% since 2007. We 
want to reduce it by another 20% . We need to sell assets and 
deleverage. More reductions will be achieved by workouts and 
lean techniques.  
 
In summary, never waste a good crisis. Take it as a positive 
thing and rebuild a sustainable bank. We'll continue to invest 
and differentiate ourselves through stronger relationship 
management, a proactive contact strategy and operational 
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excellence. It's back to basics: our energy strategy in the midst 
of this crisis. 
 

The role of innovation in managing a truly integrated multi-

channel approach 

Marco Siracusano, Head of Retail Marketing, Banca dei 

Territori Division, Intesa Sanpaolo, Italy 
 
Digital technology has been transforming consumer behaviour 
and changing the way in which corporations do business. It is 
broad in scope and complex, is evolving rapidly and requires 
strategic choices. Consumers have become more demanding and 
less loyal and have the ability to compare offerings. Digital is 
much more real life for an increasing number of retail customers, 
both mass market and affluent. Part of the change in customer 
behaviour can be seen from the growth in smartphones, which is 
eight times higher than for PCs. The social media have also seen 
a rapid growth in Italy. Some 55% of online consumer time is 
spent on Facebook. 
 
Our goal is to be the largest Italian bank. We're a bank of the 
real economy – we’re not an investment or trading bank. We are 
very close to our territories. We would like to have the right 
trade-off between the business plan and the business goals but 
with sustainable growth. The real challenge is that the banking 
world is very different. We have to cope with the real customer 
experience. To do this, we are trying a different approach to 
innovation. Innovation is a complex world. We are trying to put 
it in place not only in terms of ICT but also as part of a new 
service model. 
 
So, we're trying to start from a real customer experience. In Italy, 
we’re looking at different contradictions within the customer 
environment. Italians like traditional branches but are also 
among Europe's biggest users of social networks. The real 
challenge is how to capitalise on our existing assets in terms of 
networks, customers and brand. Our response required a rapid 
endorsement from top management for a very different approach: 
a real multi-channel strategy in a traditional bank. 
 



 60 

We have also changed our approach to the youth segment. Our 
core target is people under 35. We have developed a new offer, 
Superflash, based on a few key concepts. Superflash is always 
on, always connected, always moving, always available. We 
created a new website divided into four key areas: banking 
products created for young people's needs; an area dedicated to 
leisure time; an area focusing on social issues; and one on 
projects and futures. Superflash will be accessible by 
smartphone and iPad and will become a youth brand. There are 
six youth-orientated product areas. 
 
Our under-35s have undergone training so that they can talk to 
their counterparts in their language. We will soon open 11 new 
Superflash branches. We are trying to have a multi-channel 
approach, mixed with innovation - in terms of traditional 
branches using younger employees; in terms of the website; and 
a multi-channel approach dedicated to young people. We want 
to form real connections with young people. 
 
We are using the social network in an open way, which is very 
risky for a traditional bank. We are using Facebook and Twitter 
to connect with the customer base and are also preparing the 
future for mobile payments. Meanwhile, we are setting up 
branches for young people with two main goals: 11 labs to 
experiment and to connect with young people; and providing the 
same experience on the website as in the physical world. We 
have to develop multi-channel, whilst not forgetting to serve 
customers via the physical network with a different approach in 
terms of advice, consultancy and flexibility. Through innovation, 
we want to go in depth into the customer experience. 
 

Financial Diary: project initiation and background 

Anke Slagter, Business Manager Marketing Retail Banking, 

ABN AMRO Bank, Netherlands 
 
This is a new project for creating loyalty: the Financial Diary. 
How can we still be relevant to our customers? Research among 
our customers has shown that they are increasingly sales-
directed, with more and more online behaviour. Due to the crisis, 
they want to be in more control of their financial position. That’s 
why we started two major projects: the development of two new 
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channels for the future: an online banking channel and a mobile 
channel. These have now been launched, as has our budget tool. 
 
Apart from creating a new way of loyalty, we identified some 
strategic benefits to the bank. The budget tool was fully 
integrated into our Internet banking. We wanted to increase 
customer satisfaction and loyalty. Another benefit was an 
increase in cross-selling. The third pillar was to become a 
category leader in Internet banking. The diary could create a 
competitive advantage for us. It provides a single, digital 
overview of your income and expenditure. It gives the customer 
an overview of his financial position; a breakdown of 
expenditure; and budget setting. Expenditure can be divided into 
16 categories. It can then be broken down further into sub-
categories. At the most detailed level, you can split transactions 
and divide them into different categories. Budget setting is 
available on a monthly, quarterly or annual basis for different 
aspects. You can also compare yourself with other customers. 
 
We launched the Financial Diary at the start of this year, starting 
with a pre-launch with our staff. We already have over 140,000 
users. We did an extensive marketing campaign to introduce the 
Financial Diary to the Dutch market. Part of the campaign 
involved Dutch celebrities. During the campaign, we gained 
2,000 new users every day. People now feel more in control of 
their financial position. 
 
The Financial Diary is used four times per month on average. 
This is twice as much as normal Internet banking usage. Some 
people use it every day. Women use it more than men. The 
initial target users were people in the settling phase: those 
buying their first house or having children. People who use the 
diary buy more products and stay longer as customers. Mostly, 
they are our primary customers and are well educated. Our role 
is to create a platform for personal financial management. We 
are adding new functionalities (for example, savings goals). We 
will integrate it with mobile banking and the iPad. A side effect 
of the diary is that it financially educates people.  
 
The Financial Diary is currently more historic: it looks back at 
past events. We want to work on it and shift it from being 
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retrospective to prospective. We will provide a weather report 
for customers on the status of their personal finances. We will 
also recommend ways of saving money and energy. 
 
The latest level is the financial planning tool, so that people can 
plan for the future; save money for their children to go to 
university etc. So far, the interest in the Financial Diary has 
exceeded our expectations. It provides a solid basis for further 
leadership within this category. Marketing was responsible for 
the project, along with a very dedicated team that also included 
people from IT and product management, who added value to 
the project team. It was important that the whole organisation 
believed in creating a budget tool and wanted to become a 
customer-oriented bank. 
 

Getting “Frank”: how to use design thinking to create a new 

Gen Y brand 

David McQuillen, Group Customer Experience, OCBC Bank, 

Singapore 
 
We have launched a new concept: a bank called Frank. Our 
existing bank is 100 years old. We have a lot of older clients but 
we don't have many Gen Y customers who care about us. They 
think we are just like every other bank. We want customers to 
love us. So we devised a project for a new Gen Y bank. If you 
want to be different, you have to do something different. A lot of 
banks talk about differentiation. The strategy is to meet 
customer needs better than anyone else. The project started to 
focus on Gen Y.  
 
Another group in our bank is the Customer Experience group 
(this is fairly unique: we have a Market Research group who 
really understand the customers; a group called Experience 
Design – these are designers, information architects, usability 
specialists etc; and a Culture and Innovation group which takes 
the skills of the first two groups and moves these out across the 
whole bank). Most banks follow a process. They assume what 
the client wants and modify their ideas when the get feedback. 
This is the ‘old school’ approach. Design thinking is about 
understanding the customer better than anyone else. It involves 
testing ideas before going to market.  
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We decided not to work with an agency. They don't have 
empathy for how customers feel. We took our project team 
around the world and looked at other banks: there wasn't much 
to inspire us. However, we were inspired by what retailers are 
doing. Then we spent time with Gen Y - shopping with them, 
eating with them, socialising with them. We got to know how 
they feel about money, friends and the future. One insight came 
from a debit card that one youngster had. Each time he used it, 
he would write what he spent on a post-it note. We asked why. 
He said: "I don't have much money and have to track what I 
spend: I need total control".  
 
We took these treasures into our design studio and the project 
team started to organise the insights. It came down to three 
words: simple, stylish (a word rarely used by banks!) and 
meaningful. In design thinking, stage two is prototyping and 
testing. We built a two-stage model of the branch in cardboard 
and tested ideas with Gen Y customers. We presented the value 
propositions as pictures. A big part of our concept was a 
collection of cards with lots of different images cut out of 
magazines. We brought in musicians, artists and actors, who 
participated in the design process. We developed the idea of 
merchandising our cards. This led to the first prototype of a card 
wall. We added print-outs and coloured cards. We continued to 
role play and change our ideas. A lot of things we thought were 
good weren't and we incorporated other ideas we'd never 
considered. We couldn't be too stylish with our brand, so we 
created Frank: a way of communicating that is honest and 
straightforward. 
 
One of the Frank stores is in a university in Singapore: most 
people think it's a CD shop. We like to add humour and 
personality to Frank. Our card wall has about 130 card designs. 
When you open a Frank account, you can choose a design and 
change it as often as you want – we are trying to make the cards 
a stylish fashion item.  
 
One customer asked why they needed two separate accounts. So, 
we created one account with two sides: savings and spending. At 
ATMs, you only have access to spending part, so you can't go 
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over the limit. They call us the coolest Gen Y bank - a great 
accolade. ‘How’ is more important than ‘what’ – this is design 
thinking. 
 

Revolutionising banking in the UK 

Anthony Thomson, Chairman and Co-founder, Metro Bank, 

UK 
 
Unlike other banks in the UK, we like dogs! We are the first 
new High Street bank in the UK for over 100 years. Although 
we are thought of as retail, we are 50% retail and 50% 
commercial. We think of ourselves as a retailer rather than a 
bank - just retailing financial services, so we are open seven 
days a week. Why can you only bank from nine until five in the 
UK? We offer all channels for banking. The customer should 
choose a channel to use - we shouldn't dictate it based on the 
cost of the channel. We believe in customer choice.  
 
As a new bank, we are in the account opening business: we have 
to attract customers. If a new customer walks in, we can open an 
account for them within 15 minutes: they get a printed credit 
card and debit card and a cheque-book if they want it. We have 
attracted about 36,000 customers so far. We started with one 
branch and have added another eight, with three more coming 
next year.  
 
Why start a new bank? Banks in the UK have convinced the 
public that rate is the most important thing. Nonsense! You want 
something that is of value to you: it's all about price, fairness, 
consistency and transparency. We think people will exchange a 
slightly lower rate for a better customer experience. We talk 
about creating fans rather than customers. The Office of Fair 
Trading in the UK says that only 7% of people choose a bank by 
rate: the rest is a combination of service and experience. 
 
Great retailers want three things: 
 
a) A better experience: very few people are driven exclusively 
by rate. Service is far more important. 
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b) A differentiated model. Why we are doing something – is it 
because it helps us as a bank or it gives a better customer 
experience? It should be the latter. 

c) Most UK banks incentivise employees with sales targets. We 
reward people based on customer satisfaction scores. This 
creates a bond between staff and customers. 
 
When we recruited employees, we were looking for people who 
smiled. If you don't smile on your first job interview, when will 
you? Teaching people to have banking skills isn't difficult, so we 
recruited for attitude. The hardest thing is to help people to 
understand what empowerment means for them.  
 
The final aspect is the execution. Commerce Bank in America 
was loved by both its customers and its shareholders. In the UK, 
we couldn’t find a bank that was loved by either! So why is it 
different? There isn’t one thing: just many done a little bit better.  
 
If you really understand someone, you have to put yourself in 
their shoes. We want to avoid turning into a stereotypical bank. 
Banks in the UK charge you for counting coins. We’ve 
developed a machine that counts them for you. There’s no return 
on them – it’s just part of creating a better customer experience. 
The markets will reward you for giving a great customer 
experience and you also make money. I believe profit is a by-
product of doing something well for customers. Some banks 
have forgotten the customer and are only there to make money. 
If you concentrate on every colleague and every customer in 
every store, I believe you can create fans, not customers. 
 

Traditional banking delivered in an innovative new way 

Wojciech Sobieraj, Chief Executive Officer, Alior Bank, 

Poland 
 
We started as a Greenfield bank. Poland is a growing market but 
is devastated by competition and the market is fragmented, so 
why start a new bank, especially during a crisis? We started in 
2007: we built the IT, and the first hundred branches. 
Meanwhile, the world was collapsing. We opened our first 
branch two months after the crash of Lehman Bros! Those two 
months were hectic. But we decided it was the best time as the 
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crisis had levelled the playing field. We couldn't borrow as we 
didn't have a rating. They had ratings but who cares about 
ratings? 
 
We were the first answer to changing expectations. Previously, 
clients were concerned about the broad offer – now they care 
more about the simplicity and transparency of the offer. 
Previously, the location of the branch was the most important 
factor – now it is accessibility, through any channel. Reputation 
was the name of the game, now banks have a bad reputation. 
The only thing that stays the same is the quality of service. This 
is the differentiating factor. We need to use technologies that 
enable us to deliver this higher quality service. So we formed 
111 client focus groups.  
 
At the beginning, it was difficult to build an image of the bank 
that was modern, funky and stylish, because we wanted a 
deposit base. We wanted to show the client that we are stable. 
So we had self-imposed rules: for instance, we always have 
more deposits than loans. Behind this, there is one of the most 
modern IT systems in Europe. So, our model allows us to give a 
better service to all clients. For instance, overnight, money 
market accounts were only available to people with a certain 
amount of money. We offered this product to everyone.  
 
As well as service, we have focused on innovation. We had 
special offers at the beginning which accrued interest daily. It 
took our opposition some years to follow this. We offered free 
ATM withdrawals worldwide. Everyone in Poland followed but 
again it took some years. We believe in transparency. We are 
fooling ourselves if we think people can be tricked on rates. In 
Wall Street they used to say: "The best client is an educated 
client". To be the most educated client, you need someone in 
front of you who is equally educated. You don't want someone 
who isn't interested and doesn't care. Most hotel people are 
much better than the clerks in banks. 
 
In terms of the branch being the point of contact for affluent 
clients, the world is changing. We have branches, but why 
would you ever visit a branch? There are a few similarities 
between our business and Blockbuster stores: more clients are 
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going to the Internet and mobile. So why do we need branches? 
Service is the focal point of our strategy. Our goal is to have 
people in the branches who are equal to people in the Marriott 
Hotel reception system. 
 
All of our branches are connected via the Internet and we see 
what's going on and measure time to service etc. Some 80% of 
our clients are coming to our branches because of promotions 
and recommendations. We promised our shareholders that we 
would have a million clients by 2012. We broke even last year. 
Next year, we expect to have a €100 million profit. All of the 
branches will be profitable within the 15 months. Looking 
forward, the only problem we have is how to get bigger but still 
keep the quality of service high. 
 

The story of the development of a new bank called “Easy 

Bank” 

Renzo Viegas, Principal Officer, RHB Bank Berhad, Malaysia 
 
In Malaysia, a lot of activity is targeted on the mass market. I 
will talk about a low-cost channel which combines brick and 
mortar with a lot of digital activity. There are very simple 
products and processes to back up the proposition. Easy Bank is 
a brand that appeals to the mass market and youth. It makes use 
of innovative technology to enhance the customer experience 
and is an engine for customer acquisition. 
 
The mass market is 70% of the population. They are under-
served. It’s a challenge to try and serve them through branches, 
as these are expensive. The mass market is looking for 
simplicity, convenience and value. Today, products are very 
complex. Customers are looking for simple products – basic 
loans, instalment loans, some deposits, recurring savings plans 
and protection insurance. They want simple procedures and 
good access. Most banks in Malaysia open from nine until four. 
How could we open seven days a week, from nine until nine? 
We developed a proposition for a low-cost model with rapid 
expansion and paperless processes. 
 
We focused on rapid fulfillment, with affordable products and 
customers being able to get their money or a personal loan 
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within ten minutes. In terms of distribution, we are like a retail 
outlet, with access to online banking, mobile banking, ATMs etc. 
Once you become a customer, you have access to all of our 
group’s other channels. To get a loan, you bring your national 
ID card, which has a chip with your fingerprint and details of 
your personal profile. This is a government initiative but no-one 
has previously used this effectively in a commercial application. 
Once you verify yourself, the technology checks with the credit 
bureau, which scores you. So income and verification are done 
on the spot and you get the loan in less than ten minutes. 
 
The other key aspect is people and organisation. Our people are 
aged between 20 and 30 and have a zest for living. We 
encourage managers to be entrepreneurial. In Easy Bank, there 
are no tellers. There are ATMs and CDMs (cash deposit 
machines). Really, it could be totally automated but it is nice to 
have the process being assisted, especially with new customers. 
We have six products: two insurances, two loans, a savings 
scheme and a credit card. They are easy to understand and use. 
You can use any channel. If customers walk into the branch, 
there is an opportunity to cross-sell. 
 
We provide insurance products with no medical. The product 
proposition is all fulfilled in ten minutes. We have stand-alone 
outlets; Easy outlets in every Tesco store; kiosks in about 50 
post offices; and in metros. Customers can also use other banks. 
We started in 2009 and have already launched 118 outlets, 
mostly in high-class areas. We have an enjoyable and 
entrepreneurial culture: people compete with each other. They 
are incentivised not only to sell but also for retention. We must 
encourage good selling, not forced selling. The whole operation 
runs at about a third of the cost of a large branch and pays back 
in about 21 months.  Some 91% of customers say they would 
recommend us to their friends and families. This is very 
encouraging. 
 
We are now moving into projects like the bank at work: we go 
to a corporate or SME and sell a cash management proposition 
and employee payroll accounts. The normal process of 
switching to another bank takes too long. But if we go into the 
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workplace with a ten minute process, we hope to get 
encouraging results.  
 

Developing a new retail bank in a new geographical market: 

key learnings 

Andrea Prazakova, Group Head - Retail & SME Banking, 

ABC Holdings, South Africa 
 
In our five main markets (excluding South Africa), there is a 
lack of infrastructure. There is no information on credit history: 
some places don’t even have any IDs. There is also a lack of 
technical skills. With our corporate history, we have to change 
people's mindsets. There is low brand awareness and capital and 
liquidity. We planned to raise capital but the crisis hit and we 
had to finance the whole expansion of our retail bank from our 
corporate book. We compare our segmentation with the flight 
industry. We have three different classes, equivalent to economy, 
business and first. How you service the customer will vary from 
segment to segment. 
 
We operate on four basic principals. The customer is in the 
middle. He is surrounded by the second layer: his needs. The 
third layer is the channels: how we deliver our services. The 
most important layer is the CRM. It is a way of living and a way 
of managing the bank: it involves passion and culture, otherwise 
it won't work properly. 
 
In areas where we can’t get premises or want to test the market, 
we have temporary branches in large containers. If successful, 
we can put up a physical branch. The cost of this ‘branch in a 
box’ is US$150,000. We also have a bank on wheels: a car with 
two tellers and an ATM in areas where there are no branches 
and difficult accessibility. The cost is around US$70,000. Other 
distribution channels include a mobile team, partners, the 
Internet and ATMs. We also plan to develop person-to-person 
payments, which are a ‘must have’ channel for Africa.  
 
Challenges and drivers 

Our branches are transaction-driven. The main challenges are 
multiple queues; a low cross-sell ratio; poor data quality; the 
slow delivery of services and products; and the acquisition of 
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customers by retailers and telecoms companies. We therefore 
changed the branch design to a one-stop shop. We introduced 
relationship management, measured service quality and 
introduced data documentation and workflow systems. We work 
with partners because we are so small. Another change is our 
CRM system, which doesn't just manage data and campaigns: it 
is a way of living. We also have a queue management system. 
We gain a single view of the customer, with all of the data 
together. However, you always need to check the loop. 
Sometimes there is a disconnection between the stated aims and 
what actually happens.  
 
In one example, Zimbabwe, we have established eight branches 
and gained 20,000 customers and eight branches in one year. 
The branches are open seven days per week. We have mobile 
teams and partner with the tax office and universities. For the 
tobacco growers, we are piloting a scheme where every grower 
gets a pre-paid card. The price agreed is loaded onto the card. 
The grower can then access it via ATMs. Before this, they had 
to queue for days. Our customers love our colourful branches 
and feel we treat them well and create a good atmosphere. We 
are now testing a distribution module for affluent customers 
with the bank in a box.  
 
In 2012, the goal is to have everything working properly. We 
love what we are doing - if you’re surrounded by people who 
support you, there is no limit to what you can do. We have the 
right people who are really passionate about what they are doing. 
 

Co-operation or competition with telcos 

Alexey Marey, Head of Retail Business, Member of the 

Executive Board, Alfa Bank Russia, Russian Federation 
 
I want to concentrate on the area of how we deal with mobile 
operators who are thinking of expanding their business - perhaps 
into banking. In Russia, 95% of card transactions are cash 
withdrawals at ATMs. Russia is a very cash-focused country. 
Broadband penetration is 40%, and 46% of the population are 
Internet users. Alfa Bank is the 2011 leader in mobile 
penetration: with 164% in Russia and 200% in Moscow. The 
smartphone penetration is 10%. One government bank has 
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20,000 branches. We don't have a fixed contract for five or ten 
years: we compete as banks with retailers. But how do you 
compete if you have a bank with 50 million customers? 
 
One important factor is to know what the customers want from a 
bank. Time is of value, especially for Gen Y. They want 
accessibility, simplicity, transparency and user-friendly 
interfaces. They also want a bank that relates more to the 
younger generation. The social media have had a big impact. In 
Russia, five years ago if you didn't serve the customer well, only 
a few people heard about it. Now, with messages on social 
networks, it could ruin the whole impression of your bank. So, 
the level of service is of paramount importance. 
 
Smartphones are the invention that turned a key for us. At the 
moment, they are expensive in Russia but the price will go down 
in the future and they will become more affordable. We have 
had a service which is basically mobile banking (transferring 
money, paying bills etc) since 2005. In 2009, we had 40,000 
customers, using 900 different handsets. It changed in 2010: we 
clearly saw an uplift in usage – because what customers want is 
now available. 
 
We decided to go to a mobile operator and see what we could do 
with them, as mobile penetration is much higher. So we formed 
a partnership with Beeline. We created a product called RURU: 
the payment world. This is a vehicle which enables you to pay 
all of your bills and daily transactions (e.g. cinema tickets, air 
flights etc.) on the Internet and mobile. It was launched recently 
and we already have over 100,000 customers. It’s for small 
payments but you can initiate them not only through your 
banking card but through e-money or your mobile app. So it’s 
for people who have money on their mobile account but don’t 
have a bank account. We want people to see that not paying with 
cash is easier. All services are available on RURU now. The 
innovative factor is that you can choose the payment method, 
including mobile.  
 
There are 80 million people who are bankable but who don't 
have access to banking services. How can you deliver these? We 
put together a project with Beeline that is a virtual card. You are 
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given a six euro deposit card on the phone and get your PIN and 
CNV code. This means you can transfer money between any 
beeline holders. You can withdraw money at our ATM network, 
so the customer views the mobile operator as a virtual wallet. 50 
million virtual payment cards were issued in one day. The 
balance on the virtual card is linked to the mobile bank account.  
 
In conclusion, we had a discussion about whether we want 
customers to love us. We decided that this would be hard to 
achieve. Therefore, our mission statement is to let our customers 
live the lives they want. As a bank, we will help them live that 
life. 
 

The customer relationship in multi-channel banking 

Phillip Lee, Integration and Change Director, The Co-

operative Financial Services, UK 
 
Banking innovation is normally an oxymoron. Two years ago, 
we asked groups to solve a problem: a bank that takes people's 
money and doesn't pay interest. Most had many different ideas. 
However, a group of middle-aged bank managers said: "Paying 
interest is what we are about". They didn't have any ideas. That 
attitude is endemic across big banks in the UK. Getting it right 
for our people will help us to deliver. 
 
We want to be the main provider for our customers. We are 
doing well in the UK switching market, with a net 4% gain - but 
the switching market isn’t big enough. Another challenge is that 
our fixed cost base is too high. So we have a real need to grow, 
especially in current accounts, amidst fierce competition for 
retail deposits. At the core of it is our customer promise. We will 
be fair; behave responsibly (there are certain businesses we 
won't deal with); make things easy; and make it personal (we 
aren’t here to process you). So how do we make multi-channel 
distribution work? 
 
Infrastructure and process. This is about how people use 
CRM. We’ve seen businesses win awards for CRM but they 
haven’t looked at customer needs and how they will be affected. 
Tellers need to see the value of the information they can collect: 
a key change in behaviour is needed. The IT also needs to be 
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seamless. Many systems are over 30 years old and the quality of 
data isn’t good enough. 
 
Customer and culture. It needs to be the right culture for the 
customer. Sometimes the best thing is not to sell them 
something. Trust will build. Try to create a community of 
interest so that they can share in the benefits of treating the 
customer well. Look at targeting and incentives mechanisms. 
We need employees in branches to understand that it’s okay to 
get customers to use other channels. 
 
Delivery. The key enablers are people, processes and 
technology but ultimately everything comes down to the people. 
You need the right people in the right roles. Targets are 
important. We’ve not yet moved everything into customer 
service but we’re going that way. If you get the wrong target it 
will drive behaviour. Management behaviour is also important. 
We are a hierarchical business but we are changing management 
behaviour through coaching and other methods.  
 
Turning to processes, most of these are designed from the bank's 
perspective, not that of the customer. We need expertise in 
speeding up processes. We’ve built a small team that focuses on 
this and they’ve just won a process innovation award. Efficiency 
is about getting fixed costs down and variable costs up. This is a 
big challenge. 
 
Technology needs to be integrated well. We are implementing a 
new core banking platform, which is a huge task. The challenge 
is change management. Clever people can fix technical issues: 
working together cohesively is very difficult. A lot of the 
challenge comes from managers who don’t understand the 
current trends. You’ve got to keep going, driving the strategy 
clearly, getting consistent communications and showing that you 
can deliver. Then there is the relentless implementation and 
follow-up. You need to keep going and force it through. So there 
are big challenges in retail banking. However, we’re motivated 
and I’m hugely confident we'll deliver. 
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Developing an alternative sales force as part of a multi-

channel delivery strategy 

Gökhan Güven, Senior Vice President – Alternative Sales 

Channels, Finansbank, Turkey 
 
Finansbank is very passionate about the card business and we 
have won awards for our cards. One example of our approach 
involves the targeting of a specific sector: doctors and dentists. 
We developed a scheme that had special benefits for them. 
 
We have a wide range of products and a simple organisational 
structure. In 2007, there was a huge appetite for credit cards: this 
was the year that the boom started. We also provided debit cards 
with an overdraft feature. This was unique – the first debit card 
in the world with an instalment feature. In 2011, we will exceed 
1.5 million cards, 1.1 million of which are credit cards. This 
gives us double the growth of the monthly market average, 
which is just below 1%. It is a very competitive market, with 50 
million credit cards, but there is still room to grow.  
 
A different perspective of market share comes from the 
instalment sales volume, which earns us more money. Our 
employees go face-to-face with the customer. We don't deliver 
cards at first. The first face that the customer sees is the direct 
sales person. The initial relationship with most of our customers 
comes through credit cards. Our customers use their card in a 
better way than the competition because we take time to explain 
them. We believe that not selling but ‘telling while selling’ is the 
key success factor. One measurement, the ENR per credit card, 
shows that the usage of our cards is better than that of our 
competitors, especially recently.  
 
The core of our system is people. We have young people who go 
through a programme called the ‘Young Explorers Training 
Programme’. They go into the field without sales targets and 
pressures, so they aren’t aggressive. We try to keep checks and 
balances. We teach people about banking and ask them not to be 
pushy. We provide a good example by transferring these people 
to retail branches, who are eager to get them. This is because 
they have worked in the field and understand how to handle the 
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customer. They are fast and the branches like working with them. 
It’s effectively like a school that feeds the retail branch system. 
 
As part of our reward and recognition programme, we choose 
‘heroes’ and put their faces on posters. We didn't realise that this 
would be so powerful. People like this programme: they feel 
recognised as it goes all over Turkey. Another key success 
factor is "15 minutes". We have the technology to emboss credit 
cards in the branch, so that the customer gets a card within 15 
minutes. In the branches with the most traffic, we have three 
corners for producing the cards quickly while the customer is 
told the basic features. Over 200,000 cards come from this 
channel. A further 500,000 cards were acquired this year 
through telesales. Together with debit cards, this channel sells 
over 800,000 cards per year. Other channels include our Easy 
Credit branches, which have just three or four sales people and 
an ATM.  
 
We are now working with tablets: we’re giving them to several 
hundred salespeople. I believe that this will bring new 
opportunities. These are strange days: there are challenges in the 
banking system but we have seen good examples of how 
different countries strive to help people to get what they want. 
I'm hopeful. In the end, if you combine the human aspect with 
technology, most of our problems will be solved. 
 

How to balance sales and service on ATMs? 

Murat Atalay, Retail Banking Marketing Division Head, 

Isbank, Turkey 
 
I would like to highlight a way of banking using ATMs. ATMs 
have huge potential for sales and lead generation. However, 
there has to be the right balance between sales and service 
activities. But how? That is the question we had to answer. 
Isbank has over 4,000 ATMs and over ten million active 
customers. We have a presence in Western Europe and have 
acquired a Russian bank this year as well.  
 
We are the first multi-channel bank in Turkey. Our ATMs are 
used by over six million active customers and they can do over 
150 different transactions on them. We are introducing new 
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innovations and have just launched a finger vein identification 
system that allows you to carry out cardless transactions in a 
secure manner. Transactions can also be carried out on 
alternative delivery channels. 
 
The banking population has been growing in Turkey and there is 
enormous pressure on the banking system. Alternative delivery 
channels, especially ATMs, play an important role in the 
banking system. We are trying to migrate customers to ATMs. 
After a certain amount of ATM usage, customer profitability 
decreases. On the other hand, the ATM network has 240 million 
ATM logins per year. In addition to their service functionalities, 
ATMs therefore present a huge potential for sales as well. They 
can be used to sell financial products, to generate leads for the 
branches and call centres, or to collect customer information. 
 
A channel migration strategy to reduce operational costs should 
be balanced by generating more revenues through ATMs. We 
wondered how to do this and found that an ATM smart queue 
management model was the solution. The journey for finding the 
right answers started with a definition of the problem. This was 
clear: spreading the sales function to ATMs without 
compromising service quality. After an analysis of usage 
frequency, a number of different threshold options were 
identified. As a result, we developed the rule that if the time 
between the last three ATM logins exceeded nine minutes, a sale 
should be offered to the customer. The CRM system checks if 
there is a suitable offer, which is then shown to the customer. 
They then have 45 seconds to decide on whether to accept it or 
not. 
 
So what are the results? First of all, there was a substantial 
increase in leads when we integrated alternative delivery 
channels with our campaign management system. Secondly, we 
can now generate a high number of high quality leads through 
ATMs. The sales conversion rate for leads from the ATM was 
50% higher than branch-only campaigns for the same product. 
We also made 11,000 sales of direct products, such as mobile 
phone top ups. There was no increase in customer complaints 
either internally or externally. 
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In summary, it’s important to have a balanced approach. 
Secondly, you should have a flexible system that allows 
customisation. We can show the offer to any ATM we want. 
Thirdly, the integration of channels with the CRM system is 
essential. Processes should customised for each channel. 
Business teams often like to make the designs themselves, but in 
our experience, IT teams must be involved in the design phase. 
Lastly, once leads are generated, they should be quickly and 
automatically processed, as the probability of conversion 
decreases as time passes.  
 

Changing customer needs and managing multi-channel in 

the current environment 

Uğur Koçoğlu. Vice President Alternative Delivery Channels 

Division, Akbank, Turkey 
 
Bankable people are now more mobile and more volatile. They 
are demanding, impatient and adaptable to new technologies. As 
banks, we need to serve in different but smarter ways. We 
should make all of the channels available but that isn’t enough - 
we should link them together and run them on a smart 
infrastructure. We need to integrate established channels with 
new channels. Simplicity is difficult to achieve. For instance, on 
our online banking landing page, the customer doesn't want to 
see a lot of numbers. They want to find the data they want, 
finish the transaction and go. So we located transaction cards on 
the first page because the customer needs to feel that banking is 
part of his daily life. Alerts and offers are at the bottom of the 
page. 
 
Customers want a similar experience on all alternative delivery 
channels. When we give the customer what they want, we can 
start to make money from them. That’s why we give real-time 
offers to them – but we don't hassle them. We therefore designed 
our Internet branch and our offer mechanisms so that after a 
transaction, they can go through to their personalised offers. We 
also provide a personal financial management system – we call 
it our budget planner and locate it in our branch. 
 
Mobile. Our strategy is based around SMS banking, the mobile 
browser and native applications. As an example, you can send 
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money in 20 seconds from an iPhone to anywhere, using any 
operator in Turkey.  
 
Combining channels. On our external website, we have a ‘click 
to call’ option. If the customer wants to ask about loan options 
they click to call and it gives the mobile number and says when 
to call. Our expert agents call them back with details of the loan, 
take the application and send the customer to the branch to 
receive the money. 
 
Social media. The environment is full of opportunities if you 
play the game right. If not, you will be out of the game. Akbank 
has over half a million fans around the world. But we need to 
engage with them, interact with them and monetise them. For 
example, we have built a successful application for SMEs. We 
had 70,000 signings after several months and we generated leads 
for our SME banking division. 
 
Complaint management. If you can't manage customer 
complaints in time, it means multiplied trouble, especially in the 
social media environment. On Twitter, we  monitor 24x7 for 
complaints and comments, and instantly answer them. This 
gives us an opportunity to make sales, as a satisfied customer 
offers great potential for selling. 
 
Social CRM. We combine our online offers from social media 
users with our social CRM. We had a campaign of online 
banking usage and we generated a code. If you went to 
Facebook and entered the code, you received one entry for the 
lottery. We also collected data on our customers and 
successfully used this for sales. 
 
In the multi-channel environment, listen to your customers and 
think about how they want to interact, contact and transact with 
you. Then reshape your processes, organisation, infrastructure 
investment and business model.  
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Summary of discussions 
 
Here is an overview of some of the wide and varied topics that 

were discussed during the conference: 

 
This is a time of great change and uncertainty for financial 
institutions. At the same time, customers are using more and 
more channels and the task of managing them is becoming more 
complex. We all have to sell more products at less cost. This has 
traditionally been done through the branch, but now it needs to 
be done through other channels as well. 
 
The multi-channel business case 

Many banks have found that they can't serve all of their 
customers with branches and relationship managers. Some are 
dealing with so many customers that they would be missing 
opportunities if they didn't explore alternative delivery channels. 
It is best to exploit all channels - especially with the mass 
market database. 
 
Banks are also using alternative delivery channels to drive profit 
to channels. For example, one bank has been setting up calls to 
customers who have a large potential but who are becoming 
inactive. This has proved to be the best way of reactivating them. 
The bank is also finding that the only effective way to acquire 
new customers is through direct channels. 
 
Although no-one will argue with the strategic direction and logic 
of a multi-channel approach, one challenge is that 50% of multi-
channel projects fail to realise their value. This is often because 
they are too big or too long. It can be more effective to break 
them down into manageable pieces so that the bank can make a 
better business case and can see the payback within perhaps 
three to five years. 
 
From the customer’s perspective, the multi-channel approach is 
perhaps more a matter of a journey. It might start from a touch 
point like mobile but then in a moment of truth, the customer 
usually needs to see a person. The challenge is not about 
branches or mobile but an integrated multi-channel process and 
journey. 
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Banks that have a three, five or seven year vision are most 
effective in their approach: this shows that they have a need to 
understand how things will be delivered. Financial institutions 
have to be multi-channel in things that matter rather than trying 
to putting everything across every channel – for instance, the 
customer probably doesn't need to know about their next 
mortgage payment via the mobile channel. 
 
With multi-channel, there has to be a link between the online 
channel and the physical channel. For example, a lot of 
acquisitions come from online or mobile and are fulfilled in the 
branch. With the web and social media, there should also be a 
lead generator to help people to go to the physical network.  
 
Channel profitability 

In some countries, multi-channel is the most profitable approach 
and online is less profitable. This might be because multi-
channel clients tend to be mature and have a longer relationship 
with the bank. In ten years’ time, it is likely that the most 
profitable approaches will be both online and multi-channel. 
Multi-channel is a longer-term strategic investment. However, 
there are clear overall benefits in terms of profitability and 
revenues.  
 

The more a bank looks after a customer and the higher the 
customer satisfaction, the more the customer will respond. There 
is clear analytical evidence that there is a correlation between 
customer service and profitability and also between effective 
multi-channel investments and an increase in customer 
satisfaction. A real multi-channel approach means not having 
silo sales channels but looking at the synergies across channels. 
Smoother services increase customer satisfaction but ultimately, 
a real end-to-end approach is required. 
 
Alternative delivery channels 

Alternative delivery channels are key for mass-market 
customers. One participant said that he hated the term 
‘alternative channels’. For banks where most of the sales are 
occurring online, which are the alternative channels?  
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Customer contact 

The more contacts a bank has, the more sales they will also have. 
But does it matter where and how it makes contact? Often, the 
best trained advisors are in the branch and it is therefore easiest 
to extract the most value there. Customer contact is essential: the 
use of the call centre is therefore also very important. Contact 
management should be completely integrated throughout all 
channels.  
 
The contact strategy is very important: there is a difference 
between quantity and quality. One bank conducted a campaign 
without targeting and had a 1% success rate. The same 
campaign with careful targeting gave a success rate of 25%. 
Banks also need to assess customer needs. These can vary 
significantly: different people in different markets want different 
things and banks need to know what it is that they want. 
 
A higher level of interaction with customers makes them more 
profitable - which is why banks need to have a presence on 
every channel. 
 
Relationship managers 

The relationship manager is important as long as a customer 
needs him. When a bank can provide the maximum array of 
functionality through digital channels, the customer only rarely 
needs to go to the branch. The role of the branch is to educate 
the customer to help themselves. Relationship managers are 
important for certain customers but not so important for 
traditional reviews. 
 
Social media 

What will be the role of social media in the future: as a 
communications channel or a means of acquisition? They started 
as a method of communication but then customers become 
informed about their bank’s campaigns. One bank is testing the 
water to see if social networks could be used as a cross-selling 
channel. Another is using this channel for some advertising but 
is still sceptical about how important it will be for customer 
acquisition. 
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Yet another bank has its own Twitter account, where it deals 
with after-sales support and complaints. It is finding that an 
increasing number of customers want to talk to the bank about 
business. 
 
A delegate remarked that social networks can be used as a 
strategic marketing channel. His bank’s graduate student 
campaign is conducted entirely through Facebook. This has 
increased ‘new to bank’ acquisitions but the right hook is needed 
for the right audience. 
 
Social media can also be used to engage customers and to 
provide leads. One problem is that customers can often get a 
better (and faster) response through social networks than 
through other channels! If a bank doesn't act rapidly, it will lose. 
It needs to monitor comments, diagnose them and respond 
within minutes. If it doesn't, it could be too late to make things 
right. 
 
Innovations 

The next innovations in the multi-channel area are likely to 
centre around the customer experience, or perhaps mobile 
banking. Other innovations are likely to include applications on 
ATMs, including finger vein technology, which is already being 
introduced in Turkey. 
 
Branches 

The function and format of the branch will change in the future. 
One aspect will be the way in which the advisor interacts with 
the customer – this is likely to use a more multi-channel strategy 
but there will still be a need for the branch. In the longer term, 
some banks are likely to move towards smaller branches, 
although the number of branches could remain the same. 
 
A delegate remarked that there isn’t a future for branches of the 
past. However, there is a future for the retail environment that 
happens to sell financial services. 
 
ATMs 

A range of different products can be sold through ATMs. For 
instance, one bank  
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sells a direct sales product as well as automatic repayments and 
insurance products. People who want loans can get the 
application form from the ATM and the process is then 
completed at the branch. 
 
Mobile as a channel 

Is mobile a channel: can banks create a portfolio for it? This is 
quite difficult: it's essentially a complementary channel - mobile 
is in the middle of the process with the client. However, banks 
can gain a competitive advantage in this area. It can help a 
customer to decide which bank they would prefer to use. 
 
Some of the challenges that could arise from having mobile as a 
channel include the question of whether employees would be 
needed who specialise in mobile issues; and whether the branch 
relationship manager could become a mobile relationship 
manager. Ultimately, it is more difficult teach someone about 
traditional banking than about new channels. 
 
Gen Y  

For Gen Y, one bank believes that the real service model is the 
web plus the traditional network. A crucial aspect is the 
involvement of young colleagues in decisions. This can help to 
build a strong community that gives the bank a lot of advice and 
helpful criticism. Another useful strategy can be to start by 
targeting young families. If a bank can get the salary account 
from someone’s first job, this can be very helpful, as customers 
often don't move bank.  
 
People  

Employees matter, but there doesn’t really seem to be a bank 
that really differentiates itself through its people. This is perhaps 
partly because managers don't motivate, monitor and encourage 
their staff. People are an asset of the service. Customers are 
often there because of the people who serve them. For example, 
if the meeter or greeter is pleasant, customers are happy to return. 
 
In some branches, banks might have four tellers but three empty 
queues. This is because the customers like one particular teller. 
The challenge is to multiply this level of engagement throughout 
the branch. These sorts of issues should be discussed at 
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executive level: senior managers need to be more aware of what 
is happening in the bank.  
 
Mutuals often get it right, because many of them tend to think of 
the customer first. The CRM system will also play a key role in 
the future: it provides the basis for connecting all of the channels 
and will enable banks to concentrate on the customer and their 
needs. 
 
Incentives  
A delegate commented that his bank doesn’t give incentives on 
business based on sales. Instead, they are based on the growth of 
deposits and customer satisfaction scores. Deposits act as a 
measure of customer usage. In addition to the base salary, 
employees get a bonus if they achieve the right scores. Another 
bank bases half of the quarterly bonus on service, measured in 
various ways (including mystery shopping). 
 
Another participant commented that his bank has an incentives 
programmes that rewards both teams and individuals. The top 
ten people and the team leaders (and the area leader) are 
rewarded. 
 
Partnerships  
In the future, partnerships are likely to play an increasingly 
important role in banking strategy. Potential partners include 
telecoms companies (who shouldn't be regarded as competitors) 
and retailers. For instance, one bank is doing a lot of work on 
pilot projects that will be used to assess which kind of kiosk or 
branch format would work in food stores.  
 
Technology 

For some banks, one of the key roles of technology in the future 
will be in the development of an effective CRM system. Banks 
need to make better use of the information available to them. 
 
Future developments 

Within the multi-channel space, one of the most pressing issues 
will be to find ways in which channels can be used to improve 
the relationship with the customer – e.g. through direct channels 
and the development of better sales and service. With new viral 
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models of communication, the customer knows things about the 
bank and can make comments about it in real time – so a good 
relationship is vital. 
 
Another development will be that the cloud will become more of 
an enabler for medium-sized institutions, as it makes them look 
like a large organisation. There might also be a closer 
combination of social networking and digital marketing.  
 
 
 


