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Who we are

As a member of the BBDO Group, BBDO Consulting is the top management 
consultancy for top-line management consulting.

— BBDO Consulting facts & figures —

Largest marketing network worldwide 

Employees (2002): 3610

Sales (2002): € 2109 mn

Fee (2002): € 316 mn

Competencies:

Strategy consulting

Market research

Advertising and sales support

PR/IR

Direct marketing

Media

Interactive communication

Sponsoring

— Overview BBDO Group —

Founded in 2000 in Düsseldorf

Employees (2003): ca. 100

Offices (2003) in Düsseldorf, Munich, Berlin, 
Madrid, New York, London, Zürich

Clients (excerpt):

http://www.siemens-mobile.com/mobile/CDA/presentation/ap_mobile_cda_presentation_frontdoor/0,2039,2,FF.html
http://www.t-online.de/c/00/00/04/46.html
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Who we are

We are positionned as a niche boutique.

— Positioning —

Communicaton Competency

Strategy
Competency

http://www.grey.de/home.htm


Seite 4 | 14.05.04 | Customer Equity Management | IFZ, Modul Retail Banking

What we do
Our offering combines brand and customer equity management to an integrated  
optimization approach along the entire customer lifecycle.

Brand Equity Management
Customer Equity Management

— Core Competencies of BBDO Consulting —

Awareness Image Consideration Purchase Loyalty
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What we want to achieve today together

— Proposed Objectives —

Understand the implications of industry trends on Customer 
Equity Management (CEM)

Understand the concept of CEM

Discuss industry examples

Learn about the BBDO Consulting approach (process and 
selected tools)

Share and discuss own experiences
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Agenda

Changing Market Imperatives for Financial Services

How to Succeed with CEM – Definition and Examples

Current Status of CEM and the BBDO Consulting Approach

Selected CEM Tools

Summary
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Changing Market Imperatives

Various aspects drive the need for excellence in Customer Equity Management as 
key competitive advantage.

— Key drivers within the financial services industry — — Implication —

Customer 
Equity 

Management 
as Strategic 
Imperative

The European financial services sector is
saturated leading to crowding-out competition
Sustainable growth is can´t be taken for granted

Economic
slowdown

Liberalization of the financial services sector entails 
opportunities across business fields

Market
convergence

Financial products are increasingly 
undifferentiated and price ranges are compressedCommoditization

Opportunities for global growth remain strong as 
markets open-upGlobalization

Need for consolidation due to over-served markets
Return of the single point of contact conceptM&A

The depth and breadth of available information through 
the Internet empowers the customers

Information
Technology
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Changing Market Imperatives – Economic Slowdown

The economic slowdown reduced the size…

— The number of wealthy households continued to decline —
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Changing Market Imperatives – Economic Slowdown

…and the revenue of the private banking customer base.

— Revenue from wealthy households has fallen sharply since 1999 —
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Changing Market Imperatives – Market Convergence

The majority of wealth managers expect to grow through improved relationships or 
new clients from competition.

— Which external sources will account for revenue growth? —

Market appreciation
9%

Greater use of 
intermediaries

11%

Mergers and 
acquisitions

4%

Joint Ventures/strategic 
alliances 

3%

New clients to private 
banking/wealth 
management 

17%

New clients won from 
competitors

22%

More business from 
existing clients

34%

Percentage of respondents

Source: Competing for Clients - Global Private Banking Survey (PwC, 2004) 
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Changing Market Imperatives – Market Convergence

Wealth managers are therefore fiercely competing on the same selected customer 
segments. 

— Current customer base and expected in 3 years time —

Percentage of respondents 
expecting increase in 3 yearsPercentage of clientsClient segment

2 %> $ 50 Mio 49%

15 %$ 5 - 50 Mio 71%

39 %$ 0,5 - 5 Mio 57%

$ 0,1 - 0.5 Mio 44 % 14%

Source: Competing for Clients - Global Private Banking Survey (PwC, 2004) 
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Changing Market Imperatives – CEM as a Strategic Imperative

With increasingly demanding and selective clients it is imperative to get the basics 
right first.

— Steps to excellence —

Execution of agreed financial services
• Respond on requests for business from potential Clients
• Processing, execution and correct reporting of transactions and account statements
• Relationship managers‘s actions aligned with incentive based activities
• Standardised risk assessment and matching

Oversight of portfolio
• Monitoring of portfolio
• Regular (annual/semi-annual) reviews and strategy discussions
• Respond to requests for invesment ideas

Active Management of clients
• High personal engagement with clients 
• Personalised attention to investment performance
• Proactive recommandation for actions for clients‘s portfolio

Trustet Adviser
• Demonstrably acting primary interests of client
• Holistic approach to advice, 
• Prepared to make long-term investments in clients

Potential increasing depth
of relationship

• negatively correlated with 
number of clients/RM

• positively correlatet with 
AuM/client

Source: Defining Excellence in Private Client Service (BAH, 2003) 
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Agenda

Changing Market Imperatives for Financial Services

How to Succeed with CEM – Definition and Examples

Current Status of CEM and the BBDO Consulting Approach

Selected CEM Tools

Summary
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Customer Equity Management is one of the company’s three core competencies and 
often conflicts with the two others.

Customer Equity
Management

Infrastructure
Management 

Innovation of 
Products/Services

Customer-centric
Scope Effects

Cost-centric
Scale Effects

Technology-/
Employee-centric

Time to Market

• Customization vs.
Standardization 

• Bundles vs. Volume

• Share of Wallet vs.
Share of Market

• Interaction vs.
Speed

Amazon

DaimlerChrysler

Deutsche Bahn

Coca Cola

American Express

How to Succeed with CEM – Definition

— Core competencies, key value drivers and their relationship —

• Innovation vs. Maturity
• Revolution vs. Evolution
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How to Succeed with CEM – Definition

Every industry has a different logic in terms of customer behavior and product/ 
service characteristics.

– Company
(example) –

– Industry – – Characteristics – – Impact on CEM (examples) –

Airlines

Automotive

Consumer 
Electronics

Financial 
Services

Online
Services

• High importance of integrated activities 
across all touch points

• Potential for value segmentation 

• Many of today’s CEM activities create cost 
not value

• CEM needs to integrate the dealer as 
contact person of customers

• Companies must get to know their 
customers

• CEM can mainly support loyalty, cross 
selling & purchase cycle shortening activities 

• CEM has to build trust through transaction 
and relationship quality

• Huge potential for cross selling

• CEM has to focus on retention
• CEM can bundle thousands of services (e.g. 

through alliances)

• CEM has no relevance at all (at least on 
B2C level), focus on BEM

• Customer is present during service 
production/delivery (importance of 
personal contact) 

• Extreme ABC-customer allocation

• Long buying cycles
• Rare “natural” contact
• Relationship determined by product
• Dealer owns the customer

• Consumer goods character (short 
product life cycles)

• No direct customer contact

• Not time-specific services
• Relationship determined by trust
• Diversity of offers and services

• „Gate Keeper“ function
• Low switching barriers

Lufthansa

BMW

Siemens ICM

Allianz

T-Online

Consumer
Goods

• Low absolute margin per transaction
• Low involvement
• No direct customer contact

Wrigley’s
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How to Succeed with CEM – Definition

From a customer perspective, the company’s market success is determined by three 
elementary evaluation criteria.

- Customers’ Evaluation Criteria -

Product characteristics 
(services, functions)
Breadth of product range
Price-quality relation

Produktqualität

Efficiency and effectiveness of 
interactions
Consistency of transaction quality
Support of the customer for 
necessary decision processes

Produktqualität2. Quality of Customer Transactions

Honoring customer loyalty
Personal relationship of customer to 
company
Fulfillment of personal customer 
needs

Produktqualität3. Quality of Customer Relationship

1. Product Quality
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How to Succeed with CEM – Definition

CEM strategies therefore aim at maximizing the customer life-time value.

- Drivers for customer life-time value -

Identification and winning 
new attractive customers

Increase of share of wallet, 
cross and up-selling, service,

decrease inter purchase intervals

Duration of Customer Relationship

Customer Value

Time expansion of the 
customer relationship

Why do they stay customers?

Why do customers leave?

Why do people become customers?
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How to Succeed with CEM – Definition

More specifically, CEM addresses the value drivers along the customer‘s life cycle

- CEM value drivers along the customer´s lifecycle -

Customer 
Lifecycle

Deserted
Customer

Loyal
Customer

Satisfied 
Customer/

Multi-Product
Customer

New Customer/
One-Product

Customer
InterestedAnonymous 

Contact

Acquisition

Efficient generation of 
leads
Increase in conversion 
rates

Development

Increase in cross/up-selling 
success quote
Increase products/customer 
ratio
Increase assets under 
management/customer

Retention

Improve customer 
satisfaction 
Increase customer life 
time
Decrease churn rateCEM 

Value 
Drivers

Service Costs

Lower service costs with increased number of products/customer and improved customer insight
Reduce service costs by reduction in churn rates (acquisition 10x more expensive than 
development and retention)
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How to Succeed with CEM – Definition

The success of CEM depends on the availability of integrated corporate capabilities.

Deserted
Customer

Loyal
Customer

Satisfied 
Customer/

Multi-Product
Customer

New Customer/
One-Product

Customer
InterestedAnonymous 

Contact

High Performing Organization
Creation of a customer-centric 
organization
Ensuring a consistent  
„Customer Experience“

Enterprise Integration
Reduction of internal barriers
Integration of all relevant 
external partners

Customer Interaction
Creation of integrated, 
user-friendly and 
relevant interactions
Development of a 
consistent customer 
dialogue

Customer Offers
Development of 
attractive/relevant 
service-bundles
Creation of positive 
switching barriers

Customer Insight
Identification of valuable 
customers
Identification of needs / 
behavioral patterns

Source: Accenture
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How to Succeed with CEM – Definition

Integrated CEM delivers value along three dimensions.

Image Effect

Sales EffectEfficiency Effect
• Value creation-oriented 

allocation of the marketing 
budget (reduction of 
spreading)

• Dialogue-based analysis of 
communication effect 
(“learning” communication) 

• Use of cost efficient 
communication channels 

- Benefits of integrated CEM -

• Customer loyalty through 
customer integration

• Acquisition of new customer 
segments through demand-
specific service offers 

• Enforcement of price 
premiums

• Development of tailor-made 
service offers for profitable 
segments• Customer-centric corporate culture

• “Buyer value” –oriented 
communication

• Active request for feedback and 
individual reaction

Source: Accenture
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How to Succeed with CEM – Examples: Integrated Capabilities

Value creation through integrated CEM – example credit card industry 

Customer Equity Management of the credit card industry

0%

50%

100%

150%

200%

250%

300%

1991 -1995
„Value 

Creation“*

1991 - 1995
Unusual growth CAGR

1991 - 1995
Net

Margin

1991 - 1995
ROE

Category

Pe
rc

en
ta

ge
 (%

) CEM company

Industry average • Value Creation
126% difference

• Unusual Growth (CAGR):
20% difference

• Net Margin
2% difference

• Return on Equity (ROE)
3% difference

Performance difference 
between the average 

company and the CEM 
company (in %)

* Value Creation: 
Ratio of net market capitalization and profit (EBITD)

Source: Accenture 
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How to Succeed with CEM – Examples: Integrated Capabilities

Value creation through integrated CEM – example communication industry 

- CEM contribution to success - - Enabling capabilities -

Nearly 50% of the ROS difference 
compared to average companies 
could be attributed to CEM 
capabilities

ROS*-
impact

Service € 70 Mio.

Marketing € 100 Mio.

1. Value based price models
2. Effective allocation/usage of 

customer data
3. Development of effective 

strategic alliances
4. Effective execution of the 

marketing plan

Sales € 130 Mio.

1. Effective advancement of  the 
sales staff 

2. Development of effective sales 
plans

3. Fair compensation/bonus for the 
sales staff  

4. Retention of the best sales people

1. Build-up of an effective account 
system

2. Retention of the best service 
people (attractiveness as 
employer) 

3. Controlling of the customer 
service effectiveness

4.3 pp. 
Sales

2.4 pp. 
Service

3.3 pp. 
Marketing

Top
Performer

Average
Performer

33% ROS*

11% ROS*

12 pp.
other 

factors

10 pp.
attributed 

to CEM

* ROS = Return on Sales pp. = Percentage point

Source: Accenture 
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How to Succeed with CEM – Definition: Customer Insight Capability

Excellence in the Customer Insights capability results in the understanding of both 
the inside-out and outside-in perspectives.

Historic Value
Past monetary value 

a customer has 
contributed to the 
company‘s wealth 

(measured in direct 
or indirect revenue 

or profit) 

Potential Future 
Value

Projection for poten-
tial future value a 
customer might 

contribute, including 
aspects of churn risk 

and referral 
potential 

Buyer Values
Value patterns, 
determining a 

consumer‘s general 
believes, interests 

and attitudes 
towards a product 

or service 

Situations
Consumption 

situations determi-
ning a consumer‘s 
concrete behavior 

based on the 
unstable specific 

circumstances of the 
event   past-

oriented

future-

oriented

Customer Perspective

Determines how the  
customer wants to be 

treated

Impact on CEM content 
elements

Determines how much to 
invest in which customers

Impact on customer 
cross/up-selling strategy

Impact on loyalty 
strategy

Enterprise  Perspective (Lifetime Value)
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How to Succeed with CEM – Example: Customer Insight Capability

Insurance company XY systematically identifies valuable customers through 
customer segmentation based on their potential and profitability.

Customer
Potential

medium

low

low medium high

Example
Age 25 - 32 years
Married without 
children or single
Young 
professional
Products: liability 
or disability 
insurance
Low premium 
contributions

Determination
of profitability 
based on 
contribution 
margin
Scoring of 
potential based 
on disposable 
income, age, 
current products

Non profitable
Levers: migration to 
low-cost channels
(e.g. online)

high

- Customer segment-specific value levers -

Example
Age above 65 
years
Retired
Products: old age 
insurance
Low to medium 
premium 
contributions

Example
Age 40-50 years
Married with children
Established career
Products: life, liability and 
householder´s insurances
Medium to high premium contributions

Customer Profitability

Developable
Levers: cross/up-selling, 
churn prevention

Established
Levers: up-selling, 
loyalty, churn 
prevention
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How to Succeed with CEM – Example: Customer Offer Capability

Contact strategy/content, communication channel, product offerings and sales pitch 
were developed for the defined customer profile.

- Example of customer segment-specific contact content -

Selection of addresses from the segment “Developable Customer”
Age 28 - 35 years
Married, one child

Employee
Affluent residential areas

Old age insurance as 
single product

Lever for communication content:

Cross-selling of risk life insurance and disability insurance

Communication content components

Segment
“Developable Customers”

Contact style
Easy to understand
Visual
Colloquial

Product offer
Risk life insurance
Disability insurance

Sales argumentation
Family safeguarding in 
the case of death
Preservation of minimal 
living standard

Communication channel
Telemarketing for appointments
Personal advisor for contract closure
Mailing for after-sales information
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How to Succeed with CEM – Example: Customer Integration/Enterprise Integration Capabilities

A large international private bank has established clear processes for each customer 
touch point which are supported by integrated systems.

- Customer touch points in a multi-channel environment -
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How to Succeed with CEM – Example: Customer Integration/Enterprise Integration Capabilities

Customer-centric collection and management of information is the basis for 
excellence in CEM.

- Scope of customer interactions - - Benefits of integration-

Customer-centric view

Multi-channel
All products
Behavior, affinity
History

Finance Transactions
(core systems)

Data Mart

Non-Finance Transactions
(contact mgt systems)

Online 
Banking

Call 
Center

Branch
(Retail)

Direct 
Mail Internet Partner

Data Mining 
and Modeling

Aligned marketing

Household view
Customer retention
Contact content

RM

Aligned infrastructure

Front end
Processes
Information technology
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How to Succeed with CEM – Example: Enterprise Integration/High Performing Organization Capabilities

UniCredito Italiano has implemented a common IT infrastructure and a central CEM 
Organization to plan and execute marketing and sales campaigns across channels.

- Aligned CEM organization and infrastructure - - Benefits -

UCI-RetailUCI-Private UCI-Corporate

Headquarter

BackOfficeService 
platforms

Multichannel
Network

ITCRM

Improved standard 
service levels and 
reduced costs in 
mass market
Enabled 
comprehensive CEM 
planning and real-
time controlling
Improved cross-
selling in all 
segments
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How to Succeed with CEM – Example: Enterprise Integration/High Performing Organization Capabilities

Accenture developed for Zurich Financial Services Spain a unique Insurance
Solution covering Life and Non-Life Business

-Overview Accenture Insurance Solution -

Kunde

Akquisition/ 
Beratung Neugeschäft Bestands-

verwaltung
Schaden/ 
Leistung

Finanz-
wesen

Vertriebs-
steuerung

Produktent-
wicklung

Accenture Insurance Solution

Portal

Call Center

Vermittler

Partner

Vertriebs-
steuerung

Decision Support /  Data Warehouse

Schnitt-
stelle zu 

RW /
Control-

ling

Kernanwendungen

Schaden/
Leistung

In- / 
Exkasso

Provisions-
system

Bestands-
führung

Produkt-
fabrik

Rück-/
Mit-

versicherung

Kunde

Akquisition/ 
Beratung Neugeschäft Bestands-

verwaltung
Schaden/ 
Leistung

Finanz-
wesen

Vertriebs-
steuerung

Produktent-
wicklung

Accenture Insurance Solution

Portal

Call Center

Vermittler

Partner

Vertriebs-
steuerung

Decision Support /  Data Warehouse

Schnitt-
stelle zu 

RW /
Control-

ling

Kernanwendungen

Schaden/
Leistung

In- / 
Exkasso

Provisions-
system

Bestands-
führung

Produkt-
fabrik

Rück-/
Mit-

versicherung
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How to Succeed with CEM - Summary

Relevance of key CEM levers for different banking businesses.
Private
banking

Online 
brokerage

Retail
bankingPriority & Challenge for

Development

Acquisition

Retention

Service Costs
Low cost to serve
as value 
proposition 

Increase trades/
assets per 
account

Reduce attrition

Acquire new 
customers more
efficiently

Increase share
of wallet

Reduce decli-
ning customer 
loyalty

Migrate low potential
customers to
low cost channels

Acquire new 
customers more
efficiently

High
Medium
Low

CRM
levers

Migrate custo-
mers to high-
yield products

Use call center for 
information requests 
to decrease costs

Find innovative
ways to acquire
new customers
(e.g., alliances)

Attrition rate in 
private banking
corresponding to
mortality rate
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Selected CEM Tools

Summary
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Current Status of CEM

Many financial services companies have doubts about the value of CRM despite 
significant investments.

- Situation - - Implications -

Ignorance of the change impact 

Implementation not driven by 
robust and comprehensive 
business case

Absence of benefit tracking

Lack of shared understanding of 
CRM and actionable objectives

Resistance in the sales organization
Significant redundancies
No learning environment and lack of flexibility
“Not invented here” syndrome

Lack of decision support
Increased risk exposure, particularly regarding IT-related 
investments
Lack of transparency in resource consumption and ROI

Lack of focus on relevant activities/initiatives
No instrument for corrective actions
No controlling for business case realization
Increased top management reservation

Lack of strategic guidance and governance
Limited understanding of drivers for customer behavior
Lack of alignment between units in the sales processes
Unclear responsibilities and frustration
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Current Status of CEM

CRM projects consistently fail to deliver the expected values despite significant 
investments.

- Global expenditures on CRM Systems ($ bn) - - Impact on business results % of respondents) -

Significant 
improvement

Clear 
improvement

Limited 
improvement

No measurable 
improvement

13

28

23

36

"CRM is a 
fantasy in most 
organizations".

60% of CRM 
projects fail

Source: IMT Leadership strategies in CRM (Metagroup, January 2000 )

46

20

20042001

Source: www.brandchannel.com, 2004
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BBDO Consulting Approach

BBDO Consulting´s Brand Screen clearly identifies the potential of CEM value levers.

- Comparison: Best in class with Bank XY -

99%

Best in class 16%

82%
-40%

53%
69%

-49%

-30%
-24%

Bank XY 15% 3%

-30%56%
28% 12% 5%

-64%

-49%

-56%

Unaided 
awareness

Aided 
awareness

Image PurchaseConsideration Loyalty

58% -39%-53%

-41%
-47%

34% 8%21% 18% 5%

22% 13%

Competitor



BBDO Consulting Approach

Bank XY is unable to convert its awareness and is worst in class with regard to 
loyalty.
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— Performance of Bank XY´s brand compared with competitors —

Comp 1 is the benchmark 
for awareness, both 
unaided and aided

Comp 2 scores highest in 
terms of Image, followed 
by Sarasin and Credit 
Suisse

Comp 2 is best in class 
with regard to 
Consideration

Comp 6 is worst in class 
across all categories

— Conclusions —

Source: d&s Anlagemonitor 2003 CH und D, Sample = 650, in %

1321211593Comp 7

9199542Comp 6

13914149654Comp 4

2126232410094Comp 5

4

6

7

41

Comp 8

Comp 3

Comp 2

Comp 1

916239366

1520248657

2830318748

252831100100

2 912148815

Unaided 
Awareness

Aided 
Awareness

Image Consideration Purchase Loyalty

Best in Class Worst in Class

Bank XY

Focus of subsequent analysis
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BBDO Consulting Approach

The development path for CEM is driven by generating consumer know-how.

- CRM / CEM Development Path - - Development Principles-

Lifetime
Value

Segmen-
tation

Behavioral
DriversPotential

Define objectives 
first…

Focused on
objectives 

high

…then proof 
hypotheses before 
investing.

... then understand 
what drives consumer 
behavior… 

low

low high
Consumer
Know-how

CRM / CEM 
Investment

Traditional CRM

Development path

BBDO C
onsu

ltin
g

CEM dev
elo

pmen
t p

ath

Consumer 
behavior 
oriented

Pilot 
proof first

time
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Potential

Behavioral 
drivers

Segmen-
tation

Life-Time 
Value

CEM
objectives

Customer 
intelligence

Resource 
Performance

- BBDO Consulting CEM Framework -

BBDO Consulting Approach

The CEM development path drives the focused investment in corporate capabilities.

- Key Steps -

C
on

su
m

er
 K

no
w

-h
ow

C
or

po
ra

te
 C

ap
ab

ili
tie

s

time

Definition of CEM objectives based 
on company-specific potentials (e.g. 
acquisition, loyalty).

Development of customer 
intelligence capabilities based on 
knowledge on behavioral patterns.

Definition of distinctive offerings 
(bundles) and interaction patterns 
for consumer segments.

Intra and inter corporate integration 
of resource performance to leverage 
customer lifetime value.

Iterative piloting of steps and in 
order to assure effective impact on 
behavioral drivers.

Inter-
action

Offers
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BBDO Consulting Approach

Successful CEM initiatives in the financial services industry must address seven key 
success factors.

Strategic
Alignment

Customer 
Qualification

On-strategy 
Implementation

Behavioral
Drivers

Agent/Broker 
Involvement

Business 
Case

Project-
organization

1

2

3

45

6

7 What is CEM and what 
do I want to achieve with 

it?

What creates customer 
interest and influences 

buying behavior?

Will the initiatives deliver 
value and how is it 

measured?

How do I focus on the 
„right“ customers?

How do I communicate 
effectively in line with the 

agreed strategy?

What organizational 
provisions enable project 

success?

How to avoid business 
process disruptions?
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Changing Market Imperatives for Financial Services
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Selected CEM Tools
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BBDO Consulting Approach

We have developed a set of CEM tools to navigate through BBDO Consulting´s CEM 
framework.

- CEM Framework - - CEM Toolbox -

Tool 1)
CEM Quick 

Audit 
(Status Check)

CEM 
Analysis

CEM 
Strategy**

CEM 
Implementation

CEM 
Controlling

Tool 2)
CEM 

Objectives 
Frame 

Tool 3)
CEM Potential 

Screen 

Tool 4)
Behavioral 

Driver Model

Tool 5) Basic 
Segmen-
tations

(Cust. Intell.)

Tool 6) Advanced 
Segmen-
tations

(Cust. Intell.)

Tool 7)
Lifetime 

Value Model
(Cust. Intell.)

Tool 8)* Customer 
Strategies
(e.g. Bonus 
Program)

Tool 9)
CEM Pilot 
Approach 

Tool 10)*
CEM Archi-
tecture & 

Integration 

Tool 11)*
Change 

Management 

Tool 12)*
BEM / CEM 
Framework 

Tool 13)
CEM 

Business 
Case 

Tool 14)
CEM Perfor-
mance Mea-

surement

Tool 1)
CEM Quick 

Audit 
(Status Check)

CEM 
Analysis

CEM 
Strategy**

CEM 
Implementation

CEM 
Controlling

Tool 2)
CEM 

Objectives 
Frame 

Tool 3)
CEM Potential 

Screen 

Tool 4)
Behavioral 

Driver Model

Tool 5) Basic 
Segmen-
tations

(Cust. Intell.)

Tool 6) Advanced 
Segmen-
tations

(Cust. Intell.)

Tool 7)
Lifetime 

Value Model
(Cust. Intell.)

Tool 8)* Customer 
Strategies
(e.g. Bonus 
Program)

Tool 9)
CEM Pilot 
Approach 

Tool 10)*
CEM Archi-
tecture & 

Integration 

Tool 11)*
Change 

Management 

Tool 12)*
BEM / CEM 
Framework 

Tool 13)
CEM 

Business 
Case 

Tool 14)
CEM Perfor-
mance Mea-

surement
Potential

Behavioral 
drivers

Segmen-
tation

Life-Time 
Value

CEM
objectives

Customer 
intelligence

Resource 
Performance

Inter-
action

Offers
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – CEM Quick Audit – Tool 1

The CEM Quick Audit is used to analyze the Client’s current situation and identify 
areas for in-depth internal analysis.

—Tool description: CEM Quick Audit —

Identification and assessment of company’s CEM 
performance regarding to best-in-class 
competitors

Standardized CEM Quick Audit questionnaire 
(industry specific)
Standardized workshops and interviews with 
decision-makers and CEM representatives 
(e.g. Senior Management, CEM Project 
Manager, etc.)

Objective

How do the CEM capabilities compare to those 
of Best-In-Class Competitors?
Where are improvement levers?
What are the company’s relevant CEM 
activities to focus on?

Addressed 
question(s)

Functionality/
proceeding

Data sources Company data (via questionnaires, workshops, 
interviews) 
BEM/CEM Practice Fact Base (data available 
for selected industries)
Field research
Benchmarking database on Quick Audit data 
for target industries

Potential

Behavioral 
drivers

Segmen-
tation

Life-Time 
Value

CEM
objectives

Customer 
intelligence

Offering 
bundles / 

Interaction

Integration

time

tbd.

tbd.

tbd.

tbd.

Client‘s 
current situationCEM Capabilities Assessment

CEM Objectives

Customer Intelligence

Offering Bundles/Interaction

Integration

Client C 1 C 2 C 3

low high
low

CEM
Vision

CEM
Capabilities

Client
C1

C2

C3

high

Identification of 
key capabilities

Assessment towards 
competitors
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – CEM Objectives Frame – Tool 2

A cross company objectives frame ensures that CEM measures take a holistic ap-
proach and are in line with overall, economic & psychographic company objectives.

—Hierarchy of Objectives —

Psychographic 
CEM Targets

Company´s
Core Objectives

Economic
CEM Objectives

Reten-
tion

Cross 
Selling

Up-
Selling

Price 
Pre-

miums
Acquisi-

tion
Cost 

Effiency

Awareness Image/ 
Reputation

Buying 
Intention

Customer 
Insights

Customer 
Satisfaction

Value 
perception etc.

Volume Price Costs

Profit
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – Behavioral Driver Model – Tool 4

The Behavioral Driver Model allows to invest in the most effective loyalty scheme 
elements.

Many companies in most industries are aiming at fostering customer retention through 
customer loyalty schemes.

The loyalty scheme elements are mostly defined based on individual industry 
experience, competitor activity monitoring or just “gut feel”.

But almost no company has a clear understanding what behavioral motivators 
really drive customer loyalty! 

Conjoint-based Loyalty Driver Model

To avoid investments in or cost for ineffective loyalty program elements, BBDO Consulting 
has developed a quantitative tool to…

… determine which bundle of rational and emotional benefits “drives” the (re-) 
purchase decision of the various customer segments. 
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – Behavioral Driver Model – Tool 4

The loyalty driver structure allows to identify what really triggers customer loyalty.

offering loyalty price benefits

unique time saving value 
added services

unique value added services 
for enhanced convenience

program specific and unique 
value added information

participation in unique events/ 
activities

trust in the brand’s/ company’s 
honesty & fairness

likeability of the brand/ company 
as a sympathetic “person”

a sense of belonging to an 
admirable community  

Increase
Switching 

Costs

Rational 
Switching 

Costs 

Emotional 
Switching 

Costs 

Price 
Benefits

Value 
Benefits

Trust
(reduce perceived risk) 

Likeability

Sense of 
Belonging

Time Savings

Convenience 
Benefits

Information 
Benefits

Participation 
Benefits

1

6

7

8

2

3

4

5



Customer
Segments

Financial Force
Competitors Force

Local, regional, national, 
international
Location of Competition
resp. of Customer Service

Industry
Company size, 
Age, Income

Loyalty
Phase of Life, 
Customer Lifecycle
Turnovers

When
Where
How

Important 
Purchase 
Criteria

General Attitudes
Psychographic Criteria

Product Attitudes/ 
Service Expectations
Brand Perception

Turnovers
Service/Aquisition Costs
Customer Value/ 
Customer Lifetime Value Source of Income

Purchase Decision Process

Company history/ 
Demography

Geography

Constrictions/
Limitations

Attitudes

Opportunities

Needs

Customer 
Profitability

Customer 
Behavior

Customer 
Values

Customer 
History

- CEM Segmentation Dimensions -

Selected CEM Tools – Segmentation – Tool 5

Effective customer segmentation should be based on the selection of adequate 
attributes which are specific for each industry.

CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – Basic and Advanced Segmentation – Tool 5 + 6

BBDO’s segmentation approach optimizes the ratio between CEM activities and 
consumer know how.

- Characteristic -- CEM Segmentation Optimum -

individual

Market Segmentation

Customer Segmentation Customer segmentation:

Identification of relevant and attractive 
customer segments on the basis of 
individual customer data

Definition of CEM activities on an 
individual level

anonymous
low highConsumer know how

CEM
activities

Extent of interaction

Placement on the CEM segmentation optimum 
Determination of CEM segmentation target and approach 
Resource allocation for marketing measures for best profit/turn-over

Two way 
individual

Two-way
segment 
specific

One-way 
targeted

One-way 
anony-
mous

Market Segmentation:

Segmentation of total market by 
means of specific needs and 
expectations

Positioning of company brands 
within the segments
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – Basic and Advanced Segmentation – Tool 5 + 6

The historic and future customer value provide the basis for value-based customer 
segmentation.

— Potential factors for determination of customer value —

The evaluation factors need to be 
operationalized individually to 
calculate the customer value. 

The best approach to calculate the 
customer value is driven by the 
availability of data at each company 
(i.e. there is no “magic formula”).

Experience: most of the required data 
is available in-house.

Costs

Revenue

Cross-
Selling
Value 3

Information
Value2

Reference
Value 1

Customer
Value 

1 The Reference Value accounts for multiplicator effects.
2 The Information Value quantifies the amount of information a company has about each client, e.g. preferred travel destinations.
3 The Cross-Selling Value indicates the degree of affinity for cross-selling activities.
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The Business Case is the economic core of the CEM 
program

Focuses and builds on value drivers

Clear evaluation of alternatives

Documents the life cycle of the program

Basis for a monitoring tool

Selected CEM Tools – CEM Business Case – Tool 13

The CEM Business Case is the key decision-support and controlling instrument for 
every CEM project.

CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Strategic Ratio

Business 
Case

Performance
Measurement

Intuition
or

„Gut Feel“

Post-hoc
Rationalization

Rational

Emotional

Before After
Investment Decision

Influencing
Factors

1. Determine Evaluation Approach

• Gain agreement on evaluation approach
• Investment evaluation (Net Capital Investment, Operating Cash 

Flows after tax costs and benefits, Time period)

2. Create Model Structure

• Build agreement to the structure of an economic model
• Choose single value measure (e.g. NPV, ROIC)
• Decompose measure by value drivers

3. Forecast Baseline Performance

• Produce the baseline against which benefits are measured 

4. Project Net-Change Benefits

• Forecast the future benefits 
• Model variables reflect implementation changes
• Net journey benefits are the difference between the baseline 

business performance and the resulting business performance

5. Assemble Business Case 

• Description of scenarios, alternative volume outputs, cost and 
pricing structure

• Time and resource requirements
• Profitability Analysis, Sensitivity Analysis, NPV
• Opportunities and threats

Business Case Procedure
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – CEM Business Case – Tool 13

The CEM Business Case is the key decision-support and controlling instrument for 
every CEM project.

Example Structure

Number of 
new  
customers

Net Profit 
from CEM 
program

Revenue 
per new 
Customer

Profit per 
new  
customer

Number of 
prospects

Conver-
sion rate

Profit margin

Discounts and 
incentives

CEM program 
costs

Cost per 
new
customer

Base vehicle
Options and 
accessories
Lease / Finance 
contracts
Extended w ar-
ranty contracts

Number of 
prospects 
contacted

Response 
rate

Number of 
new  
customers

Net Profit 
from CEM 
program

Revenue 
per new 
Customer

Profit per 
new  
customer

Number of 
prospects

Conver-
sion rate

Profit margin

Discounts and 
incentives

CEM program 
costs

Cost per 
new
customer

Base vehicle
Options and 
accessories
Lease / Finance 
contracts
Extended w ar-
ranty contracts

Number of 
prospects 
contacted

Response 
rate

One-time 
costs

Invest-
ment in 
CEM Emplo-

yees

On-going 
costs

Consul-
ting fee

Program 
costs

Cost/ 
pro-
gram

Number of 
programs / year

Cost per 
new
customer

Number/cost 
per FTE
Training
Tools and 
equipment

Agency fee

Third party
Infrastructure

IT infra-
structure Agency 

fee
Infra-
struct.
3rd party

One-time 
costs

Invest-
ment in 
CEM Emplo-

yees

On-going 
costs

Consul-
ting fee

Program 
costs

Cost/ 
pro-
gram

Number of 
programs / year

Cost per 
new
customer

Number/cost 
per FTE
Training
Tools and 
equipment

Agency fee

Third party
Infrastructure

IT infra-
structure Agency 

fee
Infra-
struct.
3rd party
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Summary

The importance of CEM will further increase: A structured, business-case driven 
approach considering all value levers of the „customer equity“ is required.

- Drivers - - CEM Implications -

Prerequisite for market success

Differentiating strategy and value proposition

Integrated capabilies to enable execution excellence
Increasing competition

CRM projects consistently fail to 
deliver

Capitalization on CRM investments

Alignment with strategy and business objectives

Strictly business case driven decision making

The big picture (i.e. CEM/BEM)

Awareness Image Consideration Purchase Loyalty

Brand Equity Management
Customer Equity Management

Potential

Behavioral 
drivers

Segmen-
tation

Life-Time 
Value

CEM
objectives

Customer 
intelligence

Resource 
Performance

Inter-
action

Offers

Potential

Behavioral 
drivers

Segmen-
tation

Life-Time 
Value

CEM
objectives

Customer 
intelligence

Resource 
Performance

Inter-
action

Offers
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Summary

Q + A
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Kontakt

Dr. Sandro C. Principe
Managing Partner
BBDO Consulting Suisse AG
Uetlibergstrasse 132
8045 Zürich
Tel. +41 (0) 1 457 56 01
Mobile +41 (0) 79 401 85 05
Fax +41 (0) 1 457 56 50
sandro.principe@bbdo-consulting.com
www.bbdo-consulting.com
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Backup

BBDO Consulting CEM Tools 

Introduction BBDO Consulting
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BBDO Consulting CEM Tools - Overview

We have developed a set of CEM tools to navigate through BBDO Consulting´s CEM 
framework.

Tool 1)
CEM Quick 

Audit 
(Status Check)

CEM 
Analysis

CEM 
Strategy

CEM 
Implementation

CEM 
Controlling

Tool 2)
CEM 

Objectives 
Frame 

Tool 3)
CEM Potential 

Screen 

Tool 4)
Behavioral 

Driver Model

Tool 5) Basic 
Segmen-
tations

(Cust. Intell.)

Tool 6) Advanced 
Segmen-
tations

(Cust. Intell.)

Tool 7)
Lifetime 

Value Model
(Cust. Intell.)

Tool 8) Customer 
Strategies
(e.g. Bonus 
Program)

Tool 9)
CEM Pilot 
Approach 

Tool 10)
CEM Archi-
tecture & 

Integration 

Tool 11)
Change 

Management 

Tool 12)
BEM / CEM 
Framework 

Tool 13)
CEM 

Business 
Case 

Tool 14)
CEM Perfor-
mance Mea-

surement



CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – Basic and Advanced Segmentation – Tool 5 + 6

The applicability of the segmentation approach depends on the customer data 
available at the client.
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- Potential Data Sources -

• Market Structure, Potential  and 
Hypothesis

• Legal, Demographic, Geodemo-
grafic Segmentation

• Behavior, Psychographic, Lifestyle 
Segmentation

• Loyalty/Satisfaction Segmentation
• Attitudes-/Needs-/Values-/Issues 

Segmentation
• Volume Segmentation (Heavy/Light)
• Expectation/Experience 

Segmentation 

- Segmentation Tools - - Basic Data Examples -

• General Market Trends/ 
Studies

• Panel-Data and General 
Statistics

• Consumer Behavior Studies 
and general Typologies 

• Focus group results
• Interviews with different 

stakeholders
• Customer Satisfaction 

Studies

• Statistical Authorities
• Industry/Market Research
• Address Broker, Marketing 

Information Provider
• Consultancies, Publisher

• Client’s own Market Research 
in combination with general 
Studies and Statistics

One-way 
anonymous

One-way 
targeted

• Micro-Geographic, Ethno-
Segmentation

• Product-Pattern Segmentation
• Permission, Relationship 

Segmentation
• Customer Value Segmentation

• Client’s Stock data, e.g 
Demogr., Product-/ Service-
Usage, Contact frequency, 
response (passive/active)

• Client’s Controlling data, e.g. 
Turnover, Profit Contribution • Client’s Data Warehouse and 

Data Bases
• Address Broker, Marketing 

Information Provider
• Usage-/Behavior Pattern 

Segmentation 
• CLC Segmentation
• CLV Segmentation
• Customer Tracing, Situation based 

Segmentation

• Recency/Frequency of 
Purchase/Usage

• Monetary Value of 
Purchase/Usage, …

Two-way 
segment 
specific

Two way 
individual
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – CEM Pilot Approach – Tool 9

The CEM pilot allows to understand consumer behavior based on tested hypotheses 
before investing in CEM infrastructure targeted.

Business CasePilotingPilot PreparationConcept

G
oa

l To develop the basic con-
cept for relevant segments, 

based on existing tools

To assure a valid pilot 
environment and to prepare 

a smooth start

To test CEM program, 
based on identified 

potential

To measure the success of 
the pilot and to derive 

implications

R
e-

su
lts • Target group segmentation

• Contact strategies
• Business case model

• Pilot infrastructure
• (Retail) buy-in
• KPI framework

• Executed pilot
• Quantitative feedback 

results

• Profound 
recommendations for 
future CEM activities 

Ta
sk

s
St

ra
te

gy
B

us
in

es
s 

C
as

e

Define business 
case structure

Evaluation 
approach

Model 
structure

Define key performance 
indicators

Adequate
KPIs for 

objectives
Operatio-
nalization

Data accumulation 
from CEM pilot activity

Output data
(e.g. purchase 

intention, 
response rates)

Purchase 
drivers

(e.g. satisfac-
tion, attitude)

Define target group

CEM potential Test & control 
group

Develop contact strategy

Target 
strategy 

(e.g. 
campaign)

Behavioral drivers 
(hypotheses)  
& strategy to 

address

Prepare logistics 
and creatives

Processes & 
infrastructure

Creative 
materials

Vertical integration

Roles & 
responsi-

bilities

Assure 
commitment 
of all parties 

involved

Pilot realization

Production of 
creative 

materials

Customer 
prospect 

dialog

Data 
gathering

Concept evaluation

Evaluate contact strategies 
for content and frequency

• Evaluate strategic options
• Recommend roll-out 

implication
• Derive budget implications

Define CEM activities / 
requirements for roll-out
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – CEM Performance Measurement – Tool 14

The CEM Business Case needs to be translated into a measurement framework.

% Undeliverable/
Unusable 
addresses1

Address 
Selection Awareness

Response Rate1

% Hot prospects1

% Mild Prospects1

Response Rate
Purchase Intent

Consideration Purchase

Conversion/lost sales
rate

Performance
Metrics

Turnover/customer
- Transaction price (list -

discounts and incentives)
- Options and accessories 

purchased
- Lease/finance penetration
- Extended warranty contract 

penetration

Cost/Address1 Cost/Mailing
- Content
- Postage and handling
- Fulfillment

Cost/Contact
- Mailing
- Internet
- Incentive
- Dealer visit and

test drive

Financial
Metrics

Program
Metrics

Performance Metrics of 
Awareness-phase +
% Prospects who believe buying 
a vehicle of this brand is easy and 
convenient
% Prospects who were satisfied 
with their lease/ finance offer
% Prospects who were satisfied 
with the trans-action price
% Prospects who are overall 
satisfied

Purchase Intent
% Prospects who like the 
brand
% Prospects who believe the 
OEM builds high-quality 
vehicles
% Prospects who believe that 
owning a vehicle of this brand 
increases their standing in the 
community

% Satisfied with contact
% Satisfied with dealer
visit
% Test drive offered
% Test drive taken

1 per source
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Customer Lifetime Value

Was ist ein Kunde langfristig wert?

Verschiedene Formeln, eigentlich eine Art 
abdiskontierter Deckungsbeitrag

Sehr hohe Anforderungen an Kostenrechnung

Vorteil: 

- zukunftsorientiert

- Ableitung von Handlungsempfehlungen 
fundiert möglich

Nachteil: 

- Kaffeesatzlesen (häufig fehlende 
Szenario-Techniken) bei zukünftigen 
Werten

- sehr komplex

Kundenwert

Quantitative 
Größen
- Akquisitionskosten
- Servicekosten
- Preiselastizität

Qualitative Größen
-
Weiterempfehlungs-

potential
- Cross-Selling-

Potential

Dauer der Geschäftsbeziehung

Kapitalwert der Kundenbeziehung

+

+

+

Customer Lifetime Value
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Backup

BBDO Consulting CEM Tools 

Introduction BBDO Consulting
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Vorstellung BBDO Consulting

BBDO Consulting ist in das BBDO Worldwide Netzwerk eingebunden.

— Eingliederung von BBDO Consulting in die OmnicomGroup —

Börsennotierte strategische 
Holding mit Sitz in New York City

Drittgrösstes Marketing-/
Kommunikationsnetzwerk weltweit

Wachstumsstärkste  
Marketing-Strategieberatung
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Vorstellung BBDO Consulting

Unser Anspruch ist es, die “Lücke” zwischen Strategieformulierung und konkretem, 
operativem Marketing zu schliessen.

— Kernkompetenzen von BBDO Consulting — — BBDO Consulting‘s Rolle im Marketingprozess —

Kombiniert drei wesentliche 
Kompetenzen:

- Markenführung und 
Kundenwertmanagement

- Beratungs-/Projekt-
management-Expertise

- Industrie-Know how

Kombiniert strategische 
Perspektive des Top-
Managements mit operativer 
Umsetzungskompetenz 

Analyse/
Strategie-

formulierung

Umsetzung der 
Marketing-
programme

Übersetzung in 
konkrete 

Marketing-
programme

Umsetzungs-
partner, z.B. 
Werbeagenturen, 
Direktmarketing-
Agenturen, etc.



Seite 63 | 14.05.04 | Customer Equity Management | IFZ, Modul Retail Banking

Vorstellung BBDO Consulting

Wir kombinieren die notwendigen Kompetenzen um unser Leistungsversprechen zu 
erfüllten.

– Kompetenzprofil unserer Berater (beispielhaft) –

Top Management Perspektive

Projekt Management Erfahrung 

Operationales Markenmanagement 
Know-how

“Business Perspektive”

Kreativität und Innovativität

Methodologisches Know-how

Top Management 
Beratungen

Industrie

Werbeagenturen und 
Marktforschungsinstitute

http://www.rolandberger.de/index.html
http://www.neu.otto.de/is-bin/INTERSHOP.enfinity/eCS/Store/de_DE/-/EUR/OV_BrowseCatalog-Storefront;%24sid%24saVdPOOY36EsTN_OVmPxJ8ORmGLZdINnbzY=?ls=0
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http://www.pg.com/main.jhtml
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How to Succeed with CEM – Example: Customer Offer Capability

The ability to offer the right products significantly improves customer retention and 
reduces service costs in the life insurance industry.

— Service costs [% of premium] —— Customer retention [years] —
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CEM 
Analysis

CEM 
Strategy

CEM 
Implement.

CEM 
Controlling

Selected CEM Tools – Behavioral Driver Model – Tool 4

High validity of results and easier data collection result by giving respondents the 
choice of interview method.

— Survey Methods —

Interview method adaptable to respondents’ personal preferences

Web-based questionnaire

Internet Interview*
(at home/work)

Face-to-Face 
Interview

In
home

In 
studio

A large number of 
respondents reached in 
short time frame

Easy collection of complex  
information

High validity of results

Permanent tracking of data 
collection

* The respondents will be able to call us should they 
require assistance with completing the questionnaire.
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