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Abstract What challenges and opportunities do financial services marketers face as they strive to improve
marketing and brand performance, relevance, value and accountability within their organisations? To help
answer this question, MCorp,, a strategic brand and marketing consultancy, surveyed marketing executives
from 67 financial services institutions across the USA in the autumn of 2004. The survey grouped responses
into several categories, ranging from an understanding of how marketing and brand performance is tracked,
to respondents’views on specific challenges to improve marketing and branding effectiveness.

Across all categories, data drove two 'big-picture’ conclusions which reveal key strategic issues facing
financial services marketers today. First, there is a stated lack of brand and marketing performance
information, and an absence of the systems and programmes to track it. Secondly, there is a perceived
lack of top-down organisational understanding of the importance, value and meaning of brand within

respondent organisations.

Within the overall context of these conclusions, analysis led to a series of key findings, and drove
specific recommendations for addressing the issues raised. While the illustrations given are based on data
gathered from institutions in the USA, the author’s experience suggests that the conclusions and attendant
recommendations can serve as a basis for process and performance improvement in any financial services

institution.
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INTRODUCTION

Brand management and marketing professionals
across all industries are joining a move towards
greater accountability. Though the official theme

at the 94th Annual Association of National
Advertisers (USA) meeting in early October of
2004 was ‘Masters of Marketing’, an 11th October,
2004 New York Times article' opined it might have
been . . . more accurately summarized as Change
or Die.” Most organisations, including those in the
financial services sector, have already increased prof-
its about as much as they can through cost-cutting.
Revenue growth is now a big focus, which means
cross- and up-selling existing customers, increas-
ing lifetime customer value and doing a better job
acquiring new ones. In short, marketing and brand
management is likely to become a distinct competi-
tive advantage much as access, customer relation-
ship management and product quality are viewed
today.

In conversations with financial services market-
ing executives, the partners in MCorp.’s brand and
marketing consulting practice heard several com-
ments that echoed this sentiment: ‘Executive man-
agement views marketing as a cost, not a value or
revenue creator.” Understanding the need for mar-
keters to become more accountable for their efforts,
as well as the importance of marketing and brand
management to the success of financial service in-
stitutions in an increasingly competitive market,
led to the following question. “What challenges and
opportunities do financial services marketers face as
they strive to improve marketing and brand perfor-
mance, relevance, value, and accountability?’

To better understand these challenges and how
they were being addressed, the firm undertook a
research project in the autumn of 2004.? The key
objectives were to help create a clear understanding
of what respondents believe are the essential com-
ponents of effective financial services marketing and
brand management in today’s environment, as well
as the primary obstacles they face in accomplishing
their jobs.

The survey was conducted with senior marketing
executives from a total of 67 financial services insti-
tutions in the USA, primarily through one-to-one
telephone interviews. Survey subjects were ‘Nth
selected’ within each segment from a representative
database of companies in the banking,’® insurance
and securities 4 sectors of the US financial services
market. Among actual survey respondents, howev-
er, the banking and insurance sectors were slightly
overrepresented (49.3 percent of respondents vs 44
percent of market ,> and 27.1 percent of respon-

dents vs 20 percent of market, respectively), while
the securities industry was underrepresented (15.7
percent of respondents vs 35 percent of market).

Respondents were a highly seasoned group of
professionals, with the largest group (over 45
percent) boasting over ten years in financial ser-
vices marketing. Also a very senior group, nearly
one-quarter (23.08 percent) of the respondents
were senior vice—presidents, executive vice-presi-
dents or chief marketing officers of brand, market-
ing and market research, and just over one-quarter
(26.15 percent) were vice-presidents in the same
areas. Close to 28 percent were at the director
level, with the balance being managers and others
in advertising, product, research and marketing.
Participants represented a mix of financial services
businesses, including: retail banking (50.1 percent);
commercial banking (48.6 percent); retail credit
products (35.7 percent); insurance (27.1 percent);
money manager/mutual funds (15.7 percent); and
other (7.1 percent). Since the respondent group
includes organisations beyond banks and money
managers, a ‘total employees’ measure was used to
classify size, as opposed to assets under manage-
ment or deposits. Though the range in total employ-
ee size is dramatic, ranging from 49 to over 150,000
employees, 41 percent of the respondent firms had
over 5,000 employees. Approximately one-third of
the firms had fewer than 500 employees.

Though the data and the conclusions drawn are
qualitative in nature, and results vary somewhat
by sector, company size, geography and other vari-
ables, the author’s experience and analysis gives a
high degree of confidence that the aggregate results
provide a solid directional indicator of the subjects
covered, across the spectrum of financial services
firms surveyed.

KEY RESEARCH FINDINGS

Marketers rate their efficacy at
marketing and branding
their organisations

When asked how they would rate the effectiveness
of their current overall marketing programmes and
their branding initiatives, nearly one-half of all re-
spondents did not feel as if they were doing a great
job in these key areas (see Figure 1); 48.6 percent
of all respondents did not feel their marketing cam-
paigns and programmes were effective or very ef-
fective, and 50 percent did not feel that the overall
effectiveness of their branding initiatives were either
effective or extremely effective. Only 14.3 percent
of respondents deemed their marketing efforts ex-




Overall, How Effective is
your Marketing?

Extremely Effective 14.3%
Effective 37.1%
Somewhat Effective 41.5%
Limited 7.1%
Not Effective at All 0.0%

Overall, How Effective
is your Branding?

14.3%
35.7%
35.7%
10.0%

4.3%

Extremely Effective
Effective
Somewhat Effective
Limited

Not Effective at All

Figure 1 The effectiveness of marketing and
branding initiatives

tremely effective, virtually the same as for branding.
An additional 37.1 percent believed their market-
ing was effective, again nearly identical to branding.

Though this is a significant jump, it also means
that nearly one-half of all respondents ranked the
effectiveness of their marketing programmes as
somewhat effective, having limited effectiveness, or
not effective at all.

During the analysis of survey responses, the au-
thor noted the brand and marketing metrics that
are currently being tracked versus their perceived
importance to respondents. Comparing this to
the low scores for perceived brand and marketing
programme performance, the indication is that
respondents are in an environment where market-
ing is conducted without funding or commitment
(or both) for tracking basic metrics. Without these
metrics, most marketers would be hard pressed to
answer accurately how effective their programmes
are, or to build a defensible position for internal
discussions regarding budget priorities.

Performance Tracking

In these findings, the phrase ‘performance gap’ or
‘gap’ has been used to describe what analysis has
identified as the gap between respondents’ per-
ceived importance of a particular issue, and how
well they believe that they, or their organisation, are
actually performing. For instance, if 90 percent of
respondents stated that tracking a given metric was
‘very important’ yet only 50 percent of respondents
actually did so, the gap would be 40 percent.

When asked if they currently track marketing
campaigns or programme performance, the ma-
jority (82.9 percent) of all respondents said ‘yes’.
When asked the same question about branding,
however, less than half (47.1 percent) indicated that
they tracked the value and/ or performance of their
brand. This difference is dramatic, pointing to a
wide chasm between how marketing and currenty
perceived. Though it might be tempting to dismiss
the 17.1 percent of respondents who do not track
marketing performance, or the 47.1 percent who
do not track branding efforts, the average number
of employees for firms in the ‘no tracking’ subset
- for both brand and marketing is well over 5,000
employees. Including eight firms with more than
50,000 employees that do not track brand, these
are not small firms.

In aggregate, respondents believe that it is equally
important to track marketing (80.27 percent)
and brand (81.25 percent) metrics. But the gaps
between the importance of tracking these and
how consistently they are tracked are significant.
[lustrating this, there is a 20.7 percent performance
gap between the importance respondents place
on marketing-related metrics (very important or
important), versus how often they actually tracked
them (always track or usually track). Though sig-
nificant, this is not as dramatic as the 38.3 percent
‘brand metrics performance gap’.

Focusing on developing the systems to close the
‘importance/consistency gap’ within respondent
organisations is an easy way to boost both mar-
keting and brand return on investment (ROI).

If results are usually tracked, that means that the
systems currently exist always to track them. If
overall results are not regularly tracked, focusing
on a single key measure (such as response rates for
marketing, or brand values perceptions for custom-
ers) can begin to have a dramatic impact on overall
programme assessment.

The most important marketing-related
metrics and how consistently they are
tracked

To determine how the results of marketing cam-
paigns are measured, respondents were asked to
rate the importance of three basic results metrics.
In order of importance to respondents, these in-
cluded response rates (1), revenue generation (2),
and profit generation (3). These are clearly key to
the respondent group; 84.3 percent thought track-
ing response rates was very important or important,
while tracking revenue and profits were considered
very important or important by 82.6 percent and




73.9 percent, respectively. Yet when asked how
consistently these same metrics were tracked, a dis-
crepancy was noted between respondents’ perceived
importance versus actually tracking them. The dis-
crepancy is not great, with about a 20 percent aver-
age performance gap in the perceived importance
of tracking these issues and how often they are
actually tracked. But for respondents whose organi-
sations rely on marketing to grow - a number the
author believes will increase significantly over the
next several years -setting baseline metrics through
consistent, historical measurement is the only way
defensibly and intelligently to invest in marketing
programmes, regardless of the type.

Applying a similar methodology to understand-
ing what is important to organisations in tracking
the management and performance of respondent
brands, the results show that even though many
respondents see brand-related metrics as very im-
portant, they do not follow through with consistent
tracking.

‘The gap between importance of brand metrics and
consistency of tracking those metrics is nearly twice that
of the marketing metrics gap. The three most important
brand tracking metrics, ranked in order of importance
by respondents, who stated that these are either very
important or important, are: customer experience (1),
customer retention (2), and customer loyalty (3). But
even though these are also the most consistently tracked
of the brand metrics, the performance gap is significant:
an average of 33.23 percent across these key metrics.

The most important internal and external
activities and initiatives to support an ef-
fective brand

The process of defining a brand and effectively
communicating what it stands for to all internal
and external audiences can be a challenge for even
the most sophisticated organisations. But there are
a series of definable, measurable building blocks,

or ‘components’, that drive brand adoption and
understanding across virtually all industries, includ-
ing financial services. ® Things like brand promise,
customer experience, visual brand delivery, and
management’s understanding of brand.

Management’s understanding of the importance of brand
Very Important or Important 98.6
Doing Very Well or Doing Well 52.9

Alignment between customer experience and brand promise
Very Important or Important 98.5
Doing Very Well or Doing Well 54.4

A clearly defined brand promise
Very Important or Important 95.7
Doing Very Well or Doing Well 60.0

A clearly defined brand positioning
Very Important or Important 94.3
Doing Very Well or Doing Well 51.4

Very Important or Important 94.3
Doing Very Well or Doing Well 35.7

A consistent brand voice delivery
Very Important or Important 91.3
Doing Very Well or Doing Well 46.4

A consistent visual brand delivery
Very Important or Important 84.3
Doing Very Well or Doing Well 61.4

A clearly defined brand architecture
Very Important or Important 71.2
Doing Very Well or Doing Well 49.2

Average:
Very Important or Important 91.0
Doing Very Well or Doing Well 51.4

Performance Gap (45.7)

Performance Gap (44.1)

Performance Gap (42.9)
Associate/staff understanding of the importance of a corporate brand

Performance Gap (58.6)

Performance Gap (44.9)

Performance Gap (22.0)

Performance Gap (39.6)

Performance Gap (35.7)

Performance Gap (22.9)

Figure 2 What is most important to support an effective brand: How well respondent organisations are doing




In this survey, respondents were asked to review
some of the most common components through
the lens of their importance in accomplishing
branding objectives. Then, respondents were asked
to rate organisational performance in delivering on
these key areas. What was found points to the need
for profound consideration from the marketing
department up through the executive suite. (See
Figure 2.) Overall, 91 percent of all respondents
rated these components, in aggregate, as either very
important or important to the development of an
effective brand. Yet just 51.4 percent believe that
their organisations are either doing very well or well
in these key areas.

The nearly 40 percent ‘performance gap’ be-
tween the stated importance of these branding
components and actual performance is significant.
Imagine if a financial services firm missed projected
revenue targets by 40 percent. The results would be
dramatic and instantaneous. In the author’s experi-
ence, the results of this gap have the potential to be
just as dramatic, though they will not be as imme-
diately noticeable.

Since metrics related to brand are not uniformly
tracked, negative ramifications of this gap will be
attributed to other areas, such as customer attrition,
increased competition and market forces. The most
telling gap occurs in the top three issues rated as
most important.

From the respondents’ point of view, the most
important thing they can have to support effective
branding efforts is management’s understanding of
the importance of brand (98.6 percent rated this as
either very important or important.) Yet only just
over half of respondents (52.9 percent) believe they
are either doing very well or well in this area. While
not within the scope of this survey, this could affect
marketers’ morale, performance and job satisfaction,
and lead to increased attrition of marketing talent.

When it comes to rating the alignment between
customer experience and brand promise, the scores
for the entire survey group were 98.5 percent for
importance and 54.4 percent for performance, rep-
resenting a 44 percent performance gap. Rounding
out the top three, a clearly defined brand promise
boasts a less dramatic (but still substantial) perfor-
mance gap of 35.7 percent.
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Figure 3 Top ten initiatives that would substantially improve marketing and branding effectiveness




Marketers identify the top ten issues, ini-
tiatives and information types that would
substantially improve marketing and
branding effectiveness

When looking at those areas that marketing executives
noted could substantially improve the effectiveness

of their marketing and branding programmes, better
internal buy-in and communication between stake-
holders tops the list, which is not surprising given the
performance gaps uncovered between the importance
of both management and staff understanding of the
brand and how well organisations perform on this
measure. (See Figure 3.) Closely behind the internal
buy-in issue, marketing executives are looking for a
better understanding of the customer and competitive
environment, with a focus on what customers think,
need and feel. Interestingly, this desire ties directly in
to numbers six and nine on the Top 10 list, an interest
in learning more about (their) customer touchpoints,”
and the customer reladonship lifecycle.® Of course,

by understanding these, marketers gain a clear under-
standing of the needs, barriers and levers to movement
- and the interrelationships between each that consis-
tently and predictably can drive customers closer to
financial services organisations.

vate, acquire and keep the right customers for their
company’s products or services. Ranging from get-
ting better creative to being more consistent with
their brand messaging, marketing executives said
that the greatest challenges encountered are in the
areas of measurement. (See Figure 4.)

Specifically, when ranked by both substantial and
moderate challenge responses, the greatest challenge
is finding ways to track brand value and equity (56.9
percent) followed by ways to get more accurate cus-
tomer value data, such as lifetime customer value and
other related measures (54.7 percent), and setting bet-
ter ROT and performance measurements, including
ways to define and measure programme success (48.4
percent). When ranked by substantial challenge alone
the top issues remain substantially the same.

CONCLUSIONS

There were two big-picture results from this survey
that reveal what is perceived to be among the primary
strategic issues that face financial services marketers
today. In simple terms, these issues boil down to:

— a lack of critical brand and marketing perfor-
mance-related information and the systems and

programmes to track it
— a perceived lack of top-down, organisational un-

The greatest challenges financial services
derstanding of the importance, value and mean-

marketers face to improve marketing and _
branding effectiveness ing of brand.

. . . . . These results are painfully indicated in the overall
Financial services marketing executives face many

. . . . low scores marketers are giving themselves and
challenges in their quest to identify, educate, moti- sving

their organisations when asked to rate their overall

Substantial or a Moderate Challenge respondents

A way to track brand value and equity
More accurate customer value data

Setting better ROl and performance measurements
(define and measure success)

Better customer profitability data

Better understanding of the Customer
Relationship Lifecycle

Better competitive positioning data, including how
customers feel about the competition

Solid analytics (knowledge from prior campaigns)
More consistent brand messaging

Better internal communication and buy-in
(between groups/ stakeholders)

Better creative

More accurate customer opinion, experience and
needs information

More consistent brand implementation

Faster, more efficient, or better defined process
Better understanding of the sales process

Better understanding of your Customer Touchpoints
Better strategy

Better external communication
(with agency/consultants/vendors)

54.7
48.4

44.8

31.3

Figure 4 How big a challenge are these to overall marketing and brand effectiveness?




brand and marketing performance. It is also fairly
consistent with the respondent group of about 50
percent who are comparatively dissatisfied with
their performance against several different brand
and marketing success measures.

On the one hand, financial services marketers
lack key information about customers, brand, and
marketing campaign and programme success. They
also feel they lack information about touchpoint
efficacy, competition, customer value and customer
relationships. But their organisations lack informa-
tion, too. First, about the efficacy of marketing: Is
it working? Is the ROT defensible and measurable?
Secondly, organisations do not understand the im-
portance of brand. According to respondents, nei-
ther senior management nor staff really understand
or appreciate the importance of a strong corporate
brand.

In general, the survey group understands what should
be done to increase the efficacy of marketing and brand
management programmes, acknowledging that vary-
ing degrees of help are needed from both internal and
external sources. What seems to frustrate respondents is
the gap between their perception of the importance of
marketing and branding best practices, and their firm’s
actual performance in these key areas. The data clearly
support this, with dramatic gaps between perceived
importance and implementation success.

Having said this, it appears that some of this
pain is self-inflicted, as initiatives to measure and
quantify the efficacy and value of these programmes
get relegated to low, or no priority, in spite of their
stated importance.

Based on the analysis made, there are two key
areas which must be addressed by financial services
marketers:

— First is the day-to-day challenge of how to im-
prove continually the efficacy of strategic and
tactical marketing, branding and customer rela-
tionship initiatives.

— Second is how to overcome direct and indirect
barriers to measuring, funding and implement-
ing marketing and branding best-practices pro-
grammes.

Ignoring the regular and consistent gathering of data
and their subsequent analysis make it very difficult
to defend the efficacy of marketing initiatives, pro-
grammes or departments, much less increase internal
support for and understanding of the importance of
brand and marketing initiatives. Ultimately, the author
believes that those financial services firms that continue
to underperform in these areas will see increased com-
petitive pressure and a loss of strategic advantage, lead-
ing to a decrease in valuation over time.

RECOMMENDATIONS

Just as with financial performance, measurement is
critical to improvement for marketing and brand ini-
tiatives. * Creating a culture of measurement-driven
marketing will help executives understand better
how to derive the greatest return from their invest-
ments. And moving past the fundamental first step
of understanding that brands do have inherent
value,'’ a measurement-driven brand management
culture will maximise the brand’s effect on tangible
business results in critical areas including customer
experience, retention, loyalty, profitability and value.

Moving into these areas in an incremental man-
ner will begin to provide marketers with the baseline
data to pursue key management support as well. For
example, the ability to quantify gaps in organisa-
tional alignment behind the brand, or discontinuity
in the customer experience, can have a profound
impact at the executive level. These can also be rela-
tively simple programmes to implement.

The author believes that the opportunities for
those organisations that are first to focus on and
invest in these processes are significant. They will
quickly see a measurable increase in the efficacy and
RO of their marketing dollars, understand their
customers better and have a better understanding
than their competitors of how to differentiate their
companies, and gain mind, market and wallet share
as a result. Organisations must also begin bridging
the functional gaps between marketing and finance,
providing marketers with the ability to analyse better
and improve brand and marketing performance. At
the same time, the ‘language of analytics’ is spoken
and understood by nearly everyone in the executive
suite, providing a common framework for assessing
marketing and brand-related investments.

To help financial services organisations to accom-
plish these objectives, the analysis of the survey data
suggests that they consider the following recommen-
dations:

Move towards a culture that applies a rigour
and accountability to measuring brand and
marketing performance similar to that currently
applied to financial performance.

Questions for an organisation to ask:

— Is there an overall philosophy of encouraging and
rewarding performance?

— How does marketing specifically support the
CEO’s agenda, and deliver the results to support
his or her strategic objectives?

— Whose ‘agenda’ is marketing tasked with pursuing?




— Are there any informational barriers between the
marketing department and the CEO suite?

— Has leadership in the organisation begun think-
ing about the benefits of tracking brand and mar-
keting performance, and being able to improve
this performance over time as a result?

Identify, and take steps to close any internal
brand performance gaps between management’s
vision and the organisation’s internal culture.
Questions for an organisation to ask:

— Does management have a coherent vision for the
organisation, and is it embodied in a believable
brand promise?

— Is that vision shared by employees, who deliver
on that promise to customers through the mul-
tiple touchpoints across the customer relationship
lifecycle?

— Are there systems in place to measure the congru-
ence between managements vision for the organisa-
tion and what employees believe to be true?

Understand the gaps in customers’ brand
experience, and work with employees to
close them.

Questions for an organisation to ask:

— Does the brand accurately reflect the relationship
an organisation’s customers feel they have with i?

— Do employees deliver the brand in the same way
customers feel about it?

— Do market perceptions and the brand promise
match the brand experience across 2// touchpoints?

Develop a brand and marketing performance
measurement strategy, and apply it consistently
over time.

Questions for an organisation to ask:

— Would a better understanding of what a ‘per-
formance dashboard” might look like help the
organisation plan for a measurement strategy?

— Does the organisation track some of its market-
ing programmes consistently? If so, develop a
strategy to track all recurring programmes by the
same set of performance metrics.

— Has the organisation considered the potential inter-
sections of brand and marketing measurement pro-
grammes through quantitative customer research?

Compare, understand and track the
organisation’s brand within the context of
its competitive marketspace.

Questions for an organisation to ask:

— Does the organisation know how its customers
perceive its brand, and the brands of its primary
competitors?

— Is the brand ‘positioned’ in a way that sets the or-
ganisation apart from its competition, and which
is both relevant and believable to its customers?

Develop a thorough understanding of
all customer touchpoints across the entire
customer relationship lifecycle (CRL).

Questions for an organisation to ask:

— Does the organisation have an understanding of
the sequence and impact of all audience touch-
points communications, physical, phone, inter-
net and how they affect the customer’s experience
with its brand?

— Does the organisation understand the customer
relationship lifecycles unique to the various seg-
ments of its business?

— Is the organisation aware of the barriers to prog-
ress for prospects and customers as they move
through the various stages of the CRL?

— What are their needs at different phases of the
CRL, and how is the sequence and delivery of
touchpoints (interactive, personal, communica-
tions, etc) structured to address them?

Ensure consistent implementation of the

visual and verbal elements of the brand identity
through careful oversight, and with the help

of technology.

Questions for an organisation to ask:

— How closely is the creation of marketing and
brand delivery touchpoints monitored through-
out the organisation?

— Does marketing manage the unified delivery of
a consistent visual and verbal brand experience
across all media?

— Is internet technology utilised to keep brand as-
sets current, while ensuring controlled, secure
access to digital and brand assets and delivery of
graphic standards?




Take some simple steps to increase the speed
of deployment and the efficacy of the brand
and marketing processes.

Questions for an organisation to ask:

— How do the various members of the team cur-
rently keep up to date on progress in strategy,
concept, production and deployment of research,
marketing or brand-related programmes?

— Are there systems in place that allow team mem-
bers to review and assess quickly the components,
status, costs and results of any single programme,
regardless of who (internally or externally) is
managing it?

— Are standard operating procedures and best
practices in the development and management
of marketing programmes captured, codified and
propagated?

— Could automating the management and fol-
low-through on these programmes give more
control and faster cycle time from marketing
through to results from branch or business devel-
opment staff?

Systematise the gathering of customer opinion,
experience and needs information to ensure
more accurate data upon which to base brand
and marketing decisions.

Questions for an organisation to ask:

— Are customer listening tools in place?

— Is the information gathered through marketing
communications programmes utilised?

— Does the organisation know what a loyal custom-
er looks like? Does the organisation know why it
loses customers?

— Does it lose any customers it wants to keep?

Make the right brand and marketing investments
in the right customers: not all customers are
created equal.

Questions for an organisation to ask:

— Does the organisation intimately understand the
various financial and satisfaction metrics associ-
ated with each of its audience segments?

— If so, does it utilise this knowledge to ‘scale’
marketing, brand and customer service delivery
investments in a way that meets customer needs,
while ensuring an acceptable ROT?

— If the organisation does not have this informa-
tion, are there initiatives or programmes under
way to begin connecting customer profit and
metrics with marketing programme performance?

— Is the concept of ‘customer lifetime value’*! some-
thing that is discussed within the organisation?
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