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Enforceable Customer
Commitments
Musterheadline
Service that pays off
Musterheadline
The Future of Banking –
Today!
Every successful business
excels in at least one area!
In this series, we present
selected models of success,
called “Patterns”, as
potential starting points for
the future of your bank.
Pattern from: an internationally operating bank,
Spain
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Creating credibility beyond simple promise making
The Pattern “Enforceable Customer Commitments –
Service that pays off” establishes the basis for a
new level of quality regarding the customer
relationship. Under the slogan “If it’s not good for
you, it’s not good for us”, a bank pledges to fulfil
specific commitments concerning (1) transparency,
(2) service level and (3) fees.
The commitments set clear standards for customer service and
make the quality of customer-facing processes measurable.
The commitments were formulated based on a prior analysis
of customer requirements, which also serves as a basis for
subsequent review.
By publishing them on its website, the bank increases
transparency of service fulfilment and process quality
vis-à-vis customers and employees. Every breach of the
commitments requires the bank to pay a penalty to the
customer. The bank publishes the number of breaches
annually in its sustainability report and formulates specific
measures to improve the keeping of its commitments.
Motivation
In the aftermath of the financial crisis the bank needed to
regain their client’s trust. The aim was to significantly
increase transparency throughout all client related processes
and to commit responsibility towards its clients. By setting
standards in dealing with clients they wanted to enhance the
clients’ understanding of what they can expect of the services
as well as to improve their own banking practices.
The bank aimed at promoting a fair relationship between
bank and client and wanted to foster confidence in the
banking system.
Conclusions
What went well:
• The introduction of commitments improved significantly
the awareness for quality out of a employees’ and
customers’ perspective. This simple but unique customer
focused quality approach highly involved clients in
improving the banks processes. As a result customer
loyalty increased while process defects could be decreased.
What could have been done better
• A part of the customers initially judged the introduction of
the commitment as a pure marketing initiative. To increase
the success of the customer commitments, a
communication approach supporting the establishment
of enforceable customer commitments should be defined.

Our assessment
Benefits for the bank
Qualitative
• Several awards gained for being innovative and
customer-focused, primarily as a result of introducing
the customer commitments.
• Improved processes through clearly defined standards
and client feedback.
Quantitative
• Decrease of 20% in the number of commitmentrelated claims in the second year after
implementation.
• 6.5% increase in brand awareness in the year after
implementation of the commitments.
• Customer commitments were one of the main drivers
for the successful acquisition of new customers
(average of 8%-per-year increase in new customers
over the first three years after repositioning).

Possible enhancements
• To ensure a high level of process efficiency, the
management of commitment-related claims needs to
be fully integrated into overall complaint management
processes.
• Handling of commitment-related claims, accepted
penalties and triggered optimisation measures should
also be integrated into marketing and sales processes
(eg, running a customer retention campaign based on
increased compliance with certain commitments) as
well as the social media strategy.
• Instead of paying a penalty to customers, the bank
could introduce a bonus/reward system in which
customers earn bonus points for reporting breaches.
Those bonus points could then be converted into
discounts for certain products or redeemed as
vouchers.
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Defined customer commitments1
If the following transparency commitments are not kept, the
bank will pay a defined amount of money to the affected
customer.
Transparency
• The bank pledges to design all of its documents clearly and
transparently so that they can be easily understood by all of
its customers.
• The bank pledges to communicate all transaction related
costs to the customer before any transactions are executed.
• The customer has a defined number of days to cancel the
purchase of a product if the customer believes that they
were not adequately advised.
• Every defined number of months the bank will report on
the services provided and the costs resulting to its
customers.
• Every defined number of months the bank will publish
information on customer related topics and decisions made
by management.
• Every defined number of months the bank will publish a
dashboard with information on its fulfilment of the
commitments.
Service Level
• The bank will always be available to customers on normal
business days during the banks’ business hours through its
branches, by phone or by e-mail.
• The bank pledges to immediately inform its customers
about overdrafts on their accounts by SMS or e-mail, as
chosen by the customer.
• The bank pledges to inform the customer about the status
customers’ product application within a defined number of
hours upon request on normal business days.
• The bank will always be able to answer a customer’s
question about the status of their product application
within a defined number of hours on normal business days.
• The bank will inform its customers about the status of their
claims within a defined number of hours on normal
business days.
• Loan applications will be decided within a defined number
of hours on normal business days.
• Customer complaints up to a defined amount of money will
be resolved within that business day. If the bank cannot
provide a justified answer to the customer in that time, the
bank will first pay the customer and then investigate the
claim further.
• If cards are lost or stolen, the customer can pick up their
new card in one of the bank’s branches the next business
day after the request is made. If the request is made after a
certain time in the afternoon the customer can pick up their
card two business days after the request is made.
• If cards are lost or stolen, the customer can receive up to a
defined amount of money from their account by calling the
bank. The money can be paid out at any of the bank’s
branches the customer chooses.
• A customer’s query relating to accounts and account
statements will be handled within one normal business day
if the request is made before a defined time. If the request is
made after a defined time the customer will get the
information two business days after the request is made.
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Fees
• If a customer loses their job, the bank will assist the
customer in managing their financial situation by deferring
loan payments for a defined number of months without any
additional interest.
• Customers can defer loan payments once within a defined
period if they have lost their job within the last months.
• If direct debit payments cannot be made due to insufficient
funds in a customer’s account, the bank will nevertheless
make the payments, allowing an overdraft up to a defined
amount of money. No fees will be charged for this service.
• The bank will not charge any account fees to youth
(younger than a defined age) or senior (older than a
defined age) customers.
• Customers younger than a defined age and older than a
defined age will not be charged any issuance and
maintenance fees for their cards.
• If a customer loses their job, the bank will not charge any
account fees for a defined number of months.
• If customers are unable to get cash from one of the bank’s
ATMs and have to use an ATM of another financial
institution, the bank will refund the fee charged to its
customers by the other institution.
• If a customer cancels the purchase of a product, the
cancellation will be free of charge and commissions already
paid will be refunded to the customer.

How does the process work
Process step
Deﬁne commitments

Description of process step

Enhancement to process

• Surveys and market research have been performed
to analyse customer needs (note: the bank starts
with the implementation of six commitments,
adjustment and amendment followed on a yearly
basis).

• Set up a Customer Advisory Board to engage
customers in improvement processes.

Publish commitments

• The commitments are published on the website of
the bank.

• Ensure customers recognise the bank’s seriousness
in establishing a new level of customer relationship
by adopting a communications approach and the
integration into marketing and sales.

Report fulﬁllment of
commitments

• The claims department is responsible for allocating
complaints to the commitments.

• Fully integrate reporting into the complaints
management system to ensure process efﬁciency.

• A fulﬁlment report provides the number of breaches
per commitment.

• Establish “real time” reporting, including deviation.

• To further improve the quality of processes and
services, the bank deﬁnes and monitors speciﬁc
improvement measures.

• Involve customers in deﬁning improvement
measures to get customers committed to the bank
and to further increase loyalty.

Develop measures for
improvement

• Deﬁne a certain number of commitments for a
speciﬁed timeframe, including regular yearly reviews.

Create a unique value proposition

Contacts
Holger Kern
Financial Services Consulting
Tel: +49 89 5790-5939
Mobile: +49 171 3314529
E-mail: holger.kern@de.pwc.com
Holger Junghanns
Center of Excellence Retail Banking
Tel: +49 69 9585-2291
Mobile: +49 151 12573673
E-mail: holger.junghanns@de.pwc.com

About us
Our clients face diverse challenges, strive to put new ideas
into practice and seek expert advice. They turn to us for
comprehensive support and practical solutions that deliver
maximum value. Whether for a global player, a family
business or a public institution, we leverage all of our assets:
experience, industry knowledge, high standards of quality,
commitment to innovation and the resources of our expert
network in 158 countries. Building a trusting and cooperative
relationship with our clients is particularly important to us –
the better we know and understand our clients’ needs, the
more effectively we can support them.
PwC. 9,300 dedicated people at 28 locations. €1.49 billion in
turnover. The leading auditing and consulting firm in
Germany.
About the Centre of Excellence Retail Banking
We help our clients tackle current and future challenges in the
retail banking space by designing individual solutions that
match their needs. One key way of doing so is including the
lessons learned from global best practices – both within and
outside of the financial services industry. In close collaboration with teams from different PwC lines of services, we
support our clients in all phases of their initiatives – from
strategy development to implementation.
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