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Rise of Bionic Banca 
through digital 
Enablement
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Despite tectonic shifts in financial markets parameters BA 
remains a case for growth in most markets across APAC

Two Perspectives on how to benefit from this 

environment for bancassurers?

• Presentation 1: "A compelling vision of how to win the 

Future of Banca"

• Presentation 2: "More performance through Bionic: Today's 
Banca model with significant potential to transform”

APAC continues to be leading Banca 
market, with growth expected at 
CAGR of ~5-6% between 2021-2027

Maturity of Banca models are 
accelerating as regulation evolves in 
developing markets like VN, IN

Rise of HNWI population in Asia 
(reaching ~28M by 2026 at ~60% CAGR, 2021-26) 

puts banks in prime position to win

COVID further supercharged Digital 
transformation & behaviors also 
affecting banca models

Source: IMARC Group, Research & Markets, Knight Frank, BCG Global Wealth Report 2022, BCG analysis
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win the Future of Banca
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Customer asks for a different Experience –
Today’s journeys are not yet ready for the new normal

Human touch, 

where it matters

Personal 

relevance, 

less one-fits-all

More digital, 

less brick and 

mortar

A good friend, 

not a vault or 

dentist

of customers want 

their bank to provide 

honest advice

~31%

of customers are 

regularly using the 

mobile app

~55%
of customers prefer 

a human touch 

when acquiring 

complex products 

eg, mortgage

+57%

of customers expect 

more personal 

advice

~40%



5 C
o
p
y
ri

g
h
t 

©
 2

0
2
2
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

ro
u
p
. 

A
ll
 r

ig
h
ts

 r
e
se

rv
e
d
.

A good friend| Customer expectations of their bank is shifting

31%

16%

14%

13%

10%

6%

6%

5%

25%

31%

10%

5%

8%

6%

4%

11%

My bank today 

feels like ..

I want my bank 

to be more like ..

Questions: My bank today feels like…? I would like my bank to be more like…?
Source: BCG Retail Banking Excellence (REBEX) Consumer survey 2021, study conducted in May & June 2021

Vault where I can keep my money safe

Supermarket I know what I need and I know I will find it there

A good friend place I can turn to for honest advice on my situation

Amazon.com I know what I need but I'm open to new relevant suggestions

My GP or dentist I do not enjoy it, but I know it is important

A personal shopper I know I need something, I just don't know where to start

School A place where I can get some financial education and guidance

My gym An important part of my regular routine

BCG Consumer Survey 
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49%
55%

43% 42%

8% 9%
4%

2022 20222021 20212021 2021 2022

3% 4%

2022

4%

2021 2022

BCG SURVEY: Channel usage in the last 12 months

More Digital | Mobile is the winner in customer interactions 

Question: How often did you use the channel in the last 12 months? 
Source: REBEX Consumer survey 2022, study conducted in June - Sept 2022

Mobile 

app

Online 

banking
Branch

Meeting 

RM/Advisor

Contact 

center

Digital Channels Traditional Channels

BCG Consumer Survey 2022

~35%
customers would shift to 

digital channels if their 

preferred branch was 

unavailable

+20%
Customer satisfaction in

digital channels than in 

traditional channels 
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% of customers who visited branches regularly 

remains below pre-pandemic level

Preference for human touch when acquiring 

new complex products

Human touch | where it matters for complex products

9.9%

7.4% 8.1%
9.3%

20202019 20222021

-26%

Questions: How often did you use the channel in the last 12 months? (LHS) Which channels are you most likely to use while buying a product in the next 12 months? (RHS)
Source: BCG Retail Banking Excellence (REBEX) Consumer survey 2022, study conducted in June - Sept 2022

43% 45%

31% 35%

52%
57%

2022 20212021 20222022 2021

+4%

+13%

+10%

Consumer loan MortgageInvestment

Pre-pandemic level

BCG Consumer Survey 2022
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Personal relevance | Customers want more personalized advice

Voice of customers from survey

40%+ of  

customers 

wanted 

personalised 

advice…

… Help me think about my long-term aspirations, (e.g. buying a house)

… Provide me with tools to understand and manage my day-to-day spending

… Help me maintain separate “pots of money” for different purposes

… Help me make real-life decisions that impact my financial situation

… Suggest relevant products and solutions that I was not taking advantage of

Question: Which services would you like from your bank and which services does your bank currently provide?
Source: REBEX Consumer survey 2022, study conducted in Jun-Sept 2022

I want my bank to…

BCG Consumer Survey 2022
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A new experience | Banks are in prime position as trusted advisor

Customer trust in organizations keeping their data secure & private1 on a scale of 1-10

Source: REBEX Consumer survey 2022, study conducted in Jun-Sept 2022

7.5

7.2

6.6

6.5

6.0

My Bank

My doctor or health service provider

Supermarkets

My insurance provider

Payment providers: e.g. PayPal, Wise

More trust

Less trust

New customer 

experience

Human 

touch

Personal 

relevance

More 

digital

Good 

friend

To build a new customer experience… …requires depth and breadth of data which banks have great access to

!

"Banks' Rich customer data a source of competitive advantage"
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The new customer experience will have multiple customer touchpoints 

Typical bank today

Mobile logins

<50

10-15

Online logins

Mobile payments

Video calls

50-80

Branch visits

10-40

10-20

310-360

110-120

500-600

<10

12-24

No. of customer interactions (per year)

Banking in the future

The role of the RM will be 
'rejuvenated', supported by 
bionic branch networks and 
digital tools 

Source: BCG 2021 REBEX Survey Results
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92%

Digital marketing, 

Customer

centricity, 

personalization

59%

Innovation & new

business 

opportunities,

product 

enhancement

Digitizing/

automating 

operations

43%

15%

End-to-end

business 

transformation

Majority of transformations in banking industry 

are customer centricity-led

Strong Focus on Enablement through Technology 

upgrades and new ways of working

Setting up digital hubs

55%
Upgrading IT infra

& tech platform

Workforce centralization

/decentralization

Managing data at scale

44%

37%

New ways of working

41%

36%Implementing AI at scale

23%

Banks are increasing investment in customer centric transformations

Source: BCG 2021 REBEX Survey Results

Focus of business goals in transformations Key enablers of digital transformations

11
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Step 1

Customer 

authorization

Step 2

Insurance 

coverage score

Step 3

What other 

customers have

Step 4

Insurance expenses 

optimization

Example: state-of-the-art digital advisory tools using transactional bank data

Step 5

Insurance 

acquisition

This step can be avoided in 

Bancassurance as Bank 

already has access to client's 

information

Analysis of client's current 

insurance portfolio and 

comparison with standard 

portfolio according to profile

Client's portfolio compared 

to average portfolio for 

clients with the same profile 

(products and price)

Savings potential between 

client's current insurance 

and bank's offerings (pre-

quoted products)

Acquisition of selected 

products through a 100% 

digital process

Do you give permission 

to access your checking 

account?

In order to do a diagnosis of your coverage 

degree and possibilities to reduce insurance 

expense

Accept See Details

According to your 

lifestyle…
The coverage degree of your risks is:

Detail of products purchased by similar 

clients to you

Detail of products 

purchased by similar 

clients to you

Life risk

Home

Auto

Health

Death

Accident

Pet

Oferta

xxxXXX can reduce your 

insurance expense by 

250€ each year  

Purchase

Life risk

Home

Auto

Health

Death

Accident

Pet

¡Contrata ya y empieza 

ahorrar en tu seguro de Auto!

550€

Todo riesgo con franquicia de 

200€

Coche de sustitución

Mantenimiento anual incluido

Purchase it now and 

start saving in your auto 

insurance!

Purchase

All-risks insurance with franchise of 200€

Replacement car

Annual maintenance included
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Example: Roboadvisor for life savings business 

• Usage of existing bank data and 

social security information to 

reduce the need of new 

information

• Omnichannel capabilities: getting 

an online quote for life insurance 

or talking with a personal advisor

• Comprehensive picture of your 

financial situation and plan 

depending on your age and 

situation

• Offer customized financial 

solutions – saving account, life 

insurance… - to help plan and meet 

your financial goals
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Example: Personalized Journey for insurance
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Future Bancassurance experience an integrated online-offline journey

Need 

analysis
First contact

Product 

offering

Sales 

pitch
Application Issuance

Personalized 

digital 

marketing 

for lead 

generation

Higher 

conversion

More 

accurate 

up/x-sell 

opportunities

Customer 

experience

improvement

Customers can bounce between different channels 

throughout the conversion funnel

Branch

Mobile App

Online 

Banking

Advisor 

via call
Advisor 

via video call
Advisor in 

person
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A number of measures to take full advantage of bionic operations

Personalization

develop tailored products to target specific segments

integrate life savings products within bank’s value propositions

embed linked-to-lending credit protection in loan sales journey 

simplify UW, even pre-quote life risk products

leverage digital interactions to protect customer’s family lifestyle 
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Takeaway | 3 key 
trends of future 
Banca bionic 
distribution networks

Seamless on-offline engagement
Customers and RMs can interact physically in-branch, 

remotely off-branch or through digital channels, supported 

by tele-sales centers

Anywhere-anytime servicing capabilities
Traditional opening hours and physical boundaries surpassed 

through enhanced connectivity using virtual tools

Data-driven sales and processes
RMs are fed insights on customer behaviors to connect on 

what they care about at most effective time in the suitable 

touchpoint
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2

More performance through Bionic: 
Today's Banca model with 
significant potential to transform”
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Bancassurance models at various stages of development

Bancassurance 2.0
Digitally enabled 

“traditional” banca model

Bancassurance 3.0
Bank transaction data 

leveraged for sales and 

underwriting

Bancassurance 4.0 
Hyper-personalized digital 

business model

Examples

Scope

Outcome

• Sales mgmt. enabled with digital 

tools and analytical triggers

• Salesforce capability enhancement 

• Streamlining of customer journeys 

• Advanced lead generation, 

personalized offers (quote, pricing)

• New digital products, integration 

with bank ecosystem 

• Hyper-personalized digital customer 

journeys 

• 20-25%+ increase in sales advisor  

productivity 
• 2-4x higher conversion rate • 20-30% higher productivity 

Source: BCG analysis
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Data and analytics (Segmentation, propensity based cross sell, recommendation engine, nudge factory)

Digital enablement (Comprehensive tracking and enablement e.g., engagement, performance, rewards)

Operations (Accelerated journey, sales checklist, proactive alerts, actionable MIS)

E
n
a
b
le

rs

Bank employees 

& bank hierarchy

Frontline & 

insurer's sales hierarchy 

C
o
re

 e
le

m
e
n
ts

Engagement Model

(Segmented engagement, 

conversation scripts, 

nudges and triggers)

Salesforce - Bank 

employee mapping

(Seniority based allocation, 

hierarchy involvement)

Sales management model Salesforce capability and motivationA B

C

D

E

Upskilling

(Multi channel, bite 

sized, collaterals)

Compensation 

& Incentives
(Gamified, 

transparent)

Campaigns

(Gamified 

contests)

Resourcing, structure

(Potential based allocation, 

mapping)

Attrition 

management

(Coverage 

management)

Roles, KPIs

(Simplified, 

Consistent across 

hierarchy)

Target setting

(Potential based, 

centralization)

Internal sales reviews

(Cadence, proactive alerts, 

joint reviews, intuitive MIS)

Digital and data enablement is transforming the 
“traditional” banca model
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Empowering frontline and 

hierarchy through 3 levers:

Integrated sales enablement tool digitally empowering the 
salesforce

Record & track meetings / calls on the go 

Document minutes of 

every meeting

Receive alerts for 

scheduled appointments

Track daily plan / 

actionables

Track segmented coverage

Repository of important 

docs e.g. collaterals
3600 view of specified bank 

employee / partner

Intelligent communication engine to 

highlight changes in partner performance

Ready access to customized 

conversation scripts

Plan & review status against 

plan with bank employee

Review and discuss Branch 

performance across parameters

Escalate required 

support to hierarchy

Summary views for 

structured reviews by 

hierarchy

Single point communication 

/ updates from HO

Appointment management 

for hierarchy

Digital 

sales enablement 

tool

1
End to end 

appointment
management

2
Enhanced 

engagement quality 

3
Streamlined efforts 

through central 
communication engine

Source: BCG experience
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Digital tool ensures end to end rigorous tracking of customer engagements 

Multiple stages of customer meetings 

recorded 

• Appointment scheduled

• Customer met

• Policy converted

Customer details captured such as contact 

number, name, DOB

• Option to search based on

customer’s name and functionality to 

call customer directly

Engagement history: All meetings done and 

the discussion points of every meetings 

captured and summarized, including follow 

up meetings

In-app reminders for scheduled 

appointments sent 1 hour in advance

Who should 

I meet?

Customer call

Raj

Deepa

Source: BCG experience
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Digital tool facilitates rich and targeted conversations with the channel partner

Sales staff enabled with 35+ 

responses/customized conversation 

scripts

Key-word based search of scripts 

• E.g., For a new bank employee, 

list of common challenges

are populated

• Detailed scripts available for every 

challenge

What should I 
discuss?

Conversation 

scripts

Suggested scripts

New bank employee

Does not understand Insurance

Does not have portfolio

Only comfortable with CASA

Confused which product to pitch 

Does not have good leads

Unable to convert cases

Does not have portfolio

• Give brief about company, its 

performance, claim settlement 

ratio, AUM, Market capitalisation, 

etc

• Giving product training weekly, 

selling skill on how to identify 

different insurance needs

• Guide on how to discuss LI with the 

customers whose service queries 

they are resolving

• Help partner in generating leads 

from different sources like walk-

ins / references. 

Source: BCG experience
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Personalized glide paths for sales teams to unlock higher productivity

In-app nudge to push 

specific action for next tier

Rewards Zone

Unlock Diamond club

Super agents like you focused on 

pitching Indemnity products to 

reach Diamond club by August

Personalized glide-path suggestion based on "people like you"

1 Personalize to most prevalent pathway 

for successful twins (e.g. 80th

percentile & above look-alikes)

2 Gamified based on behavioral science 

(e.g. user commits to action plan to 

reaching next tier)

3 Achievable goals with discrete sub-

steps to follow & unlock (e.g. from 

Gold to Diamond as next target)

4 Dynamic suggestions refreshed daily 

based on T-1 day-end position vs. peers 

and tier qualifying criteria

5 Suggested Call-to-Actions enabling the 

"how" (e.g. launch training capsule for 

a top-selling Life Insurance product)

Sell 5 Cr. worth 

Health 

New Business

Recommended 

path for agents 

like you

Unlock 

Diamond

Source: BCG experience
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Digital simulators used by bank staff to engage with customers and assess their 
needs

Savings simulator when retiring

Simulator to estimate monthly 

expenses Total wealth simulator

Source: BCG analysis
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Lead generation model enhanced with customer propensity and product 
recommendation engine for higher productivity

Customer 

Propensity 

model

Product 

recommendation 

engine

Analytics models created for 

enhancing existing lead generation 

model for direct outreach Customers scored on 30+ 

variables covering

• Demographics

• Policy details (payment 

term, mode of payment, 

riders, etc.)

• Behavioral (smoker, drinker)

• Bank data (Balance, 

transactions)

• Transaction variables 

(#premiums missed, 

#policies purchased, etc.) 

Best product 

recommendation to high 

propensity customers 

Higher productivity

20%

Uplift in 

Sales

Source: BCG experience
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Personalized life insurance nudges showing significantly higher conversion

Nudge-based 

actions

Control

2.4x

Examples of personalized life insurance nudges 

sent out by a Bank
Impact on actual life insurance sold

Base action Channel Tonality Salutation
Motivation 

highlighted

Imagery 

used

Call to 

action

Personalization across…

xx

Source: BCG experience
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Digital sales | 3 key factors to drive digital sales enabled 
by AI

Offer products 

with compelling, 

simple proposition

Simple, pre-

approved products

Bundled products 

(e.g., integrated with 

loan CJ)

Granular segmentation

Hyper-personalized 

messaging for each micro-

segment 

Ubiquitous communication 

across all owned & paid 

channels

Analytics/trigger driven 

communication

Straight through processing 

driving instant / near-

instant issuance

1-click / minimum length 

of journey

Minimal data entry & 

documentation

Contextual nudges to push 

user to completion

Execute hyper-

personalized, 

ubiquitous campaigns

Offer minimalistic, 

frictionless journeys

Linked-to-lending Branch 

cross sell ratio

Linked-to-lending digital 

cross sell ratio

+80%

~40% ~65%

Before After 

optimization

Source: BCG analysis
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Deep integration between the bank and insurer can ensure seamless 
journeys for customers

Pre approved offers basis propensity

Personalized campaigns: e.g., Nudges basis 

life stage of customer

Seamless journeys to capture interest, 

complete journey

Pre-filled forms (inc 3rd party integrations), 

seamless medical appointment management

Proactive call back for advice, drop off 

management

Conversion, performance tracking
Conversion

Login application

Lead generation

Tools

End to end 

tracking of 

leads, 

applications, 

conversions, 

performance

90%
Reduction in 

turn-around 

time

2x
Improvement 

in conversions

Multiple best practices across issuance funnel Impact

Source: BCG experience
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Omnichannel journeys | Digital marketing led customer lead 
generation fulfilled through the tele agent

Campaign 

trigger

Customer 

click/ drop off

Lead transfer 

to call center

Agent calls 

customer 

1 2 3 4

- ML based Propensity Model 

to determine Product x 

Target segment

- Communications sent 

across channels with links 

to partner DIY journeys 

- Customer completes 

journey or drops off

- Opens, Clicks and journey 

drop off stage captured in 

real time

- Customer drop-offs pushed 

to the call center dialer 

automatically

- Lead gets allocated to 

product specific agent

- Agent calls customer to 

convert

~ 3x higher conversions

Improved agent utilization - higher connects per agent
Source: BCG experience



31 C
o
p
y
ri

g
h
t 

©
 2

0
2
2
 b

y
 B

o
st

o
n
 C

o
n
su

lt
in

g
 G

ro
u
p
. 

A
ll
 r

ig
h
ts

 r
e
se

rv
e
d
.

Email, SMS, Call to recover
(Drop-off follow-up, cross-sell and on-/off-page assistance along entire journey)

Digital platform

w/ assistance

Hybrid sales
(call + f2f)

Omnichannel customer journeys | Asian Bank is developing an intelligent 
integration between channels to ensure fulfillment

Digital-led leads/marketing Omni-channel fulfilment platform
ClosingFlexible to switch to Tele/Hybrid 

fulfillment

• E.g., customer preference, 

product type/limit, insured not 

the applicant

Analytics 

driven 

segmentation 

& target 

marketing

SMS

Email

Bank Website

Bank App

Social Media 

(e.g., LINE, FB)

Co-brand partner)

Contextual 

marketing on other 

websites

Landing page

(product intro, 

questionnaire, 

quote etc.) 

Cross-sell 

& up-sell

Drop-off customers

Tele-

assistance

Bank 

customer 

pool

Warm

leads

Customer 

to be

contacted

Converted

customer

Click on

digital

marketing

Interact on

landing page

Purchase

assistance

Source: BCG analysis
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E2E conversion, index

Spanish Bank leveraging an integrated model to boost 
conversions and insurance sales 

x4
Average 

conversion rate

Developed 20 A/B tests to build a 

personalization model leveraging 

different bank transactional data

1. Depending on GDPR consents

Which is the best contact 

channel? (email, SMS, ...)

Which message shall we transmit? 

(personalized- what is important 

for me, with pre-quote, ...)

Whic type of monitoring shall we 

do? (individually, ...)

Which nurturing actions shall we 

make? (RM, contact center)

Shall we offer a discount? (with / 

without discount)

Results of A/B 

tests

Bank ensured active leads 

management to avoid deterioration 

in conversion rates

74

<8 hours

24-48 hours

2-7 days

7-14 days

100

86

31

-69%

Success rate as a function of time since lead origination

Index 100: Management in <8 hours

Project impact

1.0 x1.3

email

x10.3

email+

push+RM

email

+push

email+

push+RM

+prequote

x5.2

Source: BCG experience
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In Summary

Large value unlock by enabling traditional 

models with digital and data

Adoption is critical – "human centric” design is 

a must coupled with "smart" nudges driven by 

analytics

Important to integrate sales journeys with 

customer journeys to build an omnichannel 

model

Collaboration between banks and insurers can 

help achieve 1+1 > 2
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