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In October 2018, Gartner made a bold 
prediction. The company claimed that by 2030, 
80 percent of financial firms either will go out 
of business or be rendered irrelevant by new 
competition, customer behavior and advances 
in technology.1 This statement makes one thing 
clear: banks must move quickly to become 
more relevant to their customers. 

Over the past decade, new types of players, 
such as non-bank financial institutions and 
fintechs, have disrupted the financial services 
landscape. The key reason for their success is 
their ability to anticipate customer needs and 
deliver the right products and services that 
traditional providers are too slow to create. 

Customer expectations have changed  
radically in the last five years, thanks to 
companies like Amazon, Google, Apple and 
other technology innovators. Their ability to 
deliver highly personalized offerings has fueled 
customers’ desires for the kind of high-touch 
service that many banks lost in the process of  
“going digital.”

Technology advances have given firms the 
ability to operationalize ideas that were out  
of reach only a few years ago. It is through 
technologies, such as AI and machine learning,  
that new market entrants have found success.  
Yet, many banks have been slower to deploy AI 
at scale, putting them at a distinct disadvantage.

With these three factors at play, the balance of 
power has shifted from banks to consumers, 
who now have more choices than ever when 
it comes to banking. And while the plethora 
of new options may be good for consumers, 
it is making growth for retail and commercial 
banks exceedingly difficult. 

1Finextra. Most banks will be made irrelevant by 2030 - Gartner. https://www.finextra.com/newsarticle/32860/most-banks-will-be-made-
irrelevant-by-2030---gartner?_lrsc=031222e2-9a9b-457c-8a45-755ce6af121a.

2Mintel. The Banking Experience - US - February 2019. 

The balance of power has 
shifted from banks to 
consumers, who now have 
more choices than ever 
when it comes to banking. 

In today’s competitive environment, new 
market players, changing consumer behaviors 
and technology advances have created 
significant downward pressure on banks’ ability 
to grow, causing higher customer attrition 
rates and limiting banks’ ability to cross-sell 
products and services. But banks have a unique 
opportunity to leverage these trends to win 
over their customers and obtain new ones in 
the process, thereby creating top line growth.  

Customer attrition
A typical global bank loses approximately  
18 percent of an average balance to customer 
attrition. The reason? Banks are failing to offer 
customers what they truly want: lower rates 
and fees and better customer service.  In fact, 
40 percent of customers say they are willing  
to switch if these issues are not addressed.2  
The key to stemming attrition will be to 
personalize experiences, giving customers 
exactly what they want. Without them, banks 
face losing customers at even higher rates. 

Cross-sell and upsell
Many banks struggle with cross-selling and 
upselling for one simple reason: they aren’t able 
to deliver what their customers need, when 
they need it. The good news is that almost 90 
percent of customers own a deposit account 
with a global retail and commercial bank, so 
they already have the customers in-house. It’s 
simply a matter of creating growth within their 
existing customer base by anticipating customer 
needs, and leveraging insights to determine 
their interest and wants. In doing so, banks can 
dramatically improve their cross-sell and upsell 
rates and increase overall customer engagement. 

By better understanding and delivering on 
customer needs, banks can stem attrition 
and improve cross-sell and upsell efforts—
increasing net interest income by an average 
of 190 bsp. Identifying where to focus within 
the business to drive growth may be the easiest 
piece of the puzzle. What concerns most bank 
executives today is not the “what” but the “how.” 

Turning challenges 
into opportunities 
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To better understand customers’ needs, 
habits and preferences so banks can 
more successfully engage customers 
with personalized offerings is not a new 
idea. However, it is one that is extremely 
difficult to execute successfully. This 
notion of Anticipatory Banking is 
the how banks are searching for—a 
framework and platform that leverages 
artificial intelligence (AI), machine 
learning and behavioral science to 
better foresee key customer needs and 
provide relevant information, products 
and services that will help them more 
successfully navigate their finances 
throughout their lives. More importantly, 
however, it offers a way for banks to scale 
this ability for every customer, across 
every journey and for every product—
optimizing the value they deliver and 
their ability to grow the business. 

This prognostic, data-driven approach 
to customer service and financial 
wellness lays the foundation for a 
tighter relationship between bank and 
customer—and creates a seamless 
experience with cues and guidance that 
become regular occurrences. If banks 

are looking for ways to deliver Amazon-
like customer engagement, Anticipatory 
Banking offers a way to achieve it.

Anticipatory Banking helps banks 
improve the success of their cross-
sell and upsell efforts by anticipating 
customer needs and delivering 
the experiences customers want. 
Through techniques such as modeling 
personalized affordability scores to 
identify demand potential and customer 
profiling to identify top targets for 
product recommendations, banks can 
add as much as 100 bps to their net 
interest income.

It also helps them decrease customer 
churn—culminating in topline revenue 
growth. Banks can use key pieces of 
data, such as the composite engagement 
score per customer and moments in 
the customer journey that lead to the 
highest churn, to thwart attrition. 
By understanding what motivates 
customers to leave, banks can use a 
variety of strategies to mitigate that risk, 
generating upwards of 90 bps in net 
interest income. 

Anticipatory Banking: A framework for growth 

Anticipatory Banking 
leverages AI,  
machine learning 
and behavioral 
science to help 
customers improve 
their financial 
well-being. 



 

4

Anticipatory Banking 
helps banks predict and 
respond to their customers’ 
changing financial needs. 
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How to reimagine the bank 
around Anticipatory Banking

A N T I C I P A T O R Y 
B A N K I N G

Leverage data to 
generate signals 

Bank transactions

User activity (1st Party)

External information

Understand the customer
Machine learning

Deep learning

Natural language processing

Engage the customer
Journey orchestration

Digital content

Direct messaging

Decide optimal 
product or service

Machine learning

Deep learning

Semantic reasoning

Becoming anticipatory means having access to the right blend of first and third-
party data, creating more meaningful customer insights, optimizing the choice 

of which products or services to offer and engaging customers through their 
preferred channels and during the moments that matter most. 
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Leverage data to generate signals
Even though banks have vast amounts of historical first-
party data, it is important to access additional first-party 
and third-party data, such as ad impressions, browsing  
behavior, transactions and more, to improve the precision 
of data models and create entirely new ones. By combining 
sufficient first and third-party data, banks will be able to 
identify meaningful behavioral signals which will help 
them more precisely determine what their customers  
need at the most relevant moments. 

Understand the customer
Banks need to build and run hundreds of highly 
complex, interacting models that will improve 
insights over time. These insights are geared toward 
better understanding customer behaviors—needs, 
wants, habits, professional stages and more. Using a 
combination of AI, machine learning, deep learning 
and natural language processing, banks can generate 
the level of understanding needed to effectively 
anticipate customer needs.

Decide optimal products and services
AI also plays a critical role in determining which 
products and services are more relevant based on 
customer insights. Banks will be able to personalize 
existing products and services to meet individual 
needs and can also create unique offerings tailored 
for specific customers and situations.

Engage the customer 
The where, when and how of connecting each customer 
or prospect to available offerings is just as important as 
choosing which ones to present to them. The data can 
tell us not only what customers want but also where they 
spend their time online and which messages resonate. 
Automating customized marketing processes drives 
engagement, conversion and loyalty. 
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For years, banks have been transforming their 
businesses with varying degrees of success. 
Customers demand it. Data is available. 
Technology has advanced to enable it. So, why 
then are banks struggling? Possibly the biggest 
hurdle when it comes to transformation has 
to do with the organizational and operational 
changes required to make it truly successful. 
Retooling complex legacy organizations to be 
more agile and measurable impacts people, 
process and technology, yet it is a prerequisite 
for delivering against individual customer 
needs automatically and in real time. 

The banks who are able to solve for these  
issues first will be on a clear path to win.  
But becoming more anticipatory is a journey, 
not a destination. And while every bank is at 
some point along the way, very few have yet to 
make a mark. Some banks may already have 
a solid data foundation and integrated digital 
infrastructures. Others may not. Some banks 
will need to develop new models of customer 
engagement, while others will be farther along 
in terms of customer centricity. Most, however, 
will need to make changes across many areas 
of the business in order to create the value 
customers are expecting their banks to provide. 

Gain traction and fuel growth
Anticipatory Banking offers a platform for 
establishing customer and digital centricity 
at scale—allowing banks to gain competitive 
advantage in the market, today and tomorrow. 
It helps elevate customer experiences to 
rival those of today’s leading consumer 
brands. Having the right foundation and 
platform helps banks tackle today’s business 
challenges, but it also positions them to 
explore new business opportunities—even 
across verticals—all while cultivating deeper 
and more meaningful, mutually beneficial 
relationships with their customers.

How to move toward what’s next

Anticipatory 
Banking offers 
a platform for 
establishing 
customer and 
digital centricity 
at scale.
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Publicis Sapient is a digital transformation partner helping established organizations get to their future, digitally-enabled state, both in the way they work and the way they 

serve their customers. We help unlock value through a start-up mindset and modern methods, fusing strategy, consulting and customer experience with agile engineering 

and problem-solving creativity. As digital pioneers with 16,000 people and 53 offices around the globe, our experience spanning technology, data sciences, consulting 

and customer obsession — combined with our culture of curiosity and relentlessness — enables us to accelerate our clients’ businesses through designing the products 

and services their customers truly value. Publicis Sapient is the digital business transformation hub of Publicis Groupe. For more information, visit publicissapient.com.
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