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It has never felt quite as if so 
much was happening at once. 
And yet there is an unrelenting 
need for even more research, 
evaluation, adjustment, and 
change. For some industries, 
this is due to the Global 
Financial Crisis (GFC), 
which has forever re-shaped 
consumer choices, trends and 
behaviours; and created a litany 
of challenges that require 
responses. 



    

Background

Individually the key forces for change in our business 
environments present significant challenges and risks to 
Mutual ADIs. Together, those forces are creating a 
disturbance that is exponentially increasing these 
challenges and risks and – as is the nature of change – 
also creating significant opportunities.
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It has never felt quite as if so much was happening 
at once. And yet there is an unrelenting need for even 
more research, evaluation, adjustment, and change. 
For some industries, this is due to the Global Financial 
Crisis (GFC), which has forever re-shaped consumer 
choices, trends and behaviours; and created a litany of 
challenges that require responses. 

Business models have also shifted, turned upside down 
and in some extreme cases been made redundant, 
whether through regulation or the impact of the digital 
economy.

Against this backdrop there is an often understated 
intergenerational shift in the consumption of financial 
services. The largest potential demographic in traditional 
product needs - mortgages, cards and insurances - is 
Gen Y. Also known as Millennials, this generation is 
financially savvy, socially conscious, technologically 
native, diversity driven, and constantly drawn to the best 
and latest ‘new’. I should know – I am one of them.

Existing approaches to connecting, informing, 
product designing, selling and transacting, need to be 
overhauled to be relevant over the coming decade. 

While many players are successfully preparing for the 
disturbance of this ‘new future’, Mutual Authorised 
Deposit-Taking Institutions (ADIs) begin with an 
interesting, perhaps underexploited, natural advantage; 
namely that with ‘social good’ at the core of the 
business model, there is an inherent appeal to the 
forthcoming generation of Millennials. 

A generation that is one of the most highly educated to 
date, and one that is aligned to capitalism ‘with a heart’, 
yet seeking greater social dividends for the value they 
help organisations create.

Why change?

A 2013 Deloitte/Millward Brown global survey of almost 
5000 Millennials, including Australians, showed they 
identify the purpose of business as threefold:

1. To make a profit

2. To improve society

3. To be innovative.

In our view, Mutual ADIs face an interesting set of 
choices. Made right, these choices should see the word 
of the last few years, ‘survive’, quickly become ‘thrive’. 

How do we pursue creating dynamic resilience? Or set 
about assessing options and making good choices? 

In this publication, we describe nine broad categories - 
Our Choices Framework - which are underpinned by 
55 levers that Mutual ADIs can pull to achieve a dynamic 
resilience and thrive. None are a panacea individually, 
nor are they a single step recipe for success. In fact, 
many of them are being successfully deployed in some 
Mutual ADIs already.

They are concepts that we believe, if successfully 
executed by leaders, have the power to see the Mutual 
ADI industry thriving by the time this decade is out.

Getting the right people, with the right responsibilities, 
who have the right information to meet your business 
objectives, will be the first step towards building a  
21st century information driven organisation.

We hope you enjoy the stimulus this paper seeks to 
provide and look forward to discussing the topics with 
your Board and Executive teams over the  
coming months.

Philip hardy 

National Leader, 

Financial Services Assurance and Advisory, 

Deloitte Australia 



    

The document is divided into the nine broad categories 
so you can turn to these at any time to find their 
associated levers which are specified in total in the 
Appendix. Each one of these levers has a series 
of suggested steps that are available to take, or 
acknowledge that you have already done so. 

We invite you to assess the impact on your own 
business and to take an honest view of your capability 
to respond.

We look forward to working with you further on this 
discussion document to assist you determine your 
position and your aspirations.
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Customer at the controls

1

Use your intimate knowledge of customers  
to drive growth and outcompete
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Further teChnologICal aDvanCes and social 
trends will continue to tilt the balance of power towards 
consumers, requiring businesses to develop strategies 
that will bring consumers closer. Success will emerge for 
those businesses that focus on technology investments 
that build capacity to anticipate and respond to rapid 
changes in consumer behaviour. 

Digital connectivity in particular has disrupted the 
traditional ways in which buying decisions are 
informed, when those decisions are made and how 
they are transacted. See Section 4. Superior digital 
engagement. In response, leading organisations are 
enabling consumers to connect, design and configure 
products to their unique personal preferences. In 
other words, the customer is increasingly initiating 
new product design, as well as transactions. With 
the customer at the controls, the costs of marketing, 
product development and processing are reduced. 

Mutual ADI leaders can capitalise on the inherent 
competitive advantage they possess through their 
intimate knowledge of members as customers, by 
leveraging digital channels and creating opportunities 
for customers to better control their experience with the 
organisation.

respond to the voice of the customer

1. Simplify the banking experience: 

Customers demand banking products and services that 
they understand and offer the power to research, initiate 
and transact at their convenience through a channel of 
their own choice. With a relentless focus on removing 
complexity in the banking experience viewed through 
the eyes of a customer, Mutual ADIs can make the 
most of their competitive advantage of close customer 
connectivity.

Suggested steps include:

1. Review all products and services end-to-end to 
identify areas of over-complexity or unnecessary 
requirements, and redesign them

2. Develop customer feedback systems that provide 
data to support simplification of products and 
services 

3. Identify and introduce new channels and technology 
(e.g. social media, online, mobile apps) to offer 
customers greater transactional power.

 
 
Expected benefits to mutual aDis include:

•	 Greater customer engagement and retention 
together with new customer acquisition

•	 Strip out of unnecessary operational infrastructure 
and related costs 

•	 Reduced risks associated with more complex 
products and operations.

 
2. Leverage social media: 

Social media is increasingly becoming the conversational 
and engagement medium of choice for consumers. 
Leveraging technology to respond to this trend will assist 
Mutual ADIs cross the intergenerational bridge and 
reach growing and responsive customer demographics.

Suggested steps include:

1. Access the most appropriate technology to support 
an acceptable level of social media access and 
interrogation

2. Use social media as a marketing tool by posting 
marketing information through appropriate social 
network channels, with adequate controls to ensure 
the protection of the brand

3. Access social media directly, encourage direct 
feedback from existing and potentially new 
customers

4. Encourage customer participation in product design, 
i.e. through ‘co-creation’.

In practice:

A Mutual ADI wanted to better understand the 
level of complexity in their processes to both 
improve the customer experience, test the 
capacity of the organisation to rapidly scale-up, 
and lay the foundations for efficiency.

To pinpoint areas for redesign, the ADI launched 
internal competitions, widened customer 
feedback channels and had senior staff ‘walk in 
the shoes of the frontline and customers’. The 
knowledge and insights gained were used to 
drive a customer experience refresh program. 
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Expected benefits to mutual aDis include:

•	 Strengthening existing relationships and enabling 
new customer acquisition by fostering direct 
exchanges with customers through multiple forms 
of media

•	 Increased cross-sell opportunities and revenue 
growth

•	 Delivery of value back to customers through 
information, service or the ability to shape future 
products and services

•	 Enable businesses to interact with customers and 
target customers directly, offering highly tailored 
products and services at low cost 

•	 Significant opportunity to reduce overheads, 
particularly sales and marketing costs, by the use of 
social media channels.

3. Develop a ‘whole of life’ customer model: 

Customers increasingly demand service providers they 
can trust and who they feel will be sympathetic to their 
financial and banking needs throughout their lifetime, 
avoiding the inconvenience of having to change their 
service providers or deal with multiple service providers 
across their span of needs. Mutual ADIs can leverage 
their competitive advantage in customer trust levels to 
address this growing need.

Suggested steps include:

1. Develop an engagement model that recognises the 
customer’s need at any point of entry, and provides 
a view of the remaining lifecycle 

2. Obtain advanced analytics from data extracted from 
social media to predict lifetime and lifestyle trends 
which can be used to develop new products and 
services

3. Develop customer feedback mechanisms that 
provide data which enables predictive modelling to 
guide customer retention decisions 

4. Identify product and service gaps at various stages 
of a customer’s lifecycle. Where appropriate design 
new products and services to fill the gaps

5. Use enterprise social media to enable staff to share 
feedback and ideas from customer interactions.

Expected benefits to mutual aDis include:

•	 Preservation of revenue streams throughout a 
customer’s lifetime 

•	 Increased customer loyalty and cross-sell 

opportunities, leading to larger and more consistent 
revenue streams 

•	 Sharper pricing of products and services to customers 

•	 Maximal customer retention, allowing focus on 
customer acquisition with lower effort

•	 Reduced sales and marketing costs.

In practice:

Enterprise Social Media (ESM) systems offer an 
avenue for staff members to share customer 
experiences along with ideas for improvement. 
They support direct communication and 
connectivity from ‘top to bottom’ of an 
organisation and improve the quality and quantity 
of creativity and sharing. Importantly, they are 
multi-channel (web, mobile, tablet) and are 
typically inexpensive to implement. Using an 
ESM, an organisation can quickly and successfully 
identify areas of complexity, and draw up a 
program to redesign and simplify them.

External social media channels can be creatively 
tapped to bring the customer closer to the 
organisation. Well-connected organisations use 
Twitter, Facebook, Instagram and other channels 
for a range of activities, including brand building, 
new product launches, customer referrals and 
feedback. The limit is no longer on what channels 
can do, but the creativity with which organisations 
use them.

In practice:

Many Mutual ADIs are increasingly offering a wide 
range of products and services to customers, either 
manufactured directly or sourced from strategic 
partners. This is a useful first step in understanding 
the ‘whole of customer’.

Larger ADIs are now increasingly looking beyond 
the product and service scope, to understanding 
customer needs throughout their expected lifetime 
with the organisation. This is challenging the status 
quo, viewing channels as mere avenues to push 
product down the pipes, and increasingly draw 
on customers’ needs to identify relevant matching 
products. Early results show this reduces the 
cross-sell costs, improves customer engagement, 
and ultimately increases cross-sell and customer 
retention.
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In practice:

Inviting customers to give feedback through 
social media on the features they would like 
to have in the products they use can help drive 
product design. These products should then be 
designed in such a way that they contain options 
or preferences that customers can select based 
on their particular needs.

Some organisations also invite customers to 
participate in workshops to obtain their feedback 
and thoughts on the design of products and 
services. This increases penetration at launch 
since a ready-made market exists.

Finally, ‘bundle choosing’ is quickly becoming 
an easier way to make products more readily 
available and known to customers at the point 
of fulfillment. It also allows the organisation 
to tailor multi-product discounts in a dynamic 
manner. Airlines and telecommunications groups 
are leading examples of how this can be done.

in practice:

Internet banking, mobile banking and social media 
channels are now all expected by customers to 
be available as alternative channels to them, in 
addition to branch and conventional relationship 
management channels. Multi and omni-channel 
use is also increasingly important to today’s 
consumers. Some organisations, however, 
unnecessarily limit what customers can and can’t 
experience in each channel. This leads to lower 
fulfillment and transaction drop-off, reducing the 
effectiveness of each channel individually and 
collectively. By allowing customers to research, 
obtain answers to questions, make decisions, 
fulfill and transact in each and every channel at 
any time, Mutual ADIs will be in the best possible 
position to attract new customers.

Personalise the customer experience

4. Encourage intuitive banking based on customer 
profile:

Customers are increasingly expecting to determine what 
their products and services should look like and how 
much they should cost. Mutual ADIs can leverage their 
strong customer connections to be a leading force in 
how this is done across the financial services industry.

Suggested steps include:

1. Introduce technology which supports consumers 
connecting, designing and configuring products to 
their unique personal preferences

2. have advanced data analytics available to assess and 
respond to customers’ intuitive banking needs

3. Allow customers to ‘bundle choose’.

 
Expected benefits to mutual aDis include: 

•	 Customers’ increasingly driving product design, but 
within controlled parameters 

•	 Allowing the customer greater control increases 
the likelihood of retaining them as a ‘whole of life’ 
customer 

•	 Reduced marketing, product development and 
processing costs.

5. Allow the customer to choose the channel: 

Increased mobility and digital aptitude are driving 
consumers to use multiple channels to choose products 
and services and to increasingly transact and fulfill 
online.

Suggested steps include:

1. Make multiple customer channels available whilst 
promoting the increased use of online channels

2. Influence customer channel choice by differentiating 
pricing for different channels

3. Review the appropriateness of physical distribution 
channels, and whether these can be enhanced to 
offer multi-channel use

4. Give customers the ability to transact through their 
preferred channel.

 
Expected benefits to mutual aDis include: 

•	 Reduced branch costs through encouraging the use 
of online and other more cost effective channels

•	 Customers increasingly initiate transactions

•	 Increased customer convenience, likely to translate 
into improved customer retention and acquisition

•	 Leveraging social media to encourage multi-channel.
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6. Design products with different personas: 

Customers increasingly desire the products and services 
they use to be tailored to their individual needs and 
preferences, rather than be ‘off the shelf’. This presents 
both risks and opportunities to Mutual ADIs as they 
seek to attract the next generation of customers and 
members.

Suggested steps include:

1. Access behavioural tools which use assessments of 
customer behaviours to determine their preferences 
and guide product design 

2. Research available data and behavioural trends 
online

3. Observe responses to customer preferences in 
competitor product and service design 

4. Listen to customer conversations on social media.

 
Expected benefits to mutual aDis include:

•	 Customers identify product enhancements, thereby 
participating in product design 

•	 Increased revenues through selling product offerings 
that might not otherwise have been initiated.

ensure greater alignment of customer and 
member benefits

7. Create stronger links between member 
contribution and customer benefit:

Members like to feel that their contribution as members 
is appropriately recognised through the service and 
benefits that they receive as customers. Mutual ADIs 
have historically been excellent at this, recognising 
these benefits in many forms – pricing, service levels 
and community contribution to name a few. however 
as customer demographics change, so does both the 
manner in which members expect their benefits to flow 
and the method by which they are communicated  
or received.

Suggested steps include:

1. Determine more creative ways of rewarding member 
contribution, aligning particularly to what  
members want

2. Develop appropriate data to measure and manage 
member contribution and the corresponding 
allocation of benefits.

 
Expected benefits to mutual aDis include: 

•	 More engaged members who desire greater 
involvement in the affairs of their Mutual, 
strengthening member retention

•	 More equitable recognition of member contribution.

In practice:

Psychometric testing and interaction analytics 
are examples of tools that are being used to 
determine a customer’s unique preferences - 
which can then be considered in the design of 
new products and services. 

Organisations are also collaborating to build up 
profiles that enable multiple beneficial uses at a 
lower average cost.
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In practice:

Pricing is arguably the simplest way of rewarding 
and differentiating member contributions, using 
different product bundles and networks for 
members. Most banking entities in Australia and 
throughout the world recognise total value in this 
way.

Increasingly Mutuals are introducing 
intergenerational benefits to recognise member 
tenure in family-based relationships. This not only 
provides a strong platform to attract the next 
generation of customers, it increases loyalty and 
advocacy in all generations.

Mutual ADIs might consider involving members in 
the decision on how this might be allocated, for 
example, by allowing them to choose how and 
where the organisation allocates such benefits. 
These might be personal (short term price 
changes), organisational (investment in certain 
areas) or community (charities, events, etc.).

8. Use pricing differentiation as a retention and 
reward tool: 

At present, Mutual ADI pricing mechanisms take 
little or no account of the level or tenure of member 
contribution and commitment. historically, this has been 
a function of system limitations and/or cost to determine 
such contributions. Significant advances in technology 
and cost of reach make this much more achievable.

Suggested steps include:

1. Establish pricing guidelines and a product 
bundling proposition which recognises members’ 
contribution levels and tenure (both individual and 
intergenerational)

2. Identify ‘low cost to serve’ members and offer 
flexible pricing strategies to keep them low cost and 
encourage other members to switch 

3. Benchmark and show the customer the value of their 
pricing arrangements 

4. Use these guidelines to establish individual and 
network ‘bundling’, including for family and friends.

 
Expected benefits to mutual aDis include: 

•	 Increased member loyalty and tenure through a 
sense of equitable treatment

•	 Promotion of next-generation membership through 
acknowledging intergenerational equity.

In practice:

Multi-product discounts have been around for a 
long time. Customer memory of value however 
tempers with time, and often annual renewals 
and conversations with friends and colleagues 
encourage ‘shopping around’. Where customers 
feel they are already getting a good deal, they 
will be less inclined to shop around, and will tend 
to advocate and take more products. For this to 
happen, they need to be reminded of the benefits, 
not only in terms of shelf prices offered by their 
own organisation, but referenced to competitors’ 
pricing.
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Catalysts for industry change

2

Develop a concept of mutuality that focuses on social 
entrepreneurship, whilst sharpening the member value 
imperative

Catalysts for industry change



    9

In practice:

The transparent calculation and reporting of a 
mutuality dividend to members is one example of 
a tangible measure of value that can help them 
better understand the value of their interest in their 
Mutual, its growth over time, and its performance 
relative to peers.

In a similar way, service metrics can be designed 
which determine levels of customer satisfaction 
based on predetermined criteria; and the results 
should be shared with members. 

Finally, personalising the social output for members 
increases the direct feeling of value they believe 
their membership brings beyond their own financial 
contribution. Examples are discussed in Lever 7.

the eMergIng anD continuing changes in how and 
what mutuality means to customers will be driven by 
demographic realignment and intergenerational change. 
In order to excite and attract the next generation of 
members, Mutual ADIs will need to develop a concept 
of mutuality that focuses on social entrepreneurship 
more broadly than mutual good; one that will continue 
to deliver social good whilst increasingly sharpening the 
member value imperative.

Individual Mutual ADIs will have very different drivers of 
this need for change at different points in time. There is 
no ‘one size fits all’. Therefore, waiting for ‘the industry’ 
to drive change offers false hope – each Mutual ADI will 
need to catalyse change in the industry, framed by their 
own unique circumstances.

Modernise the concepts of mutuality

9. Develop measurements and reporting that 
quantify member value: 

In an increasingly competitive environment, members 
are demanding an understanding of the value that 
being a member of their mutual brings. This is not 
just a matter of demonstrating what it is, and looks 
like, today, but also showing what tomorrow offers. 
It means a constancy of changing and evolving needs 
and expectations that must be met to stay relevant in 
an impatient market. Mutual ADIs will need to drive 
reporting in such a way that members feel their needs 
are always being met.

Suggested steps include:

1. Review and identify the most relevant drivers of value 
to members, be they service, pricing, products, social 
participation or other factors

2. Introduce specific value measurement systems for 
these drivers, both financial (i.e. mutuality dividend) 
and non-financial (i.e. service), and ways to measure 
these – at an individual member level 

3. Transparent reporting to members through media 
such as the AGM and Annual Reports, member 
updates (face-to-face and on social media) and peer 
benchmarking.

 

Expected benefits to mutual aDis include: 

•	 Greater member engagement and support for the 
organisation’s strategy

•	 Improved access to funding arising from greater 
member participation as customers

•	 Being able to attach a tangible value to the brand.
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10. Implement mechanisms to preserve 
intergenerational benefits: 

Rapidly changing member demographics have diluted 
the intergenerational benefits of membership for many 
members. Mutual ADIs have a unique opportunity to 
question how these benefits can be preserved and 
released to attract and increase penetration of the next 
generation of members.

Suggested steps include:

1. Develop reporting mechanisms a step further; 
identify customers with intergenerational links, their 
volume of business and duration of intergenerational 
relationship

2. Reward this intergenerational participation by 
extending additional benefits to intergenerational 
members through preferential pricing.

 
Expected benefits to mutual aDis include:

•	 Retaining ‘whole of life’ customers who see 
preservation of value throughout their lifetime

•	 Attracting next-generation members with 
intergenerational links.

11. Promote greater member participation, 
discouraging apathy: 

Members should be encouraged to participate in 
the affairs of their Mutual in a similar manner to 
shareholders. 

Suggested steps include:

1. Provide a framework to challenge members on 
their roles and responsibilities and directly approach 
members for creative ideas 

2. Ensure that the rules determining members’ 
participation, and their rights and responsibilities as 
owners of the business, are clearly defined in the 
member constitution, board charter, governance 
manual and performance objectives as appropriate. 

 
Expected benefits to mutual aDis include: 

•	 An additional avenue to receive and apply new ideas 
(innovation) within the organisation

•	 Creates a framework to draw upon generations of 
institutionalised knowledge.

In practice:

Data analytics can be applied to determine which 
members have intergenerational links to the 
organisation, and to quantify the level and size of 
those links. Once established, the level of business 
and tenure of a member and his/her family over 
time should be applied to arrive at levels of 
discount that can be allocated on the basis of 
predetermined criteria. 

In practice:

We recommend that members’ opinions be 
proactively canvassed on a regular basis through 
both traditional and social media. Traditional 
methods could include polls sent with statements 
or by email, or through leveraging branch 
feedback mechanisms. 

Both enterprise and public social media channels 
can also be used to solicit member feedback – for 
example members can access a service via social 
media and have real-time, secure conversations 
with the organisation’s staff. 

Member feedback should always be 
acknowledged and the benefits of implementing 
the feedback and new ideas should be quantified 
and shared with members.
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3

Mutual leaders should personally drive achievement  
of aspirational goals

Governance with ambition
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We belIeve that leadership in social 
entrepreneurship requires ambitious governance; the 
foresight to identify and respond to opportunities, 
balanced with clear risk assessment and based on rich, 
member focused reporting. 

To enhance credibility with all stakeholders – be they 
members, staff, regulators or the broader community 
– Mutual boards and executives should strive to 
continually stretch themselves and their organisations. 

We also see significant opportunity for industry 
leaders to assertively lobby for the creation of an even 
regulatory playing field.

Drive dynamic governance

12. Align personal board and executive goals with 
organisational goals: 

Successful leaders are those whose personal goals are 
fully aligned with those of the organisation, and who 
personally drive accomplishment of these goals. Mutual 
ADIs can unlock significant value in their organisations 
by creating transparent linkages between personal and 
organisational goals.

Suggested steps include:

1. Each member of the board and executive personally 
drives goal accomplishment

2. A review of the organisation’s goals by its leadership 
to determine whether any gaps with personal goals 
exist, and implementing plans to address these 

3. Formalise strategic goals and the performance 
criteria against which these can be measured 
through a structured performance management 
process

4. Use board committees (Audit, Risk and 
Compensation) to independently monitor goal 
alignment. 

 
Expected benefits to mutual aDis include: 

•	 Greater personal fulfillment for the organisation’s 
leadership

•	 Significantly increased likelihood of organisational 
goals being met

•	 Greater predictability of performance outcomes and 
ability to measure them.

13. Set ambitious governance standards: 

very few organisations invest the time and effort to 
encourage their boards and executive teams to excel in 
governance. There are many reasons for this, including 
lack of time or shifting priorities, but in an increasingly 
fast-changing world, failure to do so could leave some 
organisations behind. By setting ambitious governance 
standards, Mutual ADIs can invest time in promoting the 
forward looking needs and expectations of all leaders in 
the organisation.

Suggested steps include:

1. Agree specific standards that are likely to lead to 
superior governance practices, and perform a gap 
analysis against these 

2. Constantly lift the level of board and executive 
governance skills and competencies through training 
and other forms of knowledge expansion 

3. Demonstrate superior governance to members by 
assertively raising individual leader’s governance 
profiles within the community 

4. Use board committees (Audit, Risk and 
Compensation) to help set and independently 
monitor performance against the standards.

 
Expected benefits to mutual aDis include: 

•	 Enhanced personal and organisational reputation and 
brand value, arising from ‘best in class’ governance

•	 Greater visibility and transparency in the eyes of the 
regulator and members.
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sharpen governance reporting

14. Implement data rich, member focused 
reporting and benchmarking: 

Successful organisations leverage data to design key 
performance indicators which proactively drive the 
business, constantly benchmarking to best-in-class, 
rather than waiting to see the data and then deciding 
how to react. Mutual ADIs have a vast array of data on 
their members and products over an extended period 
of time – competitive advantage can be extended by 
leveraging this with a view to optimising its monetary 
value to the organisation.

Suggested steps include:

1. Identify the data and reports that would be necessary 
to achieve sharpened governance reporting, and 
then conduct a gap analysis against this. These 
should include the key drivers of value, such as risk-
adjusted returns, profitability, balance sheet strength 
and liquidity

2. Benchmark the quality, timeliness, accuracy and 
relevance of governance reporting systems, processes 
and data outputs against best-in-class peers 

3. Review options to maximise output from existing 
reporting systems where possible and invest in new 
systems where necessary 

4. Enhance disclosure in ongoing member reporting 
(both formal i.e. the Annual Report, and informal) 
and regulatory reports in line with member feedback, 
regulatory requirements and best practice.

 
Expected benefits to mutual aDis include: 

•	 More proactive – rather than reactive - decision 
making based on reliable, timely and relevant data

•	 Better data, supporting more effective mitigation and 
management of enterprise risks 

•	 Strengthening regulator and member confidence in 
the integrity and transparency of the organisation’s 
governance framework

•	 Greater member engagement and participation in 
governance. 

establish stronger links between pay,  
skills and performance

15. Establish a pay for performance culture: 

Leading organisations maximise output from their 
leadership by aligning pay with performance and 
rewarding success. This does not have to mean 
excessive bonuses or creating a less encouraging and 
nurturing culture. Rather, properly designed, a Mutual 
ADI can reinforce the norms, values and expectations it 
has of both its leaders and its staff to ensure strategies 
are executed and member value is extended.

Suggested steps include:

1. Design a pay for performance framework fully 
aligned with the organisation’s strategic objectives 

2. Set clear and unambiguous financial and 
non-financial performance objectives within the 
framework, cascading these throughout the 
organisation

3. Implement a detailed performance review process 
which should clearly define the success criteria 
against which these performance measures will be 
assessed 

4. Build reporting systems that will provide relevant 
data to support measurement against these 
objectives and success criteria.

 
Expected benefits to mutual aDis include: 

•	 Significantly increased likelihood of realising the 
organisation’s goals

•	 Increased motivation levels of the leadership  
and staff 

•	 Being able to accurately quantify and plan for  
reward costs.
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16. Proactively drive board and management skills 
renewal: 

Inspired leaders possessing relevant and refreshed skills 
drive superior business performance and governance. 
Truly successful organisations recognise the need to 
continually reinvigorate the knowledge, skills and 
competencies of their senior leaders. Mutual ADIs can 
drive this to instill a culture of continuous learning and 
growth for the benefit of their organisations.

Suggested steps include:

1. Conduct a gap analysis at board level of the 
composition of board and executive skills relative to 
business and prudential requirements 

2. Boards and executives should prepare a detailed 
response to these gaps through training, limitations 
of tenure, board rotations, appointment and 
resignation of board members, and succession 
planning, as appropriate 

3. Constant benchmarking to peers and best practice 

4. Introduce individual leadership development plans to 
help the board and executives to be more effective.

 
Expected benefits to mutual aDis include: 

•	 Fresh ideas and perspectives to drive innovation  
and growth 

•	 Being better prepared to identify opportunities and 
risks, and more equipped to respond 

•	 Greater leadership bench strength within the 
organisation

•	 Proactively responding to the requirements of 
increasingly stringent prudential regulations.
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36% of the digital potential remains unharnessed  
in the Financial and Insurance Services sector

Superior digital engagement
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In a DeloItte study of 18 major industries within 
the Australian economy, the Financial and Insurance 
Services sector currently utilises just over half of available 
digital technologies, while an additional 36% of digital 
potential remains unharnessed. In particular, ‘cloud’ 
computing is a missed opportunity - joined at the hip as 
it is to digital business. 

Once an organisation arrives at a better understanding 
of the extent to which digital disruption will change its 
operations and outlook - and when – the next step is to 
decide how to respond. 

We outline three primary responses leaders can 
implement to both minimise threats posed by digital 
disruption and, equally importantly, to embrace and 
maximise their organisation’s digital potential. These are 
also considered from a customer perspective in  
Section 1. Customer at the controls.

It should be noted that as much as digital disruption 
provides opportunities for business it also presents 
threats to privacy, confidentiality, and even the 
continuation of business. For more information see the 
Deloitte website on cyber security.

reshape your corporate strategy

17. Invest in new digital capabilities whilst 
divesting legacy assets:

Digital disruption is shifting the consumer landscape; 
only organisations which invest to capitalise on new, 
digital-related opportunities and dispose of legacy assets 
will be able to remain competitive. These do not have to 
be expensive to be effective for Mutual ADIs.

Suggested steps include:

1. Conduct a detailed review of the current and 
projected value of all business assets and assess 
whether the value of each is growing or declining 
as digital innovation increases and competitors 
introduce new models 

2. Prepare a detailed action plan mapping out strategies 
that find a balance between developing capabilities 
in-house, buying off the shelf and acquiring 
businesses

3. Identify assets for disposal, redeployment or 
re-investment – whilst they still have a value; retail 
distribution (branches) and marketing assets are likely 
to be most affected.

 

Expected benefits to mutual aDis include: 

•	 New growth opportunities presented by accessing 
new digital channels, particularly ‘cloud’ computing 
which allows immediate access to online services, 
data and information 

•	 ‘Cloud’ services allow companies to radicalise the 
way they work and to reduce the costs of computing 
infrastructure and resources needed to manage it

•	 The ability to ‘leap-frog’ the competition through the 
introduction of new technology

•	 Greater leverage of customer information through 
investing in advanced data analytics; driving 
increased customer cross-sell and acquisition

•	 Divest vulnerable legacy assets that will be, or are 
already being, superseded or made redundant by 
new technologies and digital innovation 

•	 Potentially significant occupancy, supply chain and 
operational cost savings.

In practice:

Most digital applications can be easily accessed at 
little or no cost, especially for organisations with 
operating platforms that use open technology 
architectures. These allow cloud computing 
capabilities, such as access to data stored on the 
internet, to be leveraged.

An immediate benefit of cloud computing is that 
it allows greater flexibility and mobility to workers, 
making it easier for them to access services and 
files through any internet-connected device. 

The cloud can support brand new business 
models, for example allowing product distribution 
and marketing. It can also effectively harness 
intellectual power, for example through online 
‘question and answer’ services.
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18. Implement agile risk management models and 
digital security: 

An increasingly data-centric world demands new 
approaches to risk management and digital security; the 
biggest business risk may in fact be in doing nothing 
at all. Mutual ADIs can follow the increasing trend of 
using specialist third-party providers to help manage and 
mitigate digital risks. Such organisations are not only 
cost effective, this domain is their specialisation.

Suggested steps include:

1. Understand and review the information the 
organisation holds and uses – including customer, 
employee, third-party and intellectual property data – 
and the value that this would have in someone else’s 
hands to guide decisions on how this data should be 
held securely

2. Conduct a detailed review, identifying and investing 
in technology that mitigates cyber-security risk

3. Introduce strong control policies and mechanisms, 
layered defences, sophisticated monitoring 
capabilities and training procedures

4. Underpin the above actions with detailed 
contingency plans.

 
Expected benefits to mutual aDis include: 

•	 Mitigating the potential impact of inaction

•	 Reduced likelihood and impact of fraud through 
improved security

•	 The ability to anticipate and quickly mitigate any 
negative impacts of issues that might otherwise have 
been hard to predict.

In practice:

Organisations should evaluate the business risks 
that digital engagement may present, including 
damage to corporate reputations arising from 
social media campaigns; financial risks from 
portfolio decisions; competitive risks from new 
entrants with innovative business models; and 
economic risks arising from the way digital 
innovation may change business cycles.

Digital systems cannot operate without security, 
and encrypting sensitive data is a necessary 
element of protecting sensitive customer 
information, and can enhance an organisation’s 
overall security. The payment card industry, for 
example, originally issued the PCI Data Security 
Standards in the wake of repeated credit card 
information leakages. 
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19. Leverage business intelligence and analytics; 
elevating digital to the board agenda:

Truly information-driven businesses think in advance 
about how each dataset will affect its decisions, rather 
than waiting to see the data and then deciding how to 
react. It is so pervasive that digital disruption deserves a 
place on the board agenda.

Suggested steps include:

1.  Identify the ideal digital dataset that would meet 
the organisation’s informational needs and then 
assess the options for acquiring this dataset with 
the full collaboration of the board

2. Put systems and mechanisms in place to encourage 
digital collaboration, identify expertise across 
the organisation – and outside the organisation 
through ‘crowdsourcing’ - that could be of 
potential strategic benefit

3. A review of financial information and cost-
accounting models to support decision-making and 
asset allocation as the business responds to these 
advanced analytics. 

Expected benefits to mutual aDis include: 

•	 Increasing the likelihood of strategic and tactical 
advantage

•	 Predictive analysis: spotting opportunities and risks 
early and being able to quickly respond to them

•	 New product design, product and channel 
optimisation and identifying new niche markets for 
incremental revenue growth.

In practice:

Organisations should be looking to bring together 
expertise from across organisational boundaries as 
a catalyst for finding new ways to approach old 
problems. This includes data analytics, business 
intelligence from other business areas and internal 
and external collaboration. 

For example, we see the ability to collaborate 
as offering a number of opportunities to 
increase organisational capabilities; for example 
‘crowdsourcing’ allows inputs to be gathered 
from staff, customers and others for product 
development, strategic solutions and ideas, and 
the ability to mobilise experts in the face of  
a crisis. 
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replenish your revenue streams

20. Personalise product and service offerings by 
leveraging social media: 

Leading organisations are encouraging consumers to 
connect, design and configure products to their unique 
personal preferences. Leveraging social media, Mutual 
ADIs can address both intergenerational change issues 
and drive product and service enhancement.

Suggested steps include:

1. Review available social media channels to assess 
which will provide the right listening mechanisms at 
an operational level

2. Undertake rich social media analytics to lift these 
listening insights to a strategic level, informing 
new product design, product optimisation, channel 
optimisation and even identifying new and niche 
markets for incremental revenue growth 

3. Create channels that allow conversations between 
the organisation and staff and customers, between 
customers themselves and between both groups and 
prospects

4. Design a carefully thought out digital marketing plan, 
enhancing the perception of personalisation. 

Expected benefits to mutual aDis include: 

•	 Customer retention and acquisition by tailoring 
products and services to respond to customers’ 
buying and service experiences 

•	 Ease of acquiring adjacent product and customer 
segments 

•	 Fostering exchanges that directly support sales, or 
that deliver value back to customers in terms of 
information, service and the ability to shape future 
products and services.

21. Introduce new and differentiated pricing 
strategies: 

Digital disruption is being felt in the improved ability of 
consumers to ‘unpick’ the perceived value of a product 
bundle or proposition, owing to the greater amount of 
information that is now at their fingertips. Mutual ADIs 
can tap into this to increase membership reach and 
retention (refer also Lever 8).

Suggested steps include:

1. A full review of consumers’ buying patterns and an 
in-depth insight into the consumption patterns and 
behaviours surrounding discrete product attributes 

2. Use this data along with product profitability data to 
design product ‘bundles’ based on the customer’s 
value perception

Combine these design-thinking approaches with other 
forms of ‘big data’ customer analytics to identify the 
unmet value proposition that consumers might be 
willing to pay for. 

In practice:

An example of using social media for 
personalisation can be found in the careful 
design of a digital marketing plan incorporating 
the use of the ‘Four Ps’ – ‘placement’ in the 
right digital channels, ‘presentation’ in a manner 
that highlights the most relevant attributes, 
‘promotion’ of products according to the 
customer’s emotions and desires, and ‘pricing’ in 
line with customer attributes. 

Placement in the right social media might include 
the use of a link to the organisation’s website 
which will direct customers to products and 
services. 

Social media sites can also be established as a 
direct communication medium, for example 
customers could log on to a service via Facebook 
and have real-time, secure conversations  
with staff.
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In practice:

Price innovation does not mean giving everything 
away for nothing, but it does mean creatively 
pursuing indirect mechanisms and cross-subsidy 
avenues that encourage customers to buy into 
a product bundle on the basis that it is cheaper 
than buying stand-alone products, each with 
their own costs.

Some organisations use the concept of 
‘freemium’, whereby content and other 
elements are given away for free and money is 
made indirectly from the community that the 
‘giveaway’ creates.

In practice:

Organisations should look to creating new digital 
business models. An example is the creation 
of mobile applications (apps) which allow 
customers to open accounts and transact online, 
anywhere, any time. One such example is ANZ 
Bank’s ‘FastPay’, Australia’s first mobile banking 
app which allows small businesses to more 
effectively manage their cash flow by securely 
processing credit and debit card payments using 
an iPhone or iPad. 

Expected benefits to mutual aDis include: 

•	 Improved customer retention and acquisition as a 
result of greater transparency of pricing

•	 Greater flexibility to sell and price at varying price 
points as part of different packages.

22. Consider new business models, building on 
your capacity to innovate: 

Digital offers the potential to create business models 
built around capabilities that may not have existed even 
a decade ago; using innovation to create value-adding 
solutions. Mutual ADIs could consider this framing when 
looking at new channels or products.

Suggested steps include:

1. Leverage technology, i.e. design new applications 
that appear on mobile devices

2. Review the competitive benefits of alternative 
payment solutions given the trend of payment 
services migrating to mobile devices and the 
increasing pressure for financial institutions to 
support real time funds transfers 

3. Initiate new social media initiatives such as inviting 
customers not only to co-create in product and 
service design but to also do so as co-investors

4. Educate customers on the benefits of digital by 
encouraging greater digital interaction; for example 
creating in-branch digital experiences 

5. Put bundling power in the hands of the customer.

Expected benefits to mutual aDis include: 

•	 Expanding the organisation’s capacity to innovate at 
minimal cost, improving competitiveness

•	 Using collaboration and ‘co-creation’ as means to 
guiding product development and streamlining 
organisational strategy

•	 Business-enhancing knowledge sharing and 
collaboration at no or minimal cost; and potential 
access to funding through social networking 

•	 Improved revenues and profitability arising from the 
implementation of new, innovative strategies. 

re-calibrate your cost structure

23. Streamline staffing costs through superior 
human capital strategies: 

Digital hR is shifting the boundaries of the job market 
and management of people in a transformative and 
irreversible way. Mutual ADIs typically benefit from a 
loyal workforce – but they will need to leverage digital 
to maintain this relative advantage.
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In practice:

Digital hR has shifted the boundaries of the job 
market in such a dramatic way that traditional 
recruitment methods are becoming obsolete. 
Deloitte, for instance, uses Facebook, LinkedIn 
and Twitter extensively to tap the high-
quality network of its staff and alumni to find 
candidates. In addition, Deloitte uses digital 
hR extensively to access pools of high-quality 
graduate recruits. 

Significant people cost savings also can be made 
from increased flexibility and worker mobility, 
including from allowing teams to use their own 
devices, such as smartphones, tablets and home 
computers. Organisations can also reduce office 
space and travel needs, for example through 
shared office facilities in some locations. 

24. Improve the quality and reliability of your 
supply chain: 

Digital innovations make it possible to dramatically 
lower the total cost of delivering products and services, 
and improve the speed and efficiency of their delivery - 
by reinventing supply chains. 

Suggested steps include:

1. A review of areas where the concept of self-service 
options for customers can be extended to suppliers 
and other business partners

2. Investigate the options to integrate core systems 
with those of other suppliers. This will require having 
open technology architectures that make it relatively 
simple to share data or capabilities with others 

3. Review available websites and the feasibility of 
designing mobile apps in the context of supply chain 
enhancement.

Expected benefits to mutual aDis include: 

•	 Greatly improved opportunities to offload – or at 
least share – costs with other suppliers in the  
supply chain

•	 Significantly improved reliability of supply chains and 
delivery performance

•	 Identifying significant opportunities to cut costs and 
improve convenience through websites and  
mobile apps. 

In practice:

At the B2B level, an increasing number of 
organisations are opening up their technology 
systems and data to suppliers and partners. 
This can result in partnering arrangements with 
other financial services providers to offer a 
seamless retail and payment experience – such as 
common payment platforms – leading to much 
lower transaction costs. 

Another example of the practical application of 
introducing a more digitally-driven supply chain 
can be found in being able to ‘crowdsource’, 
where organisations seek input from external 
and often unknown contributors ranging from 
networks of subject-matter experts to businesses 
and talented amateurs.

Suggested steps include:

1. Focus on using networks to access talent online such 
as LinkedIn, Facebook and Twitter, as well as tapping 
into alumni networks 

2. Detailed reviews of training methods, identifying 
more targeted and flexible approaches to training 

3. Review current work place policies with a view 
to introducing more flexibility to staff in terms 
of working arrangements and using their own 
smartphones, tablets and home computers 

4. Conduct a full review of the organisational structure 
as a result of the shift from a traditional enclosed, 
hierarchical workforce to a networked and 
distributed model.

Expected benefits to mutual aDis include: 

•	 Access to social media networks to identify talent 
effectively at little or no cost

•	 Significantly reduced hR costs through online 
recruitment, flexibility of work practices, location and 
training

•	 Reduced travel and office accommodation costs by 
allowing flexible working arrangements

•	 A more engaged and motivated workforce, leading 
to significantly higher staff retention. 
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25. Reduce administrative overheads through 
digital transformation: 

Digital transformation generates not only streamlined 
and efficient administration, but also significant 
enterprise-level cost savings. Mutual ADIs might 
consider how they can transform their operating model 
using digital at the core.

Suggested steps include:

1. A review of the options for migrating hR, Finance 
and Marketing processes online and the architecture 
that would be required to enable staff to access self-
service options

2. Identify opportunities to increase capabilities by 
consolidating finance functions across the enterprise 

3. Review the options to leverage ‘cloud’ computing, 
in effect moving computing infrastructure from 
being an owned and managed asset to becoming an 
external utility 

4. Selectively identify and use open source software to 
support these applications.

Expected benefits to mutual aDis include: 

•	 Significant streamlining of hR, Finance and IT 
systems, costs and information dissemination

•	 Increased staff empowerment, through enabling 
access to hR, Finance and Marketing self-service 
options 

•	 Faster production of more tailored, real-time financial 
reporting and analytics.

In practice:

The opportunity to drive down administrative 
overheads exists across all enterprise functions. 
Placing transactional and data capabilities in the 
hands of employees through mobile devices, 
for example, can make them more efficient and 
effective. In fact, many are moving ahead of their 
IT departments by bringing their own devices to 
work.

In addition to People, Finance and IT costs, 
digital technology can be used to significantly 
reduce marketing and advertising costs; for 
example instead of large upfront investments in 
television ads and other major pieces, or paying 
fees to middlemen, organisations are launching 
a wide range of smaller and relatively low-cost 
digital campaigns through search engines, social 
media and other digital channels.

6
UNlockiNg THE

PoTENTial iN yoUR 
balaNcE SHEET

5
ExPaNSioN THRoUgH

co-oPETiTioN,
co-oPERaTioN 

oR m&a

4
SUPERioR
DigiTal

ENgagEmENT



    24

5

Prepare for expansion opportunities by developing  
a ‘live’ M&A strategy

Expansion through co-opetition,  
co-operation or M&A
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It Is unlIkely that any Mutual will be untouched 
by some form of merger, acquisition or alliance 
opportunity in the near future. Whatever the drivers – 
be they growth opportunities, increased competitive 
pressures, capital and funding, or cost and efficiency 
considerations – we recommend that Mutual ADIs 
should have strategies in place to quickly and efficiently 
consider and evaluate the merit of opportunities for 
consolidation and/or strategic alliances.

Against this background, we recommend that Mutual 
ADIs have an active M&A strategy document prepared 
by the executive team and approved by the board. 
Regardless of whether your Mutual does subsequently 
decide to pursue co-operation, going through this 
process is critical not only from a readiness perspective, 
but as an indispensable market and competitor analysis 
exercise.

Form strategic alliances

26. Review strategic M&A options for growth: 

Businesses should be constantly striving to become 
more efficient and grow; it makes sense to constantly 
evaluate the options for growth; be they organic, 
through synergistic alliances or both. Mutual ADIs are 
not immune to this – the one point of difference is the 
expectation of benefits and/or outcomes, namely the 
likely member benefit and impact.

Suggested steps include:

1. Conduct a detailed review of the pros and cons 
of potential alliance or acquisition activity; be it 
through M&A or alternatives such as joint ventures, 
strategic alliances, collective sourcing agreements or 
co-sourcing arrangements. In particular, at a macro 
level long-term alliances with superannuation funds 
and insurance groups, if approved, could present 
significant opportunities for growth 

2. Prepare a strategy document for the board which 
clearly identifies areas of the business model that 
have reached their maximum potential, and possible 
unrealised opportunities that M&A activity might 
help deliver 

3. The process should identify the optimal strategic 
partner based on a set of criteria, as well as a cost: 
benefit analysis 

4. Once a strategic alliance is agreed, a detailed due 
diligence exercise needs to be conducted, and 
a detailed implementation and integration plan 
developed.

Expected benefits to mutual aDis include: 

•	 Strategic benefits arising from building scale, such as: 

 – The ability to respond to recently introduced 
regulatory requirements and opportunities, i.e. 
Basel III and Competitive & Sustained Banking 

 – Increased financial strength with scale, wider 
service offerings and national/ geographic 
expansion

 – Improved competitiveness 

•	 Placing the organisation in a strong position for M&A 
activity through testing its willingness, readiness and 
flexibility to engage; and then being prepared 

•	 Obtaining an understanding of market positioning, 
potential partners and opportunities; and 
importantly using it as an opportunity for competitor 
benchmarking and to get an understanding of how 
you are perceived in the market. 
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27. Develop strategic partnering models with ADI 
industry peers:

Organisations may prefer considering joint ventures 
and strategic alliances over M&A activity as these may 
still achieve many of the benefits of a merger without 
loss of control. Mutual ADIs have been successfully 
leveraging this approach, particularly in core technology 
requirements, for many years. however, with the 
advent of new technologies and platforms, these can 
be extended in new areas such as hR, compliance, risk 
management, treasury and other areas in which shared 
service functions typically exist. 

Suggested steps include:

1. Perform a detailed gap analysis of current product 
and service offerings and assess the ability of peers 
to supplement the business model, offering an 
opportunity to expand in these areas 

2. Shortlist potential industry partners, based on the 
assessment of peers who may be able to offer these 
synergies 

3. Identify what form of partnering model might best 
address the strategic objectives once potential peer 
partners are identified, i.e. M&A, joint ventures, 
strategic alliances, collective bargaining agreements 
or co-sourcing arrangements 

4. Involve the board early in the assessment of strategic 
partnering decisions and ensure the integrity of 
market sensitive information and confidentiality.

Expected benefits to mutual aDis include: 

•	 More effective cost sharing, enhancing product and 
service offerings, and accessing the opportunity to 
grow the customer base at little or no extra cost

•	 Potential access to cheaper and more diverse 
wholesale funding markets through aggregation of 
funding initiatives 

•	 Flagging gaps in product and service offerings and 
the ability of peers to help plug these gaps

•	 Enhanced group bargaining power from collective 
bargaining and/or co-sourcing agreements. 

28. Form co-operative alliances with greenfields 
providers: 

Sometimes more formalised opportunities for M&A 
and alliances may not be apparent or existing providers 
may not meet the needs of a Mutual ADI. In such 
circumstances, there is merit in exploring working with 
greenfields providers to reduce investment cost and 
increase flexibility and suitability of the desired outcome.

Suggested steps include:

1. A detailed review of areas which may benefit from 
some form of co-operation without the need for full 
M&A or strategic partnering

2. Identify and approach potential greenfields providers 
with a co-operation proposal.

Expected benefits to mutual aDis include: 

•	 Sales & marketing and operational cost savings from 
using shared systems or operating platforms

•	 Potential revenue opportunities from co-operation 
and collaboration.
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Design new business strategies

29. Go to market with like-minded organisations 
for mutual benefit: 

In Australia, many Mutual ADIs provide other financial 
services in insurance and superannuation, whilst mutuals 
exist in other sectors such as healthcare and education. 
Collaborating with partners outside the banking industry 
can provide significant mutual benefit where each party 
has a complementary need.

Suggested steps include:

1. Review areas where complementary gaps may exist, 
for example the industry is looking for funding whilst 
superannuation funds and insurance companies have 
significant liquidity but are seeking quality assets in 
which to invest 

2. Quantify the potential opportunities for both 
parties and open a dialogue. In the case of major 
initiatives such as accessing superfunds’ liquidity the 
involvement and lobbying efforts of additional peers, 
on an individual or industry basis, may be desirable.

Expected benefits to mutual aDis include: 

•	 Meeting a strategic objective through co-operation 
without the need for a formalised alliance

•	 Accessing new customer segments, products and 
services 

•	 Increased revenue and reduced marketing, R&D and 
operational costs.

30. Develop ‘whole of life’ customer models 
through partnerships and alliances:

Consumers’ increasing desire for one-stop shopping for 
products and services throughout their lifetime is driving 
the emergence of ‘whole of life’ customer models (refer 
Lever 3). Mutuals might consider the use of partnerships 
and alliances to bring this model to the customer more 
quickly and effectively.

Suggested steps include:

1. Perform data analytics over the customer base in 
order to understand serviceability metrics at different 
stages throughout the customer lifecycle 

2. Undertake a detailed review of gaps within the 
‘whole of life’ product and service suite and potential 
partners and technology which might be available to 
bridge these gaps 

3. Through market research and customer analytics 
identify businesses that interact with customers 
outside the current product range or distribution 
channels 

4. Develop and roll out a ‘whole of life’ model that is 
sufficiently flexible to take account of changes in 
customer needs over their lifetimes. 

Expected benefits to mutual aDis include: 

•	 Improved customer retention by offering products 
and services that will meet their needs throughout 
their life times

•	 Improved overall customer satisfaction and providing 
cross-sell opportunities arising from the increased 
range of products and services that such partnerships 
and alliances will bring 

•	 Increased revenue and reduced costs.
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tap into new products and channels

31. Access the ‘crowd’ through social media: 

Organisations are increasingly seeking input on a range 
of issues from external and often unknown contributors, 
ranging from networks of subject-matter experts to 
businesses and talented amateurs. Mutuals can benefit 
from this relatively low-cost operating model.

Suggested steps include:

1. Design access to, and interrogation of, pre-agreed 
social networking sites to seek input on business 
related issues.

Expected benefits to mutual aDis include: 

•	 Access to the latest thinking in a particular area, 
quickly and at little or no cost

•	 Lower costs because customers answer each other in 
place of the call centre..

32. Collaborate on new products and channels: 

Organisations are increasingly putting in place rich social 
media listening mechanisms at an operational level to 
invite collaboration on new products, channels and 
niche growth markets. As the costs of doing so continue 
to come down, Mutual ADIs can benefit from the reach 
and opportunity this creates.

Suggested steps include:

1. Identify businesses whose customer bases, segments 
and distribution channels are strategically aligned to 
targeted niche growth areas 

2. Review which social media listening mechanisms to 
access and then introduce appropriate technology to 
allow this access. 

Expected benefits to mutual aDis include: 

•	 Broadening the product suite, increasing cross-sell 
opportunities and improved customer retention and 
acquisition

•	 A cost effective means of competitive positioning 
and R&D

•	 Potentially identifying new, niche customer segments 
and markets.

In practice:

Tapping into the ‘crowd’ through enterprise 
or public social media has become essential to 
understanding the needs of next-generation 
customers. Social media should also be used 
to develop online communities which can help 
reinforce and grow a business over time. 

‘Crowdsourcing’ is the most common form 
of connecting with existing and target 
customers, providing the ability to ‘listen’ to 
their conversations. Organisations can take this 
feedback into account when developing and 
tailoring products and services.
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6

Prepare to make trade-off decisions: 
Which assets do you grow, divest or reallocate?

Unlocking the potential in your 
balance sheet
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the IntroDuCtIon oF new Basel III prudential 
guidelines requiring significantly enhanced risk capital 
buffers, coupled with increased competition for funding, 
make the effective management of the balance sheet a 
strategic imperative. 

In addition to having superior risk data analytics and 
simulation tools, organisations will increasingly be 
forced to make balance sheet trade-off decisions; 
deciding which assets to focus on and which to divest 
or reallocate. These assets may also be used to secure 
funding, requiring carefully calibrated asset and liability 
management, with the focus being on attracting stickier 
liquidity pools.

optimise capital structure

33. Manage all assets to Return On Risk-Adjusted 
Capital (RORAC):

In an environment where risk capital is becoming 
increasingly rationed, and in which the regulatory 
landscape remains uneven, it is critical to manage all 
risk assets to agreed risk allocated capital; and non-risk 
assets such as fixed assets to compelling returns. 

Suggested steps include:

1. Determine a framework for booking risk weighted 
assets, and disciplined management against this, 
including identification of business lines which may 
need to be discontinued, and reviews of potential 
alternative new capital efficient products 

2. Review and implement alternative strategies as 
appropriate, i.e.:

 – Move along the credit curve to more fertile 
ground where funding appetite is available 

 – Balance sheet aggregation provides a good basis 
to pool assets and enjoy the benefits of access 
to funding, whilst increasing the ability to meet 
prudential ratios

3. Initiate collective lobbying efforts with the regulator 
for concessionary definitions of qualifying capital, 
placing the sector on a level playing field with banks.

In practice:

Certain balance sheet activities (such as holding 
property) are not always evaluated against the 
same criteria as core banking activities (namely 
lending), nor are the effects of liquidity fully 
incorporated into these evaluations. By assessing 
all risk-adjusted assets on the same basis, where 
cost of capital and term liquidity premiums can 
be incorporated, decisions on what should and 
should not be held on balance sheet can be 
more effectively assessed.

Expected benefits to mutual aDis include: 

•	 Optimised use of available risk capital and risk-
adjusted returns

•	 having a formalised framework to guide the booking 
of risk weighted assets 

•	 Disposal and reallocation of assets; to free up 
capacity to provide more member benefits.
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34. Minimise Risk Weighted Assets (RWA): 

Basel III will affect how risk weighted assets come onto 
the balance sheet; being aware of the impact of this and 
being able to make the trade-off decisions necessary will 
be key to optimising balance sheet usage. 

Suggested steps include:

1. Analyse the impact of Basel III on the current 
portfolio and on risk-adjusted returns, and predict 
future impacts 

2. Conduct a complete review of other asset classes. 
In particular, we expect commercial loans, leases 
and auto loans to dominate as alternative asset 
classes. There may also be opportunities to acquire 
distressed portfolios from international businesses 
looking to exit the local market, for deep discounts. 
The impacts of such hypothetical examples can be 
simulated using this tool 

3. Seriously consider the need for RORAC development. 

Expected benefits to mutual aDis include: 

•	 Optimising the use of available risk capital 

•	 Reshaping the business in a manner which optimises 
balance sheet usage.

In practice:

Risk weighted assets need to be maintained 
within pre-determined internal and regulatory 
parameters. The use of risk simulation tools to 
guide RWA balance sheet optimisation strategies 
can be an effective way to make informed short 
and long term decisions.

Such tools can guide risk-based business 
decisions, focusing on delivering to 
predetermined risk criteria and limiting the 
element of judgment in what should be a largely 
rules-based process.

Maximise funding opportunities

35. Explore alternative funding options:

Diversity of funding sources is crucial to the survival of 
any Mutual ADI; improved access to both wholesale and 
retail deposit funding will be key.

Suggested steps include:

1. Conduct a full review of current and future funding 
requirements.

Assess the benefits and costs of accessing potential 
alternative funding sources, for example internal 
securitisations and issuance of covered bonds.

Expected benefits to mutual aDis include: 

•	 Internal securitisations allow illiquid mortgage 
portfolios to be converted into assets considered 
liquid under APRA’s prudential liquidity requirements 
(hQLA), liberating traditional liquid assets for use 
elsewhere in the business

•	 Issue of covered bonds on a aggregated basis 
enables quality funding to be raised at lower 
cost and without the need to maintain as high a 
level of pipeline activity as is required for internal 
securitisations

•	 The RBA repo-eligibility of internally securitised notes 
gives the added comfort of being able to access 
emergency funding in times of liquidity stress.
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In practice:

Organisations should constantly be reviewing 
their detailed funding requirements and 
weighing up the cost and availability of both 
internal and external sources of funding. 

Where the ability to attract sticky retail deposits 
is limited, alternative options include engaging 
in internal securitisations and issuing covered 
bonds. Subject to certain conditions, Mutual 
ADIs can place some of their long term assets 
into a special purpose vehicle, which then issues 
bonds to capital markets to raise financing 
to purchase these assets – thereby liberating 
traditional liquid assets for use elsewhere in the 
business. The market for internal securitisations 
has picked up in recent months. 

As an alternative to internal securitisation, loan 
originators can now pool their portfolios to 
facilitate the issue of covered bonds, facilitating 
access to funding at lower cost by virtue of the 
high rating (typically AAA) of these bonds. 

36. Enhance stickiness through analytics: 

As the risk weighting and maturity profile of risk 
weighted assets changes under Basel III, Mutual ADIs 
will be forced to identify ‘stickier’ funding sources with 
longer tenors to ensure they do not unnecessarily hold 
excess liquidity.

Suggested steps include:

1. Use advanced data analytics and tools to identify the 
most desirable funding sources and profile. Deloitte 
has a risk simulation tool that can guide this process.

Expected benefits to mutual aDis include: 

•	 Being better able to manage the levers for attracting 
deposits and matching asset and liability maturity 
profiles

•	 Improved liquidity buffers

•	 Reduced liquidity requirements through being able 
to demonstrate stickiness. 

37. Redeploy excess liquidity: 

Mutual ADIs need to strike an appropriate balance 
between being sufficiently liquid with sticky deposits 
and being able to effectively deploy these deposits, 
especially in an environment of reduced mortgage 
lending and lower margins.

Suggested steps include:

1. Identify excess liquidity and alternative investment 
opportunities based on quantum and tenor – such as 
alliances with asset managers and mortgage brokers 
who require long term funding

2. Review the additional potential opportunities that 
such alliances could bring in terms of access to new 
products and services. 

Expected benefits to mutual aDis include: 

•	 Improved ALM , better matching asset and liability 
maturity profiles and enhanced margins

•	 Marketing additional products through strategic 
alliances, i.e. white labelling.

In practice:

Organisations with excess liquidity may wish to 
consider strategic alliances which allow them to 
redeploy some of the excess. For example, white-
labelled insurance and mutual funds products 
can be marketed to customers as white-labelled 
products through alliances with insurance 
groups or asset managers. In addition, technical 
alliances should be considered with these and 
similar organisations for the development 
of tailored products and services where the 
appropriate level of technical expertise does not 
exist in-house.
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Re-energise  
your  
strategy
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7

Rationalise processes in a flexible manner with a focus  
on leveraging digital technology

Radically simplified operations
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the reasons Why Mutual ADIs operate at 
significantly higher cost to income ratios than their 
banking counterparts is well known. however, as 
the competitive environment becomes ever more 
challenging there has never been a more compelling 
case for organisations to radically shake up, and 
reshape, their operations without harming what makes 
them successful.

The good news is that this does not necessarily need 
to be an expensive process; a detailed review of your 
operating systems and platforms may allow you to 
radically simplify your operations and dramatically 
reduce costs, whilst simultaneously building scale and 
preserving customer experience. Where technology is 
concerned, the ability to quickly catch up or leapfrog 
new technologies can place mutual organisations in 
a favourable competitive position, especially when 
leveraging digital technology.

build simplified scale

38. Simplify existing products, segments and 
channels: 

Customers are increasingly demanding simpler products 
and a greater choice of channels to access these, as 
set out in Section 1. This presents a unique opportunity 
for Mutual ADIs to simplify their systems and processes 
in a way that also allows them to quickly scale up and 
improve member benefit. 

Suggested steps include:

1. Conduct a detailed review of the impact on the 
operating platform of proposed changes to product 
complexity and range, channels through which these 
are accessed, and the segments which they target 

2. This analysis should identify those systems and 
processes that become redundant or are capable of 
being simplified to support the new requirements 

3. Be ‘simple centric’ and challenge whether processes 
are truly required.

Expected benefits to mutual aDis include: 

•	 The opportunity to achieve scale and reduce 
operational costs by removing unnecessary or 
duplicative systems and processes

•	 Rationalising the product suite and complementing it 
with white-labelled products which appeal to niche 
segments 

•	 Simplified channels - reduces channel, marketing and 
processing costs and gives customers greater power 
to determine what products they want and how and 
when they transact 

•	 Cost savings which will arise across the value 
chain from distribution to product development to 
marketing, as well as to operations and relationship 
management. 

39. Use analytics to identify costly/ redundant 
processes: 

In the same way as advanced data analytics can be used 
to determine areas for growth, they can be used to 
identify costly, redundant or value-destroying businesses 
or processes. 

Suggested steps include:

1. Analyse the data to identify costly and redundant 
processes and then implement a plan to eliminate 
these 

2. Review business models to see how IT can be 
used to redesign or eliminate processes to improve 
productivity and profitability. 

Expected benefits to mutual aDis include: 

•	 Reduced operational costs whilst increasing capacity 
for growth

•	 Reduced operational risks associated with 
over-complexity.
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simplify everything

40. Develop a leaner operating model: : 

Organisations tend to inherit or develop unnecessary 
complexity over time, and rationalisation of systems and 
processes typically lags revenue-generating initiatives; 
leading to operations potentially becoming a ‘drag’ to 
business rather than allowing scale. Mutual ADIs are not 
exempt from the challenge but their nimble nature can 
make change more effective and sustainable than larger 
organisations. 

Suggested steps include:

1. A detailed review which deconstructs the 
organisation into its constituent parts (layers) and 
allows the impact of proposed changes to the 
operating model to be clearly visualised 

2. Take this down to a detailed review of each layer 
- typically customer segments, channels, products, 
process, information, technology, organisation, 
people and physical sites 

3. Put methodologies and tools in place to support the 
review and implementation of the replacement of IT 
core banking systems.

Expected benefits to mutual aDis include: 

•	 Significant reduction in operational costs and greater 
efficiencies

•	 Creation of an operating model that supports rather 
than limits growth, and frees up management time 
to focus on the core customer experience.

41. Ensure you have the right people with the right 
responsibilities: 

Attracting and retaining the right people in the right 
jobs has to be a top priority for any business intending 
to remain competitive. Over time, role definition and 
responsibilities become more blurred – breaking this 
down and re-focusing efforts can significantly improve 
productivity and customer benefits.

Suggested steps include:

1. A detailed review of the skills required to support 
the strategy; this may then lead to some initial 
restructuring, redeployment, up-skilling and/or 
recruitment

2. Create a high-performance culture underpinned 
by a leadership development pipeline, training and 
development and talent management 

3. Design and implement a comprehensive performance 
review system, setting out clear job objectives fully 
aligned with compensation structures.

Expected benefits to mutual aDis include: 

•	 A performance culture where responsibilities are 
clear and are fully aligned with the organisation’s 
strategic goals 

•	 having the right skills in place to meet increasingly 
complex regulatory and technical challenges, 
mitigating the risks associated with non-compliance

•	 Significantly increasing the engagement levels  
of staff.

In practice:

A detailed review of the skills necessary to meet 
strategic goals, initiated by hR and supported 
by an external facilitator if required, should be 
the starting point to identifying gaps. These 
gaps can be met through up-skilling or through 
recruitment, redeployment or outsourcing.

Ensuring the right people are in the right jobs 
will ultimately only be evidenced through the 
sustainable achievement of the organisation’s 
goals. however, this should be underpinned 
by development of a robust performance 
measurement and review process, with 
responsibilities and objectives clearly articulated 
and assessed at an individual employee level.
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Focus on your strengths

42. Focus on appropriate customer segments: 

With limited resources, organisations need to focus on 
customer segments that deliver to strategic goals and 
avoid being ‘all things to all people’. Niche players are 
increasingly dominating in their chosen segments as 
larger players struggle to be as flexible and nimble in the 
face of competition. Mutual ADIs can use this to their 
advantage.

Suggested steps include:

1. The use of analytics to identify those customer 
segments which are best aligned to meeting the 
organisation’s strategic goals, and ensure the 
necessary infrastructure to support these segments 

2. Assertively engaging with these customers through 
the most appropriate channels – i.e. social media - 
and encouraging feedback from, and responding to, 
them. 

Expected benefits to mutual aDis include: 

•	 Improve customer retention and acquisition through 
better end-to-end awareness and service to defined 
customer segments

•	 Focusing on what you’re good at.
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8

Identify opportunitites to leverage off current regulations, 
or consider lobbying for change

Lean, agile risk & regulatory model
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In the Current environment of increasingly intrusive 
regulation and heightened prudential oversight, risk 
and regulatory plans and models need to be carefully 
designed and adaptable to demonstrate versatility 
to known and anticipated risks, changing legislation 
and market conditions. In addition to new capital 
and liquidity requirements there have been a number 
of significant changes to the regulatory landscape, 
including the consumer credit protection requirements 
(NCCP), financial advice reforms (FOFA) due for 
implementation in July 2013, and new privacy laws due 
to take effect in March 2014.

however, organisations should not lose sight of the 
need to keep it simple and focus on critical risks and 
mitigating controls. And whilst placing increased 
reporting challenges on the sector and potentially 
constraining business, the new regulatory environment 
will also present opportunities to nimble players. 

take a holistic view of compliance & risk

43. Design singular controls that cover many risks: 

Standing back and assessing the broader strategic risks 
to the organisation helps an organisation’s leadership 
to focus on where the major risks are likely to arise; 
rationalising control frameworks will ensure appropriate 
focus and resourcing. Mutual ADIs in particular can 
benefit from such an approach given the commonality 
of products and processes to many regulatory regimes.

Suggested steps include:

1. Conduct a mapping exercise of all documented 
risks and controls against the desired end state and 
streamline the controls to it. This will then lead to a 
grouping of processes and responsibilities 

2. Constantly assess changes to the risk environment 
and review the appropriateness and usefulness of 
singular controls, refining them where appropriate 

3. Incorporate adequate controls across the three lines 
of defence, assigning roles and responsibilities for 
execution, monitoring and testing of controls

4. Engage with operations teams to adequately 
understand end-to-end processes and controls in 
order to drive more uniform perspectives and an 
improved compliance culture.

Expected benefits to mutual aDis include: 

•	 Mitigating the likelihood and potential impact of 
significant risk events 

•	 Better use of available risk and compliance resources, 
reducing duplication and costs

•	 Optimised efficiency in monitoring activities 
undertaken by risk and compliance. 

44. Define risk appetite and then execute to it: 

Every organisation has a different appetite for risk, 
which may need to be redefined as the external 
environment changes; those that manage risk within 
clearly defined parameters will significantly lessen the 
likelihood of any ‘surprises’. Mutual ADIs can benefit 
from the robustness of such an approach since it 
avoids both excessive risk-taking and unnecessary 
conservatism.

Suggested steps include:

1. The board and executive determine common 
definitions of risk and what level of risk is tolerable 
for the achievement of strategic goals; and then 
translating it into risk management strategies used 
consistently across the organisation 

2. The use of risk analytics and simulation tools to 
ensure that risk is being managed within defined risk 
tolerance parameters, and to predict risk impacts 
under different scenarios. 

Expected benefits to mutual aDis include: 

•	 Absolute clarity of the types and levels of risk that 
the organisation is prepared to accept in the pursuit 
of its strategic goals

•	 heightened risk mitigation, reducing risk and making 
achievement of strategic goals more likely. 
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In practice:

A robust risk framework, feeding into an 
enterprise-wide risk management plan, will cover 
all forms of enterprise risk, including operational, 
credit, market, liquidity, solvency, reputational 
and regulatory risks. 

All organisations should manage their risks 
within this framework which will be guided 
both by regulatory requirements and risks and 
compliance controls identified internally. Risk 
analytic and risk simulation tools can guide risk 
appetite decisions, and measure the current risk 
profile against agreed risk parameters.

Mitigating actions should be determined for each 
risk, and should be rated in terms of potential 
severity and impact. Critically, corrective actions 
should be identified and regularly tracked. 

Organisations should also prepare detailed 
disaster recovery and business continuity plans 
setting out mitigating actions and responsibilities. 

In practice:

The risk management framework set out in lever 
44 above should be supported by simple and 
effective measurement of operational risk. For 
example, preparing spreadsheets showing the 
likelihood and severity of known and anticipated 
risks – and provision for escalation and follow up 
– could be the starting point in simplifying your 
risk and compliance monitoring model. 

45. Simplify the operational risk and compliance 
operating model: 

Operational risk and compliance operating models need 
to ensure an appropriate focus on key risks - with a high 
severity and likelihood of occurrence - rather than trying 
to identify all risks under all scenarios.

Suggested steps include:

1. Design the operational risk framework in such a 
way that it can easily identify the potential severity 
and likelihood of occurrence of each potentially 
significant risk, automating as many controls as 
possible 

2. Identify key performance indicators which are 
aligned to individual performance objectives and 
which encourage and support compliant behaviours. 

Expected benefits to mutual aDis include: 

•	 A focused approach to reducing the likelihood and 
severity of errors and incidents of fraud 

•	 Reduced compliance costs whilst improving focus 
and efficiency

•	 Increased reliability of assurance provided to the 
board and executive.
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47. Proactively design a regulatory change strategy 

Reviewing the impact of known and anticipated 
regulatory change, and consulting with industry 
participants and regulators, Mutual ADIs can proactively 
design an approach to achieve a compliant outcome 
that is commercially viable.

Suggested steps include:

1. A detailed analysis of the impacts of known and 
anticipated regulatory changes using predictive 
modelling and simulation tools 

2. Preparation of a ‘live’ regulatory change strategy 
document which predicts and prompts responses to 
the impacts of regulatory change from the board and 
executive

3. Engage with industry participants where appropriate 
to enhance regulatory and brand profile.

Expected benefits to mutual aDis include: 

•	 Early identification of the likely impact of impending 
and anticipated regulatory changes and strategies to 
mitigate or take advantage of them

•	 Enhanced reputation with the regulator and 
adherence to their requirements, reducing regulatory 
risk 

•	 Improved competitiveness through the establishment 
of an even playing field

•	 Regulators respond better when organisations are 
proactive. 

48. Develop an industry-wide approach to enable 
advanced accreditation: 

A unified industry response to new regulation is more 
likely to engender support from the regulator. Advanced 
accreditation for credit risk is one area of unevenness 
in the regulatory playing field. By working with industry 
peers, Mutual ADIs can work to address this imbalance. 

Suggested steps include:

1. Collectively assess and understand how the 
requirements for advanced accreditation under Basel 
III might be met 

2. Engage the regulator as an industry for support, 
and concessions if required, to enable the sector 
to compete on a level playing field with bank 
counterparts.

Expected benefits to mutual aDis include: 

•	 Allowing Mutual ADIs to manage available capital in 
a way that positions them competitively against  
the banks

•	 Establishing a constructive dialogue with the 
regulator on an even playing field.

build a more robust regulatory model

46. Conduct peer benchmarking

Learning from peers and adopting their proven best 
practices serves as a much more practical, and less 
expensive, way of improving your own organisation’s 
practices and models. This is especially true for Mutual 
ADIs where products, channels and systems are similar 
in nature.

Suggested steps include:

1. Coordinate collective efforts within the industry to 
identify best practice models, and prepare a gap 
analysis which will determine the level and cost 
required to bring your organisation’s model up to 
these standards 

2. Understand the lessons learned and the root causes 
of failures in these models; positioning your model 
for success. 

Expected benefits to mutual aDis include: 

•	 The provision of a risk framework and regulatory 
model fully aligned to the achievement of strategic 
objectives 

•	 Consistency in managing regulatory requirements 
across the sector, positioning the industry positively in 
the eyes of the regulator. 
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Drive increased stakeholder involvement

49. Use customer feedback as an integral part of 
risk improvement:

Consumers can act as your best early warning system 
when things are about to go wrong; by flagging 
operational and service concerns customers provide 
an opportunity for you to identify risks to the business 
which can be eliminated or remedied before they 
become a problem.

Suggested steps include:

1. Aggregation of data from customer feedback 
systems to inform and focus monitoring and 
supervision activities based on key risk indicators

2. Put actions in place to address these concerns, 
making changes to systems and processes where 
necessary; and acknowledging customers’ 
constructive input into the process. 

Expected benefits to mutual aDis include: 

•	 Improved risk mitigation and reduced likelihood of 
loss from operational errors or fraud

•	 Increased effectiveness and efficiency in monitoring 
and supervision activities (risk based approach)

•	 Better understanding of customer needs 
and concerns leading to enhanced customer 
engagement.

50. Design simple and effective reporting to the 
board and regulators

At the highest level, business leaders and regulators 
want to understand those risks that could have a 
material impact on an organisation’s ability to function 
or continue as a going concern, and the mitigants that 
are in place to reduce the likelihood of occurrence, 
and severity in the event they do occur. Reports need 
to capture this in a meaningful and succinct manner. 
Mutual ADIs already deal with vast quantities of 
reporting requirements – a redesign will help reduce the 
cost of production, whilst improving decision-making 
outcomes.

Suggested steps include:

1. Map exactly what the board and regulators require 
for the effective management of enterprise risk, and 
redesign board and regulatory risk and compliance 
reports accordingly 

2. The Board Risk Committee should be closely involved 
in this process and set out specific kPIs and reporting 
requirements that suit its purposes.

Expected benefits to mutual aDis include: 

•	 A greater likelihood of early mitigation of  
material risks

•	 More cost-effective and meaningful output from risk 
reports and risk analytics.

In practice:

A large Australian financial services institution 
performed data analysis on the source and cost 
of complaints. It identified that a significant 
portion related to certain fee types. In many 
cases, these were reversed anyway, the total 
volume of call centre traffic was disproportionate 
and customer loyalty was challenged over 
relatively small amounts of money. By eliminating 
or significantly reducing these fees, the bank was 
able to save money.
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9

Mutual leaders need to articulate what they mean by ‘social 
good’, who the beneficiaries are, and how it is measured

Social entrepreneurship  
driving growth
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unDer the ConCePt of social entrepreneurship, 
growth which can achieve social good in the form of 
enhancing value for the benefit of members, whilst 
continuing to increase its social contribution to the 
broader community, forms a highly desirable aspect of 
any Mutual ADI.

Mutual ADI leaders also need to clearly articulate what 
they mean by ‘social good’ and who the beneficiaries 
are. The members need to be fully engaged in this 
discussion as the benefits of this growth flow to them as 
‘owners’ and therefore the rights and responsibilities for 
determining how this growth is shared for social good 
also rest with them.

Drive partnerships that promote social good

51. Align products and services to beneficial social 
causes and organisations: 

Mutual ADIs excel at promoting social good within 
their communities; this can be harnessed into products 
and services which add even greater value to the 
organisation for the benefit of members.

Suggested steps include:

1. Seek feedback from the community on how products 
and services might be aligned to beneficial social 
causes

2. Assess the commercial viability of these products and 
services. Design, market and roll them out to the 
community.

Expected benefits to mutual aDis include: 

•	 Design of products and services with an inherent 
social bias that cannot be replicated by non-Mutual 
ADIs; creating competitive differentiation

•	 Driving new membership and increased loyalty 
from existing members through generating greater 
engagement from the community.

52. Partner with like-minded organisations and 
cross-penetrate:

Organisations that share the same social ethos are more 
likely to be able to identify opportunities to co-operate 
than those whose values are not aligned. Mutual ADIs 
can benefit from such partnerships to improve member 
benefit.

Suggested steps include:

1. Identify areas that would lend themselves to alliances 
for mutual benefit with like-minded organisations; be 
it new products and services, technology, back office 
support, capital enhancement or new funding 

2. Approach identified like-minded organisations and 
start the conversation 

3. Identify opportunities to jointly improve the customer 
experience. 

Expected benefits to mutual aDis include: 

•	 Potential operational synergies, cost savings 
and improved use of capital and funding from 
shared back office, technology or balance sheet 
management

•	 Potential revenue enhancement from co-operation in 
the development of new products and services.

In practice:

Examples of aligning products and services 
with beneficial social causes abound within the 
Mutual ADI sector; for example in the form of 
community giving and branch programs. This 
provides the sector with the ability to more 
closely align the development of new products 
with features that promote a specific social 
cause.

Applications of this concept include preferential 
rates of interest on deposits applied to a 
particular cause; or contributions to social causes 
based on the use of certain debit, credit or 
loyalty cards. 
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strategically position the agenda for social good 

54. Promote a dialogue of social good and create 
an industry position: 

Social good is the mutual sector’s most significant 
differentiator; Mutual ADIs should be collectively and 
assertively promoting the industry’s position to attract 
a growing chorus within the community seeking 
‘something more’ than every-increasing shareholder 
returns. 

53. Partner with social entrepreneurs: 

Entrepreneurs are increasingly looking to strengthen 
their philanthropic credentials by association with good 
causes; Mutual ADIs, with their unique social ethos and 
knowledge of members and other potential community 
benefactors, are uniquely placed to identify and partner 
with social entrepreneurs. 

Suggested steps include:

1. Identify areas which might benefit from partnering 
with social entrepreneurs

2. Prepare a value proposition and approach the 
potential partner with a clear proposal. 

Expected benefits to mutual aDis include: 

•	 Tapping into a potential source of additional funding

•	 Strengthening the brand within the community.

In practice:

Mutual ADIs should consider inviting 
participation in the affairs of their organisations 
from like-minded social entrepreneurs – this 
could take the form of direct approaches or 
invitations for participation through social 
media. ‘Crowdfunding’ channels have proved 
highly successful in attracting funding through 
non-traditional sources, for example. 

Suggested steps include:

1. Lobby the sector for ideas as to what constitutes 
social good, and seek collective commitment to a 
harmonised industry position 

2. Determine a basis on which to identify the brand 
value of this collective social good and aggressively 
leverage it.

Expected benefits to mutual aDis include: 

•	 More and better ideas can be gathered collectively, 
reinforcing Mutual ADI leadership in social good

•	 Being able to quantify and put a value to the social 
good that the industry generates.

55. Create strategic alliances with superannuation 
and insurance groups:

In an era where Mutual ADIs need access to long term 
funding pools and greater membership, opportunities 
should exist, or be created, for institutions such as 
superannuation funds and insurance groups – with 
similar social and community drivers – to partner in the 
pursuit of social improvement; Mutual ADI leaders can 
lead for change. 

Suggested steps include:

1. Seek the collective support of Mutual ADIs in 
the preparation of a strategic business case for 
alliances, for discussion with potential alliance 
partners 

2. Assuming a positive outcome to the above 
approach, then collectively lobby the appropriate 
authorities as an industry for consideration of the 
proposals based both on commercial and social 
considerations.

Expected benefits to mutual aDis include: 

•	 Access to new and stickier pools of liquidity

•	 Access to a significant pool of potential new 
members and the ability to cross-sell new and 
existing products, including those offered by these 
potential partners. 
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Appendix: Levers available to 
Mutual ADI leaders

1

Simplify the banking 
experience

2

Leverage social media

3

Develop a ‘whole of life’ 
customer model

4

Encourage intuitive 
banking based on 
customer profile

9

Develop measurements 
& reporting that quantify 

member value 

10

Implement mechanisms 
to preserve 

intergenerational benefits 

11

Promote greater 
member participation, 
discouraging apathy

12

Align personal board 
& exec. goals with 

organisational goals

13

Set ambitious 
governance standards

14

Consider new business 
models, building on your 

capacity to innovate

15

Establish a pay for 
performance culture

17

Invest in new digital 
capabilities whilst 

divesting legacy assets

18

Implement agile risk 
management models 
and digital security

19

Leverage business 
intelligence; elevating 
digital to the board 

agenda 

20

Personalise product 
& service offerings by 

leveraging social media

26

Review strategic M&A 
options for growth 

27

Develop strategic 
partnering models with 

ADI industry peers

28

Form co-operative 
alliances with greenfields 

providers

29

Go to market with like-
minded organisations for 

mutual benefit

33

Manage all assets on 
Return On Risk-Adjusted 

Capital ( RORAC) 

34

Minimise RWA

35

Explore alternative 
funding options

36

Enhance stickiness 
through analytics

38

Simplify existing 
products, segments and 

channels

39

Use analytics to identify 
costly/ redundant 

processes

40

Develop a leaner 
operating model

41

Ensure you have the right 
people, with the right 

responsibilities

43

Design singular controls 
that cover many risks 

44

Define risk appetite and 
then execute to it

45

Simplify the operational 
risk and compliance 

operating model 

46

Conduct peer 
benchmarking

51

Align products and 
services to beneficial 

social causes and 
organisations

52

Partner with like- minded 
organisations and cross-

penetrate

53

Partner with social 
entrepreneurs

54

Promote a dialogue of 
social good and create 

an industry position

reconnect  
your critical

stakeholders

recalibrate  
your growth  

agenda

re-energise  
your  

strategy



    

5

Allow the customer to 
choose the channel

6

Design products with 
different personas

7

Create stronger links 
between member 

contribution & customer 
benefit 

8

Use pricing 
differentiation as a 

retention and reward 
tool 

16

Proactively drive board 
and management skills 

renewal

21

Introduce new and 
differentiated pricing 

strategies

22

Consider new business 
models, building on your 

capacity to innovate

23

Streamline staffing costs 
through superior human 

capital strategies

24

Improve the quality and 
reliability of your supply 

chain

25

Reduce administrative 
overheads through 

digital transformation

30

Develop ‘whole of life’ 
customer models

31

Access the ‘crowd’ 
through social media

32

Collaborate on new 
products and channels

37

Redeploy excess liquidity

42

Focus on appropriate 
customer segments

47

Proactively design a 
regulatory change 

strategy

48

Develop an industry-
wide approach to enable 
advanced accreditation

49

Use customer feedback 
as an integral part of risk 

improvement

50

Design simple and 
effective reporting to the 

board and regulators

55

Create strategic alliances 
with superannuation and 

insurance groups
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