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Digital Self-Services –
Get Your Customers Involved
The initial issue of our series “Driving Operational
Excellence at Automotive Captives” highlighted
the need for operational excellence in the Captive
finance industry.
In the second issue, we provided Captives with a
playbook and introduced the key levers to achieve
operational excellence (see Figure 1).
This issue addresses the first lever we identified:
how Captives can use digital self-services to
effectively reduce costs and make their services
more customer-centric.

Fig. 1 – OPEX Playbook
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OPEX Levers – Overview
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1

Elimination

Reduction in product
portfolio complexity

2

Improvement

Process optimization

3

Sourcing

Sourcing/managed service
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Automation

04
Process automation in
existing systems

05
Elimination of non-value
add services

Workload management

Digital self-services

Robotics process
automation (RPA)

Organization
restructuring

Optical character
recognition (OCR)

Replacing legacy
applications

Artiﬁcial intelligence (AI)
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Although digital self-services can be deployed
along the entire customer lifecycle, this issue will
focus specifically on potential applications for the
post-contract closure phase (see Figure 2).

Fig. 2 – Digital Self-Services Opportunities
along the Customer Lifecycle
Application Form

02

Summary
Credit & KYC Check
E-Signature

03

Contract Closure

Focus area

Based on our experience, we believe Captives
can cut their operating costs by 15 percent to
20 percent by introducing digital self-services.
The actual cost savings depend highly on the
customer usage rate; it may take several years
before a critical share of customers has adopted
digital self-services.
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Calculation

Customer
Onboarding*

Companies use digital self-services to reduce
their back-office costs and provide a more
seamless customer experience. The usage also
facilitates the collection and analysis of customer
data, which provides better customer insights.
Customers in automotive finance expect added
value, simplicity and convenience from digital selfservice solutions.

Captives still in the early stages of
digital self-services development
Although there is a clear potential for costsavings, Captives have not moved past the early
stages of digital self-services development and
have yet to reap their full benefit. Customer
interaction with Captives is still mostly based on
e-mails, letters, faxes as well as phone calls with
customer service agents – a huge cost driver.

Customer Portal
Viewing and editing of customer/contract details

04
05

Document Upload
Contract and registration documents

Customer Support

Digital self-services are a common standard
We have seen the successful roll-out of digital
self-services across various industries – for
instance, in e-commerce, banking and mobility.

Customer Interaction
Call routing
Customer Inquiry
Chatbots, smart FAQ
Add-On Purchases
Extended warranty, insurance
Appointment Scheduling
Maintenance, customer support
End of Term Contract Management
Renewal, termination, prolongation &
replacement amount calculation

* Indicative steps of customer onboarding for vehicle financing contract
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Digital self-services contribute to OPEX goals in all dimensions

01

Fig. 3 – “Magic Triangle” of OPEX Goals

02
Cost and
Eﬃciency

Reduced cost/improved eﬃciency
• Back-oﬃce costs decrease when
• customers can directly view and
• edit their account and contract
• information
• Highly automated back-end
• processing of customer inquiries
• lowers labor intensity for Captives

Customer
Centricity

OPEX

Flexibility

Increased ﬂexibility
Captives can react swiftly to business volume changes
• within the systems' limitations, because there is only
•
•
•
•
•
•
•

minimal manual labor and back-end processing
required when applying digital self-services
By deploying data analytics and generating customer
insights (e.g., on usage or drop-out rates), Captives can
tailor their services to customer needs and introduce
improvements when and where they are needed

03
Improved customer centricity
• Captives can meet customer demand for
• convenient access to information and
• value-added oﬀerings while also improving
• service levels (e.g., 24/7 availability,
• fast processing times)
• Signiﬁcantly increased number of customer
• touchpoints results in additional sales
• opportunities (e.g., value-added services
• oﬀered as an add-on to existing contracts)
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Digital self-services offer Captives advantages in terms of operational excellence, but
three key challenges exist which need to be considered for an effective implementation.
Corporate Culture
In the past, most Captives were unfamiliar
with digital self-services and saw only limited
opportunities for customer touchpoints over the
contract term due to the existing dealer structure.
They believed the business cases for digital selfservices were unprofitable and customers would
only use them occasionally (e.g., for address
changes). This view has only gradually changed as
customer needs evolve.

Legacy IT Systems
Existing contract management systems must
be able to automatically process data entered
by customers on the front-end. Captives have
neither sufficiently utilized suitable interfaces nor
established workarounds – for instance, by using
robotic process automation. However, it may not
be feasible to use existing legacy systems without
significant adjustments for making digital selfservices operate smoothly (e.g., capabilities for
exception handling and error cause analysis).

Customer Acceptance
Over their history with Captives, customers have
become accustomed to indirect service channels
as well as e-mail, phone calls and other means of
communication. Digital self-services will only be
successful if it is easy for customers to familiarize
themselves with the new applications.

Challenges
• To generate new customer touchpoints and
added value for customers

Challenges
• To overcome the limited potential for system
updates in outdated and fragmented legacy
systems

Challenges
• To persuade customers to use new
digital self-services instead of analog services

•

To make digital self-services so convenient that
customers actually use them

•

To develop suitable front-ends and interfaces
for digital self-services under given system
limitations
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•

To understand the variety of customer needs
for digital self-services between customer
personas (e.g., digital natives vs. traditionalists)

•

To upgrade disjointed and fragmented systems
due to which customers face multiple access
points and log-ins for different services
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To overcome these challenges, we recommend an agile approach consisting of three main phases.
01

Fig. 4 – Deloitte Transformation Approach for the Implementation of Digital Self-Services

02
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Imagine
Sense
Assessment of customer needs
Frame
Process identiﬁcation & scoping
Decide
Process prioritization

Deliver
Design
Operating model impact
• IT and Systems
• KPIs
• HR and Corporate Culture
• Sourcing
• Governance

Realize
Scale
Phased roll-out from MVP to fully-ﬂedged
Sustain
Customer insights and data analytics

04
05

Reﬁne
Prototype, proof of concept and
minimum viable product (MVP)
development
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Imagine
Sense
Assessment of customer needs
Captives must first identify their customers’
needs via surveys or targeted interviews and
conduct an in-depth analysis on pain points.
Based on the information obtained, they can
define possible fields of application for digital
self-services along the customer lifecycle.
We recommend that Captives both prioritize
customer needs and derive customer-centric
features.

01
02
Frame
Process identification and scoping
The initial framing will include establishing
an appropriate customer segmentation (i.e.,
identifying target customer personas) as well
as scoping potential products and services
(e.g., financing, leasing, insurance, maintenance
and warranty – but also new products such
as subscription). Captives will then analyze key
segments of the customer journey to determine
which processes should be provided as digital

Decide
Process prioritization
In a next step, Captives prioritize the processes
by evaluating factors that indicate customer
demand and savings potential, beginning with the
most important:

self-services.

5. Estimated operating costs

1. Usage frequency and business volume
2. Processing time and effort

03
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3. Expected customer usage rate
4. Degree of complexity and standardization potential
Relevant digital self-services cover sufficient
volume, have a high expected usage rate and
require a reasonable degree of implementation
effort and cost. The list of prioritized processes
will build the backlog for the “Deliver” phase.
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Deliver
Design
Operating model impact
Captives must critically examine the impact digital
self-services will have on their operating models
prior to implementation. The five key dimensions
to consider are:

01
02
IT and Systems

KPIs

HR and
Corporate
Culture

Sourcing

Governance

•

Find the right technology and IT systems that are fit for purpose

•

Integrate new applications with existing back-end core systems via APIs

•

IT systems should allow Captives to scale their digital self-services at minor variable cost

•

Pursue robust data analytics and access deeper customer insights

•

Establish a more advanced set of KPIs and performance monitoring

•

Detect in real time when a set target has been reached

•

Assign employees with more complex inquiries that cannot be processed digitally

•

Shift focus of employee activities from transactional functions towards problem solving

•

Re-skill employees and adapt recruitment requirements

•

Find partners with experience in establishing, linking and testing digital self-services

•

Use platform infrastructure, e.g. cloud and functional systems (AWS, Google Cloud, Salesforce)

•

Access Deloitte’s extensive Alliance Partner network to quickly ramp up capabilities

•

Shift responsibility for governance from business to DevOps teams and IT departments

•

Get accustomed to agile project methods, short development cycles and frequent releases

•

Incorporate customer feedback and improve weak functionality on an ongoing basis

03
04
05
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01
02
Refine
Prototype, proof of concept and minimum
viable product (MVP) development
Subsequently, the development of a prototype
with limited functionality can be initiated. This
offers a first visual experience of user interfaces
as well as insights into the design and technical
features of the product.
Based on the feedback from both employees
and customers, Captives can easily and quickly
improve the prototype. Once the proof of
concept process demonstrates the feasibility of
core functionalities and characteristics, an MVP
can be developed.

Minimum
Functionality is limited and prioritized

03
04

Viable
Product is usable and supports the selected processes

05

Product
Deliverable is ready to be used in a real-word context

14

04 | Breaking Free From Old Habits: An Agile Approach

Realize

01
02

Scale
Phased roll-out from MVP to fully-fledged
For the phased roll-out from MVP to a fullyfledged offering, Captives should periodically
collect user stories and use them to derive
potential business and IT requirements.
The MVP should provide a base to easily link in
additional services in future releases. For the
first release, a suitable MVP would be a customer
portal, which displays limited customer and
contract details while also providing the capability
to edit relevant information (e.g., address
changes, access to account information).

This quick go-to-market approach will not only
generate high user numbers at an early stage.
It can also help to obtain customer feedback for
further learning and iterative improvement of the
existing digital self-services.
Additional features will then be gradually added
to the MVP based on the feature prioritization list
until every functionality has been combined in a
fully-fledged offering. In an agile set-up there is no
fixed end to this iterative process.

Sustain
Customer insights and data analytics
After launching the MVP, it is crucial for Captives
to verify the product quality based on user
feedback collected via customer surveys and
interviews or data analytics (e.g., via tracking
of the usage rate, drop-out points, bugs). The
results can be used iteratively to improve existing
services and serve as “lessons learned” for
potential new releases.

03
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Ultimately, digital self-services will give customers
a convenient way to handle most requests and
inquiries online and to purchase add-on services
offered to them at the same time.
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Use Case 1
Digital Self-Services – Insurance

01
02
03

The client’s initial challenge

How we helped the client

Value add for our client

•

•

•

•

A global insurance company asked Deloitte
to set up new digital self-services including
automated quotation and claims processing
for its small- and medium-sized enterprise
customers
The standardized roll-out into all target
markets required inputs from all key market
stakeholders

Deloitte conducted an ideation workshop
and design research with stakeholders from
different markets and service lines to define
the scope, identify customer pain points and
collect requirements along the customer
journey

•

Deloitte created and tested a concept based
on the feedback from all stakeholders

•

 fter the prototype was developed, the client
A
was able to continuously improve services
based on customer feedback

The client was able to reduce global process
and pricing complexities in all target markets

•

Service usage rose and the client gained direct
access to a previously untapped market

•

The reduction in sales time translated into
roughly 80 percent lower sales-related costs
for agents

04
05
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Use Case 2
Digital Self-Services – Automotive Captive

01
02
03

The client’s initial challenge

How we helped the client

Value add for our client

•

•

•

•

A multinational Automotive Captive wanted to
digitalize the customer journeys for all global
financial services products
The client asked Deloitte to help manage an
end-to-end product roll-out across brands
into all target markets and meet pre-defined
management objectives

•

•

Deloitte developed a standardized joint roll-out
approach for asset-based and non-assetbased products that aligned core elements of
the digital customer journey by product
Deloitte established the project steering team
as the single point of contact for all markets
and defined standardized functional and
technical requirements
 ur team assessed the market readiness and
O
vendor capabilities for innovative features (e.g.,
digital account check, e-legitimation/e-signing
and online credit approval)

Deloitte delivered a modular architecture for
digital customer journeys across all products,
brands and markets for the client

•

 he shift to digital self-services and automation
T
significantly reduced back-office costs

•

 he client met the management objectives
T
with efficient market roll-outs and continues
to improve on the roll-out efficiency while
deploying additional features across the digital
customer journey

04
05
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Time to Act: Implementation of
Digital Self-Services
There are many industries that are already very
advanced in digital self-services applications.
These can serve as role models for Captives that
are lagging behind current trends and need to
make their customer experience more seamless
and user-friendly.
Given the increasing importance of operational
excellence, we advise Captives to act quickly –
especially while consumers are subject to contact
restrictions during the ongoing COVID-19 crisis.
First-movers who implement digital self-services
now will gain a significant edge over their
competitors, as Captives can leverage digital selfservices to substantially reduce costs.

The upcoming issues of our series “Driving
Operational Excellence at Automotive
Captives” will give Captives more insight into
other levers to improve operational excellence.
The next issue highlights the challenges Captives
face with the adoption and deployment of
artificial intelligence (AI). We will outline Deloitte’s
approach to helping Captives take full advantage
of AI methods and identify value-adding use
cases on the way to achieving your operational
excellence goals. If you want to know more, watch
out for our next publications!
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For further information on our PoV series, please visit
www.deloitte.com/de/automotive-captives-opex
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Special thanks to Pascal Potrafke, Mariia Heiß
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