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Foreword

Dear Readers,

Deloitte and Efma are pleased to present you the results of our recent survey, providing a perspective on the
evolution of client value propositions in Wealth Management and Private Banking. We invite you to consider the
challenges facing the industry and how players are adapting their value proposition and connecting with clients in the
new landscape.
In the past few years, the Wealth Management and Private Banking industries have changed significantly.
The financial crisis has increased investors’ sensitivity to risk, and the current low yield environment has made
it more challenging to meet investors’ expectations of returns while limiting risk. In addition, the pressure
for global tax transparency from governments around the world to crack down on tax evasion and tax fraud,
has caused a significant shift from offshore to onshore wealth. The frontiers of demand are also being pushed
beyond traditional borders, with emerging market players entering developed markets to follow their clients, and
developed market players seeking growth outside of their home markets. This has resulted in volume losses
(e.g. wealth repatriation) and/or decreased revenue margins as fiscal arbitrages have become obsolete and
competition for onshore assets has increased.
In parallel, regulatory complexity and the cost of compliance have continued to increase, requiring adjustments
from companies in terms of compliance and administrative support as well as more structural changes in their
business and operating models. On the client side, a generational shift is under way and clients are now
demanding easier and more convenient ways to manage their assets. As wealth management performance decreases
across the industry (onshore shift, low yield environment), client expectations are increasingly focussed on quality of
service, from the quality of the advice and the responsiveness of the service to the quality of the visible interfaces and
wealth reporting. For the industry, this mainly translates into additional costs and investments in technology and
digital infrastructure.
In this context, many wealth managers and private banks have optimised their operating models, aligning
their operations and cost basis with the new market and regulatory realities. Nonetheless, we believe that the
industry has yet to address the challenge of re-defining the complete spectrum of value propositions made
to clients, and how value is delivered to clients through a combination of the product and service offering, the
use of appropriate channels, client reporting, the relationship manager profile, brand image and pricing. We believe
that reinforcing and clarifying the value proposition is and will continue to be critical in the next few years. To explore
this avenue, we have conducted a survey to assess how industry players in Europe and internationally are
re-inventing their value propositions. We have collected input from executives of over 60 institutions through an
online questionnaire and face-to-face interviews.
We hope that you enjoy reading this white paper and gain useful insights from it.

Benjamin Collette
Partner
Global Investment Management
Consulting Leader
EMEA Wealth Management and
Private Banking Co-Leader

Daniel Pion
Partner
EMEA Wealth Management
and Private Banking Co-Leader

Patrick Desmarès
Secretary General
Efma
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Scope and reach

Methodology
Web-based questionnaire with a broad range of
participants

Over

• Application of qualitative and open questions analysing
30 to 40 KPIs and metrics

60

• Application of quantitative questions
Interviews with selected executives from a range of
Wealth Management institutions, Family offices and
Private Banks

Diversity in terms of AuM (in EUR billions)

7%

7%

>100
11%

27%

50-100
10-50

32%
16%

2-10
<2
None

Mostly globally integrated banking model

8%

Global integrated banking model

12%

Private banking model
68%

12%

4

Wealth manager model
Multi manager model

26

participants
from

countries

A global footprint
with European focus
- Continental EU & UK
- Switzerland
- Asia

Broad range of participants covered
- Global Integrated banks
- Private Banks
- Wealth Managers & Multi-Wealth Managers
- Family offices
Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Snapshot of key messages

01
02
6

Strategic priorities
Topics

Market response

Strategic priorities for next 5 years

• Extension of digital channels for advisory purposes
• Advisory process re-design
• Client acquisition and retention
• Introducing new value-added services (e.g. tax optimisation, wealth
structuring, investor support)
• Training relationship managers to operate with digital means and handle
more complex requests
• Repricing around value vs. event
• Differentiation versus new local or new entrant competition

Top areas for investment

• Develop new advisory models (e.g. assisted self-management, tailored
advice, etc.)
• Adapt interaction channels
• Develop new products and services (e.g. core advisory, long-term savings)

Key strategic differentiators

• Increased focus on relationships
• Broader banking offering

Potential areas for divestment or
outsourcing

• Portfolio management activities
• Back-office and IT platforms

Products and services
Topics

Market response

Products & services gaining
importance in next 5 years

• Core advisory
• Portfolio management
• Integrated banking services
• Pension and life schemes (long-term savings and protection)

Key differentiator gaining
importance for clients

• Convenience
• Proximity
• Banking anywhere, anytime and anyhow
• Tailored services

Top differentiators for high net
worth investors

• Reputation and low risk
• Investment performance
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Channels

04

Topics

Market response

Most important channel

• In-person interaction…
• …complemented by multi-channel approach to relationship manager via
mobile, online and telephone “anytime, anywhere”

Mode of interaction

• Email and digital for consultation, simple transactions…
• …in-person for complex deals or advice

Top channels for transaction
execution

• Mobile, digital and telephone

Digital channels

• Seen as way to reduce costs…
• …but not yet fully embraced as value delivery channels

Capabilities of relationship
managers

• Still focused on relationship and selling…
• While technical competence, ability to handle complex requests and
versatility with digital tools need to improve

Pricing
Topics

Market response

Highest contributing fee model

• Transaction fees
• Management fees

Top priority fee model to develop

• Advisory fees

Key services to re-price

• Core advisory
• Trading room access and market research

Pricing policy

• Mostly segmented by client
• Over two thirds at discretion of relationship manager with central
guidelines

Key expectations for pricing

• To become more tied to value delivered
• To better reflect specific client factors (i.e. behaviour-based)

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Executive Summary

Overall, known challenges persist but the
need to re-invent value propositions is high
up on the strategic agenda
This survey confirms that the Wealth Management
& Private Banking industries continue to experience
profound economic, regulatory and technological
change and there is continued pressure on industry
players to revisit their business models and client value
propositions. These “usual suspects” coupled with the
increasing attention on cost control and rising demand
for tailored advice are still top of the agenda for the
industry.
In Europe, we have observed two different models
emerging in the last few years since the financial crisis.
Some firms, in particular the large international banks
(e.g. US, UK, French and Swiss banks) but also regional
champions, are focusing on achieving scale and the
development of a strong integrated banking offering,
which combines traditional wealth management with
loans, banking and other services enabled by a bank
infrastructure. In parallel, other players are focusing
on pure-play wealth management, placing increased
emphasis on the relationship aspects of their business,

Improving front activities
impacting the core value
proposition is among the
industry’s top strategic
priorities
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focusing on providing client-centric solutions and highquality advice through the selection and use of multiple
third party solutions. In parallel, defining how to expand
or refocus the geographic footprint is an important
consideration to balance against soft volume trends in
home markets.
The survey also confirms that improving the value
proposition offered to clients is among the top strategic
issues for the next few years. In fact, several stated
priorities by respondents relate to front activities
impacting the core value proposition offered to clients,
as opposed to just cutting costs or seeking external
growth. In particular, the digital transition and the
re-design of the advisory function and the introduction
of tailor-made services are key considerations. As this
next wave of change comes about, industry players
should position themselves around those dimensions,
for example, using digital channels beyond transaction
execution and consultation to deliver advice.

Advisory models need to evolve to reflect
increasingly sophisticated client needs and
bring more added value to clients
Client needs are evolving and the need for more tailored
advice is increasing. Our survey confirms that the core
services of providing wealth management advice and
managing client portfolios need to be re-invented.
The traditional model where the wealth manager
makes most decisions related to the client’s account is
changing.
We see an increasing evolution toward advisory
models where the wealth manager and the client
work together, which in turn brings implications in
terms of transparency, reporting and accountability. In
other words, enabling self-management and allowing
clients to play an active role in managing their wealth
is becoming increasingly important. As investors are
becoming more financially knowledgeable and tend
to actively manage at least part of their assets, wealth
managers are expected to provide advice and the
necessary infrastructure to carry out their investments.

For this model, ensuring clear and full accountability
and communication with the client is key.
Next to this, we note that client expectations across
segments tend to become more sophisticated and
that fully standardised offerings and product-centric
approaches are no longer sufficient to compete
effectively. In other words, the traditional investment
product and portfolio management offering itself is
not the primary source of differentiation with clients.
Instead, understanding clients and their needs at various
lifecycle stages, and being able to provide wealth
solutions beyond the investment portfolio, is critical.
Important solutions in this respect include the ability to
offer tax-optimised solutions across geographies and the
support to clients in structuring their wealth optimally
considering their preferences and lifecycle needs. Other
specific services such as tax reclaim can also help deliver
immediate value to clients at often limited cost.

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Within managed portfolios, we are observing a shift
from traditional investment vehicles to customised
investment portfolios. While this used to be accessible
mainly for higher-end clients, this is changing and we
see examples of firms providing tailored services with
minimal investment requirements (typically around
€100,000 or less).
In the aftermath of the financial crisis, clients are also
demanding more transparent products and services. As
they become increasingly financially literate and sensitive
to financial risk, many clients expect transparency to
understand the mechanics, risk and reward tradeoffs and fee structure of their investments and
services. Clients often spread their holdings between
providers and have gained access, or at least visibility,
on investments which they can access directly with
potentially lower fees. As a result, clearly disclosing
fees associated with the relationship and the services
offered has become a given. In other words, more than
ever before, clarity on investment risks and transparency
on fees and potential returns is expected from wealth
managers. Current regulatory evolutions are also
reinforcing this trend towards more transparency, with
MiFID II bringing the need to clarify and redesign the
distribution fees charged to investors.

Providing differentiated alternatives for clients to
generate investment returns is also important, especially
in the current low-yield environment. For example,
enabling clients to access broker research and exclusive
market insights, or to use the bank’s own trading
platform directly or to gain exposure to more exclusive
investment products (e.g. alternative structures
traditionally reserved to UHNWI or institutional
investors).
A challenge is to manage the cost of delivering more
tailored advice, although typically this can be justified
for clients with larger portfolios and with the highest
expectations in terms of investment advice. Faced
with this challenge, some established players are
considering significant business model changes, either
going upmarket into pure play, high quality advice,
or consolidating their operations across countries to
standardise offerings and cut costs. In parallel with this,
we see distribution platforms gaining ground in certain
markets and expect them to continue developing in the
coming years.

Industry players need to find new ways to
add value through services such as tax
optimisation, wealth structuring and
investor support

10

The digital revolution continues, bringing
its own challenges
This survey confirms that digital is at the top of the
wealth manager’s agenda. While wealth management
has historically been an industry anchored around
traditions and face to face relationships, clients today
are exposed to significant innovation in multiple aspects
of their lives outside of the wealth management
relationship. Clients see the benefits of this innovation,
for example in terms of access to information,
convenience to shop and connectivity with other
people. From our various discussions, it is clear that the
industry is at a stage where the importance of these
external trends has been understood, and the call to go
digital has been heard. However, the level of maturity
of players in the markets surveyed reflects the fact that
the path to digital business is not always clear, nor
is the implementation and integration with existing
infrastructures.
A key challenge we see associated with the digital
transition is the need to improve client experience.
Today, switching costs are falling due to increased
transparency and comparability of wealth management
offerings. As a result, client experience is becoming a
key differentiator in the market. Addressing this requires
players to evaluate all contact points with clients, but
also to have a better understanding of clients in order
to deliver the advice and products tailored to their
needs. There is an opportunity for players to shift from a
product-centric approach to a more consultative, needbased assessment of relevant client offerings.

A corollary from the digital revolution is cybersecurity
and digital archiving. To interact with clients in digital
form, it is important to ensure complete immunity
against any cyber-attacks or against client data leakage.
This becomes even more critical at the high end of
the market where an institution’s reputation may be
impacted significantly by any incident affecting high net
worth clients. In light of this, it is our view that ensuring
world-class digital infrastructure and security protocols
is a fundamental pre-requisite to maintaining a strong
reputation and achieving a successful digital transition.

Key challenges for digital
include integration with
existing processes,
improvement of the client
experience and digital security

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Relationships remain central to the
model, but now demand multi-channel
interaction and advice
In spite of changing behaviours and evolving
technological requirements, and the fact that we
see an increasing number of clients preferring direct/
online interaction, our survey highlights the fact that
maintaining strong interpersonal client relationships
remains crucial.
The importance of both relationship and digital
aspects highlights the need for multi-channel
communications with clients (e.g. telephone, email,
mobile, internet, video-conference, Skype, etc.) as a
means to provide new services to clients and optimise
the mix of “in-person” interactions to deliver advice.
Digital solutions are perceived and used today to drive
convenience and cost-efficiency for execution-only
services. However, we believe combining multi-channel,
digital communications with in-person interactions
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is critical to delivering wealth management advice.
Certain players are innovating on these aspects, offering
investment ideas and simulation solutions or online
access to relationship managers or investment advisors.
While digital channels become increasingly important
to deliver advice more efficiently, evolving from a
consultation and transaction medium to an interactive
advisory model with the relationship manager is the key
in our view. This said, this survey confirms that face-toface meetings remain at the heart of the relationship
building and critical when dealing with complex
problems or important family events.

Relationship managers need to adapt to
these new requirements
Achieving this transition will continue to demand strong
client-facing capabilities from the relationship manager,
but also improvements in the current talent model. The
relationship manager needs to be not only “serviceoriented” but also have the ability to understand a
complex problem and to call upon the right expert or
specialist in various disciplines to best serve the client.
As the need for more sophisticated advice increases,
relationship managers will need more technical wealth
engineering expertise to effectively deliver the services
proposed by the institution. Relationships will be more
service-oriented and less investment product-oriented.
Consequently, relationship managers will need to adapt
their expertise and embrace their new role as assemblers
of competencies.
In other words, the emerging model is one in
which relationship managers act as a single point of
contact to deliver the various services and offerings
of the wealth manager. In this role, the relationship

manager acts as an interface between the client and
the most relevant services of the wealth manager,
whether these are sourced internally or externally.
In order to do this effectively, relationship managers
need to remain generalists but be sufficiently wellversed in technical aspects to understand client needs
which may be diverse, for example in terms of tax,
investment products, risk and lifecycle. Organisational
and potentially remuneration models also need to be
adapted to ensure that all experts and departments are
incentivised to work well together to provide clients with
a single view and response.

Relationship managers will
need to adapt their expertise
and embrace their new role as
assemblers of competencies

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Pricing models should evolve and take
into account value perception and
behaviours of different client segments
To ensure these transitions remain economically
feasible, industry players will also need to adapt their
pricing models. Currently, pricing is still mostly event or
transaction-based, and it needs to evolve towards valuebased pricing, including advisory fees, all-in-one models
and performance fees. In other words, the quality, value
and usage of services delivered need to be translated
into pricing, taking into account the needs, value
perception and behaviours of different client segments.
While this trend is recognised across the industry, certain
players see commercial challenges for the introduction
of new advice-based or performance-based fee models.
In other markets like the UK and the Netherlands,
regulation already encourages specific service-based fees
and this trend is already well underway.
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We see other challenges in terms of pricing, namely
the fact that common market practice continues to put
pricing largely at the discretion of relationship managers,
albeit with central guidelines. In our view, this tends to
reduce transparency and pricing coherence and makes
business monitoring, performance management and
decision-making more difficult. In fact, we see relatively
few banks that have effective tools to monitor clients’
profitability or access historical fees charged to their
clients. At a time when transparency is gaining more
and more importance for clients, standardising or
systematising these pricing practices is essential.

MiFID II, while posing a number of
challenges, is also an opportunity to
restructure the wealth management
economic proposition
With MiFID II, the regulatory influence on pricing trends
in the next few years will be important. Traditional
profitability levels and pricing structures are likely to
be significantly overhauled as wealth managers lose
inducements from the fund industry or other similar
structures. The key challenge for private bankers and
wealth managers will be to explain to clients that they
were incentivised in the past with commission payments
(to sell third party funds) and that going forward they
will charge “investment advisory” fees.

The level of preparation for MiFID II also varies
across countries. A parallel can be drawn between
MiFID II preparation and the historical development
of bancassurance distribution. We observe that in
countries where the distribution of bancassurance
has historically been high, such as in France or Spain,
integrated channels tend to be commonplace, while
the preparation for MiFID is less advanced in countries
such as Germany, the Scandinavian countries or Eastern
Europe, where bancassurance is less common.

We also note a general lack of clarity regarding the
way in which MiFID II will be implemented, which
is creating uncertainty among industry players. In
particular, the extent to which commissions will be
banned is uncertain, as well as important notions such as
“independence” and “inducements”. Some EU countries
are edging closer to MiFID-style reform by launching
local reforms and regulations banning inducements, for
example the UK or the Netherlands. In those countries,
the banning of commissions is expected to create
a level playing field across banks by reducing crosssubsidisation. This in turn is seen to encourage potential
vertical integration as a way to maintain “dependency”
to the investment manager and protect the economics
of distribution. Another potential change we observe
in reaction to MiFID II is increased competition from
fund manufacturers launching online fund distribution
platforms moving to the private banking space with
direct access to end users.

While we see challenges for players to comply with this
important upcoming regulation, we believe that industry
players should take advantage of the opportunity offered
by MiFID II to pro-actively redesign their revenue, pricing
and business models, and in so doing bring back the
wealth management economic proposition to more
favourable levels vs. today in a transparent manner for
the client.

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Strategic priorities

Regulatory complexity and cost cutting continue to
hold a high place in the wealth management agenda

The shift to digital and need for more tailored
advisory propositions are also among top priorities

This survey confirms that the “usual suspects” of recent
years continue to remain critical issues for the industry,
namely the costs and complexity associated with current
and upcoming regulations, and the continued pressure
to reduce costs in an environment where fees are under
pressure and new investments are required.

Our survey highlights the fact that the shift to digital
and the need for more tailored advisory functions, both
elements related to the wealth management value
proposition, are seen as highly important issues for
respondents. This contrasts with our observation of
how mature the industry is on those two dimensions. In
fact, we see few traditional players having successfully
transitioned to digital, and innovation in terms of
advisory models is still in its infancy in our view, though
we see some solutions emerging in certain markets or
among certain niche players.

On these aspects, our observations are that many
wealth managers and private banks have already gone
a long way toward putting the necessary regulatory
infrastructure in place and optimising their operating
models. There are multiple examples of banks and
wealth managers setting up sophisticated regulatory
teams and processes, or reorganising their back-office
and IT operations, establishing more centralised or
mutualised service centres or even outsourcing certain
non-core activities. As a sign of the sense of urgency in
the industry to address these issues, previously off-limit
elements such as sensitive client information have
now entered the scope of mutualisation/outsourcing
transactions, enabling more efficient middle- and backoffice processes, especially for small to medium-sized
players but also for large actors, for example in the field
of tax reporting and tax reclaim.

Top trends affecting your institution
Rising demand for tailored advice and new products
Increasing regulatory requirements
Digital
Pricing pressures
Cost control
Generational change
Onshorisation and tax transparency
Growth of emerging markets
Data analytics
Sector consolidation
New entrants / increased competition
Outsourcing
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Strong industry attention for tactical optimisation…
but strategic issues should not be ignored
We note that the players surveyed may not be paying
sufficient attention to other important issues, such as
sector consolidation, the threat of competition and
new entrants, the growth of emerging markets or the
potential for outsourcing. As the operating context
remains challenging for wealth managers, we observe
a certain degree of bias towards the tactical vs. more
strategic considerations.
Particularly on the operational front, as players gear
up to enhance their value propositions, we think it
is important not to lose sight of back and middleoffice requirements which will be critical to deliver the
proposition to clients.

Further digitalisation and re-designed advisory
processes are the key elements of the new value
proposition
The top strategic priorities identified by survey
respondents are an increased usage of web and mobile
channels, advisory process re-design, client acquisition,
introducing new value-added customised services and
training relationship managers to handle requests that
are more complex and delivering high-quality service, all
of which directly impact the value proposition and how
the bank connects with clients.
In our view, the combination of further digitalisation
of the client experience and of re-design of advisory
processes is one of the most important sources of
improvement for players’ value propositions. We believe
that not only does interaction with clients need to
become more digital, but that the actual delivery of
advice needs to follow the same path, and in so doing
reinforce the optimisation of advisory processes.

The combination of further
digitalisation and of
re-design of advisory
processes is one of the
most important sources of
improvement for players’
value propositions for
clients

The priorities for your institution’s strategy in the next five years

Increase usage of web and mobile channels
Redesign advisory processes
Increase client acquisition efforts (organic)
Introduce new value-added customised services
Train relationship managers
Streamline back-office
Introduce new investment products
Increase usage in pricing of discretionary fees
Mutualise existing activities across own group
Acquire other players or client portfolios
Increase usage in pricing of performance fees
Outsource non-core activities
Increase relationship manager focus
Reduce number of physical branches
Exit certain activities

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Investments made are coherent with strategic
priorities and reflect companies’ awareness of the
need to redefine their value proposition
This survey demonstrates that companies are reacting
to the most important trends in the industry, such as the
introduction of new technologies, cost control and rising
client demand for tailored advice and redefining their
value proposition in order to adapt to changing client
needs.
The top areas of investment for companies are to
develop new advisory models, adapt interaction
channels and develop new products and services,
allowing companies to better address client needs.
Further, companies are engaging in cost optimisation to
better serve client needs.
We note that companies plan to invest least in
geographic expansion and M&A activities except in
specific fragmented markets (e.g. Switzerland) or as a
divestment strategy (e.g. geographical refocus), which in
our view reflects the overall cautious outlook affecting
the industry.
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Relationship aspects and the ability to offer an
integrated banking model are key differentiators
More than 80% of all respondents indicate that
focusing on client relationships rather than executing
back-office efficiency and in-house activities will be
what differentiates them most in the next five years.
This reinforces our view that outsourcing of non-core
activities such as securities and payment processing,
accounting and regulatory reporting and service delivery
(e.g. service desk) will become more and more relevant.
Next to this, the ability to offer an integrated banking
model is seen as another key differentiator. In our view,
this second approach is yet another sign of the shift in
the industry towards a more polarised landscape with
relationship models and integrated banking models.

How much do you currently invest into the
following areas?

What will most differentiate your institution in the next 5 years?

New advisory model
Client relationships
New products & services
Fully integrated banking model
Interaction channels
Wealth management capabilities
Cost optimisation
Geographic expansion

Multi product model

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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02

Products and services

Core advisory and wealth management elements are
gaining importance vs. transactional services
This survey highlights the increasing importance of
portfolio management, core advisory as well as banking
services (e.g. credit) as differentiators and drivers of
future business. Both elements are at the centre of
the wealth management advisory model and are seen
by respondents as those that will most contribute to
business development in the next five years.
In contrast, transactional services are expected to
become less important business drivers. This confirms
our view that the key for wealth managers and private
banks is to work together with clients while enabling
them to make their own decisions, and therefore stay
above the basic transactional brokerage type models.
As core advisory and portfolio management elements
gain importance, a key element to improve in
these dimensions will be to better understand the
client’s perspective and needs. Broadly, we note that
clients increasingly prefer to play an active role in
the management of their wealth (some clients may
even have sufficient sophistication to develop their

Current product and service offering

Transactional services
Portfolio management
Investor support
Banking services
Core advisory
Other advisory services
Reporting
Conciergerie
Estate consolidation and account aggregation
Tax reclaim
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own wealth management strategies). This opens up
opportunities for players to differentiate, for example,
by offering access to research and trading infrastructure
or to special asset classes traditionally unavailable to the
mid-market clients. An even more disruptive approach
could be to leverage clients’ insights and to structure
investment products, potentially combining new
media to gather collective investment perspectives in a
participative approach and generate investment products
or strategies based on these insights.
Better understanding client needs is also one of the
keys to creating opportunities to deliver new value (and
revenue) creating services. By understanding the needs
of the client at the various stages of their life, players
can deliver more relevant advice, instead of simply
pushing products. What can be delivered to clients
goes beyond managing monetary investments. Services
such as wealth structuring, tax optimisation and reclaim
represent tangible ways for players to deliver immediate
value to clients, which can then be reflected in the fees
charged to clients.

Core wealth management advisory
and banking services are growing in
importance to add value to clients
Top contributions to your current product and service offering to further develop your business
in the next 5 years
Portfolio management
Core advisory
Banking services
Estate consolidation and account aggregation
Investor support
Transactional services
Other advisory services
Reporting
Conciergerie
Tax reclaim
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The view of the industry is that the relationship with
the banker and reputation remain the key selection
criteria for clients. Convenience is becoming
increasingly important, further stressing the need for
digitalisation
Overall, the selection of the wealth manager or private
bank today is largely based on the quality of the
relationship with the banker, the reputation of the
organisation, as well as its financial stability, low risk
profile or safe haven location.
While this is expected to remain valid going forward,
two factors are seen to take increasing importance: the

reputation of the bank, as well as the convenience of
dealing with the bank, which have even outranked the
quality of the relationship with the banker in the eyes of
respondents. This finding reinforces the importance for
players to embrace digitalisation as much as possible, to
drive convenience and easier access for clients, but also
to further build their brand and reputation.
Given current pressures on costs, finding ways to
leverage digital media to enrich the brand in a cost
effective way is critical. For players who are successful at
this and spend their marketing resources efficiently, the
prize will be a more successful franchise.

Typical client decision criteria for selecting a wealth manager/private bank

Today
Quality of relationship with banker
Reputation / premium brand
Financial stability / Low risk profile / Safe heaven location
Investment performance
Full wealth management and private banking proposition
Ease of dealing with the bank
Compliance with regulatory
Large array of products & services available requirements (onshore solution)
Proximity of relationship office
Global coverage
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In 5 years

Reputation and
convenience of dealing
with the bank are
becoming more important,
reinforcing the need for
digitalisation

Wealth Management and Private Banking - Connecting with clients and reinventing the value proposition
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Client needs are more segmented than ever and
require a tailored approach
Clients have different needs which depend upon a
variety of factors. While in general, the most important
criteria for clients in selecting a wealth management
provider are the reputation of the brand, the
convenience and the quality of the relationship with the
banker, these will vary depending on the client’s lifestyle,
background, lifecycle and needs.
Specifically, this survey suggests a number of contrasts
between key segment types, for example:
• Inherited wealth clients place emphasis on
reputation while convenience is a differentiator for
entrepreneurial wealth (e.g. caricature of the busy
entrepreneur). However, both value the quality of the
relationship with the banker highly
• High net worth clients value reputation and investment
performance (provider choice may play a role here)
while mass affluent prefer the breadth of the product
and service offering, and proximity to the relationship
office; interestingly at the top end of the market,
Family Office clients value global coverage and place
high emphasis on regulatory compliance
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• Emerging market clients also tend to value global
coverage and choice of products and services, while
developed market clients are seen to expect high
compliance with regulatory requirements, a logical
reaction following the global tax transparency push in
recent years
As client demand for tailored advice rises and the client
experience becomes more important, it is essential for
companies to recognise that these different types of
clients exist. Accordingly, it is more important than ever
to offer a segmented products and services offering and
value proposition, reflecting client needs and adapting
the proposition to each client accordingly.

Entrepreneurial

Inherited

1
2

1
2

Quality of
relationship
with banker

Reputation /
premium brand

Investment
performance

3

Quality of
relationship
with banker

Ease of dealing
with the bank

3

Mass affluent

High Net Worth

1
2

1
2

Large array
of products &
services available

Reputation /
premium brand

Quality of
relationship
with banker

3

Proximity of
relationship
office

Proximity of
relationship
office

1
2

Compliance with
regulatory
requirements
(onshore
solution)

3

Full wealth
management
and private
banking
proposition

3

Investment
performance

Developed markets

Emerging markets
Global
coverage

Large array of
products &
services
available

1
2

Compliance
with regulatory
requirements
(onshore solution)

Global
coverage

3

Large array of
products &
services
available
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03

Channels

Multi-channel interaction can maximise client
experience and bring significant positive change and
revenue

As reputation and convenience become increasingly
important selection criteria, digital will be key to
deliver on these expectations

The type of relationship the client has with his or
her relationship manager is notably a differentiating
factor. Results show not only that direct contact
with relationship managers is essential, but also that
innovative personal communication technologies
are gaining in importance. The preferred channel of
interaction is personal contact, followed by digital
technologies, telephone, email and branches, all of
which give clients direct access to relationship managers.
Although the industry has recognised the value of
multi-channel interaction, actors have yet to assess and
structure a pertinent multi-channel strategy. We strongly
believe that combining multi-channel interaction with
personal contact can bring enormous positive change
in customer loyalty, satisfaction and referrals. It is worth
noting that very few institutions have identified and
studied the impact multi-channel interaction has on the
client experience.

Reputation and convenience will be the most
important selection criteria in the future, and it is
therefore not surprising that digital channels, which
permit a significant increase in convenience, are
becoming increasingly important. In this context,
online communication through the website or other
communication applications in particular is becoming an
essential interaction channel, playing an important role
alongside telephone, email or branches.

Another interesting fact is that social networks appear to
remain below the radar for most players. This contrasts
with our view that new media such as LinkedIn can be
used effectively for client acquisition and relationship
maintenance. These new tools are opening new avenues
for business development and interaction with clients
and we believe that industry players should strongly
encourage their adoption.

If private banks are to be successful in
retaining and developing their
customer base there is no other
choice but combining multi-channel
interaction with personal contact
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Company websites and social media are channels
that are particularly well suited to improving brand
recognition and establishing reputation. The study
shows that these interaction channels are gaining
in importance. It is not astonishing that our results
demonstrate that websites and digital media now play
a more important role than paper as they have more
brand building impact. Actors can easily communicate
information not only to clients but also to prospects,
quickly and cheaply, thereby increasing their brand
visibility.
Institutions can use digital channels to improve cost
efficiency when treating simple transactions, but
complex transactions still require personal contact
While digital channels are gaining importance as
interaction channels, and may enable institutions to
improve their cost efficiency by using these channels for
simpler transactions, they remain the exception rather
than the rule for handling complex transactions.
This survey shows that for complex transactions,
personal contact remains essential. In our opinion, there
is still much to be done to deliver value in the client
experience even for complex transactions.

The overall importance of different interaction channels

7

9

In person

Mobile technologies
Telephone
Email
Branch

5

Channels involving
direct access to
relationship manager

Website

4

Social networks
Paper

The Importance of different interaction channels by type of transactions

Complex transactions

Simple transactions
68%
58%
56%
52%

Email

4%

Mobile
technologies

4%

Website

0%

Telephone

0%

Paper

17%

Branch

15%
4%

In person

4%

19%
59%
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Digital channels should be used more to deliver core
wealth management advice

Digital or not, the key is to deliver a better overall
client experience

Website, paper and email are the channels which are
most used for consultation and information purposes,
while for transaction purposes mobile technologies
are used the most, followed by email and telephone.
For advice, interaction via telephone, the branch or
in-person is preferred. Lastly, only branch and in-person
are really adapted to full private banking interaction.

Another factor impacting client interaction is how
to improve the overall client experience and ensure
that clients have a positive feeling about their wealth
management relationship. This can take different
forms, such as identifying at which stage of their
lives clients will be receptive to certain products and
offering convenience and easy access to advice and
support. There are other more subjective elements to be
considered to influence how clients “feel” about their
relationship. Niche offerings can help in this aspect, for
example by offering exclusive access to things of value
to clients, or promoting the clients’ sense of belonging
to an exclusive club.

This survey indicates that this should change and more
complex transactions and wealth management advice
should also be delivered through online channels.

Although these elements are already a reality at the
higher end of the market, there clearly remains potential
in other segments to further develop activities that bring
the bank to life positively in the eyes of the client.

Expected development
for digital channels

In person

Average

Telephone

Paper

Mobile
technologies
Email

Low

Advice/Full private banking interaction

High

Usage by clients of each interaction channels

Website
Low

Average
Consultation/Transaction
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High

Digital needs to evolve from consultative
and transactional tools to fully fledged
advisory tools
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The use of different interaction channels can be adapted in function of business
objectives
The different interaction channels have different meanings for institutions. Certain
interaction channels, such as branch, in-person and paper interaction are seen as
“must-have” services or sine qua non offerings. By contrast, email, telephone and
mobile services are seen more as a means to reduce costs. Lastly, social media and
websites are appreciated as marketing and communication tools. Their main purpose
is to improve reputation and client loyalty and attract new clients.

Certain interaction channels are
must-haves, while others are
means to reduce costs or
improve reputation and attract
new clients
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Branch, in-person and paper interaction
are "must-have services"

35% to 50%

of respondents identify
these interaction channels
primarily as "must-have"
for the business

on

E-mail, telephone and mobile services
are mainly appreciated as means to
support reduction in costs

25% to 40%

of respondents identify
these interaction channels
primarily as means for cost
reduction

Websites and social media are mainly
appreciated to improve the firm's
reputation and attract new clients

30%

of respondents indicate
that online presence (website)
helps improve the firm’s
reputation and attract new
clients

45%

of respondents indicate that social
media helps improve the firm’s
reputation and attract new clients
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Developing a clear digital banking strategy alongside
other channels will be crucial
Financial institutions should not underestimate the
evolution of the different channels and should clearly
define a multi-channel or omni-channel strategy. This
strategy should clearly state the objectives for each
channel and each client segment: these could be general
communication, client retention, client acquisition,
product cross-selling, etc. Based on these objectives, an
institution should be able to define clearly what products
and services are offered in a consultative or transactional
mode, on which channel, for which client, for which
strategic purpose and at what price.

The relationship manager
should become the single point
of contact between clients and
the various experts of the bank
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While direct contact with relationship managers is
the most important interaction channel, the function
of the relationship manager still remains salesoriented and needs to become more service-oriented
and have the ability to call upon the right experts to
best meet the client’s needs
Although relationship models vary across the industry,
the main role of relationship managers is to have an
understanding of client needs, objectives, risk tolerance
and the evolution of these over time. The financial
crisis has modified relationship models from a passive
to a more active client relationship. Nevertheless,
relationships are still largely product-push oriented. In
our opinion, technical skills are not sufficiently developed
for high-quality advice. High quality service from the
relationship manager is often more important than
absolute return on investment for the client. In many
cases, when clients leave an institution it is because of
a lack of understanding with the relationship manager
and not investment performance. In order to deliver
on increasing client expectations regarding advisory
services, relationship managers will need to increase
technical sales capabilities to better address client service
and value management.

The relationship manager should become the single
point of contact between clients and the various
experts of the bank, and leverage new channels to
deliver advice to clients with added convenience

Players need to develop talent management
strategies for their relationship management staff

The emerging model is one in which relationship
managers act as a single point of contact to deliver the
various services and offerings of the wealth manager. In
this role, the relationship manager acts as an interface
between the client and the most relevant services of the
wealth manager, whether these are sourced internally
or externally. In order to do this effectively, relationship
managers need to remain generalists but be sufficiently
well-versed in technical aspects to understand client
needs which may be diverse, for example in terms of tax,
investment products, risk and lifecycle. Organisational
and potentially remuneration models also need to be
adapted to ensure that all experts and departments are
incentivised to work well together to provide clients with
a single view.

Different client segments will prefer specific relationship
manager profiles (more technical vs. more relationship
oriented). In other words, adapting the value proposition
to client needs will add another layer of complexity
to the skills and profiles required in the relationship
management organisation. To address this, we believe
players should develop a talent management strategy,
identifying desired capabilities, gaps in the current
organisation and putting in place plans to address these
over time through recruiting and staff development.
Technical capabilities and the ability to use digital tools
effectively will be some of those skills, in addition to
the more traditional relationship and commercial skills
required.

The current assessment of your relationship managers
Have sufficient understanding of client needs
Primary objective is growth of AuM

Traditional
priorities

Focused primarily on relationship aspects
Primary objective is effective and profitable client servicing
Primary objective is client acquisition
Use broad range of tools to interact with clients
Knowledge of external and in-house products
Good cross-selling skills
Primarily interact in person with clients
Sufficient competence to handle complex client needs
Proficient in new technologies

Capabilities
to develop
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Considering that the development of new technologies is one of the most important
trends currently affecting the industry, the lack of focus on technical competencies is
an issue that must be addressed in the future. As relationship managers typically have
a very long tenure (almost 50% of relationship managers have a tenure of more than
ten years and 80% of relationship managers have a tenure of more than five years),
the new generation of relationship managers will be key to developing the required
technical skills for the future. This is crucial in particular when it comes to the need
to plan next generation wealth transfer. Indeed, the rise of generation Y as a specific
client segment will inevitably require a transition to digital media and an adaptation by
relationship managers.

Average tenure of a relationship manager with your firm

5-10 years

3-5 years
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>10 years

33%

47%

0-3 years

13%
7%
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04

Pricing

Current pricing models remain mostly event-based
and the industry should drive the adoption of valuebased pricing models

advisory fees) contribute to less than 40% of wealth
management revenues, while transaction fees contribute
to more than 60% of wealth management revenues for
20% of respondents and management fees contribute
to more than 40% of wealth management revenues for
10% of respondents.

Survey results indicate that event-based fees are more
widely applied than asset-based fees; more than half of
survey respondents state that they apply all three eventbased fees (transaction fees, management fees and
custody fees), while only less than 35% of respondents
apply asset-based fees. Furthermore, the results indicate
that asset-based fees also contribute less to wealth
management revenue than event-based fees. For all
respondents, asset-based fees (performance fees and

More than 75% of respondents suggest that the usage
of advisory fees, management fees, performance fees
or all in one models, will increase in the next five years.
In contrast to this, the application of transaction fees is
largely expected to remain stable or decline in the future.

Fees in application with clients
Transaction fees

65%

event based fees

Management fees

65%

asset based fees

58%

Custody fees
Performance fees

35%

All in one model

35%

Advisory fees

event & asset based fees

27%

Expected pricing usage in the next 5 years

Advisory fees
(e.g., per hour spent, per structure designed)

All in one model
(one fee combining all of the above)

Performance fees
(e.g., on annual portfolio performance)

Management fees
(e.g., on assets under discretionary mandate)

Custody fees
(e.g., on assets held in custody)

Transaction fees
(e.g., by order executed)

Increase

Stay the same

Decrease

92%

0%

8%

82%

0%

18%

75%

17%

8%

60%

35%

5%

35%

29%

35%

17%

33%

50%

Relative contribution to wealth management revenue (indexed)
Transaction fees

(e.g., by order executed)

Management fees

35%

(e.g., on assets under discretionary mandate)

Custody fees
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(e.g., on assets held in custody)

All in one model
(one fee combining all of the above)

Performance fees

22%
18%
12%

Certain services critical to future business
development appear not to be charged
systematically

to the largest clients, and potentially charged discretely
at the middle and bottom of the market. As these types
of services are expected to play a role in driving future
business, we believe it is key to explore ways to create
revenue from them.

The survey results also show that services, which are
expected to contribute most to business in the future,
are not all charged in the same way, particularly with
regards to advisory services. This concerns mainly
advisory services and investor support (access to
trading room or to research). As we have seen, the
rise of self-management and the growing importance
of delivering high-quality advice to clients cannot go
without adaptations in terms of pricing model. In our
view, these value-added services are likely to be offered

Next to these opportunities for re-pricing, the question is
to protect those services that do generate revenue today,
such as transactional services and banking services.
The challenge here will be to find ways to differentiate
pricing between segments and to keep pricing structures
transparent for clients, yet sufficiently differentiated to
limit competitive pricing pressures.

Expected contribution of services to business development vs. the degree to which they are charged
separately

PROTECT

Consider how
to monetize

Banking services
Core advisory

Average

Investor support

Estate consolidation
and account aggregation

Transactional
services

Other advisory
services

Reporting

Conciergerie
Tax reclaim

Low

Expected contribution to business development

High

Portfolio
management

Low

Average

High

Degree to which services are charged separately
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In most institutions, pricing is segmented

Understanding how pricing works in your firm

Pricing models are diverse, however the majority (56%)
of respondents indicate that pricing is segmented in
their institution. The most common type of pricing
segmentation is by size of client or based on the
complexity of the relationship.

44%

Pricing
model

But still often determined by the relationship
manager, which limits transparency…
Currently, relationship managers and policies mainly
determine pricing decisions. Survey results indicate
that in almost 75% of all cases, relationship managers
determine pricing decisions within the limits provided
centrally. In our view, this limits pricing transparency and
is not in line with the evolution of client needs towards
more clarity in the value proposition.

56%

In my institution,
pricing is segmented

24%

By complexity of client
relationship/requests

A challenge will be to find ways
to differentiate pricing between
segments and to keep pricing
structures transparent for
clients, yet sufficiently
differentiated from the market

In my institution,
a similar pricing
policy is applied
to all clients

4%

By customer
Net Present
Value

20%

Through a
combination of all

8%

By country

Pricing
segmentation

By size of client

4%

By type of client
(e.g. inherited, entrepreneur)

28%

Fully centralised

Pricing
decisions

72%

Determined by relationship
managers within limits provided centrally
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40%

Players recognise that pricing will need to become more tied to the value
provided to clients and become more segmented regarding client specificities, all
the while becoming less centralised
Around 40% of respondents already recognise the need for more value-based pricing
and more segmentation in pricing.
Trends for pricing policy - Pricing will be:
Pricing will be:

37%
More segmented to
reflect client specificities

21%

Become less
centralised

41%
More based on the value
of advice provided to clients
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Our International Wealth
Management & Private Banking
practice at a glance
The Deloitte International Wealth Management & Private
Banking practice has a solid track record in tackling the
issues that matter for the industry. We provide services
ranging from diagnostic to implementation on issues of
strategy, operations, technology and risk, compliance and
regulatory. We serve all types of industry players including
global integrated banks, private banks, multi-wealth
managers, wealth managers and family offices. As a
result, we have acquired an extensive knowledge of the
Wealth Management & Private Banking industry.
Our team is made up of experts who have performed
numerous local and international assignments in the
industry. Our Wealth Management & Private Banking
professionals are highly qualified professionals with

a variety of academic backgrounds and professions,
including finance, engineering, government and law.
Our team also includes professionals who are members
of industry leading organisations and regulatory panels.
Our team is committed to supporting the industry by
remaining close to clients and their challenges, constantly
watching for industry developments and conducting
ongoing focused research.
Thanks to our network and dedicated professionals in
all major industry locations and markets, we are able to
support our clients across all geographic regions globally.

North America
131 offices in 2
countries

8
Latin America
and Caribbean
69 offices in
28 countries
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Europe
- Wide network: 297 offices
in 47 countries
- Covering all of key Private
Banking clients
- Leading practices: Luxembourg,
France UK, Switzerland
- Other practices:
Asset management, Insurance, etc.
Africa
46 offices in
21 countries

Middle East
29 offices in
16 countries

Asia Pacific
113 offices in
26 countries

Our services

We offer a wide range of products and services and our goal is to become your preferred service provider.

Type
Strategy & Operations

Product & service
Strategy & Regulatory

Corporate and business unit strategy
Customer and market strategy
Digital and social media strategy
Regulatory strategy

Operations

Target operating model design
Business process transformation
Procurement and sourcing
Operational excellence
Outsourcing advisory (BPO/ITO)

Outsourcing services

Outsourced reporting services
Outsourced tax treaty reclaim services

Financial Advisory

M&A advisory
Due diligence services
Valuation services
CFO Services

Human Capital

Organisational change
HR transformation
Leadership development

Risk

Actuarial insurance and solution
Capital markets and financial risk
Forensic and dispute services
Information and technology risk

Technology

CIO advisory services - IT strategy
Digital strategy and solutions
Core systems transformation
IT architecture
Entreprise applications
Information management

Tax

Tax advisory
Tax reporting
Tax reclaim
Tax relief at source
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