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The overall growth o global personal wealth continued its
momentum in 2017. Residents of North America held over 40% of

global personal wealth, followed by residents of Western Europe with
22%. The strongest region of growth was Asia, which posted a 19%
increase. All wealth segments grew robustly, but high growth rates
were especially prevalent in the uppermost wealth segments.

This report, which is The Boston Consulting Group’s eighteenth annu-
al analysis of the global wealth-management industry, includes two
topics that we reexamine each year—global market-sizing and wealth
manager benchmarking—as well as a special chapter on the rise of
data and advanced analytics.

The market-sizing review encompasses 97 countries that collectively
account for over 98% of the world’s gross domestic product (GDP). It
outlines the evolution of personal wealth from global and regional
perspectives—including viewpoints on different client segments and
offshore centers—and examines the large pools of opportunity that
await forward-thinking wealth managers.

The benchmarking study focuses on why so many wealth managers
struggle to maintain their top-line margins despite strong growth in
personal financial wealth and assets under management (AuM). The
best practices of top-performing players offer many answers and po-
tential solutions. The benchmarking stems from a survey of more than
150 wealth managers and involves more than 1,500 performance indi-
cators related to growth, financial performance, operating models,
sales excellence, employee efficiency, client segments, products, and
trends in different markets and client domiciles. It also scrutinizes
smart pricing practices and looks at ways to enhance client satisfaction.

Our discussion of advanced analytics and data addresses the various
challenges—and opportunities—involved in using the wide spectrum
of tools now available to wealth managers for creating personalized
customer experiences that reflect the clients’ individual needs, prefer-
ences, contexts, and behaviors. Leveraging technical capabilities in
these areas to the fullest has become critical to the success of any
wealth management enterprise. In our view, wealth managers should
embrace the opportunity to embark on the advanced analytics jour-
ney and to capture the considerable value it offers.

In preparing this report, we used traditional segment nomenclature
that most wealth management institutions will recognize: retail, afflu-
ent, lower high net worth (HNW), upper HNW, and ultra-high net

INTRODUCTION
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worth (UHNW). These wealth bands tend to vary from player to play-
er. We based segments on the following measures of personal wealth:

• Retail: below $250,000

• A:  $250,000 d $1 

• Lower HNW: between $1 million and $20 million

• Upper HNW: between $20 million and $100 million

• UHNW: above $100 million

To accurately gauge the evolution of global personal wealth, we con-
tinuously update and fine-tune our market-sizing methodology. For
the purposes of this report, personal financial wealth represents that
of the total resident population, collected by country and by asset
class from central banks or equivalent institutions, based on the global
System of National Accounting. For countries that do not publish con-
solidated statistics about financial assets, we performed a bottom-up
analysis with country-specific proxies, in line with the System of Na-
tional Accounting. Proxies also generally originate from the central
bank or an equivalent institution.

Data on the distribution of wealth is based on resident adult popula-
tions, by country, and the use of econometric analysis to combine vari-
ous sources of publicly available wealth distribution data. The past
and projected growth rates of wealth segments account for shifts of
individuals in and out of segments over time.

We performed our forecasting of personal financial wealth at the indi-
vidual sub-asset-class level, using a fixed-panel multiple regression
analysis of past wealth-driving indicators and applying these patterns
with forecast indicator values for the future. We included offshore
wealth as part of total wealth and calculated it from data published
by financial centers and by the Bank of International Settlements, as
well as from data generated by BCG project experience.

As always with our annual global wealth reports, our goal in this eigh-
teenth edition is to present a clear and complete portrait of the busi-
ness and to offer thought-provoking analyses of issues that will affect
all types of players as they pursue growth and profitability in the
years to come. We take a holistic view of the wealth management
ecosystem—emphasizing how the market, the institutions, and the
clients interact—with the aim of identifying the best opportunities for
wealth managers.



The Boston Consulting Group | 5

Global personal inancial wealth
grew by 12% in 2017 to $201.9 trillion in

US dollar terms.1 (See Exhibit 1.) The total
was roughly 2.5 times as large as the world’s
GDP for the year ($81 trillion).

This expansion more than doubled that of
the previous year, when global wealth rose by
4%, and represented the strongest annual
growth rate in the past five years (in US
dollar terms). The main drivers were the bull
market environment in all major economies—
with wealth in equities and investment funds
showing by far the strongest growth—and
the significant strengthening of most major
currencies against the dollar.

Ib  
f % f b w,
w w-q 
m   m %.

In terms of asset classes, $121.6 trillion (60%)
of global wealth took the form of investable
assets—mainly equities, investment funds,
currency and deposits, and bonds—with the
remaining $80.3 trillion (40%) held in non-
investable or low-liquidity assets such as life
insurance, pensions funds, and equity in un-
quoted companies.

K Ap
Noteworthy in 2017 were the influence of
foreign exchange factors on wealth growth
and the distribution of different asset classes
regionally. Wealth expansion is likely to con-
tinue, subject to various market scenarios.

The Impact of Exchange Rates on
Growth
Currency effects have strongly influenced the
growth of personal wealth in US dollar terms
over the past five years—and markedly so in
2017. (See Exhibit 2.) For example, if the year-
end 2017 exchange rate were applied to every
year, growth in 2017 would be far lower (7%),
as there would be no accounting for growth
from the appreciation of major currencies
(especially the euro) against the dollar. That
said, over the entire period of 2012 to 2017,
the dollar actually strengthened against most
currencies, leading to lower growth at the
aggregated dollar level than populations
experienced in terms of wealth expansion in
their local currencies.

The Mix of Asset Classes
The distribution of personal financial wealth
across investable and non-investable assets
differed markedly from region to region in
2017, with developed markets generally hold-
ing a higher share of wealth in non-investable
assets—notably pension fund entitlements—
than developing markets. The Middle East ac-
counted for the highest share of wealth held in

GLOBAL WEALTH MARKETS
A YEAR OF STRONG GROWTH
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Source: G W Rpr —BCG G W Mrk Sizing Ds.
Note: Finnci sss r pr  Sysm f Nin Accuning  rpring sndrd, in $riins.
“Acu xcng rs” rfrs  cnvrsin f w frm c currncy in US drs, using cu yr-nd xcng rs.
“Cnsn xcng r (7)” rfrs  cnvrsin f w frm c currncy in US drs, using  7 yr-nd xcng r crss
 prids.

Exhibit 2 | Currency Eecs Have Heavly Inuenced Grow n Terms o US Dollars
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Source: G W Rpr —BCG G W Mrk Sizing Ds.
Note: Finnci sss r pr  Sysm f Nin Accuning  rpring sndrd, in $riins. Grw prcngs fr  prid
–6 rprsn  rvn cmpund nnu grw rs vr  prid.
Lif insurnc nd pnsins, unisd quiy, nd r quiy.
Equiy, nds, invsmn funds, currncy nd dpsis, nd r, smr ss csss.

Exhibit 1 | Gloal Weal n US Dollars Grew y 12% n 2017
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investable assets, while residents of Oceania
had the lowest share. In terms of wealth vol-
ume, developed markets held the largest pool
of investable assets by far, with more than
$44 trillion in the US alone. By comparison,
the top ten developing countries combined
held less than $30 trillion in investable assets.

More granularly, time and savings deposits
held more than $32 trillion (27%) of invest-
able assets globally, followed by directly trad-
ed quoted equities at $26 trillion (22%), in-
vestment funds at $23 trillion (19%), and
current accounts or transferable deposits at
$19 trillion (15%). The remaining $22 trillion
extended across currencies, directly traded
bonds, and other smaller asset classes. Over
the past five years, individuals have shifted
more toward investment funds and directly
traded equities—as evidenced by a gain of 6
percentage points in their share of total
wealth since 2012—at the expense of bonds
and currency and deposits.

P f w
    CAGR f b
% fm   .

Wealth held in investment funds was the
asset class that had the strongest growth in
2017, rising by 23% on the back of bull stock
markets. Finishing close behind was wealth
held in quoted equities, which rose by 18%.
Non-investable assets held in life insurance
and pension funds that benefited from the
strong equity markets also showed high
growth. On the other hand, wealth held in
bonds declined by 7% (the only core asset
class to post negative growth), reflecting the
continued low-interest-rate environment and
falling yields, which prompted further migra-
tion toward equities and investment funds.

The Five-Year Outlook for Global
Wealth Growth
If recent wealth expansion patterns continue
over the next few years—with the bulk of
growth coming from equities and investment
funds—personal financial wealth could rise
at a compound annual growth rate (CAGR) of

about 7%, in US dollar terms, from 2017 to
2022. Depending on the outcome of current
geopolitical uncertainties, the level of global
economic development, and potential stock-
market corrections, however, growth could in-
stead be substantially lower, with a CAGR of
about 4%. In a worst-case scenario, if a full-
blown crisis were to hit major economies, the
five-year CAGR could fall to less than 1%.

P f Oppru
All wealth segments grew vigorously in 2017
in US dollar terms, but the uppermost seg-
ments tended to increase at a higher rate
than all other segments. The share of global
wealth held by millionaires increased to al-
most 50% in 2017, compared with just under
45% in 2012, driven mainly by higher-wealth
individuals investing in higher-return assets.
Overall, asset distribution by wealth segment
varied widely across regions. (See Exhibit 3.)

Opportunities abound for wealth managers
seeking to increase their focus on different
client segments. For example, despite being
far apart on the wealth spectrum, both the
above-$20-million segment (upper HNW and
UHNW) and the affluent segment are attrac-
tive because they represent very large wealth
pools with high growth rates. In 2017, the up-
per HNW and UHNW segments held more
than $26 trillion in investable wealth. US resi-
dents held over 30% of this wealth, making the
US easily the largest country of origin. (See
Exhibit 4.) Other economic areas with large
pools of UHNW investable assets include de-
veloping markets such as China (in second
place), Hong Kong, India, Russia, and Brazil,
and developed markets such as Germany (in
third place), France, and Italy. The share of
wealth held by upper HNW and UHNW indi-
viduals varies widely among the top 15 coun-
tries, ranging from 47% in Hong Kong to 8%
in Japan. Over the next five years, the upper
HNW and UHNW segments’ wealth is likely
to post the highest growth across all regions.
Financial institutions looking to acquire and
serve these segments will need to bring a
broad international skill set to the table.

Affluent individuals, a segment whose popu-
lation is burgeoning, hold a large and increas-
ing amount of the world’s personal wealth, at
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Note: “Uppr Hig N Wr” nd “Ur-Hig N Wr” rfr, rspcivy,  individus wi invs sss f $ miin  $ miin
nd f mr n $ miin, cnvrd frm c currncy in US drs using yr-nd xcng rs.
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Source: G W Rpr —BCG G W Mrk Sizing Ds.
Note: Ec cumn rprsns n w sgmn, in $usnds (k) r $miins (m). Excuds ffsr.

Exhibit 3 | Asse Dsruon y Weal Segmen Vared Wdely Across Regons
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$17.3 trillion (14% of investable assets) in
2017. (See Exhibit 5.) This group, which is ap-
proximately 72 million people strong, rep-
resents the growing middle class, and many
of its members will become the millionaires
of tomorrow. We expect the wealth of this
segment to post a CAGR of around 7% over
the next five years, increasing its pool of
wealth to nearly $25 trillion. To successfully
tap into this segment, wealth managers must
have at their disposal an efficient service
model and significant skill in new and inno-
vative digital technologies.

The entrepreneur segment represents anoth-
er attractive opportunity for wealth manag-
ers to tap into money in motion and provide
needed services. (See Exhibit 6.) We expect
these individuals, who have equity in their
own companies—recorded as unquoted equi-
ty (non-investable wealth)—to significantly
increase their pool of investable assets, by
liquidating some or all of their equity
through sales and by earning new wealth
through their entrepreneurial activities. The
largest pools of entrepreneurial wealth are in
the US, France, Italy, and Japan.

H  R
Residents of North America held nearly 43%
of global personal wealth in 2017, followed by
residents of Western Europe with 22%. The
strongest-growing region in 2017 in terms of
US dollar wealth was Asia, which posted a
19% increase. The level of investable assets
varied widely among regions, with the largest
markets being North America, Asia, and
Western Europe. (See Exhibit 7.)

North America2

North America remained the richest global
region in 2017 in terms of personal wealth,
which expanded by 8% to $86.1 trillion, and
of per capita wealth ($312,000). (See Exhibit
8.) Individuals held roughly $47 trillion (55%
of the total) in investable assets—$29.1 tril-
lion of that total in equities and investment
funds alone.

North American wealth was highly concen-
trated in the over-$5-million segment, which
held 42% of investable wealth. The region’s
wealth should grow at a CAGR of around 5%
over the next five years, assuming there are
no significant market shocks. We expect the
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2022

3.7
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2.5Number of affluent
individuals (1,000s)

101,83171,631

Number of affluent individuals (1,000s)

Number of affluent individuals (1,000s)

44,44337,201 21,93414,549 953506 17,5818,386

13,9639,199 1,206812 1,460747 291230

+4.2%

+8.2%

+6.5%

+7.6%

+13.7%

+14.1%

+14.0%

+5.4%

+7.4%

Source: G W Rpr —BCG G W Mrk Sizing Ds.
Note: Finnci sss r pr  Sysm f Nin Accuning  rpring sndrd, in $riins. “Affun individus” r dfind s s
wi sss f $,  $ miin, cnvrd frm c currncy in US drs using yr-nd xcng rs.

Exhibit 5 | Auen Indvduals Hold a Large and Increasng Amoun o Personal Weal
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Note: Finnci sss r pr  Sysm f Nin Accuning  rpring sndrd, in $riins. Invs sss incud isd quiy,
nds, invsmn funds, currncy nd dpsis, nd r smr ss csss. KSA = Kingdm f Sudi Ari.

Exhibit 7 | Te Level o Invesale Asses Vares Wdely Among Regons
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Exhibit 6 | Enrepreneurs Represen a Sgncan Opporuny or Weal Managers
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upper HNW segment to post the strongest
growth, with projected wealth expansion of
around 8% per year.

Western Europe3

Personal wealth in Western Europe rose by
15% to $45.2 trillion in 2017, of which $22.6
trillion (50%) took the form of investable
assets.

In contrast to North America, Western Europe
concentrated on currency and deposits as
investable assets (56%), with a much smaller
share (24%) held in equities and investment
funds. Given the rises of the euro (+14%) and
the British pound (+10%) against the US
dollar, the region’s wealth growth was con-
siderably higher in dollar terms than in local
currency terms (15% compared to 3%).

The distribution of wealth in Western Europe
was more balanced than in many other re-
gions, with the $100,000-to-$250,000 segment
holding a large portion (23%) of investable
assets in 2017. Depending on the fate of
Brexit and concurrent currency effects, re-
gional wealth should grow at a CAGR of 5% in
local currency terms over the next five years.

Eastern Europe and Central Asia4

Personal wealth in Eastern Europe and Cen-
tral Asia rose by 18% to $3.3 trillion in 2017.
The Commonwealth of Independent States
(CIS) accounted for $1.5 trillion of the re-
gion’s wealth. The strengthening of local cur-
rencies against the dollar boosted the growth
rate (which was 8% at constant currency). Per
capita wealth remained comparatively low at
$12,000. The region is notable for its unequal-
ly distributed wealth: in 2017, billionaires
alone held nearly 23% of investable assets.
We expect regional wealth to post a CAGR of
around 11% over the next five years in local
currency terms, with an increasing share allo-
cated to equity and investment funds as these
products continue to mature in Russia and
other CIS countries.

Asia5

Personal wealth in Asia grew by 19% to $36.5
trillion, with residents of China holding near-
ly 57% of that amount, and the region regis-
tered per capita wealth of $13,000. Although
the asset allocation share of equities and in-
vestment funds has grown over the past five
years (from 22% in 2012 to 31% in 2017), Asia
remains a cash-and-deposits-heavy region,
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Source: G W Rpr —BCG G W Mrk Sizing Ds.
Note: W pr cpi (in $usnds) is sd n finnci sss pr  Sysm f Nin Accuning  rpring sndrd, incuding
 nn-invs nd invs sss nd du ppuin.
D fr Brin, Kuwi, Qr, nd Unid Ar Emirs, rspcivy, is imid  rsidns w wr rn in c cunry.

Exhibit 8 | Nor Amerca Is e Clear Leader n Weal per Capa
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with 44% of personal wealth held in this asset
class. We project regional wealth to grow over
the next five years at a CAGR of roughly 12%.

Japan
Personal wealth in Japan grew by 8% to $16.8
trillion in 2017, more than half of it in cash
and deposits. Even so, the share of wealth
held in equities and investment funds has in-
creased significantly over the past five years—
from 11% in 2012 to 17% in 2017. In yen terms,
wealth growth was a more modest 4%. We
anticipate that wealth expansion in Japan
over the next five years will occur at a CAGR
of 3% in yen terms.

Oceania6

Personal wealth in Oceania grew at a rate of
11% in 2017 to reach $4.5 trillion. Residents
of Australia owned the bulk of this wealth, at
$3.9 trillion. Historic patterns indicate that
future annual growth in the region should be
in the range of 7% to 8%.

Latin America7

Personal wealth in Latin America rose by 11%
to $4.1 trillion in 2017. Residents of Brazil
($1.6 trillion) and Mexico ($0.9 trillion) to-
gether held 61% of that amount. Per capita
wealth, at $11,000, was slightly less than that
in Eastern Europe and Central Asia. We pro-
ject five-year growth at a CAGR of 9% to 10%
at constant exchange rates.

Middle East8

Personal wealth in the Middle East rose by
11% to $3.8 trillion in 2017, a significant in-
crease compared with the CAGR for the pre-
vious five years. Per capita wealth in the
region increased to $18,000—allowing for sig-
nificant variation by country, ranging from
more than $400,000 in Qatar to less than
$6,000 in Iran and Iraq—and should continue
to grow appreciably.

Africa9

Wealth in Africa increased at a rate of 14% to
reach $1.6 trillion in 2017, a huge leap over
the CAGR posted from 2012 through 2016.
Per capita wealth remained very low, at just
$3,000, and varied significantly from country
to country. In Ethiopia, Tanzania, and Mo-
zambique, personal wealth was less than
$1,000 per person.

We expect personal wealth in the combined
regions of the Middle East and Africa to post
a CAGR of 8% to 10% over the next five years.

T Offr Prp
The amount of global offshore wealth held
in 2017 was around $8.2 trillion, 6% higher
than in the previous year in US dollar terms.
Nevertheless, that growth rate is much lower
than the growth rate that onshore wealth
posted.

Switzerland remained the largest offshore
center, domiciling $2.3 trillion in personal
wealth in the country. (See Exhibit 9.) The
next-largest booking centers were Hong Kong
($1.1 trillion) and Singapore ($0.9 trillion),
which have grown at yearly rates of 11% and
10%, respectively—more than three times the
rate (3%) of Switzerland over the past five
years.

Pxm m  k
f  m w
   k
ff f .

Historically, many offshore centers have of-
fered tax advantages; and as the regulatory
climate has tightened over the past ten years,
we have seen significant flows back onshore,
generally from lower HNW individuals. But
new inflows into offshore centers (mainly
from UHNW individuals)—in particular from
the developing world, but also, increasingly,
from developed countries—have generally
offset these outflows, as financial institutions
offering offshore services have successfully
redefined their value proposition to target
clients from mature markets.

Proximity remains a key factor in determin-
ing where investors choose to seek offshore
financial services. Historical and cultural ties
also play a role.

Over the next five years, offshore wealth
seems likely to continue growing at a CAGR
of roughly 5% per year.
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Notes
1. The definition of personal financial wealth is based
on the System of National Accounting’s asset categoriza-
tion and includes wealth of the total population held in
cash and deposits, mutual funds, listed and unlisted
equities, debt securities, life insurance, and pension
entitlements, whether onshore or offshore and whether
held directly or indirectly through managed invest-
ments. It excludes individuals’ residences and luxury
goods.Wealth figures and percentage changes are based
on local totals that were converted to US dollars, using
year-end actual exchange rates.
2. For the purposes of this report, North America
comprises Canada and the United States.
3. For the purposes of this report,Western Europe
comprises Austria, Belgium, Cyprus, Denmark, Finland,
France, Germany, Greece, Iceland, Ireland, Italy,
Liechtenstein, Luxembourg, Malta, Netherlands,
Norway, Portugal, Spain, Sweden, Switzerland, and the
United Kingdom.
4. For the purposes of this report, Eastern Europe and
Central Asia comprises, Belarus, Bosnia & Herzegovina,
Bulgaria, Croatia, Czech Republic, Estonia, Georgia,
Hungary, Kazakhstan, Latvia, Lithuania, Macedonia,

Poland, Romania, Russia, Serbia, Slovakia, Slovenia,
Ukraine, and Uzbekistan; and the Commonwealth of
Independent States comprises Belarus, Kazakhstan,
Russia, and Uzbekistan.
5. For the purposes of this report, Asia comprises,
Bangladesh, China, Hong Kong, India, Indonesia,
Malaysia, Myanmar, Pakistan, Philippines, Singapore,
South Korea, Lanka, Taiwan, Thailand, and Vietnam.
6. For the purposes of this report, Oceania comprises
Australia and New Zealand.
7. For the purposes of this report, Latin America
comprises Argentina, Brazil, Chile, Colombia, Costa
Rica, Dominican Republic, Ecuador, Guatemala, Mexico,
Panama, Peru, and Uruguay.
8. For the purposes of this report, the Middle East
comprises Bahrain, Iran, Iraq, Israel, Jordan, Kuwait,
Lebanon, Oman, Qatar, Saudi Arabia, Turkey, and the
United Arab Emirates.
9. For the purposes of this report, Africa comprises
Algeria, Angola, Egypt, Ethiopia, Kenya, Morocco,
Mozambique, Nigeria, South Africa, Sudan, Tanzania,
and Tunisia.
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Source: G W Rpr —BCG G W Mrk Sizing Ds.
Note: Offsr w in $riins. KSA = Kingdm f Sudi Ari; UAE = Unid Ar Emirs.

Exhibit 9 | Swzerland Remaned e Larges Osore Cener
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BRIDGING THE REVENUE
GAP

Why are so many wealth managers
struggling to maintain their top-line

margins despite the strong growth of person-
   d  d -
 (AM)? Of,   
regulation, increasingly demanding clients,
d    d d  j
    d 
challenges they face. While a number of them
realize the need for action and have taken
steps in the right direction, too many players
fail to recognize the urgency of the situation
in today’s competitive landscape.

P jm 
 w m w
 b fm %  %.

The wealth management business is still in
the very early stages of what we believe will
ultimately be a complete transformation. This
reality, coupled with the potential cooling of
a nearly decade-long bull market, means that
institutions that are not prepared to fight
back against further deterioration of margins
will face an uncertain future.

On the positive side, our benchmarking data,
gathered from more than 150 wealth manag-
ers reveals that current market trends have

hit some institutions much less directly than
others. This raises two critical questions:
What can all wealth managers learn from the
top performers? And what can industry play-
ers do to tackle the current challenges head-
on? We see four key lessons.

Wr Fu  Ru, N
C
Top performers—which we define as consist-
ing of the quartile of institutions that have
the highest pretax profit margins—achieved
a significant advantage over average perform-
ers in overall revenue growth and return on
assets (RoA) over the past three years, along
with significantly better price realization in
every client wealth segment. Top performers
also enjoyed a cost advantage, although it
was much less pronounced than the RoA gap.
This implies that the prime driver of higher
profit margins resides on the revenue side.
(See Exhibit 10.)

Smr Pr I  K Drr f
Ru Upf
Wealth managers can achieve a revenue uplift
of from 8% to 12% by adjusting price levels,
correcting unnecessary discounts, and simpli-
fying overall pricing structures. Pricing mea-
sures are easy to quantify and require little in-
vestment. When blended with new data and
analytics tools, they become truly powerful.
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At the same time, wealth management clients
are demanding greater transparency on real
price levels, a demand that regulations in
some regions (such as the latest European
Markets in Financial Instruments Directive,
MiFID II) reinforce. In response to these pres-
sures, managers can optimize pricing oppor-
tunities in three key areas: price realization,
price architecture, and product bundling. Each
of these areas presents wealth managers with
critical questions to answer and typical chal-
lenges to overcome.

Price Realization
Our experience shows that, on average, rela-
tionship managers (RMs) charge about one-
third of their clients at rates below the target
pricing level. We also see a significant gap (up
to 40 basis points) between the top third and
the bottom third of RMs.

Institutions should ask themselves some key
questions about price realization:

• How large is the gap between actual and
target revenue margins?

• Are RMs taking a value-based approach to
pricing—applying discounts when appro-
priate and removing them when they are
no longer necessary?

• Are prices consistent across similar types
of clients?

Among the typical complications to address in
this area are fee arrangements that give RMs
the incentive to book business at the expense
of revenue margins, weak guidelines and ap-
proval processes for granting initial discounts,
infrequent review of existing discounts, and
failure to apply fee increases to existing clients.

Price Architecture
With regard to the structural elements of
pricing—such as defining relationship mini-
mums, establishing pricing for different client
segments and for advice versus products, and
determining charges for ancillary services—
several questions are paramount:

• D     
value generated for and perceived by the
client?

• Are the institution’s price levels competi-
tive in the local and regional markets?

• Is appropriate governance in place to
enforce the pricing architecture?

The challenges to overcome in this area in-
clude complex and opaque pricing systems

AuM growthRevenue growth CoARoA % of client assets and liabilities1

Revenue growth of top performers
exceeds the industry average

2015–2017 gap in revenue and AuM
growth for top performers versus average
(percentage points)

2015–2017 gap in RoA and CoA
for top performers versus average
(basis points)

2017 gap in RoA by client wealth band
for top performers versus average
(basis points)

RoA advantage of top
performers is consistent

Top performers have the upper hand
across all wealth bands
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Source: G W Mngr Bncmrking 6–.
Note: Ris r ccud n fu ncmrk smps, using priminry 7 d. Rurn n sss (RA) nd cs vr sss (CA) r
ccud, rspcivy, s pring rvnus vr vrg cin sss nd iiiis undr mngmn, nd css vr vrg cin sss
nd iiiis undr mngmn.
Avrg prcng f cin sss nd iiiis y w nd.

Exhibit 10 | Revenue Is e Prme Drver o Hger Pro Margns
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that clients (and even most RMs) do not thor-
oughly understand, loose definitions for
asset-based pricing components, and insuffi-
cient guidelines on what defines a client unit
(which, if too loosely defined, can result in
the extension of price benefits to a very large
group).

Product and Service Bundling
Product and service bundling can help maxi-
mize revenue if properly linked to the overall
pricing architecture and to the value proposi-
tion for each client segment. Key questions to
ask on this topic include the following:

• A  d   
dd      d
price to give clients a true choice?

• A      -
cated in a highly transparent, easy-to-
understand manner, so the customer can
easily identify the right option?

• Does the institution consider the client’s
full relationship with it across all business
units when building bundles and setting
price levels?

Relevant challenges in this area include over-
coming the frequent assumption that higher-
net-worth clients naturally gravitate toward
more costly, premium service (leading wealth

managers to charge them for services they
don’t want), ensuring that ancillary services
are priced separately, and developing a com-
prehensive view of full client relationships
across wealth management, personal bank-
ing, and corporate banking.

Implementing Smart Pricing
It might seem as though a new pricing pro-
gram is complete as soon as the institution
publishes a new price catalogue. But mea-
sures such as product bundles and adapted
price lists are just the tip of the iceberg. (See
Exhibit 11.) A successful pricing transforma-
tion must also cover multiple additional ele-
ments: adjustments to deal with pricing out-
liers (as opposed to simply introducing a
comprehensive across-the-board increase); a
smart pricing architecture; RM training and
coaching (along with supporting materials
such as scripts for client conversations); in-
centives for RMs that are in line with target
pricing goals; and stringent policies for track-
ing and reporting price realization at client
and RM levels.

Some wealth managers shy away from pricing
measures owing to a misperceived risk of
client attrition. In fact, by and large, wealth
management clients are not especially price
sensitive; they tend to have fairly low aware-
ness of the fees that the wealth manager
charges and the relative importance of those

Building product bundles

Developing a smart pricing architecture

Providing the right incentives for RMs

Tracking and reporting price realization

Training and coaching RMs on price realization

Adapting the price list

Supporting RMs with price and client value calculators

Correcting price outliers

Source: BCG prjc xprinc.

Exhibit 11 | A True Prcng Transormaon Requres Mulple Inaves
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fees. According to our research, roughly 90%
of wealth management clients are not fully
aware of what they pay. Although they appre-
ciate discounts as a gesture, they often do not
remember details such as the specific amount
in question. Ultimately, most clients focus far
more on satisfaction with the overall experi-
ence they receive than on pricing.

C Sf Dr Dr
Ru
Banks need to think long and hard about what
drives true client satisfaction. To be sure, con-
tented clients display a series of behaviors
that—although difficult to quantify—lead to
higher, more stable revenues. Such clients, for
example, typically increase the amount and
proportion of assets they have with the insti-
tution, ideally developing a primary-provider
relationship. They use more of the institu-
tion’s services, including discretionary portfo-
lio management and managed products, and
they often refer friends and family members.
Our experience shows that the building blocks
of selection and retention are trust, personal-
ized service, convenience, reassurance (when
necessary), and investment performance at
least in line with the market.

But how can wealth managers design an over-
all experience that delivers what most clients
want? Above all, an RM must make the client
feel truly valued and important through fully
personalized communication, discussion, and
continuous review of financial goals—all in
the context of the client’s life plan. Realistic
expectations with regard to investment perfor-
mance must also be part of the conversation.

In BCG project work, we have found three el-
ements of engagement to be crucial:

• Adequate Frequency of Client Interac-
tions. The key is to have planned contacts
with agreed-upon touch points scheduled
throughout the year to review asset alloca-
tion, investment performance, and short-
and long-term goals. In addition, the RM
should reach out to the client whenever a
 ,     k
f, . B  RM   
highly reactive and generally available
when a client calls—or at least must make

it standard practice to follow up as soon
as possible, without requiring the client to
initiate contact a second time. In addition,
the RM’s support team must be enabled
to handle basic issues, such as dealing
with a lost credit card, in short order.

• High-Impact Client Interactions. The
RM must be well prepared and resource-
ful in each interaction, so the client feels
 d d d  -
ment choices and plans for the future. The
RM must also take ownership of current
problems that the client raises and see
them through to an acceptable resolution.

T,  ,
, ,
 m fm
m  f.

• Appropriate Allocation of RM Time.
The RM should allocate time and resourc-
es in proportion to the actual value of the
client to the bank. This means spending
more time with more valuable clients than
with less valuable ones, even if the latter
are more demanding. For help in deter-
mining their most valuable clients, RMs
need up-to-date segmentation criteria that
are simple, uniform across the institution,
and easily accessible via the customer
relationship management system. Overall,
RMs must plan their time scrupulously so
that they touch all necessary bases, ease
the client journey, and sharpen the focus
on the client. (See Exhibit 12.)

These three elements will look very different
from client to client, based on each client’s
particular needs and behaviors.

Wealth managers should maximize RM time
by streamlining and automating processes to
reduce administrative work. Conversely, they
should minimize the amount of time RMs
spend on low-value activities such as travel
arrangements, expenses, file management,
scheduling, and filling in forms. To create effi-
ciencies, institutions should enable adminis-
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based ecosystems—interconnected groups of
products and services clustered around the
broader needs of wealth management clients.
These needs are not directly related to a
wealth manager’s core business, but partner-
ships with specialized providers can address
them, adding significant value to the client
relationship and revenue for the institution.

Many incumbents already offer nonfinancial
services, although these services often are not
professionalized and monetized. Examples
include health (access to a network of special-
ized doctors, coaches, and clinics), safety
(home surveillance, personal security, and
safeguarding of sensitive data), travel (access
to exclusive and limited travel opportunities,
smoother and easier airport transfers, and
VIP lounge access), property management
(valuations and relocation services), educa-
tion (assessment of schools and universities,
and career planning), and giving back to soci-
ety (philanthropy services and impactful in-
vestment opportunities).

Of course, leveraging revenue opportunities
in fields adjacent to the core business re-

quires a host of skills and capabilities: leader-
ship that embraces an open mindset and an
innovation-friendly culture along the entire
value chain; a highly professional organiza-
tion that can manage contracts and fulfill
service agreements; a propensity for agile de-
velopment and teaming involving a close-to-
the-customer, iterative approach to working
among multidisciplinary teams; a willingness
to find and hire talent from other industries;
and avoidance of a go-it-alone mentality in
favor of fruitful collaboration—for example,
with fintechs that possess effective solutions
but lack a broad customer base, with open
platforms, or with partners in the consumer
goods space. Always at the core of all such ef-
forts is the desire to serve clients’ aspirations
and ambitions. As we detail in the next chap-
ter, wealth managers can greatly facilitate
their understanding of clients by leveraging
data and advanced analytics.
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UNLEASHING THE VALUE
OF ADVANCED ANALYTICS

Wealth management is ultimately a
client-service business. As client needs

d x ,    
that serve them. The key change that wealth
managers must deliver today to stay com-
petitive in the market is personalization—
leveraging the full spectrum of available data
and advanced analytics to create personal-
ized experiences based on each client’s
needs, preferences, context, and behaviors.

T k   w
m m  
  m  
mk  .

This represents a quantum leap forward from
traditional approaches. Delivering standard-
ized experiences to clients will no longer suf-
fice, because the new normal will be for each
client to receive customized attention. Sharp
execution is challenging, however. Many
banks have begun to invest in personalization
but still struggle to effectively combine an
enhanced client experience with the under-
lying management of data, processes, organi-
zation, skills, governance, and behavioral
change. The one certainty is that firms that
do not take the necessary steps in this area
risk being left behind.

BCG research suggests that over 70% of
wealth management clients see highly per-
sonalized service as a key factor in deciding
whether to stay with their current provider or
switch to another. Firms that can deliver
smart, individualized products, services, and
prices—digitally and through an RM or a
financial advisor (FA)—will significantly bol-
ster their top-line growth and will occupy a
differentiated position in the market. This
principle holds true for wealth managers in
both developed and developing markets. (See
the sidebar “Digital Is Driving China’s Wealth
Management Market.”)

Seizing this opportunity will require the de-
ployment of new, cutting-edge capabilities in
advanced analytics—encompassing such ele-
ments as new technology platforms, fresh
development capacities, next-generation tech
and data architectures, updated data and digi-
tal organizational structures and skills, and
improved access to internal and external data.
Moreover, firms that can develop the needed
capabilities stand to gain a double advantage
because the same elements that will lift reve-
nues will also help realize significant efficien-
cy gains in the back office. By combining ef-
forts in these two broad areas, we expect,
leading firms will separate themselves from
slower-moving ones over the next few years.
This will occur as top institutions undertake
programmatic change across their organiza-
tions to enable advanced analytics at scale
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Over e pas ve years, e nerne
nance oom n Cna as provded e
oundaon or e rse o dgal weal
management in that country. The percent-
age o weal managemen producs sold
onlne n Cna as reaced 35%, a level
smlar o a n e US and sgncanly
higher than that in some other mature
markes. In addon, Cna as wnessed
the emergence of large third-party online
weal-managemen plaorms suc as
Lua and An Fnancal. Te comned
AuM o ese wo plaorms as opped
$600 llon, rsng a a CAGR o 50% over
e pas ve years.

Inspired by the success of internet unicorns
and y er own amons or eponenal
grow, nerne nance players and
nvesors n Cna are gly recepve o
new ecnologes. And leadng players n
Cna are acvely leveragng ecnology o
renven weal managemen ron-o-ack
across e value can, rngng ger
ecency and a clen eperence a s
superor n some ways o wa radonal
weal-managemen models oer.

For eample, suppored y Png An Group’s
ecnology and daa plaorms, Lua uses
g daa, macne learnng, and oer
ecnologes o analyze nvesors’ proles
and rsk appees, and en recommend
producs alored o eac nvesor’s unque
suaon and preerences. Meanwle,
Cna Mercans Bank as launced
Macne Gene Invesmen, a g-daa-
ased mole roo-advsory servce a
uses uman weal-managemen pracc-
es and und-researc eperence w
machine-learning algorithms.

T Burgning Aun Sgmn
A recen survey n Cna revealed a e
auen mddle class as ecome e
larges clen segmen or onlne weal-
management products. This pool of
nvesors, wose ncome sems prmarly
rom wages and salares, and wose asses

managed onlne ypcally accoun or 30%
o er oal nvesale asses, now
represents more than half of online clients.
As e weal o s segmen ncreases,
Cna’s onlne weal-managemen marke
sould epand urer.

Onlne weal-managemen clens n
Cna seem o ave a sgncanly ger
demand or lqudy an one clens,
and ey sow a greaer olerance or rsk.
Tey ave also demonsraed a srong
demand for professional information and
advce. Ts dsncve prole provdes a
sold oundaon a wll conrue o e
grow o rd-pary dgal weal-
managemen plaorms—an alernave o
e g-cos, g-people-ouc model
a many radonal players ave em-
raced n advsng g-ne-wor clens.

Digi Wi Hp Bring Cin Frr
into the Mainstream
Broadly speakng, Cna as een a lae
sarer n e weal managemen us-
ness. Indeed, some rms and e advsors
they employ are still learning from best
pracces a more maure markes ave
long ollowed. For eample, many o
Cna’s weal managers sll concenrae
on a product-push model as opposed to
ocusng on ndvdualzed cusomer
centricity.

More recenly, regulaors n Cna ave
een pusng or acceleraed developmen
o e weal managemen ndusry,
including measures to forbid implicit
nvesmen guaranees and o enorce
ducary duy. Ts s a good oucome or
e marke and promses o ransorm e
industry.

Along ese lnes, dgal ecnologes and
tools are poised to play a larger role in
enalng weal managers and nvesmen
advsors o oer clens sgncan and
mely marke nsg, nvesmen vews,
and allocaon advce. Dgal ecnology

DIGITAL IS DRIVING CHINA’S WEALTH MANAGEMENT
MARKET
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with far more precision than before. The value
will emerge as these changes lead to improve-
ments across a range of specific use cases in
areas such as increasing RM effectiveness, us-
ing targeted pricing, and strengthening opera-
tional efficiency. (See Exhibit 13.)

Indeed, because advanced analytics allow
firms to unlock value by bringing a new ap-
proach to traditional business problems, the
stakes for wealth managers can be enormous.
Overall, a transformation along these lines
can lead to top-line growth of 15% to 30% and
can drive efficiency gains of 10% to 15%—
collectively producing net margin increases
of over 10 basis points on total AuM. For a
typical wealth manager with roughly $250
billion in AuM, the bottom-line impact could
exceed $300 million.

Many players have already undertaken ef-
forts in these areas. Some wealth managers,
for example, have built or expanded small
analytics teams and invested in technology
platforms, although these tend to be siloed
efforts, not centered on a newly defined cli-
ent experience. According to a recent survey,

however, most institutions still allocate less
than 10% of their digital spending to improv-
ing their data use through advanced analyt-
ics. And technology investments are just the
start. Realizing the full opportunity will re-
quire fundamental changes across the entire
enterprise. Why have so many wealth manag-
ers fallen behind in their efforts to maximize
the impact of data and advanced analytics?

W I H W
Mr Bk?
Although advanced analytics have created
massive value across many industries in re-
cent years, the advantages they can bring to
wealth management remain a largely un-
tapped opportunity. In our view, four crucial
factors for success have been especially chal-
lenging for an industry entrenched in very
traditional ways of operating:

• Embrace new ways of working. Achiev-
ing outsize value from advanced analytics
requires working in an agile fashion,
orchestrating cross-functional teams to
drive technology change alongside

wll also pus weal managemen n
Cna oward a ger level o ransparen-
cy, prompng nsuons o see ngs
more rom e clen perspecve and
mandang em o delver a eer
cusomer eperence across e value
can. Ts, n urn, wll ncrease e gloal
sopscaon o Cna’s weal manage-
ment industry.

O course, e dgalzaon o Cna’s
weal managemen model s no jus
about the adoption of automated tools. It
s also aou ndng ways o serve clens
more ecenly and eecvely rom end o
end. Te key o success remans under-
sandng clen needs and oerng suale
producs and servces, w ecnology
provdng powerul new ways o accompls
s. Te emergence o nerne nance

specalss n Cna as also orced
radonal nsuons o reac quckly and
ransorm emselves accordngly.

As Cna’s weal managemen ndusry
undergoes a deep ransormaon—drven
y ecnology, regulaory cange, e
grow o e counry as a gloal economc
power, and a os o oer orces—we see
e marke sfng oward a more advsor-
drven model. In s envronmen, players
w srong capales n dgal and n
overall nvesmen nellgence wll lead e
pack. Fnally, as nancal markes n Cna
become increasingly open to foreign
nvesors and nsuons, we eleve a
weal managers wll nd sgncan new
opportunities to gain and maintain com-
peve advanage.

DIGITAL IS DRIVING CHINA’S WEALTH MANAGEMENT
MARKET
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operating model changes, and developing
a systematic, iterative approach to contin-
uous improvement. This means building
minimum viable products, testing and
learning, and failing fast.

• Commit to change-management
leadership. B  
depends on treating the initiative not
merely as a data-science experiment but
       —
for which members of the executive suite
must win the hearts and minds of every-
one in the organization (especially the
RMs) in order to bring about the needed
behavioral changes.

• Collect, manage, and mine meaningful
data—and make the most of it. Client
data tends to be highly fragmented, and in
our experience wealth managers meaning-
fully use only about 35% of available data.
Moreover, they rarely leverage the data
  d   x . C
and product data, in particular, creates
challenges owing to the data’s heterogene-
ity and disparate sources. Best-practice
players pull together the key information
and use it to the fullest extent across

engagement with RMs, client service,
k- , d .

• Know how to manage scale and com-
plexity. Wealth managers sometimes
handle massive, standardized data sets
stemming from transactions (for example).
But they must also understand how to
apply the latest analytics techniques to
unlock value for much smaller popula-
tions of perhaps hundreds or thousands of
clients. The art is to link various types of
data in a way that can step-change insight,
both at scale and at the level of individual
clients.

In order to move toward a true transforma-
tion, wealth managers must improve in all of
these areas.

Real transformation, of course, involves many
diverse and related initiatives. We have quan-
tified the opportunity for some of the most
common use cases on the basis of a model
bank resembling a large North American or
European onshore wealth manager that has
basic digital readiness and a client mix repre-
sentative of the market—but as yet has seen
little impact from advanced analytics.

Operations efficiency:
20%–40% reduction in operations costs

Human capital management:
5%–15% reduction in HR costs

Demand management:
10%–20% reduction in service costs

Credit risk management:
20%–30% reduction in credit review costs

Next-generation KYC:
5%–10% reduction in service costs

Client churn:
10%–20% reduction in attrition

Prospecting:
10%–20% increase in client acquisition

RM effectiveness:
5%–10% increase in sales to existing clients

Targeted pricing:
5%–15% increase in price realization

Client experience:
30%–40% increase in NPS; 5%–10%

growth in assets

WEALTH MANAGER BACK OFFICEFRONT OFFICE

Net margin improvement on AuM:

6–12 basis points

Source: BCG nysis nd prjc xprinc.
Note: KYC = Knw yur cusmr.

Exhibit 13 | Te Value o Advanced Analycs Is Real or Weal Managers
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Ar Tp-L Grw
Use cases in which analytics and data can
support and accelerate top-line growth in-
clude, but are not limited to, the following:

• Reduce client churn. Leveraging ad-
vanced analytics and data can help wealth
managers identify early signs of potential
attrition and proactively address the risk
with low-cost interventions, reducing
attrition by 10% to 20%.

• Improve RM effectiveness with existing
clients. By generating timely, personalized
suggestions for existing clients, analytics
can help RMs raise fresh topics to discuss
d   d d
relationships. This, in turn, can lead to a
   5%  10%   
as a whole, through up-selling, cross-
selling, and proposing new products that
    ’  -
tion. Succeeding in this arena, however,
requires focused change-management
leadership to help integrate recommenda-
  RM k d d
processes.

L  
    
 b %  %.

• Maximize RM effectiveness with new
clients. Advanced analytics can lead to
-d     q-
sition of between 10% and 20%. They
make these gains possible by giving RMs
incisive, actionable recommendations—
based on lead scoring (enriched through
complementary data capture) and smart
rules driven by advanced analytics—that
enable RMs to leverage a set of proven
tactics aimed at connecting with new
prospects (for example, by attending
relevant events). Again, success depends
on focused change management to gain
understanding and buy-in from RMs,
ultimately by proving that analytics are a
better predictor than either pure experi-
ence or gut feeling.

• Sharpen targeted pricing. Using ad-
vanced analytics to increase pricing
sophistication—especially dynamic
pricing based on the client’s individual
situation and long-term value—and to
identify opportunities to reduce unneces-
sary discounting by RMs can generate a
5% to 15% increase in price realization
  . T , k
-   
account, may include using targeted
opportunities to reduce pricing for certain
clients in tandem with models that
predict the likelihood of client churn.

• Improve the client experience. Of
course, analytics can promote the over-
arching goal of increasing client loyalty by
  , zd
experience. Such analytics can generate
d   d d
the optimal frequency and format to use
in order to ensure the highest relevance.
S       d
unwanted contact, identify the most
suitable client touch points for up-selling
and cross-selling, and steer clients toward
research and investment ideas based on
  dd . H
service levels with a truly consistent and
more personalized multichannel approach
for each client will drive both loyalty and
referrals, potentially yielding as much as
a 30% to 40% increase in Net Promoter
Score and a 5% to 10% increase in share of
assets. Obviously, the need to ensure value
and trust through unstinting respect for
 d d  .

Bu Eff T Dr
Mr Exp
There are also many use cases for leveraging
advanced data and analytics to foster effi-
ciency improvements that lead directly to
higher margins. Five key levers in this area
are the following:

• Upgrade operational efficiency. By
applying intelligent triage and eliminat-
ing manual work from the review of
x d  d k-
processing—in such areas as trades,
account transfers, and fraud prevention—
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predictive analytics can yield a reduction
of from 20% to 40% in operating costs.
Although many of the addressable issues
concern just a small share of total back-
 , dd  
provide early warning signals in a highly
d  d  d  
    ( 
increasing accuracy and auditability).

• Lower human-resources costs. Such
analytics can also reduce HR costs.
Indeed, although the role of the RM or FA
is central to wealth management, and
players tend to invest heavily in recruiting
and training, many institutions still see
high rates of both voluntary and involun-
tary attrition. By incorporating novel data
sets and applying advanced analytics
( d f ), 
    
in managing their talent pipelines and can
lower their HR costs by 5% to 15%.

• Sharpen demand management. Service
q d q   
cost driver for many wealth managers. By
applying data and analytics to anticipate
d d   q  
happen—for example, by identifying
clients for whom proactive outreach to
provide accurate and relevant information
on a pending transaction will preempt an
inbound phone call—wealth managers can
shrink related service costs by 10% to 20%.

• Improve credit risk management.
Players can use advanced analytics and
additional data sources to better predict
credit risk from private banking loans.
This initiative typically includes accelerat-
ing the speed of loan approval, reducing
the cost of manual risk review, and
increasing loan performance by identify-
ing and taking action against risks before
defaults occur. Using this approach to
credit-risk management can slash institu-
tions’ risk-review costs by 20% to 30% and
cut loan losses by 5% to 10%. Such pro-
       
loss provisions and—depending on the
applied regulatory regime and approach—
can improve their risk-weighted asset
.

• Target next-generation know-your-
customer programs and more effective-
ly managing operational risk. By using
advanced analytics (for example, leverag-
ing data on client behaviors) to meet
 q,   d
the need for paperwork, lower the burden
of initial client onboarding, and reduce
related service costs by 5% to 10%.

S   
   f f
kmm b.

In all efforts to leverage advanced data and
analytics, wealth managers must maintain a
vigilant focus on the client experience, under-
standing all touch points and how clients will
react to the dynamics of change. Similarly, the
roles of the RM and FA must evolve to take on
new and different responsibilities, although
these individuals will still be at the center of
the client relationship. (See the sidebar “The
New Dynamics of Client Engagement.”)

Uk  Vu f D
The value creation opportunities listed above
touch all parts of the wealth management
business, but success also depends on having
or developing a foundation of key capabili-
ties. Combining them effectively and manag-
ing their complexity efficiently will require
unflagging leadership. We have identified
five crucial capabilities:

• Cutting-Edge Technology Architecture.
There is no single answer to the question,
What is the right tech stack to support this
initiative? Indeed, the correct response will
vary by player and by market. That said, a
key element for success across institutions
is to have a “single source of truth” for
analytical models to rely on—such as a
  d  
derived from structured and unstructured
data from a data lake. Also crucial are
open APIs to capture and exchange data,
 k  d 
advanced analytics, and the ability to
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d -- f---
applications to address critical use cases.

• Sharp Data Capture and Governance. A
perennial challenge in wealth manage-
ment and private banking involves

capturing and structuring information
 d x “  d.” S
information about the history of a client
relationship, a given client’s particular
needs, or even just the winning moves of
xd RM  f d 

Jane s a g-ne-wor clen wo as ad
a weal managemen accoun or many
years. Aloug se as een an acve
nvesor sorcally, se as no recenly
naed any rades. Her longme RM,
Paul, rered a year ago, u eore depar-
ng provded a rendly nroducon o e
new RM, Saron, over lunc.

Jane lked Saron nally and was que
mpressed w er knowledge o o e
gloal nvesmen landscape and Jane’s
own porolo. Bu n recen mons, Jane
as een eelng dssased w e
nrequency o er neracons and w
e ank n general. Her close rends, all o
wom are also weal managemen clens,
seem o receve eer, more ndvdualzed
servce a er own anks, and Jane s now
serously consderng swcng provders.

On e ass o Jane’s lack o radng
suggesons or acvy, and oer eavor-
al ndcaors (suc as we acvy pcked
up y cookes), an analycal model
dened Jane as eng “a rsk” o leavng
e ank—and noed Saron o e
danger. Saron, wo as a large porolo o
clens o end o, ad no realzed ow
long it had been since her last interaction
w Jane. Drawng on a road array o daa
sources (ncludng e ypcal acvy and
neress o clens wose proles resemle
Jane’s), e model proposed a personalzed
action plan that included both in-person
and digital interactions to strengthen the
ank’s es o Jane.

Te rs acon was o send Jane a ew
careully curaed messages va o emal
(med on er lkelood o engage) and
pyscal mal o sare seleced servce
oerngs a se ad no prevously aken

advanage o. A dgal asssan en
sceduled a lunc w Saron, wo came
prepared w res conversaon opcs
relevan o Jane’s le and porolo. Durng
e lunc, Jane dscovered a se and
Saron ad smlar proessonal ack-
grounds. Jane also became reacquainted
w Saron’s keen nsgs no e
nvesmen landscape.

Laer a afernoon, ollowng er lunc,
Saron revewed, eded, and sen o Jane
an auo-populaed ollow-up noe regardng
a product that they had discussed. Appre-
cave o e personalzed servce, and
avng ad er eyes reopened o e value
o er relaonsps w Saron and e
ank, Jane rearmed er loyaly y
nang several new rades.

In s process, e ank negraed nsgs
rom e analycs model w daa rom
Jane’s specc sory and curren needs as
well as w real-me marke canges and
an awareness o Jane’s pas neracons
w Saron. I laer used ese elemens o
orchestrate and dynamically refresh a
unique set of touch points and messages for
Jane, wo as remaned a conened clen.

Scenaros suc as e one w Jane and
Saron represen jus e p o e ceerg.
Truly advanced nsuons wll nd ways o
continually surprise and delight customers
lke Jane, provdng em w relevan
insights and interactions that deepen their
relaonsp w e ank. A e same
me, ese players wll ake seps o apply
analycs o er ack oces n ways a
promoe seamless, convenen servce
along e way—or eample, n openng a
new accoun or nsanly conrmng
customer identity.

THE NEW DYNAMICS OF CLIENT ENGAGEMENT



The Boston Consulting Group | 27

casually and anecdotally—if at all. Yet
structuring this information, as well as
integrating it with transactional and
commercial information, can create new
sources of valuable data. And this is only
the beginning. The overall objective is
systematic management and strict
governance of harmonized, clearly
dd d. S    q
 - —
in particular, working with RMs and FAs
to ensure careful and complete documen-
tation of client interactions.

• Innovative Analytics Capabilities. Many
wealth managers try to tackle the problem
of behind-the-curve data and analytics by
investing heavily in new systems or data
sets. In our view, however, most of the
value lies in improving the analysis of
existing data. Knowing how to apply the
right analytical method to the right
  q  d 
of investment from the harder elements
of systems and data. In particular, there is
an important people dimension. True
excellence requires specialized skill sets—
talents that tech giants and startups alike

    d. T  
such talent may require wealth managers
to update their approach to recruitment
in order to present an environment and a
brand that attract the best and brightest.
Retraining in-house analysts, in our
experience, is unlikely to fully deliver on
the opportunity in the short term, al-
though a long-term program to reskill the
z     
conjunction with recruiting top outside
talent. Overall, wealth managers must
recognize that advanced analytics drive
changes throughout the client life cycle—
changes that enhance long-term loyalty
and value. (See Exhibit 14.)

• Adaptability to New Ways of Working
and Teaming. At a minimum, successful
change in the data and analytics space
requires a new spirit of collaboration
      f
d  —    ,
k , IT, d  
functions. Most important, fully realizing
the analytics opportunity requires the
adoption of an agile approach in which
ddd   d k

Personalized oers

Relevant, engaging
opportunities for new
products (for example,
lending overlay to assets)

Advice

Timely, personalized
suggestions for RMs to
advise clients

Prospecting

Analytically
derived actionable
recommendations for
RMs

Personalized advice

Curated communications,
with frequency and
format optimized

Higher service levels

Improved turnaround
time for service requests
from operational
efficiency

Efficient use of time

Reduced need for RMs
to spend time dealing
with service requests

Cross-sell

Clear triggers (such as
market moves) for RMs to
suggest new products and
services

Seamless onboarding

Warm human
relationships and
convenient account
setup (for example,
next-generation KYC)

INITIATE A
RELATIONSHIP

PROVIDE ADVICE
AND PLANNING

EXECUTE AND
SERVICE

BROADEN AND
DEEPEN THE
RELATIONSHIP

Client
experience

RM
actions

Bank data, third-party
data, CRM data,
nancial advisor
performance data

Client prole, market
data, transaction data,
relationship history

Oer response
history, digital activity,
credit data

Portfolio holdings,
mobile and web activity,
call center data

DATA
(illustrative)

Source: BCG nysis nd prjc xprinc.

Exhibit 14 | Advanced Analycs Drve Canges Along e Clen Le Cycle
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sets work iteratively in sprints to deliver
changes to the client experience and
z  . T
comes through embracing the concepts of
“test and learn” and “fail fast”—two keys
to driving rapid impact.

• Strong Senior Leadership and
Change-Management Skills. The most
impactful uses of advanced analytics will
require measurable changes to the day-to-
day operating model. Inevitably, this sort
of evolution will generate pushback from
people more familiar and comfortable
with the status quo—for example, RMs
and FAs who are accustomed to making
intuitive judgments rather than accepting
guidance from an algorithm. To overcome
resistance to change and to achieve a
comprehensive transformation, senior
leadership must provide sustained drive
d —f d 
increase in the number of tech- and data-
savvy leaders in executive positions, and
engagement with the broader tech eco-

system and with standard-setting bodies.
CEOs must understand that systematic use
of data is critical to step-changing one-to-
one client interactions and the wealth
 . (S Ex 15.)

Hw  G Sr
If you’re a wealth management CEO, you
may be wondering which first steps in a data
and analytics transformation are most im-
portant. In our experience, firms tend to take
one of two approaches:

• Build the foundation by constructing a
detailed roadmap. Then invest in the
required capabilities, and then create the
organizational constructs to enable success.

• Learn by doing, rapidly creating and
prioritizing a long list and a short list of
     z.
Then pick one or two priorities, assemble
a dedicated team, and start building. Use
existing data and tools, supplemented

Personalized client journeys

DATA &
DIGITAL
PLATFORM

Analytics, machine
learning, artificial

intelligence

New ways
of working

(Agile at Scale)

Dedicated
incubator (build-
operate-transfer)

Change
management

(actions for RMs,
workflow changes)

Areas where banks typically struggle the most today

All elements must be deployed simultaneously to deliver results; they are not effective in isolation

Data & Digital operating model (governance,
organization, skills)

Data & Digital Platform next-generation
architecture

Data & Digital Platform buildout to support
use case industrialization

Source: BCG nysis nd prjc xprinc.

Exhibit 15 | Te Sysemac Use o Daa Is Crcal o e Enre Weal Manager Oerng
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with outside resources as necessary, to
prove or disprove the opportunity. When
     d,  
knowledge to the business, and begin
building the next round of opportunities.

We believe that the second of these two paths
offers the higher probability of success for
most players. By adopting this approach, an
organization can create value more rapidly,
and can learn and reprioritize along the way.
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The Boston Consulting Group has
puisd r rprs nd rics
 my  f inrs  snir
finnci xcuivs. Rcn
xmps incud s isd r.

G R B : T
P  P
A rpr y T Bsn Cnsuing
Grup, Jun 

G C M :
E  D M
A rpr y T Bsn Cnsuing
Grup,My 

G C B :
U S T
D
A rpr y T Bsn Cnsuing
Grup,Mrc 

G R : F-Pfi
 B R A
A rpr y T Bsn Cnsuing
Grup, Frury 

H P C S E
B’ E C
An ric y T Bsn Cnsuing
Grup, Frury 

H B C T  D
P G
An ric y T Bsn Cnsuing
Grup, Dcmr 7

T P  D 
C B
An ric y T Bsn Cnsuing
Grup, Dcmr 7

W A’ B G M
 D?
A Fcus y T Bsn Cnsuing
Grup, Dcmr 7

G P :
D  C
R
A rpr y T Bsn Cnsuing
Grup, Ocr 7

G B A
B  P P
An ric y T Bsn Cnsuing
Grup, Augus 7

T S R  C
E  B
An ric y T Bsn Cnsuing
Grup, Augus 7

G A M :
T I’ A
A rpr y T Bsn Cnsuing
Grup, Juy 7

G R B
: A B
T
A rpr y T Bsn Cnsuing
Grup, Juy 7

H B C C  B
D  A
An ric y T Bsn Cnsuing
Grup, Juy 7

FOR FURTHER READING



The Boston Consulting Group | 31

A  A
A Z is  prnr nd
mnging dircr in  Zuric
c f T Bsn Cnsuing
Grup nd  g dr f 
Finnci Insiuins prcic’s
w mngmn sgmn.
B B is a senior partner
nd mnging dircr in  firm’s
Nw Yrk c.D K is
 mnging prnr f BCG
Swizrnd nd  pic xpr fr
w mngmn.M
M is  prnr nd mnging
dircr in  firm’s Zuric c
nd  dr f  Finnci
Insiuins prcic in Swizrnd.
F M is  prnr nd
mnging dircr in BCG’s Buns
Airs c nd  dr f 
w mngmn sgmn in
Lin Amric.M N
is  snir prnr nd mnging
dircr in  firm’s Zuric c.
Jü R is  prnr nd
mnging dircr in BCG’s Zuric
c nd  g dr f digi
nd cngy in nking nd
w mngmn. Tj T is
 snir prnr nd mnging
dircr in  firm’s Hng Kng
c. T W is a principal in
BCG’s Sn Frncisc c.Aé
X is  snir prnr nd
mnging dircr in  firm’s Sã
Pu c nd  dr f 
Finnci Insiuins prcic in
Brzi.

A
A-Pfi  J: Fdric
Burgni, Ysrj Ernd, Asis
Grg, Mrim Jfr, Vrun Kjriw,
Tmmy Tn, nd Ysuir Ymi.

W E: Pr Adms,
Crs Brrds, Crsn
Bumgärnr, Ec Bum,
Trsn Brckr, Gnnr Cs,
Jrg Cd, Ani Crn, Tijsr
Crmrs-Curvdi, Guid Crspi,
Sfn D, Oivr Dny, Crisin
Diz Girn, Jn Dni, Dn
Frnk, Gusv Grg, Dni
Kssr, Hnrik Ljungrg, Bnî
Mcé, Is Mrinsn, Edrd
Pmisni, Pirr Pi, Pdr
Prir, Sur Quickndn,M
Rdic, Pirr Russ, Hgr
Scs, Oivir Smpiri, Crisin
Scmid, O Crisin Svn, Rp
Tsm, Vincnz Trrici, P
Trmzygus, Avr Vc, nd In
Wcrs.

E E  C A:
Dni Csprgi, Nrr
Dwrzynski, Ni Grscnk,
Mx Husr, Kriszin Hrv,
Srgy Iskv, Iy Ivninsky, Lsz
Jusz, Mrcin Krk, Anssi
Ksnfnv, Iy Privin, nd
Luksz Ry.

M E  A: Rind
Licfuss, Mrkus Mssi, Gdfry
Suivn, nd Burk Tnsn.

A: Kiin Brz, Nn
DsGup, Dpk Gy, J
Muniz, Ni Prdsni, Bnjmin
Sridn, Jun Sn, Ricrd
Tizzi, nd Jdy Vissr.

A A T:
Lurn Dsmngs nd Jürg
Erc (Gmm).

C Pj T: Mrc Brun,
Fry Jnkins (mrk sizing d)
nd Mis Prs, s w s 
G W nys m f
Brun Bcci, Sukri Bi,
Jsu Cv, Ami Kmr, Ann
Pzur (ncmrking d), Bin
Sck, Krzyn Tr, nd Aisn
Xu.

W s nk  m frm 
BCG susidiry Expnd Rsrc—
Rz Hussin nd  Expnd
Nr Amricn W
Mngmn Tm—fr ir
cnriuins.

Finy, is puicin wud n
v n pssi wiu Piip
Crwfrd’s diri dircin, s
w s  cnriuins f r
mmrs f  diri nd
prducin m, incuding
Krin Andrws, Gry Cn,
Kim Fridmn, Ay Grnd,
Svn Gry, Sn Hurin, nd
Sr Srssnrir.
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F F C
If yu wud ik  discuss wi T
Boston Consulting Group the
cngs nd ppruniis fcing
yur cmpny, ps cnc n
f  urs f is rpr.

A Z
Partner and Managing Director
BCG Zurich
+   6 66
zkrzwski.nn@cg.cm
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Senior Partner and Managing Director
BCG Nw Yrk
+  6 
rdsy.rn@cg.cm

D K
Partner and Managing Director
BCG Zurich
+   6 66
kssr.dni@cg.cm

M M
Partner and Managing Director
BCG Zurich
+   6 66
mnd.mrin@cg.cm

F M
Partner and Managing Director
BCG Buenos Aires
+  7 9
muxi.fdric@cg.cm

M N
Senior Partner and Managing Director
BCG Zurich
+   6 66
numnn.mis@cg.cm

Jü R
Partner and Managing Director
BCG Zurich
+   6 66
rgg.jurgn@cg.cm

Tj T
Senior Partner and Managing Director
BCG Hong Kong
+ 6 
ng.jun@cg.cm

T W
Principal
BCG Sn Frncisc
+  7 
wuf.yr@cg.cm

Aé X
Senior Partner and Managing Director
BCG Sã Pu
+  6 
xvir.ndr@cg.cm
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