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T he future of banking belongs to financial institutions 
that master engagement banking, the art of 
connecting with and delighting customers at scale. 

But in an environment where most institutions take small, 
low-risk steps toward the ultimate goal of digital maturity, far 
too many banks find themselves stuck in the “crawl” phase of 
the crawl-walk-run model.

The central challenge is that engagement banking means 
different things to different financial institutions. Some 
develop an updated customer experience and deliver it via a 
digital app and call it digital engagement. Others reorganize 
around a holistic principle of customer engagement and see 
transformative, innovative results. The ultimate goal is to 
have a single technology strategy that operates off a single 
platform, but few institutions are ready to jump to that level 
of transformation right at the start. 

In this report, we’ll explore the three phases banking 
institutions use to crawl, walk and run toward digital maturity. 
Along the way, we’ll shine a light on how financial institutions 
can move through each phase to achieve true digital 
engagement—and truly innovative results: 

“Engagement banking means different things  
to different financial institutions. Some 
institutions stop at an upgraded user 
experience on a digital app, while others go  
all the way in personalization, holistic business 
processes and true digital innovation. It’s the 
digital innovators that will win and retain 
customers at higher rates and ultimately 
outperform their competition.”
 
YOGESH MULWANI
VP, Technology Americas, Backbase
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https://www2.deloitte.com/content/dam/Deloitte/ce/Documents/financial-services/ce-digital-banking-maturity-2020.pdf


CRAWL
Low Digital Engagement Maturity

WALK
Emerging Digital Engagement Maturity

RUN
Full Digital Engagement Maturity

PERSONALIZED  
ENGAGEMENT

•   Simplify user journeys and create 
customer engagement plan

•   Identify points of friction in digital 
onboarding and servicing flows

•   Convert manual tasks to digital and 
automate business processes

•   Journey map all customer 
interactions across digital channels

•   Optimize digital onboarding and 
servicing flows and journeys

•   1-to-1 engagement to deliver  
personalized digital experiences

•   Full understanding of customer 
relationship and customer’s  
financial goals

•   Fully optimized digital onboarding  
and services flows achieved through 
process automation

HOLISTIC  
SYSTEMS

•   Define a platform strategy and 
consolidate siloed applications  
and systems

•   Design an enterprise-level API and 
cloud deployment strategy

•   Create a digital engagement 
platform and integration strategies  
at a line-of-business level

•   Define a centralized view of 
customer data and interactions

•   Unified digital engagement platform  
for banking apps across LOBs

•   Open banking APIs to collaborate with 
other banks and partners

•   Full cloud adoption for running high 
availability and scalable apps

DIGITAL  
INNOVATION

•   Identify fintech partners to enable 
business features

•   Define Digital Innovation framework 

•   Build foundation to add fintech 
partners 

•   Mature fintech partner ecosystem  
to roll out new business features  
and capabilities

•   Use AI and ML technologies to 
personalize the experience and 
achieve operational excellence at 
scale

•   Implement a completely re-imaged 
customer experience that delivers 
innovative engagement banking
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PHASES OF DIGITAL ENGAGEMENT MATURITY



DIGITAL MATURITY PHASE ONE 

DIGITAL TRANSFER
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The majority of financial institutions are in phase one of their  
digital maturity journey: They’ve transitioned many if not all  
manual processes into a digital format that allows banking  
customers to handle a lot of their tasks online or through a mobile 
app. These institutions have also adopted basic personalization 
and customization tools to give customers more control over their 
experience, such as using one mobile app to access all of their  
updated customer data and removing obvious points of friction in  
digital onboarding and servicing. 

However, institutions at this level have only achieved surface-level 
benefits of digital maturity. They have yet to rethink their business 
processes from a holistic perspective, leaving them to struggle  
with the hallmarks of an outdated banking experience: a complex  
backend process with high operational expenses and overhead,  
a lack of one-on-one engagement and interaction with customers  
and glitches throughout the customer life cycle.

These small, slow movements toward digital maturity might be  
enough to retain existing customers a few years more, but it won’t  
help banks win customers looking for a new banking home. When 
customers expect their banks to act more like technology brands  
than banks,1 banks must pay more attention than ever to how  
they are using technology to deliver on those expectations.
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CRAWL Low Digital Maturity

PERSONALIZED  
ENGAGEMENT

•  Simplify user journeys and create customer engagement plan
•  Identify points of friction in digital onboarding and servicing flows

HOLISTIC  
SYSTEMS

•   Define a platform strategy and consolidate siloed applications  
and systems

•  Design an enterprise-level API and cloud deployment strategy

DIGITAL  
INNOVATION •  Identify fintech partners to enable business features
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“Do you interact with your customers and 
members? Or do you engage with them? Many 
financial institutions believe they are engaging 
with customers and members, but in reality 
they still operate through layers of IT to make 
changes to legacy systems in response to the 
market—and it’s often too little, too late.”
 
VINCENT BEZEMER
Senior Vice President, Americas, Backbase



DIGITAL MATURITY PHASE TWO 

EMERGING DIGITAL  
MATURITY
Institutions lay the groundwork for emerging digital maturity by 
looking deeper into automations and business process operations. 
While the first phase of digital maturity shifted touchpoint closer to 
where customers want to be, it didn’t extend into functionality or the 
enablement of full business processes, such as opening an account 
and processing a transaction completely online. 

There are several reasons institutions fail to make that leap. To 
begin with, complex security and compliance regulations surround 
the signed paperwork required for new accounts. Then there is the 
multitude of actions customers can take that must be shifted into the 
digital space, requiring institutions to undergo an in-depth process of 
journey-mapping. And finally, it takes massive coordination to organize all 
of an institution’s customer data into a single engagement platform, which 
enables an institution to capture a deeper understanding of not just the 
customer’s history, but the customer’s relationship with the institution.

“Up until this point, banks and credit unions might have struggled to 
deliver products at the right time and the right place,” says Yogesh 
Mulwani, vice president for technology, Americas, Backbase. “They 
have data, but they don’t have a full understanding of the customer’s 
financial goals and their relationship with the institution. That comes 
later as banks integrate their data into one holistic system.”
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“To truly engage with customers and 
members requires agility and the ability to 
optimize all interactions across all channels. 
It requires implementing changes based on 
customer and member needs unhampered by 
legacy systems. It requires taking ownership 
of the customer or member journey and 
orchestrating the experience.”

 
VINCENT BEZEMER
Senior Vice President, Americas, Backbase
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It’s also at this point that many institutions pause, concerned they have 
to become technology companies in order to progress to the next 
level of digital maturity. While some neobanks have formed based on 
this approach, traditional banks are far better served by outsourcing 
the technology to a trusted partner and focusing on their core 
competency: providing a fundamental service to their communities 
and the economy. 

“Having a partner that accelerates the shift to engagement banking 
and manages change across the entire digital journey enables financial 
institutions to focus on providing a high-quality service to customers 

and members,” says Vincent Bezemer, senior vice president, Americas, 
Backbase. “All that’s required is a willingness to learn, collaborate and 
grow. Receptiveness to change is the only way traditional institutions 
are going to remain relevant to their customers and members over the 
long term.”

Building toward full digital maturity, institutions at this stage focus 
on converting manual tasks into digital ones by updating their legacy 
approach to business processes. With seamless automation on the 
horizon, engagement seems just within reach—and it is.

WALK Emerging Digital Maturity

PERSONALIZED  
ENGAGEMENT

•  Convert manual tasks to digital and automate business processes
•  Journey map all customer interactions across digital channels
•  Optimize digital onboarding and servicing flows and journeys

HOLISTIC  
SYSTEMS

•   Create a digital engagement platform and integration strategies  
at a line-of-business level

•  Define a centralized view of customer data and interactions

DIGITAL  
INNOVATION

•  Define Digital Innovation framework 
•  Build foundation to add fintech partners 
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The potential rewards of engagement banking in a modern economy 
are endless. Free from siloed technology architecture and a 
restricted approach to serving customers, banks of any size can 
transform into leaner and more flexible, digitally focused institutions 
with lower cost-efficiency ratios and higher profitability—all at the 
service of a more engaging experience to the customer. 

Banks that have achieved full digital maturity use their holistic, 
unified engagement platform to deliver highly dynamic, human-
like experiences. These experiences ultimately elevate the bank’s 
relationship with customers from simply serving them to truly 
delighting them, laying the groundwork for an emotional connection 
that drives loyalty for years to come.2  

“For banks that have not addressed the basic needs of customers in 
their digital channels, these outcomes can seem more like goals or 
dreams that are decades away,” Mulwani says. “But new players in 
the fintech space have already conquered some of these aspects 
of engagement banking, and that’s why traditional banks struggle 
to retain customers. Full digital maturity means having the tools and 
capacity available to completely reimagine the banking experience 
and look with fresh eyes at the full customer journey.”

DIGITAL MATURITY PHASE THREE  

FULL DIGITAL MATURITY
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RUN Full Digital Maturity

PERSONALIZED  
ENGAGEMENT

•  1-to-1 engagement to deliver personalized digital experiences
•   Full understanding of customer relationship and customer’s  

financial goals
•   Fully optimized digital onboarding and services flows achieved  

through process automation

HOLISTIC  
SYSTEMS

•  Unified digital engagement platform for banking apps across LOBs
•  Open banking APIs to collaborate with other banks and partners
•  Full cloud adoption for running high availability and scalable apps

DIGITAL  
INNOVATION

•   Mature fintech partner ecosystem to roll out new business features  
and capabilities

•   Use AI and ML technologies to personalize the experience and achieve 
operational excellence at scale

•   Implement a completely re-imaged customer experience that delivers 
innovative engagement banking
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CONCLUSION

A FINAL WORD ON  
FIRST IMPRESSIONS
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Financial institutions often think of digital transformation 
as a process of shifting the branch experience into the 
cloud. But true digital transformation creates an altogether 
new ecosystem where those interactions become more 
personalized, intuitive and effective—where they become 
truly engaging. 

Operating from this new, holistic baseline empowers 
institutions to reach a larger number of customers, satisfy 
their expectations for a more complex and customized 
experience,and to take the lead engaging them no matter 
what channel they prefer to use. As a result, each customer 
builds their own strong, emotional connection with the 
products and services they use, creating long-lasting ties  
that benefit both the customer and the institution. 



1. “Accelerating digital transformation in banking,” Deloitte, 

2. “Three cornerstones of a better customer experience in banking,” Banking Dive  
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Backbase is on a mission to transform the broken banking 
system, so financial institutions don’t just interact—they 
engage—with the people they serve.

That’s made possible with the Backbase Engagement 
Banking Platform—powering all lines of business on a single 
platform, including Retail, SME & Corporate and Wealth 
Management. From digital sales to everyday banking, 
the platform’s entire design focuses on a seamless and 
captivating experience for both customers and employees.

Industry analysts Forrester, Ovum and Celent continuously 
recognize Backbase’s front-runner position, and over 
150 large financials around the world are powered by the 
Backbase Engagement Banking Platform—including Addition 
Financial, Barclays, Central 1 Citizens Financial Group, 
Bank of the Philippine Islands, BNP Paribas, Bremer Bank, 
Islands, Citibank, Citizens Bank, CheBanca!, Discovery Bank, 
Greater Bank, HDFC, IDFC First, KeyBank, Lloyds Banking 
Group, Metrobank, Navy Federal Credit Union, NC SECU 
PostFinance, RBC, SchoolsFirst FCU, Tech CU, Vantage 
Bank Texas, Westpac and WSECU, Wildfire CU.

LEARN MORE

https://www.backbase.com/


studioID is Industry Dive’s global content studio offering brands 
an ROI rich tool kit: Deep industry expertise, first-party audience 
insights, an editorial approach to brand storytelling, and targeted 
distribution capabilities. Our trusted in-house content marketers 
help brands power insights-fueled content programs that nurture 
prospects and customers from discovery through to purchase, 
connecting brand to demand.
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https://www.studioid.com/
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