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CHANGE

Is often necessary, but it’s

NEVER EASY.

Whether in our professional or personal lives,
anything that differs from the status quo —

a job change, relocation, or even

a disruption in our daily routine

— creates challenges.

This is no less true for financial institutions and Not all conversions are created equal, of
their account holders. A digital conversion, course. In some cases, it is mostly internal
merger/acquisition or disaster recovery staff who experience the impact — for example,

situation all require the understanding that during a core conversion. But when it comes to
both the institution and its account holders a digital banking conversion, account holders
are undergoing a change and need to be are impacted most acutely. Thus, increased
managed accordingly. levels of customer service and enhanced
omnichannel communications become vital.




FOR THE INSTITUTION, Unfortunately, too often, financial institutions

this means having the right operational underestimate the amount of resources
resources in place to manage the change required to meet the increase service needs
successfully. Often times, this requires of their account holders during conversions.!

augmenting existing resources, since most
banks and credit unions operate efficiently
with staffing levels aligned to regular call
volumes; as a result, they don’t have ready
capacity waiting to take calls during

When planned from the perspective of how
best to assist customers and members, banks
and credit unions can not only retain and
expand their account holder relationships,
but also educate their account holders on

times of increased need. i T
everything the institution has to offer.

For account holders, a conversion is an
excellent opportunity to strengthen brand
trust and loyalty. In fact, many conversions
are undertaken for the purpose of improving
the customer experience and making account
holders happy.

To meet the increased needs of account
holders — and to help exceed their
expectations — financial institutions should
follow Vericast’s Pre- and Post-Conversion
Best Practices.

IN THE FIRST MONTH OF A CONVERSION
UP TO 31% OF DIGITAL PLATFORM USERS
WILL TYPICALLY CALL, POTENTIALLY
DOUBLING OR EVEN TRIPLING CALL
VOLUME, INCREASING WAIT TIMES AND
THREATENING CUSTOMER RETENTION.



PRE-CONVERSION:

Four Ways to Ensure Account Holder Satisfaction

1 GENERATE INTERNAL

STAKEHOLDER BUY-IN

Internal buy-in is one of the first priorities

a financial institution should consider when
planning a conversion. Upfront support from
senior leadership is important, obviously, but
just as important is top-down communication
throughout the process from executive
decision-makers to the cross-functional

core team. Regular meetings help to establish
milestones to ensure everyone is working
toward the same goal and has the same
vision for success.

As the conversion progresses, it’s also
important for project managers to keep
senior leadership informed of planning
decisions. Bringing senior leadership in early,
and communicating to them often, will help
alleviate their concerns and also ensure the
project progresses smoothly from inception
to completion.

CREATE A TIMELINE

What is the ideal timeline for communicating to
account holders about a change event? Vericast
recommends six months, on average.

But for financial institutions that have a
substantial amount of online users, more

time will be needed to determine line capacity,
architecting and developing a call routing plan
to manage the influx of calls on top of the
regular, day-to-day queue.

Once the timeline is set, institutions should
then:

e Plan the components of the conversion itself

e Prepare the marketing messages to
account holders

* Plan the initiatives needed to meet account
holder needs

To provide advanced notice to customers
and members that a change event is coming,
communications need to go out well in
advance of the conversion and across
multiple channels (see Not Omnichannel,

but Optichannel on page 6).

Typically, account holder communications are
deployed six months prior to the “go-live” date
and continue six months past it. In addition to
online and contact center support, institutions
should communicate at a frequency “above
and beyond” what is standard for them. This
includes numerous messages via social media
and email, multiple banner placements on the
website and in-branch locations, standalone
direct mailings and inserts in statements as
they are mailed.

The more attention and time devoted to
planning, the better prepared an institution
will be to assist account holders during and
after the conversion. Account holders who
feel their financial institution is not providing
the level of support they need will take their
business elsewhere.



While digital channels are growing in popularity,
when it comes to customer service, the
telephone is still king.

Research shows that a live agent is the
preferred channel for high-emotion, high-
urgency and high-complexity “moment of
truth” interactions, when long-term loyalty
and customer advocacy can be won or lost
depending on the outcome and the way in
which it is handled.?

Particularly in a change event, when account
holders are bound to have a greater number
of questions, and more complicated questions,
they are likely to turn to the contact center
first to find answers. This leads to not only

an increase in overall call volume, but also
longer call duration.

During a conversion, calls average 2-3 times
longer than normal, lasting an average of 6.5
minutes each (the higher end has calls lasting
nearly an hour).®

To prepare, the financial institution should
take stock of its current telephone and
customer service capabilities well in advance.
Important questions to ask include: “How is
our institution going to answer the calls?”
and “What is the customer service flow

going to look like?”

Finally, investigate which technologies your
institution will need. It isn’t enough to
simply have the appropriate staff levels;
the technology solutions used to deliver the
service also need to be fail-safe during this
critical time.

3 EVALUATE TECHNICAL CAPABILITIES 4 STUDY CURRENT ACCOUNT HOLDER

BEHAVIOR IN ORDER TO ESTIMATE
HEIGHTENED SERVICE NEEDS

Every financial institution has estimates for
their “normal” queue, but it’s easy to
underestimate just how many account
holders will rely on service channels

during a change event. (Again, a good

rule of thumb for preparation is that nearly
one-third of your online account holders will
call during a conversion, potentially doubling
your call volume.)

Anticipating account holder needs and
expectations is critical to ensuring conversion
success. The easiest way to estimate how
customers and members will act during a
change event is to study their current behavior.

Combining normal behavior with demographics
lets you to predict what channels you will need
to focus on during the conversion. Is your
customer base older and more established
with your institution? Then it makes sense

to prepare for a spike in in-branch visits and
phone calls. Are they younger and more
technically savvy? Then you may want

to increase your social media and

chat and texting capabilities.

By knowing your account holders and their
use of service channels during normal
circumstances, your institution can anticipate
how they are likely to respond during special
circumstances — and prepare accordingly.




POST-CONVERSION:

Five Best Practices for Supporting Account Holders

1 THINK MOBILE FIRST

The number of U.S. digital banking users

is forecasted to reach almost 217 million

by 2025.4 These numbers will only go up,
based on consumer trends and as the banking
industry keeps up with them by implementing
technologies such as mobile wallets and

P2P payments.

The popularity of mobile banking is probably
what led your financial institution to do

an online conversion in the first place. It’s
important to keep this in mind as you serve
current account holders and work to attract
new ones in the future.

NOT OMNICHANNEL,
BUT OPTICHANNEL

As mobile drives digital usage upward,
financial institutions need to think beyond
an omnichannel approach to the
customer experience.

69% of respondents said talking to a live agent
by phone is one of their top three preferred
methods of communication. Second and third
were email and live chat respectively.®

The term increasingly being used to describe
this trend is “optichannel.” It means being
prepared to meet account holder demands
in the channel of their choosing.

3 OVER PREPARE FOR INFLUX

IN CALL VOLUME

The more online banking users your financial
institution has, the more calls you can expect
to receive during a change event.®

How will you meet this demand?

Because conversions are short-term events
by design, many financial institutions may be
tempted to absorb the spike in call volume
themselves. What’s the point of bringing

on extra staff if it isn’t to support a
long-term objective?

Realistically, though, it’s difficult to find the
necessary level of support within existing
staff — consider where those staff would

be coming from, what other operations will
suffer due to their absence, etc. Most contact
centers, regardless of their size, operate very
efficiently; their staffing is aligned to their
normal call volumes. As a result, they do

not have ready capacity on hand waiting

to take calls.

An easier and more efficient method is

to outsource to a dedicated contact center
supplier on a temporary basis. The difficulty
here is that many contact center suppliers
offer an “all or nothing” service, which makes
no more sense for conversion events as hiring
extra full-time staff.



Vericast offers the unique ability to provide
short-term support for conversions and other
scenarios. With the flexibility to mirror an
institution’s existing contact center initiatives
and quickly scale up or down to fit specific
needs, our solution improves effectiveness
and efficiency — with no “all or nothing”

or long-term commitment.

PRIORITIZE SECURITY

As mobile and other digital banking
technologies increase, so does the need
for better security of financial data. Once
the decision is made to outsource all or part
of your contact center, you should consider
only suppliers with advanced security
protocols, such as a proven, risk-based
program, in-depth defense strategies

and a layered security model with

internal, network and perimeter

protection to keep critical information
assets safe. Other advanced security
measures include:

¢ Annual disaster recovery testing

¢ Vendor risk management

¢ Independent enterprise certification

e Multiple client audits and assessments
TRAIN AND PREPARE INTERNAL

STAFF TO ANSWER ACCOUNT
HOLDER QUESTIONS

Too often, training is overlooked during

the planning process. This is unfortunate as
training, internally and externally, is critical
to the success of any conversion project,

and by the time implementation occurs it may
be too late to dedicate the necessary resources
to a comprehensive training program.

Training best practices throughout the
conversion process include the following:

Communicate regularly with employees and
stakeholders across the enterprise to ensure
top-down awareness and engagement, from
front-line representatives to senior leadership.

Create a robust training program to

provide high-quality, high-touch service.
Include mechanisms for identifying and
delivering additional training, after the go-live
date, to support cascading of best practice
learnings and potential staff supplementation
needs in the event that shrink, attrition or call
volumes exceed expectation.

Create a feedback process to improve
customer servicing.

Typical training tools include:

e Train the trainer
e Participation in user testing
e Overview with FAQ documents

¢ Online tutorials (make training materials
available online where all employees can
access them quickly)

TRAINING TO PREPARE INTERNAL

STAFF TO ANSWER ACCOUNT HOLDER
QUESTIONS IS CRITICAL TO THE SUCCESS
OF ANY CONVERSION PROJECT.



CONCLUSION

For financial institutions undergoing
complex conversion events, keeping
account holder needs front and center
is achievable with a handful of strategic
initiatives. An outsourced contact center
supplier can help you achieve these
initiatives during peaks in call volume.

Many suppliers, however, require a long-
term commitment and dictate their own
staffing and hours of operation. Vericast
offers flexible support with no long-term
commitment, designed to mirror your
brand, hours of operation and security
protocols, and provide your account
holders the same excellent service

they would receive from you.

A HAPPY ACCOUNT
HOLDER IS WORTH

10 TIMES THE AMOUNT
OF THEIR INITIAL
PURCHASE.

Learn how we can help your financial institution delight account holders and deliver seamless
experience during digital conversions and change events.

contact@vericast.com
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