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Abstract 

This capstone addresses a practical growth challenge in PUMB Retail Banking. The bank 

acquires customers successfully, yet a meaningful share does not convert into durable, 

primary, and economically valuable relationships over time. In a multibanking market, 

sustained growth depends on becoming the preferred choice for important financial jobs 

through activation, habit formation, retention, and reactivation across the customer lifetime. 

The capstone combines external market and behavioral analysis with internal performance 

indicators, customer research synthesis, manager interviews, capability assessment, 

operating model evidence, and a stand-alone financial model. The diagnosis shows that the 

main constraint is fragmented customer-level decision making across products, channels, 

and control interfaces. PUMB already has meaningful delivery, data, and analytical 

foundations, yet it lacks a unified prioritization mechanism, consistent orchestration of 

customer actions, and shared evidence standards for intervention decisions. In response, the 

capstone proposes a Customer Value Growth operating model structured around the 

Customer Contract pillars of Relevance, Respectful engagement, and Proven outcomes. The 

target design introduces a ranked customer-level queue, stronger measurement discipline, 

compliance-safe execution, and staged implementation through a bounded first-wave 

program. The business case indicates positive project economics, with an estimated NPV of 

approximately USD 9.1 million and an IRR of 37% in the base scenario. The capstone 

concludes that PUMB can strengthen growth, trust, and execution discipline simultaneously 

if customer-level prioritization, governance, and experimentation routines are redesigned as 

one coherent operating system. 
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Chapter 1: Project introduction and strategic framing 

1.1​Background and context 

Retail Banking increasingly operates in a multibanking reality in which customers use several 

banks and distribute different financial jobs across providers. In this environment, competitive 

advantage is no longer defined only by acquisition volume or product availability. It is defined by 

whether the bank becomes the default choice at the moment when the customer needs to act. 

For PUMB, this shifts the strategic question from how to acquire more customers to how to 

convert acquired relationships into active, trusted, and economically valuable customer 

behavior. In this capstone, lifecycle management is treated not as a campaign calendar, but as 

the governed sequencing of customer decisions across time. 

Internal customer research and management reviews indicate that customer choice is 

highly situational. Customers select the provider that feels most suitable for the immediate task 

based on confidence, ease, speed, clarity, and prior experience. Primacy is therefore not a static 

status but a behavioral outcome that must be earned repeatedly across everyday and high-value 

moments of action. 

Figure 1 

Multibanking choice happens at the moment of action 
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Note: Adapted from PUMB internal customer research synthesis, 2025.  

For PUMB Retail Banking, this reframes the growth problem. Acquisition volume alone 

does not guarantee that customers become active, loyal, and profitable. Value is lost when 

customers do not activate early, do not form repeat usage habits, or rotate important jobs to 

another bank. In practice, leakage appears not only as churn, but also as incomplete activation, 

weak usage depth, reduced share of mind, and unstable primacy in key jobs (Figure 2). 

Figure 2 

Lifecycle leakage and rotational churn (conceptual leakage map) 

 

Note: Adapted from PUMB internal CVM weekly check-in materials, 2025 

The problem can therefore be stated as customer value leakage across the lifecycle: 

customers are acquired but do not consistently activate, deepen usage, or remain primary. To 
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anchor this problem in observable operating evidence, the capstone uses a small set of 

early-2026 leakage proxies from current management reporting: 

•​ retained active base around 98%, indicating continuing disruption within the active stock 

rather than a fully stable relationship base, 

•​ churn rate around 4.4% and reactivation share around 68.5%, indicating continued customer 

rotation rather than durable loyalty, 

•​ MOB1 conversion around 71% and MOB3 conversion around 60%, confirming that a material 

share of acquired customers does not sustain activity after onboarding. 

Taken together, these indicators support the view that the main constraint is not 

top-of-funnel acquisition alone, but the bank’s ability to retain relevance and convert customer 

relationships into durable value over time. 

The scale of the problem is visible also in the current structure of the customer base and in 

the monthly customer flows. As of early 2026, PUMB served about 2.06–2.07 million active 

customers, alongside approximately 0.53–0.55 million customers inactive for 45–365 days and 

more than 5 million customers inactive for over 365 days. At the same time, monthly churn 

remained in the range of about 90–109 thousand customers, while monthly activation was only 

about 22–24 thousand and monthly reactivation about 66–69 thousand. These figures show that 

the issue is lifecycle leakage at scale. PUMB already operates on a large active base, yet the size 

of the near-inactive and long-inactive pools, together with monthly churn materially exceeding 

monthly activation, indicates that customer value is not fully converted into stable and sustained 
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activity. This quantifies the problem that the capstone addresses through activation, 

recurring-use, retention, and reactivation logic. 

 

Figure 3 

Quantified size of the customer-value leakage problem 

 

1.2​Strategic ambition and project goal 

       This capstone is developed as a practical business project for the 2026 Retail Banking 

planning cycle. It is positioned as a cross-functional change program within Retail Banking that 

strengthens Customer Value Management through clearer decisioning, stronger lifecycle 

execution, and more consistent customer-level steering. Within that boundary, the mid-term 

ambition is to increase the likelihood that PUMB becomes the customer’s default bank for 

important financial jobs by making priority journeys easier, more relevant, and more 

dependable. 

      In this capstone, primacy is defined not as a broad branding claim but as primacy in jobs. A 

bank becomes primary when customers repeatedly choose it for important financial tasks 
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because it provides confidence, low friction, clear value, and trustworthy support at the right 

moment (Figure 3).  

Figure 4 

Primacy logic chain 

           Primacy in jobs​
     (behavioral default) 

Relationship depth​
                 (trust and habit) 

        Share of wallet​
           (outcome) 

 

Note: Adapted from PUMB internal kick-off materials, 2025  

The goal of this capstone is to design and validate a decisioning-led Always-On Customer 

Value Management operating system for selected Retail Banking journeys, enhanced by 

GenAI-enabled personalization where it improves relevance, speed, and execution quality. The 

intended result is not a standalone technology concept, but an execution-ready operating model 

that connects customer signals, prioritized actions, governance routines, and measurable 

commercial outcomes. 

The initiative is financially anchored by a stand-alone Retail Banking business case. The base 

scenario indicates a positive project value with an estimated NPV of approximately USD 9.1 

million and an IRR of 37%. The business case evaluates the economic effect of improved lifecycle 

execution within a bounded project scope. 

In addition to the financial anchor, the capstone defines measurable success criteria for 

operational validation. These include improvement in conversion and activation quality, 

sustained usage in priority periods after acquisition, reduced leakage at rotation points, stronger 

 



6 

 

retention and win-back performance, and clearer operating accountability for customer-level 

decisions. 

1.3​Customer Contract as the strategic hypothesis 

In a multibanking market, primacy is not won by increasing message volume. It is won by 

consistently helping customers complete important jobs with confidence and clear benefit, while 

respecting their attention and reducing unnecessary effort. On that basis, this capstone 

introduces a Customer Contract as the strategic hypothesis that will guide later analysis and 

design. 

Customer Contract statement: PUMB helps me complete my important financial jobs 

through relevant next steps, respectful engagement, and proven outcomes. 

Customer Contract statement: PUMB helps me complete my important financial jobs 

through relevant next steps, respectful engagement, and proven outcomes. At this stage, the 

contract is introduced as a working strategic hypothesis. Chapter 2 derives the pillars from the 

external context and customer choice logic in a multibanking reality, while Chapter 3 tests them 

against the current PUMB operating model and capability baseline. 

1.4​Capstone structure  

Perimeter. The project focuses on Retail Banking customer lifecycle execution, with a 

conservative business-case boundary anchored to the digital acquisition funnel from app 

downloads to contracts signed and to value growth across the selected lifecycle stages that 

follow. 
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Interfaces. Delivery requires coordinated work across Retail Banking and critical interfaces 

with Marketing, Product, IT, Data, Risk, Compliance, anti-money laundering, and 

customer-contact channels. These interfaces matter because customer value growth depends 

not only on commercial action, but also on the speed, clarity, and control quality of end-to-end 

execution. 

Non-scope. The capstone does not redesign the overall bank strategy beyond Retail Banking, 

re-architect core banking systems, replace the enterprise data platform, or extend the operating 

model to Corporate Banking within the capstone implementation boundary. 

The capstone uses mixed evidence base appropriate for an internal business project. It 

combines internal performance and funnel data, internal customer research synthesis and 

service-design materials, manager interviews across key functions, and selected external 

benchmarks on customer-centric and agile banking transformation. Detailed evidence sources 

and supporting materials, including the interview guide, are provided in the appendices. 

Because the initiative cuts across Retail Banking and depends on cooperation with control 

functions, the capstone assumes explicit executive sponsorship and a clear cross-functional 

delivery mandate. Without aligned leadership and defined decision rights, even strong analytical 

recommendations would remain difficult to scale in practice. 

The capstone moves from external context and internal diagnosis to a target operating 

model, an evidence-based business case, and an implementation roadmap. Chapter 2 develops 

the market, customer, and behavioral logic behind the Customer Contract. Chapter 3 assesses 

the current operating model and identifies the main execution gaps. Chapters 4 to 6 translate 
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the diagnosis into the target model, business-case logic, and implementation plan. Chapter 7 

reflects on the learning process and managerial implications of the project. 

 

Chapter 2: External Analysis 

This chapter examines the external and behavioral context for primacy in a multibanking 

market. It shows that customers use several banks, choose a provider at the moment of need, 

and rotate important financial jobs when execution becomes slow, unclear, or effortful. On that 

basis, the chapter derives the Customer Contract as a practical response to the external 

environment. GenAI is then positioned as an enabler that can strengthen lifecycle execution only 

when combined with disciplined decisioning, guardrails, and evidence standards. 

2.1​External environment and market dynamics  

Ukrainian Retail Banking operates in an environment shaped by volatility, regulatory 

intensity, accelerating digital adoption, and heightened customer sensitivity to trust, continuity, 

and transparency. For the capstone scope, these conditions matter because they raise the value 

of reliable day-to-day banking execution and reduce tolerance for friction, pressure, and 

inconsistent treatment.  

A condensed PESTEL view highlights four implications for Retail Banking value growth. First, 

geopolitical and regulatory pressure increases the importance of trust, security, and operational 

resilience. Second, mobile-first behavior makes digital convenience a baseline expectation rather 

than a source of durable differentiation. Third, household and income volatility increase the 

value of clear, useful, low-effort financial support in everyday moments. Fourth, tighter 
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requirements around data, customer protection, and auditability make uncontrolled growth 

tactics harder to scale safely. Figure 4 summarizes the external conditions shaping customer 

expectations in Ukrainian Retail Banking. 

Figure 5 

PESTEL: Ukrainian Retail Banking (capstone scope: digital-channel value growth 

 

Note. Author-developed summary; synthesis based on PUMB internal strategy and 

market context materials (2024–2026). 

The SWOT synthesis translates the external context and internal baseline into a 

primacy-relevant diagnosis. Strengths and opportunities concentrate in scaling a unified 

customer-lifecycle decisioning approach-reducing friction in key journeys and improving value 

communication. Weaknesses and threats relate to fragmented ownership of customer 

outcomes, contact fatigue risk, and inconsistent measurement discipline across teams. This 

reinforces the need for disciplined lifecycle execution supported by decisioning, guardrails, and 

evidence standards. Figure 5 summarizes the main strategic implications for PUMB’s Retail 

Banking position in that environment. 

Figure 6 
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SWOT summary for Customer Value Growth execution  

 

 

Note. Author-developed synthesis based on PUMB internal materials and the external 

context analysis (2024–2026). 

Taken together, these conditions reinforce the need to compete through Relevance, 

Respectful engagement, and Proven outcomes rather than through product access alone. 

2.2​Competitive dynamics and multibanking reality 

Digital access is now a baseline condition in Retail Banking. Customers can compare 

providers quickly, maintain several banking relationships at the same time, and shift activity with 

relatively low switching friction. As a result, competitive advantage depends less on isolated 

features and more on whether the bank becomes the preferred place to complete important 

financial jobs. 

Usage evidence confirms that digital behavior is strongly mobile-first and that multibanking 

is normal rather than exceptional. Customers do not distribute attention equally across 

providers; instead, they use one bank as the main application for the most important recurring 
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tasks and keep other banks for secondary or situational use. This makes primacy an operating 

outcome rather than a branding claim. 

Main-app choice is driven by structural and behavioral anchors such as receiving main 

income into the bank, ease of everyday payments and transfers, perceived convenience, service 

reliability, and confidence that the bank will work smoothly in important moments. These 

anchors matter more than feature abundance on its own because they influence repeated 

behavior and share of mind. 

In practical terms, multibanking creates several rotation points across the customer lifecycle. 

Customers may complete onboarding in one bank but not form a habit there; they may execute 

first use successfully but return to another provider for routine payments; or they may keep 

funds and salary flows with one bank while using another for specific offers. This pattern 

explains why customer value growth is vulnerable to leakage even when acquisition remains 

strong. 

Figure 6 summarizes the key multibanking and digital usage indicators used in this section. 

The next sections examine customer choice drivers in more detail and identify the decision 

points where banks win or lose primacy at the moment of need. 

Figure 7 

Multibanking and digital banking usage in Ukraine (2025 survey highlights) 
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Note. Author-developed summary based on CBR survey results (2025; N=1063), PUMB 

Internal Presentation, 2025.  

Detailed public benchmark tables and market-position support are provided in Appendix B. 

ESG and resilience context. The external environment increases customer sensitivity to trust, 

safety, and continuity. Expectations for responsible engagement, transparency, and operational 

resilience shape how customer value can be created without increasing risk. This reinforces the 

need for auditable decisioning, clear customer protections, and compliance-by-design execution, 

so that growth initiatives do not trade trust for short-term volume. Supporting evidence on trust, 

resilience, and inclusion is provided in Appendix C, Figures C1, C4. 

2.3​PUMB Retail Banking position and primacy challenge 

PUMB continues to strengthen its position in Ukrainian Retail Banking, which shifts the 

strategic question from acquisition alone to relationship conversion and lifecycle value growth. 

In this context, the challenge is not simply to attract customers, but to convert acquired 

relationships into sustained active behavior, primary-bank usage, and higher customer value over 

time. 
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Salary projects are especially important because income inflows anchor repeated 

interaction and strongly influence which bank becomes the main application for daily financial 

management. When salary flows, payments, transfers, and service interactions are concentrated 

in one bank, habit formation becomes easier and the path to primacy becomes stronger. 

This external position increases the importance of a disciplined customer-level operating 

model. In a multibanking market, customers can keep several accounts open while quietly 

moving their most important jobs elsewhere. As a result, growth cannot be judged only by 

acquisition volume; it must be assessed by activation, habit formation, retention, and the bank's 

ability to remain the chosen provider in moments that matter. 

Table B3 in Appendix B shows how the ‘main income’ driver and ‘convenience’ differ by 

bank, including PUMB. This makes salary projects a primacy mechanism, because income inflows 

increase habitual usage and raise the conversion potential of lifecycle orchestration.  

Internal strategic priorities reinforce that lifecycle performance is a management focus, 

including retention, reactivation, and churn management, alongside constraints linked to 

control-cycle friction. Monitoring, AML, and similar events can disrupt customer journeys and 

create avoidable leakage when execution is fragmented. This increases the importance of 

compliance-by-design and auditable decisioning, so growth initiatives remain scalable and 

trustworthy. In a multibanking context, customers can keep the relationship but move the job to 

another bank when friction increases, which makes execution discipline a competitive 

differentiator. 

2.4​Customer choice in multibanking: Jobs-to-be-Done and rotation triggers  
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In a multibanking context, customers do not choose a bank once and for all. They choose the 

provider that best helps them complete a financial job at the moment of need. Primacy 

therefore becomes behavioral: the bank that helps the customer complete important jobs with 

the least friction and the greatest confidence is more likely to become the main bank for that 

context. 

The jobs that most strongly shape main-app behavior are stable across Retail Banking. 

Customers need to receive and manage income, make payments and transfers, keep control over 

balances and security, solve urgent issues quickly, and access suitable products when relevant. 

These are practical, recurring jobs rather than abstract preferences. 

Customers evaluate banks against a small set of stable criteria when deciding where to 

complete those jobs. The most important criteria are convenience and low effort, predictable 

reliability, transparent conditions, fast resolution of problems, and confidence that the bank will 

not create unnecessary friction or pressure. 

Rotation occurs when a bank fails on those criteria at a key moment. Common triggers 

include incomplete onboarding, unclear next steps after product opening, weak habit formation 

after first use, service interruptions, control-related friction such as KYC or monitoring events, 

poor issue resolution, irrelevant or excessive communication, and offers that are not connected 

to the customer's actual context. 

To make the rotation logic concrete, Figure 7 summarizes the key “moments of action” 

where customers decide to engage, switch, or disengage in a multibanking context. 

Figure 8 
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“Moments of Action”

 

Note: Adapted from internal customer research streams consolidated for capstone use. 

       Detailed Jobs-to-be-Done mapping and rotation-point evidence are provided in 

Appendix D, Tables D1, D2. 

Customer experience evidence from NPS reinforces this synthesis. NPS feedback (Retail, 

2025) shows that loyalty is driven primarily by reliable execution in everyday banking journeys, 

transparent value propositions, and predictable service recovery. The dominant make-or-break 

factors are not additional offers, but consistency of daily operations such as payments and 

transfers, clarity of conditions and benefits, and the speed and competence of support when 

issues occur. Journey pain points cluster around reliability moments and recovery moments, 

which are exactly the situations where primacy is won or lost in a multibanking setting.  

Comparative NPS results across banks show that the “main bank” is typically associated 

with a structurally higher experience score than secondary providers. This suggests that primacy 

is not simply a function of product holding, but a cumulative outcome of consistent execution in 

everyday and critical moments. As a result, Customer Value Growth must focus not only on 

increasing activity, but on systematically improving the experience drivers that determine 
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main-bank status. The detailed NPS and Customer Contract evidence is provided in Appendix C, 

Figure C3 and Appendix E, Table E1 and Figure E1, E3. 

2.5​Customer-side view of the problem 

The problem addressed in this capstone can also be stated directly from the customer 

side. In a multibanking environment, customers do not decide once which bank is primary and 

then remain fixed in that choice. They repeatedly decide where to complete salary-related, 

payment, transfer, savings, borrowing, and service-resolution jobs. The bank that becomes 

primary is the one that helps them complete these jobs with low effort, speed, clarity, 

dependable service, and confidence that problems will be resolved without unnecessary friction. 

From that perspective, the current challenge for PUMB is visible not only in internal 

leakage indicators, but also in how customers experience the relationship at different moments 

of maturity. Customers get attracted to a bank when the proposition looks easy, relevant, and 

trustworthy. They grow the relationship when the bank becomes useful in recurring routines and 

supports everyday financial jobs with low effort. They keep the relationship when service 

recovery is predictable, communication remains respectful, and the bank continues to feel 

dependable in moments of need. 

The customer-side evidence therefore suggests that loyalty is not driven by message 

volume or generalized engagement. It is shaped by reliable execution in priority journeys. 

Positive drivers include convenience, transparency, operational speed, stronger issue handling, 

and the feeling that the bank is relevant in practical moments. Recurrent pain points, by 

contrast, appear where activation is unclear, routine tasks remain effortful, loyalty mechanics or 
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product conditions are difficult to understand, application performance creates friction, or 

service recovery does not match customer expectations. These signals support the view that the 

business problem of customer-value leakage is rooted in how customers perceive effort, 

relevance, and dependability across concrete moments of action. 

Figure 9 

Customer-side view of PUMB through the Get–Grow–Keep logic 

 

This visual makes explicit that the capstone problem is not only a bank-side issue of 

conversion and retention. It is also a customer-side issue of how PUMB is experienced when 

customers get the relationship, grow it into everyday use, and decide whether to keep it in a 
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multibanking environment. The matrix shows that the customer problem is concentrated not in 

one isolated touchpoint, but across a sequence of practical interactions: entry, visible value, 

service experience, and product usability. 

This customer-side framing strengthens the logic of the capstone in two ways. First, it 

clarifies why the selected Wave 1 journeys matter: they correspond to the moments where 

customers decide whether PUMB becomes easier to use, more relevant in everyday routines, 

and more dependable in return-to-use situations. Second, it makes the target state more 

concrete. Customer Value Growth is expected to improve not only internal conversion and 

retention indicators, but also the customer’s lived experience of activation, recurring use, and 

recovery of activity. 

The example of new-to bank activation journey links the customer-side problem directly 

to the selected first-wave journey scope. It shows how the same journey can be understood 

through the customer’s experience before and after the proposed operating-model changes. The 

Figure 8 based on internal customer research and interviews demonstrates that customer value 

is created when acquisition is converted into activation, early routine formation, and timely 

recovery of activity. 

Figure 10 

New-to-bank activation journey from the customer perspective 
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Taken together, these findings define the problem from the customer side: customers 

reduce or downgrade PUMB’s role in their financial life when important jobs become effortful, 

unclear, insufficiently relevant, or poorly recovered. 

2.6​ Customer Contract synthesis 

The external and behavioral evidence in this chapter leads to a clear conclusion: in a 

multibanking market, primacy is strengthened when the bank is relevant to the job at hand, 

engages customers respectfully, and helps them achieve reliable outcomes. The Customer 

Contract translates that conclusion into a practical set of customer-facing commitments that can 

later be tested against the internal operating model. 

Relevance means that the bank recognizes the customer's context and proposes the right 

next step for the job at hand. In operating terms, this requires customer-level prioritization, 

eligibility clarity, and decision logic that selects actions because they are timely and useful, not 

simply because they are available. 
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Respectful engagement means that the bank guides customers without pressure, noise, or 

unnecessary interruption. In operating terms, this requires pacing rules, contact guardrails, 

suppression logic, and consistent treatment so that communication supports customer goals 

rather than competing for attention. 

Proven outcomes means that the bank helps customers complete important financial jobs 

with low effort, clear value, and predictable results. In operating terms, this requires friction 

removal, visible completion logic, and evidence that the action delivered a meaningful customer 

and business result. 

Figure 8 summarizes how the evidence patterns in Chapter 2 translate into the three pillars. 

Figure 11 

Customer Contract synthesis: from choice evidence to three pillars  

 

Note: Author-developed synthesis based on external context and customer choice evidence.  

This supports the argument that customer centricity becomes a competitive advantage only 

when operating model choices, decision rights, and measurement routines are aligned around 

customer value rather than siloed activity (McKinsey & Company, 2024, December 10). The 
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detailed evidence matrix linking each Customer Contract pillar to the underlying research 

streams is provided in Appendix E, Figure E1. 

2.7​GenAI as an external technology shift shaping Retail Banking economics 

Within the capstone scope, GenAI is treated as an external technology shift that can amplify 

lifecycle execution when it is embedded in a disciplined operating model. On its own, GenAI 

does not create primacy. It becomes valuable when it helps the bank select better next steps, 

adapt content to customer context, and improve operational throughput without weakening 

controls (Chui et al., 2023; Agarwal et al., 2024). 

In retail banking, GenAI can support more tailored communication in onboarding, activation, 

and service interactions, reduce manual effort in content production and analytics, and 

accelerate experimentation cycles (Agarwal et al., 2024). 

At the same time, GenAI initiatives must operate within the same customer-level prioritization, 

contact rules, and governance standards as other lifecycle interventions. For this reason, the 

capstone treats GenAI as an enabler of Customer Value Growth rather than a substitute for 

operating discipline. A consolidated overview of GenAI opportunity areas and enabling 

capabilities is provided in Appendix С, Figure C7. 

Chapter 2 establishes the external and behavioral basis for primacy in a multibanking 

market and translates it into the Customer Contract. The next chapter assesses how far the 

current PUMB operating model supports Relevance, Respectful engagement, and Proven 

outcomes in practice, and where the main execution gaps continue to create customer-value 

leakage. 
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                                                   Chapter 3: Internal Analysis 

Chapter 2 established the external and behavioral basis for primacy in a multibanking market 

and synthesized it into the Customer Contract pillars of Relevance, Respectful engagement, and 

Proven outcomes. Chapter 3 builds on that foundation and presents the internal as-is diagnosis 

for PUMB Retail Banking. The purpose is to assess whether the current operating model can 

translate delivery capacity into customer-level value growth across the lifecycle. 

The analysis follows the capability requirements implied by the external findings: 

customer-level prioritization, lifecycle orchestration, contact discipline, evidence standards, and 

compliance-aware execution. It therefore examines not only what structures already exist, but 

also where execution breaks when customer jobs move across products, channels, and control 

interfaces. 

The as-is assessment triangulates internal operating-model and transformation artefacts, 

CVM materials, performance and incentive evidence, customer experience and culture 

diagnostics, interview findings, and supporting appendix artefacts. Detailed source materials and 

supporting exhibits are provided in Appendices F–J. 

3.1​Capability foundation: what exists today 

Retail Banking has already built a meaningful delivery foundation through tribe-and-squad 

structures, recurring planning and review cadences, and standard artefacts such as backlogs, 

OKRs, and dashboards. This matters for the capstone because the target state does not start 

from zero; it builds on an existing delivery engine that can already coordinate cross-functional 

work. 
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Figure 9 summarizes the evolution of the Retail Banking operating model from early tribe 

design toward more segment- and value-stream-oriented execution. 

Figure 12 

Agile transformation timeline and strategic context (2020–2025) 

 

 

Note: Author-developed synthesis based on PUMB internal transformation materials, PUMB 

internal materials on Agile Transformation, 2020–2025. 
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The timeline shows a staged build-out of the operating model: early tribe launch, 

stabilization and scaling, resilience-focused delivery, cross-tribe cooperation, and a later shift 

toward strategy execution through segment or value-stream logic. The important implication is 

that PUMB already has transformation momentum and delivery routines; the remaining issue is 

whether those routines are connected tightly enough to customer-level value growth. 

Retail Banking operates through five agile tribes supported by sales and contact-center 

execution units. This structure enables cross-functional delivery and faster coordination than a 

purely functional model. At the same time, structure alone does not guarantee customer-level 

prioritization or consistent lifecycle outcomes, which is why the sections below focus on 

ownership, evidence standards, and control interfaces rather than on organizational charts 

alone. 

Retail Banking is organized into five agile tribes: Customer Growth, Value Craft (Products), 

Payments, Platform, and Persona, supported by two execution departments- Sales and the 

Contact Center. Each tribe comprises cross-functional squads, with specialists from key functions 

(Risk, Compliance, Marketing, Data and Analytics, and IT) embedded or delegated to delivery 

when required. Functional expertise is maintained through chapters and centers of expertise, 

which provide standards, coaching, and specialist capacity (for example, agile coaching, digital 

marketing, data analytics, risk, compliance, and IT engineering). 

This structure enables coordinated delivery, but it does not by itself guarantee 

customer-level prioritization and consistent lifecycle outcomes, which are assessed in the 

sections below. 
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Operating-model maturity is evidenced through four elements: a scaled delivery structure, 

recurring governance cadences, standard delivery artefacts, and enabling roles through chapters 

and capability hubs. The key learning from prior transformation stages is that delivery capacity 

by itself does not guarantee customer value outcomes. When ownership for a customer moment 

remains fragmented, teams can deliver efficiently while still producing friction across the 

lifecycle. 

Execution is monitored through regular tribe reporting, and governance is reinforced through 

a standard quarterly planning and review cycle. Figure 10 and Table 1 show that the delivery 

engine exists, but they also make clear that customer-level steering remains underdeveloped. 

Figure 13 

Quarterly planning and evidence loop  

 

Note: Author-developed synthesis based on PUMB internal materials, PUMB internal 

presentations and workshops, 2025. 

Table 1 

Execution maturity baseline: what already exists and what CVM still requires 
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Note: Author-developed synthesis based on internal governance artefacts, tribes demo 

materials PUMB internal materials and agile transformation materials, 2025 

Internal agile maturity evidence reinforces that PUMB’s starting point is not the absence of an 

agile base, but the uneven maturity of delivery and chapter practices. The maturity model 

assesses the ability of teams to deliver value quickly across dimensions such as DoR/DoD, user 

story mapping, engineering practices, metrics, mission and vision, and chapter work. This 

supports the conclusion that meaningful delivery routines already exist, while chapter 

consistency, cross-functional integration, and customer-level steering remain less mature. 

Additional agile maturity evidence, including delivery-system, operating-model, and 

learning-loop assessment materials, is provided in the Appendix F, Figure F2. 

The implication for this capstone is therefore specific: PUMB does not need to invent a 

delivery engine; it needs customer-level governance that aligns priorities, contact policies, and 

evidence standards across teams. 

3.2​ Where execution breaks: as-is capability gaps 

Despite these operating-model foundations, Customer Value Growth still breaks down in 

execution. The recurring pattern is fragmentation of customer jobs across products, channels, 
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and control interfaces, which creates competing priorities, uneven decision rights, and 

inconsistent customer treatment at rotation moments. 

Table 2 

Customer value leakage proxies used in the as-is diagnosis  

 

       ​  Note: Author-developed synthesis based on PUMB internal client acquisition and 

retention reporting, 2025. 

To make leakage visible, Figure 11 maps the lifecycle funnel and the main rotation 

points: post-onboarding, post-first meaningful use, post-credit decision, and post-monitoring or 

KYC events.  

Figure 14 

Customer lifecycle funnel and rotation points - as-is leakage drivers. 
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Note: Author-developed synthesis of lifecycle leakage and rotation points.  

Additional Retail Banking indicators reinforce that leakage is observable before relationship 

loss becomes final: MOB1 and MOB3 conversion, churn rate, and reactivation share already 

provide operational signals of weak activation, unstable habit formation, and recoverable value. 

Internal retention analysis also indicates that intervention windows open before final churn, 

because customers may remain active in the months preceding exit, creating scope for earlier, 

state-based retention action rather than only post-fact recovery attempts. 

The diagnosis shows that the main constraint is not the absence of teams or routines. It is 

fragmentation across four dimensions: ownership, decision rights, measurement and evidence 

standards, and interfaces with control functions. Together, these gaps reduce the bank’s ability to 

deliver Relevance, protect Respectful engagement, and prove outcomes consistently across the 

lifecycle. 

Ownership is still clearer at product or team level than at customer-journey level. This creates 

gaps at critical handoffs such as acquisition to onboarding, onboarding to first meaningful use, 
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and credit decision to subsequent activation. Figure 12 illustrates the operating-model context 

for this diagnosis. 

Figure 15 

Retail context: product vs segment operating model  

 

Note. Author-developed summary to illustrate the operating model context for the as-is 

capability diagnosis. 

The shift toward segment- or customer-oriented execution improves alignment by creating a 

shared customer language and enabling cross-journey discussion. However, primacy still requires 

an additional governance layer: explicit customer-level ownership, one prioritization logic, and 

shared evidence standards that survive handoffs across teams and channels. 

Measurement is not yet consistently aligned to customer outcomes across the lifecycle. 

Teams track delivery activity and local performance, but there is no shared evidence standard 

that proves incremental customer impact while protecting trust guardrails. As a result, initiatives 

can look successful within a product, channel, or tribe while degrading the end-to-end customer 

experience through inconsistent contact pressure, unclear value, or unresolved trade-offs. 
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This is visible in governance routines where objectives and delivery status are reviewed, but 

customer-cohort outcomes and guardrail indicators are not yet standardized as shared decision 

inputs. Without a common evidence frame, the organization cannot reliably prove Proven 

outcomes, enforce Respectful engagement, or prioritize the most valuable customer jobs with 

consistent Relevance across channels. 

Interfaces with Risk, Compliance, and Financial Monitoring are often treated as external 

review gates rather than embedded design constraints. This increases cycle time, encourages 

batching of changes, and makes it harder to respond at customer speed without rework. 

Internal monitoring outcomes make this problem tangible: control-cycle events can trigger 

customer leakage when reviews occur late, inputs are unclear, or the customer experience is 

disrupted by a compliance step that was not designed into the journey from the start. The as-is 

therefore requires compliance-by-design patterns (Table 3): predefined evidence packs, standard 

templates, and clear inputs and outputs so that reviews happen earlier, cycle time decreases, 

and trust is protected. 

Table 3 

Control-cycle friction (as-is) and target implication 
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Note: Author-summarized based on PUMB internal materials, 2025 

The target implication is clear: control functions should become structured design interfaces 

rather than late-stage approval bottlenecks. That shift is necessary for Customer Value Growth 

because relevance deteriorates when execution slows and batching replaces responsive 

orchestration. 

Communication policies and suppression practices exist (Table 4), but they do not yet operate 

as a single customer-level system. Typical gaps include uneven suppression rules across teams 

and channels, limited visibility of concurrent outreach, incomplete frequency discipline, and 

inconsistent trade-off logic when several actions compete for the same customer. 

Table 4 

Customer communication governance  

 

Note: Adapted from PUMB Internal CVM Compendium, 2025. 
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These gaps increase the risk that customers receive competing outreach, weak value signals, 

or pressure that undermines trust. In Customer Contract terms, the current model can weaken 

Respectful engagement even when activity levels are high, because the bank still lacks a unified 

customer-level queue and guardrail logic. 

3.3​ Performance architecture and incentives  

Performance routines exist, but they do not yet operate as one performance architecture 

linking strategy, customer outcomes, and execution decisions. Teams and forums use a mixed set 

of business, customer, and delivery indicators, but these are not always organized into a shared 

steering hierarchy that resolves trade-offs at customer level. 

Figure 13 summarizes the current performance-management gaps across metrics, governance 

routines, and evidence standards. 

Figure 16 

Current performance management gaps (as-is) 
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Note: Generated from PUMB internal presentations and workshops, 2025. 

The issue is not the absence of metrics or forums. It is the absence of a shared 

customer-level steering logic that forces trade-offs between competing actions and translates 

results into stop, iterate, or scale decisions. Incentives reinforce this fragmentation. Tribe-level 

bonus logic is selective, while branch incentives continue to reward short-cycle commercial 

activity more strongly than coordinated lifecycle outcomes. From a learning-organization 

perspective, experimentation creates value only when feedback loops are translated into shared 

learning and repeated operating routines rather than remaining isolated local initiatives (Senge, 

P. M., 2004) 

Branch incentive mechanics also illustrate why customer-level execution remains difficult 

in the as-is model (Figure 14). The current scheme still reinforces local product and activity 

optimisation more strongly than shared lifecycle outcomes. Four constraints are most relevant: 

• incentive logic remains product- and volume-led rather than customer-outcome-led;​

• cross-channel coordination is difficult because roles operate under different cadences and 

payout mechanics;​

• trust and control signals exist, but remain fragmented as local modifiers rather than shared 

steering criteria;​

• the target model therefore requires customer-level guardrails and common priority logic across 

sales, activation, retention, and trust-sensitive moments. 

Figure 17 

As-is branch incentive emphasis in the sales network 
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Note: Author-developed summary based on the branch motivation scheme, PUMB Internal 

documents, 2025. 

This matters because the current incentive pattern encourages local optimization and 

short-term output. Chapter 4 therefore needs to address performance architecture and incentive 

logic together, rather than treating measurement as a reporting issue only. 

3.4​ CVM capability baseline 

Taken together, the as-is findings consolidate into a clear CVM capability baseline. The issue 

is not that CVM is absent. PUMB already has a meaningful CRM engine, recurring campaigns, 

usable customer data, analytical models, dashboards, and MarTech assets. The problem is that 

these components are not yet connected into a governed customer-level system. 

The internal CVM assessment shows three broad capability groups: strong foundations, 

partial orchestration, and critical decisioning gaps. Strong capabilities include data foundations, 

analytical modelling depth, dashboarding, and an execution environment with real campaigning 
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capacity. These strengths mean that PUMB is already beyond an early-stage CRM model and has 

enough capability to support a more advanced target state. 

Partial capabilities include personalization, communication governance, cross-channel 

orchestration, experimentation discipline, and operating-model alignment around customer 

outcomes. These capabilities are present, but they are not yet institutionalized as a consistent 

system. Execution is still too manual, too campaign-led, and too dependent on local optimization 

rather than dynamic customer-level prioritization. 

The critical missing capability is customer-level decisioning. This is the structural weak 

point of the current CVM model. Without a unified decisioning layer, PUMB cannot fully connect 

data, models, offers, channels, and contact rules into one governed queue. That is why the 

capstone treats one-queue prioritization and next-best-action logic not as optional design 

features, but as direct responses to the as-is diagnosis. 

The technology implication is equally important: the constraint should not be described 

simply as a technology gap. Much of the technical base already exists. The problem is the 

integration of those assets into action, feedback, and learning loops. In practice, modelling 

outputs are produced, dashboards are reviewed, and campaigns are launched, but results are 

not yet connected through a standard decisioning, experimentation, and evidence framework. 

From an operating-model perspective, the current CVM model still behaves too much like a 

product-centric campaigning organization and not enough like a customer-centric value-growth 

system. The target state in Chapter 4 should therefore be framed as a governed CVM operating 

model that connects Relevance, Respectful engagement, and Proven outcomes through 
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customer-level orchestration. Figure 15 presents the short synthesis of the analysis, detailed 

version is in Appendix F, Figure F1. 

Figure 18 

CVM capability baseline at PUMB  

 

Note. Source: PUMB, Internal CVM Compendium, 2025. 

3.5​ Culture and readiness  

This section assesses organizational readiness for Customer Value Growth and primacy 

execution. The aim is not to evaluate culture abstractly, but to identify the behavioral routines 

that support or block end-to-end customer ownership, experimentation and learning loops, and 

consistent interfaces with control functions. 

The readiness section draws on the internal customer-experience maturity assessment by 

module (Figure 16), the OCAI culture profile, interview evidence, and additional organizational 

signals. Supporting materials are provided in Appendices I Figures I1–I3. 
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Figure 19 

Customer experience maturity by module (2025) 

 

 

Note: Generated from PUMB internal customer experience maturity survey conducted 

by CX Unit, 2025. 

For Customer Value Growth, this matters because Always-On lifecycle execution depends 

on consistent cross-functional behaviors. When priorities, ownership, and decision rules are 

unclear, the organization drifts toward vertical optimization and slower learning at the very 

points where customer rotation risk is highest. 

The OCAI culture profile indicates that the current state is weighted more toward 

competitiveness and control, while the preferred state shifts toward collaboration and learning. 

This gap matters because primacy depends on consistent lifecycle execution and trust protection 

at rotation moments. That requires cross-functional ownership, faster learning under 

 



38 

 

constraints, and predictable behavioral routines at the interfaces between teams and control 

functions. Within the Competing Values Framework, the tension between control and 

collaboration helps explain why strong execution discipline can coexist with weak 

cross-functional customer ownership in the as-is model (Cameron, K. S., and Quinn, R. E., 1999). 

Interview evidence reinforces the same diagnosis. Participants described leadership trust 

and access to decision-makers as accelerators, but also pointed to uneven cross-functional 

alignment, locally optimized KPIs, and weaker accountability at customer-moment level. Across 

interviews, the recurring pattern is that PUMB already has real delivery capacity, but not yet a 

fully integrated customer-level steering logic. As one executive interview summarized: 

​
Collaboration across teams has improved significantly, but without a shared definition of 
customer success across verticals, dependencies remain unclear and decision-making 
slows down. (Sergiy Chernenko, CEO of PUMB, interview, 23 February 2026) 
 

Marketing and customer-facing inputs reinforce this conclusion from another angle: the 

current model remains too acquisition-led and product-led, while the target should move toward 

customer-value orchestration, unified segmentation and personas, respectful engagement, and 

clear prioritization of customer jobs. Summarized interview notes are provided in Appendix I, 

Table I1. 

Employee engagement signals also support the diagnosis. The materials highlight 

customer focus, product relevance, perceived quality, and employees’ ability to improve 

products and services as important behavioral conditions. The implication for the target model is 

therefore practical rather than symbolic: explicit routines are required to protect focus, 
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normalize hypothesis-led learning, and make customer-level trade-offs visible in everyday 

decisions. A summary of the engagement indicators referenced in this analysis is provided in 

Appendix I, Figure I2, I3 which illustrates how employees perceive customer focus, product 

relevance, service quality, and their ability to contribute to product and service improvement. 

Customer centricity becomes operational only when behaviors are reinforced through 

leadership routines: how teams prioritize, how evidence is reviewed, and how exceptions are 

handled. In the as-is model, reinforcement mechanisms exist, but they are not yet consistently 

institutionalized around customer-level outcomes and shared evidence standards. 

Feedback cycles, individual development plans, skills matrices, coaching routines, and 

role-selection mechanisms all provide useful building blocks. Assessment-center routines are 

also emerging. However, these mechanisms are still linked more strongly to local role 

development than to cross-functional customer outcomes. As a result, behavioral reinforcement 

remains uneven and can depend on local leadership engagement. 

The readiness diagnosis therefore does not point to an absence of reinforcement 

mechanisms. It points to the need to connect those mechanisms more directly to customer 

ownership, experimentation discipline, and predictable coordination across teams and control 

functions. 

In the as-is model, reinforcement routines already exist, but they are not yet consistently 

linked to customer-level outcomes and cross-functional ownership. Since 2024, leadership 

reinforcement has included annual 360-degree feedback, automated individual development 

plans, and structured follow-up conversations. Assessment-center routines are also emerging, 
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with IT pilots completed in 2025 and broader scaling planned for 2026. Skills matrices, coaching, 

agile rituals, and role-selection routines strengthen capability development and role clarity, but 

their application remains uneven and does not yet fully resolve cross-functional alignment, 

especially at control-function interfaces. Overall, the main building blocks are in place, but they 

are not yet consistently connected to the shared evidence standards and behavioral discipline 

required for CVM execution. Supporting people-development artefacts in the tribe model are 

provided in Appendix I, Figure I4. 

The readiness evidence is best understood through reinforcing dynamics that sustain 

fragmentation. Two loops are most visible in the as-is model (Appendix J, Figures J1, J2). 

First, when outreach is not coordinated across journeys and channels, contact pressure 

increases. This contributes to fatigue and opt-outs, which reduce trust and willingness to engage. 

Lower trust then weakens response quality and makes teams compensate with more outreach 

rather than better prioritization. 

Second, when control-function review occurs late or with unclear success criteria, 

rework and cycle time increase. Teams respond by batching changes to reduce approval burden, 

but batching further reduces responsiveness and learning speed. Together, these loops explain 

why delivery activity can increase without customer-level outcomes compounding. 

A practical example of local learning-loop effectiveness already exists in the 

customer-feedback and AML re-identification case, where complaint patterns were translated 

into process redesign and communication improvements, resulting in materially fewer 

complaints and higher satisfaction with resolution. 
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Overall, readiness is sufficient to support a step change in CVM capability because the 

delivery engine and transformation foundations are already in place. The constraint is not the 

ability to deliver change, but the routines that steer multiple teams toward shared customer 

outcomes. 

Current governance and behavioral dynamics still amplify fragmentation through uneven 

decision rights, inconsistent evidence standards, and control-cycle friction. Chapter 4 should 

therefore translate these readiness gaps into explicit operating mechanisms: one-queue 

prioritization, standard evidence packs for stop–iterate–scale decisions, and 

compliance-by-design interfaces that protect both customer trust and execution speed. 

3.6​ Evidence map  

Supporting artefacts for the as-is diagnosis are provided in Appendices F–K, including 

operating-model evidence, control-cycle and compliance friction evidence, CVM capability 

materials, performance and incentive evidence, and culture and readiness support. 

To keep the diagnosis decision-oriented, Table 5 links the internal findings to the Customer 

Contract pillars and consolidates the main as-is gaps relevant for the capstone.  

Table 5 

Customer Contract and the main as‑is gaps 
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Note. Author-developed synthesis based on Chapter 3 analysis; supporting artefacts are 

provided in Appendix E. 

Taken together, the Chapter 3 diagnosis is clear. PUMB already has meaningful delivery 

capacity, credible CVM foundations, and sufficient readiness to progress. The principal constraint 

is the absence of integrated customer-level steering across journeys, channels, and control 

interfaces. That finding establishes the design brief for Chapter 4. 
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Chapter 4:  Target model to-be: Customer Value Growth operating system 

  This chapter translates the differentiation hypothesis expressed through the Customer 

Contract - Relevance, Respectful engagement, and Proven outcomes - into an execution-ready 

target operating model for PUMB Retail Banking. It defines Customer Value Growth as a lifecycle 

system spanning acquisition, activation, habit formation, retention, and reactivation; specifies 

the capabilities required to operate that system; and shows how performance is governed 

through the KPI tree, scorecards, incentives, cadence, decision rights, and compliance-by-design. 

In this capstone, Always-On refers to an operating model rather than a campaign 

frequency. Customer actions and communications are triggered by lifecycle signals and selected 

through a governed decisioning policy (next-best-action/offer) with embedded contact guardrails 

and evidence standards. This framing positions CVM as a repeatable execution system rather 

than a set of ad hoc campaigns. 

The guiding principle is that, in a digital-hygiene market, differentiation is not created by 

more campaigns, more AI, or more messages. It is created by disciplined execution that 

consistently delivers the Customer Contract across touchpoints and teams under AML, 

compliance, risk, and operational constraints. 

4.1   Target lifecycle system  

The target Customer Value Growth model treats the customer lifecycle as a measurable 

system with explicit leakage points and intervention choices across five stages: acquisition, 

activation, habit formation, retention, and reactivation. At each stage, the operating model  
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specifies the leakage definition, the intervention library used to address it, and the 

measurement-by-design requirements needed for incremental impact evaluation. 

To make the target model operational, the customer lifecycle should be understood not only 

as an analytical framework, but also as a sequence of governed customer journeys. In practice, 

this means that selected lifecycle moments are managed through defined milestone logic, 

communication sequencing, customer-level guardrails, and explicit outcome windows rather 

than through isolated campaigns. A worked example of this logic is provided in Appendix L, 

Figure L5, which illustrates how reactivation can be managed as a structured journey over time 

rather than as a one-off intervention. 

The lifecycle logic and key leakage points were introduced in Chapter 1. In Chapter 4, that 

logic is translated into a target operating system with defined interventions, decisioning rules, 

and measurement requirements. Its purpose is to align Retail, Marketing, Product, IT, and Risk 

and Compliance around the same lifecycle outcomes.  

 4.2   Decisioning and orchestration engine 

The Customer Contract pillars become system requirements for three capability domains: 

customer-level decisioning and experimentation, data and measurement enablement, and a 

governance model able to coordinate cross-functional execution. The target is not more 

communication but a disciplined customer-level system that selects the most useful next step, 

protects attention and trust, and proves value through outcomes. 

        The target state introduces a customer-level decisioning layer that continuously selects the 

next best action based on lifecycle context, encoded eligibility, and explicit value-risk trade-offs 
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while preventing competing product agendas from generating conflicting outreach. A single 

ranked queue of eligible actions resolves trade-offs across journeys and channels; suppression 

rules, sequencing rules, caps, and customer controls protect attention and trust; and every 

intervention is treated as a testable hypothesis with a defined stop-iterate-scale routine. The 

ranked queue therefore determines not only the next action, but also the sequence of actions 

across the customer journey, allowing lifecycle interventions to reinforce one another over time. 

Chapter 3 established why customer-level steering is required. The target response is a 

unified decisioning and experimentation capability that ranks eligible actions, applies guardrails 

before release, and records customer-level outcomes for learning, control, and scaling decisions.  

To operationalize Customer Value Growth as a lifecycle system, the target model links 

each stage of the customer journey with explicit leakage definitions, intervention logic, and 

measurable outcomes. Figure 17 illustrates the target lifecycle loop and the intervention points 

through which the bank can influence acquisition, activation, habit formation, retention, and 

reactivation. 

Figure 20 

Decisioning and experimentation loop (test-and-learn operating cycle) 
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Note: Author-developed synthesis based on the stand-alone project logic and Chapter 4  

In the target state, Customer Value Growth is governed through a customer-level 

decisioning engine that continuously selects the next best action across lifecycle needs, service 

moments, and commercial opportunities. The engine decides what enters the queue, what is 

suppressed, what is deferred, and what is released now. It resolves trade-offs through common 

rules for eligibility, priority, contact safety, and expected value so that customer attention is 

allocated deliberately rather than locally. 

The decisioning engine converts data, modelling, and MarTech components into 

governed customer-level action and creates an auditable trail showing which rule, model, or 

policy selected, delayed, or blocked an action and with what subsequent outcome. This is 

particularly important in reactivation, where value depends less on a single message than on the 

disciplined sequencing of interventions across a defined journey window. 
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Structurally, this means moving from many separate outbound choices to one ranked 

library of candidate actions per customer, separated by policy where necessary but resolved 

through a common prioritization logic. An action enters the queue only when minimum legal, 

risk, product, and data conditions are already satisfied; once eligible, it competes on lifecycle 

relevance, expected value, customer context, and trust guardrails. Figure 18 presents the target 

operating loop at a conceptual level. A detailed decision hierarchy showing eligibility, guardrails, 

prioritization, and release filtering is provided in Appendix L, Figure L2. 

Figure 21 

Simplified target stack for personalization and MarTech orchestration 

 

Note: Author-developed based on the target CVM logic, PUMB Internal CVM  

Always-On in the target model is an operating mode rather than a campaign calendar. 

Customer actions and communications are triggered by lifecycle signals such as onboarding 
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completion, first use, inactivity, credit decision outcomes, and monitoring or KYC events, and are 

then selected through the decisioning policy rather than launched as ad hoc waves. The design 

objective is sustained relevance at balanced frequency, supported by guardrails for contact 

pressure, sequencing, suppression, and channel balance.  

The target model operationalizes personalization as a system capability rather than 

manual campaign tailoring. Eligible actions can be adapted by content, offer conditions, timing, 

and channel, while final selection remains governed through one customer-level queue and 

measurable outcome rules. In this design, personalization strengthens relevance without 

breaking contact discipline or evidence standards. 

          A key element of the target model is that retention and win-back are designed as 

structured lifecycle products with milestone logic, cross-channel sequencing, and explicit 

progression rules. Reactivation is therefore governed through predefined milestone states, 

channel sequencing, eligibility checks, and outcome windows rather than through isolated 

campaigns. Supporting journey and personalization artefacts are provided in Appendix L, Figure 

L5. 

Positioning the decisioning engine as the core mechanism clarifies why the remaining 

target elements exist. Data and measurement enable customer-level eligibility, event triggers, 

exposure and outcome logging, and learning loops. Governance ensures that product teams 

contribute actions to a shared library while prioritization is performed at customer level. 

Performance architecture shifts the leadership discussion from campaign volume to learning 

quality, proven uplift, and reduced lifecycle leakage. 
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The decisioning capability is expected to evolve in stages, from a minimum viable 

prioritization logic to a more automated and adaptive system. An illustrative maturity roadmap is 

provided in Appendix L, Figure L6. 

4.3​Data, technology, and measurement enablement  

The target state requires minimum viable data, technology, and measurement 

enablement sufficient to support customer-level decisioning and proof of impact without 

assuming a full core-banking re-architecture in the first implementation wave. The design 

principle is actionability, not technical perfection. 

The minimum target therefore includes a stable customer identifier; a usable customer 

profile including lifecycle stage, holdings, and priority attributes; digital event instrumentation on 

key channel surfaces; an action registry showing what was offered, where, when, and under 

which rule; and exposure and outcome logging aligned to KPI measurement windows. In 

addition, AML, KYC, monitoring, document refresh, decline, and manual-review events must be 

treated as measurable lifecycle moments rather than hidden back-office steps because they 

often shape trust, delay, and drop-off at the points where primacy can be won or lost. 

Proven outcomes require more than dashboards: they require instrumentation that can 

show what the customer saw, what happened next, and what incremental effect can reasonably 

be attributed to the intervention. Measurement-by-design is therefore embedded into the target 

logic from the start. Minimum evidence standards include defined exposure windows, outcome 

windows, holdout or valid proxy logic where feasible, and a repeatable evidence pack for 

stop-iterate-scale decisions so that learning is comparable across interventions. 
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The target measurement framework includes four groups of indicators: outcome metrics 

linked to lifecycle leakage and value creation; customer-attention guardrails such as average 

contacts, limit exceedance, opt-outs, complaints, and green-zone balance; decision-system 

health indicators such as lifecycle coverage, model stability, and the share of predictive versus 

rules-based selection; and control-interface indicators such as monitoring-related drop-off, 

review cycle time, and release delays caused by unresolved compliance conditions. This makes 

the data and measurement layer an execution enabler for governance rather than only a 

reporting layer. 

4.4. Target performance architecture and alignment 

A Customer Value Growth operating model cannot function if performance mechanisms 

incentivize local activity over customer-level outcomes. In the target state, performance is 

organized within a stand-alone project architecture that connects the project outcome, 

customer outcome drivers, execution commitments, and control guardrails. Quarterly OKRs, 

named owners, and review routines translate this logic into disciplined delivery. 

In the target model, project value is governed through four linked layers: the project 

outcome, the customer outcome drivers that explain it, the execution metrics that track delivery 

quality, and the control guardrails that protect trust, compliance-safe execution, and release 

discipline. Quarterly OKRs convert these priorities into time-bound commitments across the 

accountable stream and enabling functions, while review forums assess whether an intervention 

should be stopped, iterated, or scaled based on customer impact, evidence strength, 

deliverability, and control readiness. 
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Figure 19 presents the target performance architecture for the stand-alone project. 

Rather than reproducing a broader KPI tree, the architecture defines a focused project-level 

control system that links the project outcome to customer outcome drivers, execution metrics, 

and control guardrails. Its purpose is to ensure that project value can be governed, evidenced, 

and scaled within a clear project boundary. Only selected lifecycle drivers are monetized in the 

stand-alone project business case, while other indicators serve operational governance and 

execution monitoring. 

Figure 22 

Stand-alone project value  

 
 
Note: Author-developed based on the stand-alone project logic and Chapter 4 target 

model. 

Quarterly OKRs translate the project outcome into time-bound execution priorities 

across the accountable stream and enabling functions. These OKRs define progress 
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commitments, dependencies, named owners, and the evidence required to move an 

intervention forward. Cross-functional dependencies are recorded through a standard register 

with explicit ownership and escalation triggers, while review forums assess whether an 

intervention should be stopped, iterated, or scaled based on customer impact, risk, deliverability, 

and evidence strength. 

Figure 20 shows how the stand-alone project outcome is translated into quarterly OKRs, 

cross-functional workstreams, and traceable delivery artefacts. The purpose is to make priorities, 

owners, and evidence requirements visible without recreating a broader enterprise KPI cascade. 

Figure 23 

Project OKR cascade and delivery traceability 

 

Note: Author-developed based on the target OKR logic in Chapter 4. 

In the target model, cross-functional alignment is governed through a stand-alone 

project performance system that aligns Retail, Marketing, Product, IT, Risk, and Compliance 
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around one project-level outcome logic: stand-alone project value, customer outcome drivers, 

execution commitments, and control guardrails. Different functions retain role-appropriate 

metrics while still working within the same project boundary and shared outcome logic. 

Quarterly OKRs translate the project outcome into time-bound delivery priorities across 

the accountable stream, enabling functions, and control participants. These OKRs are supported 

by named owners, explicit dependency commitments, and evidence-pack requirements for 

interventions that affect customer journeys, communication logic, or release readiness. 

Cross-functional trade-offs are surfaced through project OKRs, dependency commitments, and 

evidence-pack reviews.  

Customer Value Management remains a coordinating capability within this arrangement: 

delivery stays with the accountable stream, while shared decisioning logic, evidence standards, 

and customer-attention guardrails preserve one customer-level steering logic across 

interventions. Table 6 and Appendix L, Figure L1 present the cross-functional alignment logic of 

the stand-alone project. 

Table 6 

Cross-functional alignment and escalation triggers 
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Note: Author-developed based on analysis in Chapter 3 

In the stand-alone project, branch incentives are treated as part of the operating 

environment because branch behavior can either reinforce or undermine Customer Value 

Growth interventions. The first wave does not assume a full redesign of the branch motivation 

system. Instead, it introduces a limited alignment layer: branch execution should not reward 

behaviors that break contact guardrails, overload customers with product pushes, or conflict 

with decisioning-led lifecycle priorities. 

Branch alignment in the target model follows three principles:​

• branch behavior should not conflict with customer-level prioritization and contact 

guardrails​

• the 2026 project focuses on execution alignment rather than full incentive redesign​

• deeper incentive changes can be considered later if lifecycle evidence shows material 

impact. 
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For 2026, the target is limited alignment. Selected customer-outcome indicators, 

journey-compliance guardrails, and coaching-based quality controls are linked to branch 

execution so that branch actions do not conflict with digital lifecycle interventions or 

customer-level prioritization. The aim is to prevent local incentive mechanics from undermining 

the project’s customer-attention and trust rules, not to redesign the full branch motivation 

model. 

4.5   Target governance, reinforcement and staged scale-up  

Governance is designed to prevent the Customer Value Growth operating system from 

fragmenting into siloed initiatives. In the target model, governance defines formal decision 

rights, a predictable cadence of forums, and compliance-by-design routines that ensure 

customer relevance and respectful engagement under regulatory and operational constraints. 

Decision rights are allocated to balance delivery speed with control readiness inside the 

stand-alone project. Lifecycle interventions and experimentation decisions are owned within the 

accountable stream, with explicit participation of Risk and Compliance in prioritization and 

release routines. Cross-functional prioritization, capacity allocation, and material trade-offs 

between customer outcomes, technology constraints, and control conditions are owned by the 

project sponsor through defined governance forums. Only conflicts that exceed project 

authority, materially affect enterprise objectives, or require major budget or risk-appetite 

decisions move to executive escalation. 

The governance cadence integrates operational execution with evidence-based review. 

Execution proceeds through two-week sprint cycles with routine demonstrations. Monthly 
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forums focus on evidence review, prioritization refinement, dependency resolution, and OKR 

check-ins covering objective progress, deliverable status, and blocking issues. Quarterly forums 

review project progress, confirm cross-functional commitments, and decide whether 

interventions should be stopped, iterated, or scaled. This makes governance part of execution 

discipline rather than a separate reporting layer. 

Data discipline is treated as a governance control. KPI and OKR status should be updated 

on an agreed cadence from defined source artefacts, and missing updates should be treated as 

governance exceptions because they weaken prioritization and escalation decisions. This directly 

addresses the Chapter 3 finding that learning is too often absorbed as local optimization rather 

than translated into shared customer-level steering. 

Compliance-by-design embeds AML, KYC, and risk controls into journeys, eligibility rules, 

decisioning logic, and evidence routines rather than treating compliance as a post hoc approval 

step. In the target model, an action should not enter the ranked queue unless minimum legal, 

policy, and risk conditions are already encoded; communication around monitoring, verification, 

or review moments should be generated through safe templates and status logic rather than 

generic selling pressure; and releases should be reviewed against a standard evidence pack so 

that control functions assess known criteria rather than reopen design questions late in the 

cycle. Customer-level decisions remain auditable through logged selection, suppression, 

blocking, reason codes, and outcomes. 

The target state requires the existing people and capability mechanisms to be redirected 

toward customer-level execution. Chapter 3 shows that the bank already has the building blocks 
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for reinforcement - 360 feedback, automated IDPs, follow-up conversations, assessment-center 

routines, chapter skills matrices, coaching, role-selection routines, Customer Lab, and Service 

Design support - but these mechanisms are not yet consistently linked to customer-level 

outcomes, shared evidence standards, and cross-functional ownership. 

The target model therefore introduces a small number of practical capability 

interventions. First, a recurring CX Lab x PO/CVM working routine should be institutionalized for 

priority journeys so that customer insight is translated into executable hypotheses, prioritized 

fixes, and evidence-pack-ready interventions. Second, structured customer-shoes reviews should 

be run for the most critical lifecycle moments - onboarding, first use, monitoring/KYC, problem 

resolution, and reactivation - to test whether the intended experience is understandable, 

low-friction, respectful, and consistent with the Customer Contract before release. Third, existing 

assessment-center logic, skills matrices, and role-selection routines should be extended to the 

roles most relevant to Customer Value Growth execution, including PO, CVM, journey owner, 

analytics lead, and selected control-interface roles. 

Taken together, these changes do not create a broad HR redesign. They adapt existing 

mechanisms so that the stand-alone project can operate through one customer-level steering 

logic rather than through local optimization. 

Chapter 3 shows that customer centricity becomes operational only when behaviors are 

reinforced through leadership routines: how teams prioritize, how evidence is reviewed, and 

how exceptions are handled. The current state already includes agile rituals, coaching, and 

 



58 

 

formal feedback mechanisms, but their application is uneven and too dependent on local 

leadership engagement. 

The target state therefore requires a limited set of explicit reinforcement routines. 

Monthly evidence reviews should become a standard routine for the stand-alone project, ending 

with explicit stop-iterate-scale decisions. Coaching should be structured around customer-level 

trade-offs, evidence-based decisions, respectful engagement, and handling dependencies or 

control friction. Customer-centricity should be embedded into sprint reviews, retrospectives, and 

follow-up conversations through a small set of required prompts on solved customer problems, 

remaining friction, trust guardrails, learning, and escalation needs. Structured follow-up 

conversations linked to existing 360-feedback and IDP routines should reinforce customer-level 

ownership, learning discipline, cross-functional cooperation, and compliance-safe execution. 

In practical terms, the target culture is reinforced through a small set of repeated 

routines that translate customer focus into everyday execution discipline. The most important 

are: 

•​ CX Lab x PO/CVM working sessions to convert customer insight into prioritised 

hypotheses and evidence-based interventions; 

•​ customer-shoes reviews to test critical journeys from the customer perspective before 

release; 

•​ coaching on trade-offs and judgement to reinforce customer-level discipline in decisions; 

•​ sprint and retrospective routines that explicitly include customer relevance, trust 

outcomes, and learning signals. 
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The target state is staged so that the stand-alone project can move from a controlled 

minimum viable model to broader, evidence-based scale. In 2026, the objective is to establish 

the core elements required for Customer Value Growth execution: a usable measurement 

foundation, minimum viable decisioning, a limited set of priority lifecycle interventions, standard 

evidence packs, and compliance-safe execution for sensitive journeys. If the 2026 wave 

demonstrates stable execution, acceptable guardrail performance, and credible evidence of 

value, the model can be extended in 2027 to additional journeys, broader omnichannel 

integration, and selected local alignment mechanisms where experience shows that they 

materially constrain Customer Value Growth outcomes. 
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Chapter 5: Stand-alone business case and measurement logic 

 This chapter translates the Chapter 4 target model into a stand-alone project business 

case for Retail Banking and defines the measurement logic required to govern value creation. 

The financial model evaluates the economic impact of improved lifecycle execution using a 

Project-minus-Base comparison within a bounded project scope. 

5.1   Business-case boundary and attribution logic 

The model converts improved lifecycle execution into financial value through a 

transparent sequence: conversion into signed customers, growth of active customers by 

acquisition vintage, and the resulting income generated by those cohorts relative to the Base 

scenario. 

The model includes three cost layers: CAPEX required to establish the minimum viable 

solution, fixed OPEX required to operate it, and variable OPEX linked to scaled usage. Project 

costs are structured as CAPEX required to establish the solution and OPEX required to operate it, 

including both fixed operating capacity and variable processing costs linked to scaled usage. 

These cash flows are then discounted to assess project value through NPV and IRR. The planning 

logic is intentionally bounded and conservative so that the business case can support investment 

discussion, evidence review, and later stage-gate decisions within the stand-alone project.  

Within this capstone, value is defined as the incremental financial effect created by the 

stand-alone Customer Value Growth project relative to the Base scenario. The boundary includes 

customer conversion uplift, the resulting increase in active-customer stock by vintage, and the 

income generated by those active cohorts, net of project costs. Wider enterprise effects may 
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exist, but they remain outside the model unless they can be directly attributed to the project 

through the same customer-level evidence logic.  

This boundary matters because the target model is designed to improve lifecycle 

execution, but not every possible effect should be monetized immediately. The business case 

therefore prioritizes levers that are visible, auditable, and governable within the project scope. 

This makes the financial case more credible and easier to review through the evidence routines 

defined later in the chapter. 

Customer Value Growth is treated as the economic result of better lifecycle execution 

rather than of isolated campaign activity. In this logic, value is created when more acquired 

customers become active, remain active for longer, and generate stronger economics through 

customer-level relevance, respectful engagement, and proven outcomes. The business case 

therefore reflects Customer Value Management not as a communication engine alone, but as a 

cross-functional execution system that improves conversion, stabilizes active-customer stocks, 

and increases realized value per customer. 

5.2   Value-driver chain  

To increase the analytical transparency of the stand-alone business case, the financial 

model is expressed through a limited set of explicit hypotheses that connect the three selected 

journey builds and the first wave enabling layer with measurable economic effects. These 

hypotheses define the pathway through which lifecycle execution influences signed-customer 

conversion, active-customer stock, customer-value realization, and project economics within the 

bounded project perimeter. 
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Table 7 

Financial hypotheses underlying the stand-alone business case 

 

In the base scenario, these hypotheses are translated into project value through the 

modeled changes in signed-customer conversion, active-customer stock by acquisition vintage, 

realized customer value, and project CAPEX and OPEX, as presented in Table 7 and Appendix K. 
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The sensitivity analysis indicates that the business case is most exposed to variation in 

the customer-side drivers that determine how many additional active customers the program 

creates and how much value each of those customers generates after activation. The strongest 

effect is visible in the value-per-extra-active-customer scenario, while changes in activation, 

churn improvement, and reactivation factors also materially affect project value. By contrast, the 

case is less sensitive to a moderate increase in operating cost. This result supports the logic of 

the capstone: financial value depends primarily on successful execution of the selected 

first-wave journeys and on the ability of the operating model to convert customer-behavior 

improvement into measurable economic contribution. 

The stand-alone project business case follows a five-step value-driver chain that connects 

lifecycle improvement to financial value within a bounded and measurable project scope: 

1.​ Improved conversion increases the number of signed customers relative to the Base 

scenario. 

2.​ Higher acquisition volumes increase the stock of active customers by acquisition vintage 

as improved cohorts are carried forward over time. 

3.​ Active customers generate annual gross profit per customer. 

4.​ Improved activation and customer usage contribute to realized customer income within 

the project scenario. 

5.​ After deducting project CAPEX and OPEX, discounted cash flows produce the 

stand-alone project NPV and IRR. 
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The purpose of this chain is to keep the business case transparent: each step connects an 

operational improvement to a measurable economic consequence inside the stand-alone project 

boundary. 

          Table 7 summarizes the project business-case logic, the key driver assumptions, and the 

measurement implications. It should remain the main governance table for this chapter, while 

detailed calculations and scenario assumptions continue to sit in Appendix K and the supporting 

Excel model. 

Table 8 

Business case governance metrics  

 

Note. Author-developed synthesis based on the stand-alone business case and 

supporting financial model; detailed calculations and scenario assumptions are provided in 

Appendix K. 

5.3 Business case governance and evidence logic 
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The stand-alone business case is governed through measurement-by-design rather than 

through ex post interpretation. What counts as evidence must therefore be defined in advance. 

At minimum, the project requires visibility into what the customer was exposed to, what action 

was taken, what happened next, and what outcome can reasonably be attributed to that 

intervention within the agreed measurement window.  

This requires defined exposure windows, outcome windows, and, where feasible, 

holdout or valid proxy logic. It also requires a repeatable evidence pack that allows interventions 

to be reviewed on a stop-iterate-scale basis rather than through activity counts alone. In this 

way, the business case is not only a financial model; it is also a governance mechanism for 

deciding which interventions deserve further investment. 

A simple worked example illustrates the logic. If an intervention improves 

signed-customer conversion in the digital funnel, the uplift first appears as additional signed 

customers, then as higher active-customer stock by vintage, and only then as incremental 

income after customer-level economics are applied. Once the relevant costs are deducted and 

the cash flows are discounted, the project contribution can be evaluated against the stand-alone 

NPV and IRR criteria. This sequence shows why lifecycle execution must be linked to evidence 

and customer-level measurement rather than judged only by communication volume or 

campaign response. 

5.4   Chapter close 

Chapter 5 therefore establishes a bounded and governable financial case for the 

stand-alone Customer Value Growth project. It links lifecycle improvement to auditable value 
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creation, defines what evidence counts, and provides the financial anchor required for 

investment review. Detailed calculations and scenario assumptions are provided in Appendix K 

with the supporting Excel model. Appendix K contains the master business-case calculation 

sheet used for the financial evaluation presented in this chapter. 

 

 

 

 

    

 

 
 
 
 
 
 
 
 

 

 
Chapter 6. Program design and implementation plan 

Chapter 6 translates the Chapter 4 operating model into a bounded implementation 

program for 2026. It defines the first-wave scope, the delivery structure, the governance routine, 

and the control conditions required to put Customer Value Growth into practice. The purpose of 

the program is to establish customer-level prioritization, disciplined lifecycle execution, and 

measurable evidence review within a defined operating perimeter. 
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The program design follows three implementation principles. Customer-level 

prioritization defines how actions are selected and released. Measurement and evidence 

standards are embedded into delivery routines from the start. Governance and release logic 

operate within existing regulatory and risk-control requirements. 

6.1   Implementation scope and logic  

The implementation program is organized around a bounded first wave that defines the 

2026 delivery scope for Customer Value Growth. Within this boundary, the program combines 

three selected journey builds with one shared enabling layer. The selected journeys define 

where Customer Value Growth is applied first, while the enabling layer provides the minimum 

operating capabilities required for disciplined execution, evidence review, and controlled release. 

This structure gives the first wave a clear implementation focus and links the program directly to 

the lifecycle points where customer-value leakage is most material. 

The first-wave journey scope includes three selected builds. The first is new-to-bank 

activation and first-90-day habit formation, focused on strengthening early activation quality and 

repeated use after acquisition. The second is recurring-use and primary-account shift, focused 

on increasing the share of routine financial activity conducted through PUMB among rotationally 

active and under-valued active customers. The third is structured reactivation, focused on 

restoring activity through a staged return-to-use journey with defined progression logic for 

selected inactive cohorts. Together, these journeys create a bounded but strategically material 

perimeter for the 2026 program. 
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The first-wave MVP defines the minimum operating system required to run the selected 

journeys in practice. It combines a limited set of operating deliverables with the routines needed 

to support their use, governance, and control. Table 8 summarizes the MVP structure of the first 

wave. 

Table 9 

First-wave MVP: operating deliverables and supporting routines 

 

 

Taken together, these elements define the minimum operating system required to run 

the first wave as a governed implementation program rather than as a set of isolated journey 

interventions. 

The selected journey builds and their delivery focus are summarized below. 

1. NTB activation and first-90-day habit formation 
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Target cohort. New-to-bank customers with incomplete early activation.​

Strategic purpose. Strengthen early activation quality and establish repeated use during the first 

90 days.​

Core 2026 delivery focus. Activation checklist, first-use sequencing, early recurring-use prompts, 

and milestone-based nudges.​

Primary outcome signals. MOB1 activation, MOB3 sustained activity, first card payment, 

repeated use, and early recurring inflow setup. 

2. Recurring-use and primary-account shift 

Target cohort. Rotationally active and under-valued active customers.​

Strategic purpose. Increase the share of routine financial activity conducted through PUMB and 

strengthen everyday primacy.​

Core 2026 delivery focus. Recurring transaction switch, salary and bill-routing prompts, light 

mission mechanics, and periodic reinforcement.​

Primary outcome signals. Routine transaction rate, recurring payment adoption, monthly active 

use, and payroll or recurring inflow share. 

3. Structured reactivation journey 

Target cohort. Inactive customers within selected reactivation cohorts.​

Strategic purpose. Restore active usage through a staged return-to-use journey with clear 

progression logic.​

Core 2026 delivery focus. A structured 90-day reactivation journey, milestone logic, bounded 

sequencing, and controlled action release.​
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Primary outcome signals. Reactivation rate, transaction restart, active months after reactivation, 

inflow return, and retention after reactivation. 

The enabling scope of the first wave is equally defined. It includes a decisioning 

minimum viable model for the selected journeys, a pilot green-zone contact policy with 

sequencing and suppression rules, an action registry with exposure and outcome logging, and a 

cross-functional governance routine with named owners, review cadence, and evidence-based 

escalation. Channel execution is initially concentrated in push, in-app, and email, with 

cohort-based deployment and controlled scaling logic. 

The 2026 delivery perimeter remains deliberately bounded. Full portfolio-wide rollout, 

fully industrialized omnichannel orchestration, broad lifestyle campaigning, major MarTech 

redesign, and advanced adaptive personalization remain outside the first-wave scope. These 

elements can be considered in later stages if the first wave demonstrates stable execution, 

acceptable guardrail performance, and credible evidence of customer impact. 

6.2   Program phases and governance 

The delivery roadmap follows a phased structure that balances implementation speed 

with operational control. Phase 1 establishes the minimum decisioning and measurement 

capabilities required for experimentation. Phase 2 scales lifecycle orchestration across priority 

journeys. Phase 3 institutionalizes operating routines and governance structures. 

The detailed program timeline, milestones, and workstream dependencies are provided 

in Appendix M (Project Timing Plan). In Appendix M, the three implementation phases are 

translated into a five-step stage-gate sequence: S0 Mobilize, S1 Diagnostic, S2 Design, S3 Pilot, 
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and S4 Scale decision. The appendix specifies milestones, major workstreams, and coordination 

points across business, technology, and control functions. 

Program governance follows the operating principles defined in the target model. 

Strategic direction and prioritization are coordinated through a program steering structure that 

ensures alignment between customer lifecycle priorities, technology enablement, and regulatory 

oversight. Delivery execution is organized through cross‑functional squads responsible for 

lifecycle journeys and supported by central capabilities for analytics, decisioning logic, and 

experimentation measurement. 

Organizational strategy and adoption mechanism for the first wave 

The organizational strategy of the first wave is designed to change how customer-level 

decisions are made, how priorities are resolved across functions, and how customer focus is 

reinforced in everyday work. Within the 2026 boundary, this requires one behavior-change 

system that connects executive direction, manager routines, team practices, and people 

mechanisms around the same customer-level operating logic. 

The first-wave behavior-change system is summarized in Table 9 below. It shows what should be 

done at each level, through which instruments, and what those instruments are expected to 

change in routine execution. 

Table 10 

Behavior-change system for customer-centered execution 
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Figure 21 summarizes the change stages of the first wave as a simple progression from 

mobilization to scale decision. It shows how sponsor action, operating routines, reinforcement, 

and progression review are linked within one implementation flow. 

Figure 24 

Change stages for the first wave 
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The expected behavior changes in the first wave should become visible in routine 

execution. Teams should prepare releases through the shared queue and evidence pack, 

managers should review evidence and blocked dependencies through the monthly governance 

cycle, and control-interface roles should enter earlier in design and release decisions. 

Customer-shoes reviews and CX Lab sessions should become standard pre-release routines, 

while branch and service teams in scope should follow journey priorities and contact guardrails 

in assisted moments. Issues outside the agreed routine should move through formal escalation 

rather than local workaround. 

A limited performance-alignment layer should support these changes during the pilot 

period. Journey-level OKRs should combine one customer outcome, one execution-quality 

metric, and one trust or control guardrail. Role cards, role-based enablement, coaching, 

follow-up routines, and targeted recognition should reinforce what customer-level execution 

means in practice for the roles in scope. 

By the end of 2026, the first wave should leave behind more than three pilot journeys. It 

should establish one repeatable operating discipline for customer-level prioritization, evidence 

review, controlled release, and customer-centered execution across the teams and channels 

included in the program boundary. 
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6.3   Measurement, risk and control integration  

The program embeds the measurement logic defined in Chapter 5. Each intervention 

must specify exposure conditions, expected behavioral outcomes, and measurement windows. 

Where feasible, holdout logic or valid proxy measurement is used to determine incremental 

impact. Evidence packs produced through these routines support decision gates for scaling, 

modifying, or discontinuing interventions. 

Risk management is embedded in the first-wave delivery logic because progression 

depends on whether the selected journeys are adopted in practice, supported by credible 

evidence, and released through stable control interfaces. Appendix N provides the full register. 

Within the capstone body, the most material implementation risks are those that can delay 

progression from bounded pilot to broader scale: behavioral adoption, measurement credibility, 

control integration, and business effect. 

These risks are reviewed through the monthly evidence cycle and are linked directly to 

the stage-gate logic of the program. The purpose of this risk view is to preserve disciplined 

progression inside the first-wave boundary and to ensure that broader rollout follows 

demonstrated operating use, credible evidence, and acceptable customer and control outcomes. 

Main implementation risks and downside scenario 

For the first wave, the risk view is intentionally concentrated on the four risks that are 

most material for implementation discipline and scale decisions. They capture the points at 

which the program can lose momentum, evidence strength, customer relevance, or progression 

credibility. 
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The pessimistic scenario is a slower and more constrained first-wave path in which 

behavioral adoption remains uneven, evidence credibility reaches only a partial standard, control 

integration continues to create release friction, and customer uplift in activation, recurring use, 

or reactivation develops below the expected direction. Under these conditions, the managerial 

response remains within the design of the program: the initiative stays inside the bounded 

first-wave perimeter, selected journey logic is revised, reinforcement routines are intensified, 

and progression to broader scale is deferred until customer outcomes, evidence quality, and 

control conditions are sufficiently strong. 

In this design, risk review supports disciplined progression. The first wave should scale 

only when customer impact, execution stability, and control readiness are sufficiently strong. 

Table 11 

Main implementation risks, mitigation logic, and downside implication 
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6.4   Program outcomes  

The implementation program therefore operationalizes the Customer Value Growth 

model by combining lifecycle orchestration, decisioning governance, and measurable 
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experimentation. Together with the financial logic presented in Chapter 5 and the operational 

architecture defined in Chapter 4, the program provides a practical pathway for translating the 

capstone concept into institutional execution. 
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Chapter 7. Learning reflection on MBA learning journey 

This capstone was both a business project and a practical test of how the MBA program 

changed the way I frame problems, structure decisions, and lead under ambiguity. The project 

began as a broad concern about growth in a multibanking market and evolved into a more 

disciplined management question: what operating model would help PUMB Retail Banking 

convert acquisition into sustained customer value through better decisioning, lifecycle 

orchestration, and measurable execution? The main value of the MBA was not in isolated 

frameworks, but in the ability to connect strategy, operating model design, measurement, 

finance, risk, change management, and leadership into one coherent response. 

7.1   MBA tools and models that shaped the capstone 

         Several MBA courses directly shaped the capstone. Strategic Management and Beyond 

Strategy helped me understand fragmentation not simply as an execution problem, but as a 

strategy-cascade problem created when choices, metrics, incentives, and decision rights are not 

aligned. Leadership in Organizations, Organizational Behavior, and Mastering Digital Leadership 

shifted my attention from formal structure to the behavioral conditions required for execution. 

Project Management, Operations Management, and Risk Management helped translate the 

target model into streams, stage-gates, deliverables, and control-safe implementation logic. 

Economics and accounting courses strengthened the business-case chapter by improving my 

ability to define a bounded financial logic and assess whether the proposed solution was 

economically credible. Together, these courses made the capstone more integrated, practical, 

and decision oriented. 
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7.2   Learning process 

        The learning process was not linear. An important lesson was the need to narrow the 

problem repeatedly and protect the capstone boundary. Early drafts were too broad because 

they attempted to address customer primacy, multibanking, CVM, agile ways of working, GenAI, 

branch incentives, compliance friction, and culture at the same time. The work became stronger 

once I accepted that not every relevant issue needed to be solved inside one project. A second 

lesson was methodological discipline. Over time, I became more careful about the sequence 

from external logic to internal diagnosis, target model, financial validation, and implementation. 

A third lesson concerned evidence. The capstone pushed me to separate intuition from proof 

and to ask more consistently what exactly supports a claim, which metrics are steering metrics, 

and which indicators can be credibly linked to business value. 

One of the most valuable outcomes of the MBA was learning how to learn in a more 

disciplined and interdisciplinary way. The program required movement across strategy, finance, 

operations, marketing, leadership, governance, and risk, and this was especially valuable in the 

Ukrainian context. In a turbulent environment, management decisions cannot rely on one stable 

model or one functional lens. They require synthesis, adaptation, and judgement under 

pressure. For me personally, this strengthened resilience, intellectual flexibility, and confidence 

in dealing with uncertainty. For my organization, it increased my ability to connect functions, 

translate insight into action, and frame business problems in a way that is realistic for a 

Ukrainian bank operating through volatility, regulatory intensity, and war-related disruption. 

7.3   Personal growth and leadership reflection 
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The strongest personal learning from the MBA and from the capstone is that leadership 

is less about having immediate answers and more about making better choices under constraint. 

My reflections repeatedly returned to the same themes: strategy as trade-offs, coherence 

between objectives and governance, the tension between speed and control, and the need to 

protect trust while still driving performance. The program also clarified both my strengths and 

my development areas. I became more confident in connecting strategy, people, governance, 

and implementation, but I also recognized the need for stronger confidence in financial and risk 

interpretation, greater comfort with constructive challenge, and more discipline in simplifying 

complexity earlier. An important part of this learning was understanding that transformation 

depends not only on structure and technology, but also on adaptive leadership, cross-functional 

collaboration, and behavioral change. 

7.4   Final reflection 

Overall, the capstone became a practical synthesis of the MBA journey. It required 

analytical depth, solution design, implementation logic, and self-reflection. More importantly, it 

showed me that the value of MBA education lies in the ability to connect different tools into a 

coherent management response to a real problem. I leave the program with a stronger ability to 

define the right management boundary, make clearer choices, and build a coherent path from 

diagnosis to action. 
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Disclaimer of AI Usage 

This capstone project was prepared with limited support from AI-based tools used solely 

for wording refinement, proofreading, and the creation of visual schemes and system diagrams 

based on my own analytical inputs. All substantive analysis, interpretations, conclusions, and 

strategic recommendations are my own and reflect my independent work, judgement, and full 

responsibility.  
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Appendices 

Appendix A 

Supporting Chapter 1 

Table A1 

Manager interview guide  
 
Purpose. Capture cross-functional views on what has been achieved in the 

transformation to date, where execution still breaks down across functions and control 
interfaces, and which 2026 changes are most important for customer-level execution. 

Participants. Retail Banking leaders and key change agents across Retail, Marketing, CX, 
Product, IT and Compliance, anti-money laundering, and selected enabling functions. 

Output. A structured qualitative input for the as-is diagnosis and target design, including 
operating strengths, bottlenecks, capability gaps, dependencies, governance issues, and 
priorities for 2026. 

Core questions (ask all participants) 
●​ What has the transformation improved most in your area, and what has become faster or 

easier in real delivery? 
●​ Where do customer outcomes still fragment across products, teams, or channels? 
●​ Where is ownership clear, and where is it still unclear at customer-moment level? 
●​ How do KPI or OKR structures help or hinder shared customer-level execution? 
●​ Which interfaces with Risk, Compliance, Financial Monitoring, or other control functions 

create the most friction for customer journeys? 
●​ Where is the current operating logic still acquisition-led or product-led rather than 

lifecycle-led? 
●​ What would need to change for customer-level prioritization and one queue logic to work in 

practice? 
●​ What evidence or measurement standards are needed before automated or 

decision-engine-led interventions can be scaled? 
●​ What are the highest-priority changes for 2026, and what support is needed from executive 

leadership to make them feasible? 
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Appendix B  

Supporting Chapter 2  

Table B1 

Selected NBU bank-level market indicators relevant for Retail Banking position 

 

Note: Author-developed summary based on National Bank of Ukraine supervisory 
statistics. Total assets, loans to individuals, and funds of individuals are reported as of 
01.02.2026; number of branches is reported as of 01.01.2026. Values are rounded to one 
decimal place in UAH billions. 

 
Figure B1 

PUMB market position and growth highlights (Retail Banking, 2023–2025) 
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Note: Author-developed summary based on PUMB internal market position deck and 
management materials, 2025  

 

Table B3 

Primacy drivers by bank: salary and convenience as “main app” anchors 
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Note: Author-developed summary based on CBR research, PUMB internal presentation 
Materials, 2025  
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Appendix C 

Supporting Chapter 2  
 

Figure C1 

Trust to banks 

 

Figure C2  

Collaboration and main bank 
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Figure С3  

Main bank choice and relative NPS by bank 

 

Note: Adapted from PUMB NPS population report, 2025–2026 
 
Figure C4 

Resilience and customer trust context 
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Note: Adapted from Reputational Activists ranking, PUMB Internal Presentation, 2025 

Figure С7 

GenAI opportunity map 

 

Note: Author-developed synthesis based on Chui et al. (2023), Agarwal et al. (2024). 
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Appendix D  

Supporting Chapter 2  
 

Table D1 

Jobs-to-be-Done clusters and rotation triggers relevant to primacy  

 

Note: Author-developed summary based on CBR research and Lanka.CX research for 

PUMB, PUMB internal presentation, 2025 
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Table D2  

Jobs-to-be-Done and switching-trigger evidence 
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Appendix E 
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Supporting Chapter 2 and Chapter 3 

Table E1  

NPS themes mapped to Customer Contract implications 

 

Figure E1  

Customer Contract evidence matrix 
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Figure E2 

Agile benchmark matrix: operating model maturity and value capture (banking benchmarks) 

 

Figure E3 

Relative NPS performance and implications for primacy 

Note: Adapted from PUMB NPS population report, 2025–2026 
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Appendix F  

Supporting Chapter 3 

Table F1 

CVM capability baseline: as-is diagnosis and implication for primacy 
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Note: Author-developed synthesis based on PUMB Internal CVM Compendium, 2025 and 
Chapter 3 as-is analysis 
 

Figure F1 
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Tribe structure and cross-functional setup 

 
Figure F2 

Tribes agile maturity assessment results example

 

Note: Adopted from Agile Transformation materials, PUMB Internal People Model Compilation, 

2025 

Appendix H  
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Supporting Chapter 3 and Chapter 4  

Figure H1  

OKR and KPI cadence

 

Note: PUMB Internal workshop material, 2025 

 

 

 

 

 

 

 

 

Table H1 
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Branch incentive alignment constraints in the as-is model 

 

Note: Author-developed synthesis based on the Retail Banking branch motivation scheme 

 

 

 

Appendix I  
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Supporting Chapter 3 

Figure I1  

OCAI Culture Profile 

 

The OCAI profile suggests that the current Retail Banking culture is weighted more 

toward competition and control, while the preferred future state shifts toward collaboration and 

creation. This gap is relevant for the capstone because Customer Value Growth requires stronger 

cross-functional ownership, faster learning, and more adaptive coordination across teams and 

control interfaces. In practical terms, the result supports the need to reinforce customer-level 

prioritization, experimentation discipline, and shared outcome logic in the target model. 

 

Note: Author- generated results based on the completed website assessment 
questionnaire (https://www.ocai-official.com/), 2025  
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Interview synthesis and thematic coding summary 

 

Note: Author-summarized of 82 interviews, September 2025-January, 2026 
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Figure I2  

Employee Engagement Survey customer-focus and service-improvement indicators 
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Figure I3 

Brand Attributes: customer centricity 

 

Note: Adapted from Employee Engagement Survey by Morgan Philips Talent Consulting, 

PUMB Internal presentation, 2023- 2025 
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Figure I4 

Performance and development mechanism in the tribe model 

 

Note. Adapted from PUMB internal tribe people-development materials, 2025 
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Appendix J 

Supporting Chapter 3 

Figure J1 

As-is feedback loop: Contact pressure – Trust – Performance loop 

 

Figure J2 
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As-is feedback loop: Control-gate – Cycle time – Batching loo

 

Appendix L  

Supporting Chapter 4 
 

Figure L1  

Cross-functional performance alignment and escalation path 

 

Note: Author-developed synthesis based on Chapter 3 analysis. 

Figure L2  
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CVM decisioning engine hierarchy 

 

Note: Adapted from PUMB Internal CVM Compendium, 2025 

Figure L3 

90/180-day reactivation journey logic 

    

Figure L4 
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Decisioning engine maturity roadmap 

  

Note: Adapted from PUMB Internal CVM Compendium, 2025 

 


