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Balance or link? 
Correlation or coincidence? 
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BES overview 

BES is largest listed Portuguese bank by market capitalization 

Portuguese banks by market cap 

Net Assets 

2nd 
Bank 3rd 

Bank 

Eur 80.2bn Eur 93.5bn Eur 43.0bn 

1st 
Bank 

Eur 2.0bn Eur 1.0bn Eur 0.5bn 
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BES overview 

Presence in 24 countries and 4 continents 

BES International footprint -  24 countries in 4 continents 
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BES overview 

2nd largest bank in Portugal with ~20% market share… 

2nd largest private financial institution 
in Portugal by net assets (EUR 80.2 billion 

at 31 Dec 11); 

Strong market position with an average 
market share of 19.3% in the Portuguese 

banking market 

2.2mn Customers worldwide 

643 Branches in Portugal 

8.5 % 

16.1% 
19.3% 

1992 2000 2011 

Market Share 

BES domestic position 
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Commercial Banking Income 
(Eur mn) 

2011 2006 

1972 
1417 

Cost to income 
(without markets) 

2006 2011 

61,9% 57,3% 

BES overview 

… is able to increase the financial results 
 

Despite of the financial crisis, 
BES is able to increase the financial results 

+ 10% 
Total Customer 

Funds 

-4.6pp 

Cost to Income 

+ 39% 
Commercial 

Banking Income 

+ 29% 
Sales 
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What  should be the strategy? Sales or Service? Balance? 

S 

Q E 

Sales 

Efficiency Service 

The best 
in sales? … or 

Balance between sales, 
efficiency and service… 

S 

Q E 
Efficiency Service 

Sales 

Q 

S 

E 

Sales 

Efficiency Service 

The best 
in service? … or 

E Q 

S 
Sales 

Efficiency Service 

The best in 
efficiency? 

… or 
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Fat means strong? 

Bias… 
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Agility means small and thin?   

Bias… 
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Why not both? A strong and agile!  
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It’s possible to be the best in service, efficiency and financial results 

We want to be 
the best as a whole 

1st in sales 

1st in efficiency 

1st in quality 
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BES is one of the best Iberian banks in efficiency… 

Cost to income 2011 * (without markets) 

87,0% 

81,2% 

62,7% 

60,4% 

57,3% 

49,4% 

Bkt

BPI

Mill

Sab

BES

BP

* Comparable Banks 
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… best in Portugal in financial results… 

Average Net Income Eur mn (last 5 Years) 

88,5 

116,1 

393,0 

466,6 

498,0 
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… and best in service… 

Satisfaction 2011 

53,6 

57,8 

58,1 

58,4 

60,1 

B3

B2

B4

BES

B1

72,9 

73,1 

75,4 

76,4 

76,6 

B4

B3

B2

B1

BES

74,7 

75,4 

76,1 

77,3 

78,2 

B4

B2

B3

B1

BES

Price (%) Image (%) Quality (%) 



BES case study: a journey of success in Quality of Service… 
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In 2005 BES was in the last position in Portugal in 
Quality of Service among its direct competitors… 

… in 2011 it achieved the first position… 

2005 

B4 B3 B2 B1 

4th 3rd 2nd 1st 5th 

Satisfaction with Quality 

2011 

B4 B3 B2 B1 

5th 4th 3rd 2nd 1st 

Satisfaction with Quality 

Sales & Service 
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Sales and Service – There is a link: sales increased because service improved 

? 

Service 
% very Satisfied Customers 

Mystery Shopper 

Complaints per 1000 active 
Customers  

82,9% 

2006 2011 

1.0 0.9 

2006 2011 

78,8% 
82,0% 

2006 2011 

72,5% +10.4pp 

+3.2pp 

-10% 

Sales 
Commercial Banking Income 

Total Customer Funds 

Product sales (per month) 

2011 2006 

1972 

1417 

2006 2011 

62.000 

80.000 +29% 

+39% 

2006 2011 

49632 54383 +10% 
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Since 2004 we calculate the return on quality, and we know there’s a clear link 
between sales and service 

More Quality, 
better financial results 

More satisfaction, 
better financial involvement 

Evolution of Customer Founds in 2011 
(evolution of resources 1 year) 

Very Satisfied 
with Service 

Insatisfied 
with Service 

10% 

-12% 
Quality Performance 

Co
m

m
er

ci
al

 P
er

fo
rm

an
ce

 

Regional 
Structures 
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How to create a Customer Culture? 

Engagement – “ I believe” 

“I know” 

TRAINING 

2 

1 

“I can” 

TOOLS 

3 

“I want” 

MBO 

4 
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I believe service is not an option! 

ENGAGEMENT 1 

• Top level leadership has to be the driver of 
change 

• Middle Management Coaching 

• Leadership by example 

• Regular information on: 
• Results / evolution 
• Link between sales and service 
• Individual performance 

For this we need: 
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I know how to do it! 

TRAINING 2 

• Types of training in BES: 
• Attitude / behavior (quality gaps) 
• Product and Processes  
• Specific Training 

• e-Learning, Branch School per Region, 
Corporate University 

• Regular information on: 
• Employees with less commercial profile 
• Service gaps identification 

For this we need: 
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I can do it 

TOOLS 3 

• Internal procedures 

• IT platforms (workflows, etc.) 

• Continuous process improvement 

• Regular information on: 
• SLAs 
• Product / process complaints 
• Internal satisfaction 

For this we need: 



25-05-2012 Sales & Service 24 

I want to do it because I’m motivated 

INCENTIVES 4 

• (Monetary) incentives motivate employees to 
do better every minute: 

• MBO System (significant impact of Quality) 

• Excellence annual award (distinguishes BES 
top 5 performers on Quality) 

• Quality annual award (distinguishes the best 
branch in every regional structure) 

• Regular information on: 
• Service indicators / structure  

For this we need: 
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Measure is the key word 

measure measure measure 

We need regular information… … measurement is the 1st step 

Engagement 

Training 

Tools 

Incentives 
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Measuring and Monitoring Customer Satisfaction in BES 

Branch 
Telephone Calls 

Monitors missed 
phone calls 

M 

 
Product 

Satisfaction 
Surveys 

 

P Service 
Satisfaction 

Surveys 
 

M 

100.000 surveys 

Complaint 
Resolutions and 

Analysis 

D 

   9.000 

Motivation 
Survey 

Measures BES 
Employee Satisfaction 

 

A 

4.000 

Phone Calls 
Mystery Shopping 
Evaluates quality of phone 

calls at BES branches 
 

M 

20.000 calls 

Mystery Shopping 
Evaluates the quality of 

service at BES branches 

M 

3.300 visits 

Internal 
Customer 

Survey 
Evaluates Central Services 

Quality 

A 

2.000 

Internal 
Mystery Shopping 

Evaluates quality  
of service at BES Back- 

office Services 

M 

Customers 
Life Cycle 

Monitors Customer 
Satisfaction  along  the life 

cycle 

P Moments of 
Truth 

Monitors Customer 
Satisfaction after Service 

occurred 

P 

Customer 
Segment 
Surveys 

P 

Workflow 
and Help-Desk 

Monitors quality of 
answered 

tickets  

M 

2.400 

Call-Center 
Audition 

Monitors BESDirecto 
And Help-Desk 

phone calls 2.400 

M 

Focus 
Groups 

Discussion with 
Customers experience 

sharing 

P 

Commercial 
Proactivity 
Analysis 

Monitors Commercial 
proactivity 

M 

Annual Quarterly Monthly Daily Periodically 

    Annual values 

Customers 
Panel 

Quality evaluation by real 
Customers 

P 

A Q M D P 

SLA’s 
Monitors BES main 

processes and 
sub-processes 

M 

500 

Competitors 
Analysis 

Monitors Customer 
Satisfaction with 

other banks 

Q 

Mail 
Messages Analysis 

Monitors mails sent by 
BESnet 

M 

1.200 
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Satisfaction surveys about Service 

Representative data  
/ commercial  structure 

Characteristics of our satisfaction surveys 
with service : 

5 minutes each 
(customer’s time) 

Low cost 

100.000 inquiries / year 

 
 
 
 
 
 

We measure only where we 
are able to act, because of: 

 
• Financial cost 

 
• Customer’s opportunity 

cost 

… 

Survey about Service: 

WAITING TIME 

ACCOUNT MANAGER 
AVAILABILITY 

ADVICE 

CLARITY OF 
INFORMATION 

PROBLEM RESOLUTION 

COURTESY 

PROACTIVITY 

What matters having representative data per branch on satisfaction with the price or 
the offer, if there is no ability or interest, nor availability, nor feasibility to customize 
the offer and the price per branch / region? 

http://www.openclipart.org/people/laser_engravers/1279537209.svg
http://www.openclipart.org/people/nicubunu/nicubunu_Tools.svg
http://www.openclipart.org/people/silverstreak/silverstreak_Mobile_Phone.svg
http://www.openclipart.org/people/laobc/traffic_semaphore_silhouette_green.svg
http://www.openclipart.org/people/ernes/info.svg
http://www.google.pt/imgres?imgurl=http://png-5.findicons.com/files/icons/977/rrze/48/move_participant_to_waiting.png&imgrefurl=http://findicons.com/icon/84678/move_waiting_to_participant_orange&usg=__34TXfHCrMDxBOWNeu3jG5jKNIwA=&h=48&w=48&sz=5&hl=pt-PT&start=7&zoom=1&tbnid=7WavA4n2JbzvLM:&tbnh=48&tbnw=48&ei=nXDbTYb2B8u2hAeQnsywDw&prev=/search?q=waiting+png&hl=pt-PT&sa=G&gbv=2&tbm=isch&itbs=1
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Other deep satisfaction surveys 

Cycle of Life 

New 
Customers 

Active 
Customers 

Dormant 
Customers 

Lost 
Customers 

Segments 

Mass 
Market 

Executive 

Private Students 

Firms 
Small 

Business … 

Products 

Mortgage Cards Loans 

… Accounts Insurance 

Moments of Truth 

Account 
Opening 

POS Complaint 

Investment 
Redemption 

Lost/Stole
n Cards … 

Multi-channel Surveys Real Time Tracking Fast Implementation Low Cost 

Powerful tool 
powered by 

CONTACT 
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Other deep satisfaction surveys 

• Traditional Mystery Client 
External companies evaluate 
the quality of service in the 
sale (and follow up) of specific 
products 

•Mystery Client Panel 
…real Clients play the role 
of… real Clients! 
Real Customers evaluate the 
quality of service when visiting 
the branch they have an 
account 

Home 
insurance 

Health 
Insurance 

BES Plan Service 
Accounts 

Direct 
Channels 

Life 
insurance 

Account 
Opening 

Individual 
Loan 

Complaints Auto 
Insurance 

Mortgage Phone Calls 

Credit Cards … 

Examples of evaluated products 
and related service 

In presence 
5 visits per 

year per 
branch 
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Internal Customer Survey – Continuous improvement 

31 

We have a permanently online Satisfaction Survey about Central Services 

To please our customers it is not enough listening to them, nor it is enough to evaluate 
business performance. It is crucial to evaluate also internal suppliers  

BES employees evaluate the quality of 
service of their direct and indirect 

suppliers, responding to generic and 
specific questions 

related to each department. 

Inquiry 
online 

all over 
the year 

Operations Marketing Helpdesk Organization Quality Product … 
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Complaint resolution management 

Fixing Preventing 

Promote 
complaints 

Autonomy to 
resolve in real time 

first priority of daily tasks Re
so

lu
tio

n 
fo

llo
w

-u
p 

Quickly recover the relationship 
with the unhappy customer… 

… and prevent the arise of similar 
situations 
 

Fruit of a good management of complaints, BES is the Portuguese Bank 
with fewer complaint entries in the regulatory / supervisory institutions 

Alert report unsolved complaints 

Workflow record 

Failures identification 

Improvement database feeding 

Im
pr

ov
em

en
ts

 m
on

ito
rin

g 
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New challenges 

25-05-2012 

Regular Report Monitoring 

Incentives Training 
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If commercial staff have sales number everyday, they deal with that every 
day. If the information on quality is monthly, quality issues are addressed 
only once a month  

25-05-2012 Sales & Service 

Scattered 
information 

Past 

Integrated 
quality report 

Present 

Real time 
report 

 
(if information on 
sales is updated 
daily, information 
on quality has to 
follow the same 

rhythm)  

Future 



36 

To be more actionable, we need to have information about quality 
performance of each employee 
 

25-05-2012 
25-05-2012 Sales & Service 

Mystery 
Client 

 
Satisfaction 

Surveys 

Past 

Monitoring of 
all relevant 

indicators for a 
robust QoS 

Present 

Monitoring 
overall 

performance, 
reaching the 

level of 
employee quality 

performance 

Future 



CEM Model 

• More parallel surveys 
• Cost Reduction • Survey after Customer Experience 

. . . numerous advantages 

3 outputs . . . 

 
 

CRM Data Base 
information 

 

Choice of Channel 
Survey for a lower cost 

Targets 
Selection 

Automatic 
Customer 

Survey 

Account opening 
Buying Finantial Products 
Finantial Products Redemption 

2. Immediate alert  to quality dept. 
and Branch with dissatisfied 

 Customer information 

CRM 

 Event           Customer      Employee 

1 

email 

ivr 

Phone 

1.   Result feeds CRM Database 

3. Existence of quality information 
per employee 

3 

4 

• Results Monitored by Sponsors 

Development of inquiry 
applied to each event 

2 
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Training should be provided directly by the hierarchy 
(from branch manager to branch CEO); we need to invest on 
training branch CEO 

25-05-2012 Sales & Service 

Training 
indoors 

Past 

• E-Learning 

• School Branch 
per Region 

• UBES 
(Corporate Univ.) 

• Behavior 
Programs 

Present 

Bet on soft-skill 
for middle 

management 
branch CEO 

He is the trainer 
& coach 

Future 

http://sweetclipart.com/multisite/sweetclipart/files/graduation_cap_and_diploma.png
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In a crisis context, monetary incentives are not relevant 
(10% or 40% of 0€ = 0€) 

25-05-2012 
25-05-2012 Sales & Service 

Incentive 
system 

included only 
incentives 
linked to 
business  

Past 

Monetary 
incentive to all 

employees 

Present 

Recognition 
 

Future 
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There’s no choice, it’s only one way and we all known what to do! 
 

Paulo Jesus 
Banco Espírito Santo 

Quality of Service Department 
pnjesus@bes.pt 

Service 

Sales Efficiency Service 

Efficiency 

Sales 
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