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With more consumers now comfortable managing their finances online, financial institutions are 
increasingly tasked with upping their game and taking a more digital-first approach to the interactions 
they initiate with consumers as well. 

By shifting their thinking away from simply distributing communications to their customers and toward 
engaging them in interactive, two-way conversations across all channels, these forward-thinking 
companies can enable more dynamic onboarding processes and also personalize everything from 
account statements and renewal notices to legal disclosures, and more. In short, they can start to have 
SMARTER conversations that are more personal, more relevant and that involve more give and take 
between the company and the consumer. 

In this report, Celent explores the changing role of CCM solutions in shaping customer experience. 
We believe this evolution is critical. In fact, we would propose that it’s time to stop thinking about 
CCM as customer communications management and instead shift the category to focus on customer 
conversations management. To be successful, these conversations must be customer-centric and digital-
first.  Celent agrees, highlighting the need for companies to develop strategies that deliver a consistent 
customer experience throughout the entire lifecycle and via every channel—with a focus on digital, of 
course.

Smart Communications’ Conversation Cloud framework is an excellent example of how embracing 
cloud-based technologies can empower companies to deliver on this promise of a more exceptional 
customer experience. By making it incredibly easy for companies to integrate all of their CX-focused 
technologies together in order to reduce internal silos and create a single view of the customer, we not 
only improve the experience for customers, but we increase efficiency for business users as well. This is 
what it means to scale the conversation. 

And it’s also important to remember that this fundamental shift requires more than just upgrading 
from legacy, print-focused systems and embracing the next-generation of CCM.  It also requires a 
transformation of forms processes as well. Collecting information from your customers via print-based, 
tedious and repetitive forms are a thing of the past. In fact, the form of the future isn’t a form at all. 
Instead financial services companies should be focused on adaptive interviews, that turn forms into 
intuitive, guided journeys that are contextually aware based on the customer’s personal preference, 
device and location. The process must be fast, seamless and mobile-friendly.

Celent proposes that the path forward for financial services companies will require them to place more 
emphasis on delivering personalized experiences across the entire customer lifecycle—from customer 
onboarding through customer service. They also recommend, however, that true customer value be 
defined as more than just delivering personalized information (e.g., account balance) but by delivering 
contextually relevant engagement. We believe no one is better equipped to make this vision a reality 
than we are. Let us know if we can tell you more. 

The Future of CCM for Financial Services — Shifting from Customer 
Communications Management to Customer Conversations Management
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EXECUTIVE SUMMARY 

As the digital banking world continues to grow while the physical banking world shrinks, 
the role of systems originally focused on generating customer content and 
communications for the physical world has come under question. Physical forms and 
content still have relevance especially as digital documents, but the growth of digital first 
systems are taking over and encroaching on the role that heritage systems once played. 

Customer communications management (CCM) systems are a key case in point. These 
systems create, deliver and store outbound and inbound customer communications 
information (documents and data), for customer statements, billing, marketing offers, 
product information, account renewals, compliance disclosures, new product 
introductions, renewal notifications, delinquency notices, and other communications.  

CCM software pre-dated omnichannel. It also pre-dated cloud, microservices, DevOps, 
and digital transformation. As a result, most CCM software vendors are busy with a 
variety of attempts to re-position and re-architect solutions for today’s omnichannel 
reality.  

Questions This Report Will Answer 

1 
How is digital 
changing CX, and 
what is CCM’s 
changing role? 

2 
How are CCM solutions 
evolving as related 
systems overlap with 
CCM’s traditional 
functions?  

3 
What are important 
considerations for 
financial institutions 
contemplating a CCM 
investment?  

We think this is important for financial institutions because all too often, banks have 
neglected CCM systems while pursuing digital CX improvements. The result in many 
institutions is an aging CCM system (or systems) relegated to batch print 
communications tasks alongside a proliferation of additional systems that solve only part 
of the problem. A better approach takes an enterprisewide look at customer 
communications across the entire customer lifecycle as well as points and methods of 
customer engagement. Once accomplished, the right technology approach may come 
into clear view. We provide this analysis of CCM vendors to assist financial institutions in 
this quest. 

Our report begins with a discussion of how digital customer experience is evolving, 
because that is the new reality within which CCM solutions must operate. We then look at 
specific implications for CCM and how vendors are evolving their solutions in response. 
Following that, we shift to vendor solutions, examining vendor taxonomy followed by 
technical and functional comparisons.  
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HOW DIGITAL IS CHANGING CUSTOMER EXPERIENCE 

Historically, if you would have asked any banker for his or her strategic intent for 
investing in digital channels, you’d get a uniform response. The bulk of digital-banking 
activity has related to facilitating a growing variety of convenient, low-friction transactions, 
with efforts aimed squarely at making the experience faster and more convenient. 
Success had been measured by customer utilization and transaction migration from 
assisted (e.g., branch) to self-service channels. In sharp contrast, virtually every other 
nonbank retailer invests in digital channels to improve sales and service. Facilitating low-
friction digital transactions has been table stakes for years. Today, retailers are all about 
improving customer experience (CX) — digitally and in-store. This has not gone 
unnoticed by financial institutions (FIs), which are increasingly re-thinking the digital 
customer experience. This has massive implications for CCM. 

Financial Institutions are beginning to operate from an entirely different CX paradigm — 
one that orchestrates increasingly complex systems of engagement and: 

1. Encompasses the entire customer lifecycle. This is not merely about sales
and marketing but is about developing and nurturing customer relationships
flexibly along the entire customer lifecycle across all products and services.

2. Is delivered with excellence through a combination of human-centered design,
highly nuanced, context-sensitive personalization, and rigorous staff training. As
customer expectations continue to rise, they not only expect to be able to engage
institutions in a variety of new ways, they expect the interactions to be both
convenient and valuable.

3. Transcends all points of engagement whenever and wherever customers
choose. This includes a growing number of digital and in-person mechanisms
(and can seamlessly transition from one to another in real time at the customer’s
discretion) without the need to re-authenticate or begin processes anew.

4. Includes both proactive and reactive (“We’re here for you whenever you need
us.”) approaches — that vary dynamically and individually based on customer
data.

5. Flexibly accesses and shares data across channel and core banking systems
of record as well as an increasingly far-reaching external ecosystem of systems
and partners using APIs in real time.

6. Continually learns using a portfolio of learning systems that have been
institutionalized throughout the organization. This is important because today’s
high rate of change means the “half-life” of facts is shorter than ever before.
Done well, learning systems improve personalization accuracy and effectiveness

Key 
Research 
Question 

1  

How is digital changing CX, and what is CCM’s changing role? 

Digital has created proactive, personalized, and 
insightful customer experiences delivered in near 

real time across a growing number of engagement 
points. CCM needs to adapt through rearchitecting 

and integrating to a growing internal and external 
ecosystem of solutions and data. 
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over time. This creates greater utilization which, in turn, accelerates learning — a 
virtuous cycle. 

The CX bar has been raised. Banking in our digital-first world can no longer rely on in-
person channels for customer engagement. No longer are digital channels simply about 
convenient transactions, they must now offer highly personalized experiences that are 
both automated and human when customers choose in-person or human-to-human 
digital interactions. Moreover, they must adjust over time based on an informed 
understanding of each customer’s preferences — without overtly asking. This is because 
customers increasingly expect their financial institution(s) to actually know them. Imagine 
that! Figure 1 illustrates this new paradigm — the realm within which CCM solutions must 
now operate. 

Figure 1: CCM Solutions Need to Support a New Customer Experience Paradigm 

Source: Celent 

Looking at each of the six CX attributes in more detail: 

1. Encompasses the Entire Customer Lifecycle
In many banks, marketing historically operated independently from channel
operations. Marketing owned the public web presence and ran the marketing
automation systems, running campaigns and generating leads for action by the lines
of business. Marketing looked after the “shop” part, and the delivery channel teams
owned the “buy” (origination) and “use” (onboarding/servicing) parts of the customer
lifecycle. Customer experience in this old paradigm is often not assessed and
managed throughout the entire journey. As a result, sales leads go stale if acted
upon at all. If acted upon, the bank’s response would often be scripted, delivered
based on the bank’s (not the consumer’s) preference, lack context, and often arrive
too late to be relevant. The result is an underwhelming CX and disappointing
conversion rates. Initiatives such as the Chase integration with TrueCar is one
example of reinventing customer experience in the “shop” phase.

Amazon excels in this attribute. Of course, Amazon offers a compelling user 
experience (UX) when customers arrive at its website or app. It also integrates its 
platform in innovative ways that bring customers into the platform when they are 
researching product purchases — even before they seek to buy. In so doing, Amazon 
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leapfrogs other sellers that might have otherwise competitive offers on the same 
items. It does not accomplish this through advertising buys alone. It embeds its 
platform into third party trusted advisor sites where consumers go to make informed 
purchases. 

2. Excellence in Delivery
When a consumer makes an Amazon purchase, Amazon continually learns from
each customer’s activity to personalize their experience with the brand, learning over
time. Amazon excels in delivery. Few banks do this. Arguably, Amazon’s task is
made easier because it operates fewer channels and channel systems than do most
banks.  Celent observes three aspects of delivery excellence among firms
distinguishing themselves: human-centered design, personalization, and rigorous
training.

Following Big Tech and fintech, banks are increasingly embracing a human-centered 
design approach, which is outside-in (e.g., product development based on customer 
journeys) rather than inside-out (e.g., product development driven by bank 
parameters). In addition, the banks that outperform are inventing on the customer’s 
behalf, that is, determining what customers would find useful/valuable before they 
realize they need it. One example of this is the use of next-best-action analytics to 
dynamically offer customers suggestions to improve their financial well-being rather 
than sell them something. Figure 2 contrasts human-centered design (also referred to 
as “design thinking”) with a more traditional product-based business thinking. 

Figure 2: Human-Centered Design Stands in Sharp Contrast to Traditional Business Thinking 

Sources: Design Thinking: The New DNA of the Financial Sector, by the IESE Business School (Josemaria 
Siota, Thomas Klueter) and Oliver Wyman (Dieter Staib, Sam Taylor, Iñigo Ania), and Celent research and 
analysis. 
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Human-centered design is often employed in the design and operation of 
personalized and proactive engagement models because it entails building deep 
end-user empathy that can discern customer intent. The approach involves 
generating many ideas and building multiple prototypes alongside iterative or 
continual testing (see Learning Systems below).  

3. Skillful Use of Engagement Mechanisms
As engagement mechanisms proliferate, institutions must be adept at offering and
tailoring them individually to clients across a wide range of use cases. Not every
customer seeks conversational chat-based interactions with their bank’s mobile app.
Those that do may prefer to use it narrowly (such as for short questions). Other
mechanisms may be preferred if a card is lost or stolen. No one mechanism is a
silver bullet. For example:

• Many institutions still do not offer the ability to book a branch or contact center
appointment digitally. Those that do are enjoying visibility into sales and service
capacity needs, are better prepared for arriving customers, and can serve those
customers with minimal wait. In many cases, once customers schedule an
appointment digitally, they are invited to choose how they would like to receive a
reminder for the appointment.

• Many institutions are pursuing chatbots to deflect contact center call volume, a
fine ambition. But this can have an unfavorable impact on CX when customer
needs either cannot be met with the bot or are escalated to live agents without
the requisite skills, experience, or relevant context.

• Many banks offering digital onboarding mechanisms don’t offer customers the
option to easily and quickly engage the bank with questions in the process. The
CX may be great when everything goes as planned, but a simple question or
data inconsistency recognized by underwriting algorithms can leave customers
high and dry.

CCM systems were first conceived in a world with fewer engagement mechanisms. 
Fully leveraging today’s greater variety entails more than adapting communications 
templates to accommodate each new mechanism. 

4. Learning Systems
Machine learning is the backbone of modern learning systems, but it is not the only
approach and can be used alongside other methods. No single approach can
optimize CX with the growing complexity of engagement mechanisms and their high
rate of change. Other approaches include A/B testing and direct customer feedback.

A/B testing — a user experience research methodology — measures outcomes 
through direct comparison of two alternative implementations. It is used extensively, 
for example, in refining marketing messages and campaign executions as well as 
application development. A/B testing is often applied iteratively to seek continual 
improvement. 

Real time customer feedback is a common approach used in conjunction with 
machine learning to continually improve solution efficacy. Digital music services such 
as Pandora invite listeners to provide feedback on music selections (“thumbs up” or 
“thumbs down”) to personalize each user’s experience. Royal Bank of Canada 
leverages a similar approach in its NOMI Insights AI-powered personal financial 
experience offered to all its mobile banking users. 

Banks must systematically capture insights from a growing variety of sources and 
continually incorporate those insights to inform and improve CX. No easy task!  
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5. Real Time Connection to a Broader Ecosystem 
Just as banks operating in a platform banking model may collaborate with third 
parties for product development and delivery, so too retail banking invites 
collaboration with a broader ecosystem to improve customer engagement. Because 
customers expect personalized, relevant, and timely engagement, these connections 
must be approaching real time. Examples abound. Most, if not all, involve the use of 
APIs, for integration, innovation, or client connectivity. For a primer on APIs, see the 
Celent report, The Non-Technical Executive's Guide to APIs, October 2019. For a 
deep dive, see the Celent report, APIs in Banking: Four Approaches to Unlocking 
Business Value, March 2018.  

6. Proactive and Reactive Approaches 
“We’re here for you” is a reassuring sentiment, but it’s entirely reactive – and it’s how 
banks have historically served customers. When banks operate reactively, customers 
must perceive a need and take the initiative to engage a banker with that need. The 
realm of lobby choreography, for example, is aimed squarely at optimizing the in-
branch (reactive) customer experience and is a worthy discipline. Institutions must 
excel at reactive approaches to customer engagement, but today’s customer 
expectations require banks to excel at both reactive and proactive approaches. Some 
engagement mechanisms are solidly reactive. Others are proactive, while some 
mechanisms can be either. For example: 

• Live chat (text and video) can be proactive or reactive. Selective placement 
based on where customers tend to have questions is an example of proactive 
engagement. 

• Virtual assistants are a nascent and rapidly evolving space. Generally, they 
speak and hear, are at least somewhat contextually aware, and can work 
seamlessly with live chat agents. Virtual assistants are typically regarded as 
reactive, since customers initiate the interaction, but can proactively query the 
user to clarify requests. 

• Chatbots are far simpler, typically used for simple, preprogramed questions and 
answers, and are generally not context-aware. 

• Outbound messaging includes a variety of mechanisms that are sent outbound to 
customers, typically based on customer-initiated requests or configuration. 
Configurable push notifications are a great example.  

• Conversational interactive voice response (IVR) systems — these are 
improvements upon the aging and much-hated touch-tone and directed dialog-
based IVRs. All IVRs are reactive. 

• Digital appointment booking is also reactive, but an improvement upon “We’re 
here for you.” 

Proactive engagement is difficult to do well at scale, in part, because it must be highly 
personalized. What one customer appreciates, another may find annoying. Moreover, 
the difference between customer delight and disgust can sometimes be determined 
by nuanced changes in language. Any attempt at personalized, proactive customer 
engagement needs to be thoroughly tested and coupled to a responsive learning 
system to ensure missteps are quickly corrected.  

CCM systems have historically been designed to support reactive, predictable 
customer engagement, such as document delivery.  
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Why This Is So Difficult 
Delivering this kind of CX won’t happen with a simple mobile-banking platform refresh. It 
won’t be achieved through a single initiative. Instead, it will be a journey of 
experimentation and discovery led by a fundamentally different way of thinking about 
customers and how banks deliver value. Done well, it will require a step change in 
culture, technology, business model, and organization. The most apparent examples of 
banks delivering dynamic personal financial experiences are doing so from the top-down. 

Several aspects make designing and delivering excellent CX challenging. Specifically: 

• Nascent. Financial services firms are just now beginning to understand how to 
deliver hyper-personalized services at scale — across a single engagement 
mechanism, much less a growing number of them. 

• Uncertain. Aspects of delivering excellent CX in the way we have described require 
skillful use of artificial intelligence (AI). All manner of promises have been attributed 
to AI. In truth, it is difficult to predict how the application of AI to customer 
engagement will evolve. What appears certain, however, is that banks won’t be in the 
driver’s seat. They will be chasing Big Tech. Banks can’t afford to be bystanders. 
They need to gain experience with AI and quickly begin using it to create and deliver 
value. 

• Evolving. Although AI has a multi-decade history, capabilities are evolving 
geometrically. Customer engagement preferences are evolving rapidly alongside 
developments in digital. Today’s preferences may wane quickly. Banks will need 
exceedingly nimble platforms and work processes to keep up. 

• Pervasive. Hyper-personalized services are not an FI-only phenomenon. Examples 
span most industries — from transportation to hospitality. Largely, consumer 
experiences with non-FI firms are raising the CX bar. Where banks can distinguish 
themselves is in building trust through continual reinforcing engagement that 
demonstrates they know and appreciate each individual customer and always act in 
their best interest. 

At present, a minority of institutions deliver this kind of digital CX, but their ranks are 
quickly growing. Many early-mover institutions are large banks that built out much of the 
required technical stack in-house. As other institutions compete on CX, they are faced 
with a confusing and evolving vendor solution marketplace; one in which historic solution 
boundaries are on the move. The next section looks at CCM systems and their evolution 
in this context. 
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CCM IN A DIGITAL WORLD 

A CCM system integrates with other customer content solutions for creating, delivering, 
and storing outbound and inbound customer communications information (documents 
and data). The system supports generation and distribution of customer statements, 
billing, marketing offers, product information, account renewals, compliance disclosures, 
new product introductions, renewal notifications, delinquency notices, and other 
communications. The system may also exchange content with business partners, 
regulators, and other parties.  

Historically, CCM system information was in paper format through the print mail channel 
and was focused on outbound batch print jobs. During the 2000s, some of these 
documents were digitized and made accessible via secure websites. The focus of CCM 
was on buying, using, and renewing financial products. In addition, contact centers 
obtained access to CCM systems and could generate on-demand documents to print and 
mail (or email) to clients. Clients could also digitally access and download documents. 
Finally, financial institutions’ use of CCM solutions began evolving away from single line 
of business (LoB) use to enterprise-level, cross-LoB use.  

During the 2010s, CCM systems became more dynamic, with expansion of inbound and 
outbound document distribution, and expansion of CCM systems for digital sales and 
marketing. Today, CCM systems distribute content in paper or digital format, distributed 
across all digital (web, mobile, email, ATM) and personal (branch, mail, call center) 
channels. Going forward, CCM as well as a growing number of other CX related 
applications will support emerging digital customer engagement mechanisms, such as 
chatbots, virtual assistants, smart speakers and external applications. 

In Figure 3, we contrast the role of CCM and related CX related applications that CCM 
systems may integrate (or compete) with across the customer lifecycle. The landscape is 
evolving. Solution boundaries are moving and new solution categories are emerging as 
vendors chase ever changing market requirements.  

Figure 3: How Different CX Technologies Are Often Applied Across the Customer Lifecycle  

 

Source: Celent 
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For example: 

Web Content Management (WCM) is a software content management system (CMS) 
specifically for web content in the account sales and opening part of the customer 
lifecycle. It provides website authoring, collaboration, and administration tools that help 
users with little knowledge of web programming or markup languages create and manage 
website content. WCM tools have been historically used by marketing departments but 
have not played much of a role during account servicing. This is not because web content 
is unimportant in this part of the customer lifecycle, but because other solutions have 
emerged to manage that content. 

Digital Experience Platforms (DXP) are an emerging category of enterprise software 
seeking to meet the needs of companies undergoing digital transformation, with the goal 
of providing better customer experiences. DXPs (also known as digital customer 
experience delivery (DCED) platforms) can be a single product, or a suite of products that 
work together. Although nascent, their role is typically limited to the front-end of the 
customer lifecycle. 

Customer Experience Management (CXM) is the management of customer interactions 
through each physical and digital touchpoint in order to deliver personalized experiences 
that drive brand loyalty and increase revenue. Enterprise Content Management (ECM) 
systems capture, manage, store, preserve, and deliver content and documents. 

These once-distinct technologies performed separate tasks across the customer lifecycle 
for different channels. However, technology architecture, open integration, and functional 
enhancements to all these systems invites overlap in their ability to manage content, 
communicate with customers, generate forms, and serve multiple channels. Vendors in 
each of these solution segments are vying to grow both market share in “traditional” 
applications of their solutions and grow share of wallet inside existing client institutions. 
Traditional solution functional boundaries are increasingly becoming fluid as vendors 
compete to help institutions deliver a differentiating customer experience. 

 

HOW CCM IS EVOLVING 
 

 

 

 

 

 

 

Three seismic trends shaping many aspects of retail banking. In addition to the changing 
consumer expectations driven by digital mentioned above are two others: changing 
channel utilization and a changing competitive landscape driven by fintech initiatives. 
These trends have implications for both institutions and CCM vendors, as Figure 4 
illustrates.  

Key 
Research 
Question 

2  

How are CCM solutions evolving as related systems overlap 
with CCM’s traditional functions?  

CCM solutions are evolving toward increased digital 
flexibility, two-way communications, and 

omnichannel engagement  
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Figure 4: Three Seismic Trends Have Implications for Banking and CCM 

 

Source: Celent 

CCM vendors must improve their systems’ flexibility to support more use cases. CCM 
needs to better integrate with digital engagement mechanisms in the shopping and 
purchasing processes. In addition, enterprise CCM and omnichannel CCM are becoming 
increasingly important. Therefore, CCM systems need to become more omnichannel and 
enterprise-level in their integration capabilities and functionality. Third, CCM, enterprise 
content management (ECM), and web content management (WCM) functionality is 
increasingly overlapping. Finally, FIs will increasingly expect CCM functionality to 
become more componentized so parts of it can be added to pre-built platforms. 

Celent sees manifest evidence that CCM vendors are busy responding to this new digital 
reality. CCM solutions are evolving toward increased digital flexibility and two-way 
communication, even as non-CCM solutions such as DXM encroach on CCM’s traditional 
purview of customer communications management, as Figure 5 shows.  

Figure 5: How the Focus of CCM Technology Is Evolving 

 

Source: Celent 

​Seismic Trends

• Massively changing consumer 

expectations

– Convenience

– Personalization

– Value: insights vs. information

• Massively changing channel 

utilization

– Transaction migration to digital

– Changing engagement preferences

• Changing competitive landscape

– Growing fintech competition

– Rate/fee pressures>lower NIM

– Pressure on efficiency ratios

​Banking Implications

• Shifting investment to digital

• AI competency imperative

• Evolution of CX

• Omnichannel imperative

• Branch and contact center 

transformation

• Need for higher-skilled and better 

informed frontline staff

• Relentless cost pressures

• Unsustainability of punitive fees

• Mandate to improve sales 

effectiveness

• Manage to broaden the bank’s 

value proposition

• Emergence of platform banking 

​CCM Implications

• Convergence of CCM, enterprise 

content management (ECM), and 

web content management (WCM)

• Need for CCM to integrate with 

digital engagement mechanisms

• CCM becoming increasingly 

omnichannel and enterprise-level 

• CCM systems and vendors 

(training) must improve system 

flexibility to support more use 

cases

• Shift to enterprise CCM to eliminate 

one-off CCM vendors / 

implementations to lower costs

• Opportunity to embed CCM 

functionality into pre-built platforms

1. Channel types

2. Number of channels

3. Content Direction

4. Customer Definition

5. Media and Output

6. Communication Types

1. All channels

2. Multiple channels for a single 

customer journey

3. Customer self-service (pull) 

4. End (retail) customer

5. Increasing shift to digital 

including new media

6. Recurring statements and 

growing dynamic, ad hoc 

1. Print (direct mail) and email

2. Single channel per 

communication

3. Outbound (push)

4. End (retail) customer 

5. Document/form based (paper 

and digital)

6. Recurring statements with some 

ad hoc statements

Prior / Current Focus CCM Categorization Criteria Current / Future Focus
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Additionally: 

• Financial institutions need to decide which systems perform what functions, and 
whether they need so many individual systems. As one vendor said, “Where 
there is one, there are many”. Siloed, limited use CCM system implementations 
are common, even within a single bank’s LoB. 

• As the increasing integration and overlap of customer engagement solutions 
continues, financial institutions will eliminate one-off CCM vendors and one-off 
implementations to lower licensing and maintenance costs.  

• Vendors are scrambling to enhance system functionality to avoid being 
engineered out and to be the surviving technology solution(s). 

• Some vendors are buying other vendors in adjacent CX categories to become a 
one-stop shop for digital customer experience and communications technology.  

 

Celent believes that customer-related technologies will continue on their path towards 
integration and overlap as personalization is increasingly delivered in real time, both 
reactive and proactive, and automated. Further, we believe that while CCM will 
increasingly integrate with ECM, WCM, and other systems, it will remain a distinct 
product category during the next five or more years. For CCM to continue as a distinct 
product category, CCM systems will need to become enterprise-level solutions used not 
only across the customer lifecycle, but also across LoBs.  

Figure 6 shows three technology strategies that financial institutions are implementing in 
response to the evolution of CCM systems and the need to improve digital CX.  

Figure 6: Institutions Are Approaching Digital CCM in One of Three Ways 

 

Source: Celent 

Each of these could be considered alternate paths towards a unified customer 
communications architecture. 

Single Platform Approach 
More than a single CCM system, this approach envisions a single platform orchestrating 
enterprise customer communication. To do so, it serves and connects a broad base of 
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internal users across business owners, designers, compliance teams, developers, 
marketers and others alongside detailed visibility into discreet customer journeys so the 
impact of each interaction might be understood – along with what part of the organization 
is involved in each interaction. This “central planning” model of unified communications is 
a heavy lift and requires extraordinary organizational reach and coordination.  

We don’t see many institutions taking this approach in the near-term. Change is simply 
too rapid and the demand to react too urgent to successfully orchestrate a single platform 
approach in most institutions. It is a logical end-game but will remain an elusive one.  

System Integration Approach 
This approach recognizes that different LoBs stand up a variety of tools designed to 
manage certain aspects of customer communications. Often, this amounts to Marketing 
implementing a marketing automation system to manage web content and marketing 
programs and campaigns. This may include origination and onboarding communications. 
Account servicing is then the domain of traditional CCM systems. Since so few firms are 
firmly engaged in enterprisewide digital transformation efforts, this approach is more 
likely to resonate among firms still stuck in department or LoB technology strategy and 
procurement paradigms.  

This approach describes the majority of CCM implementations.  

Content Services Approach 
A content services approach to CX transformation can be viewed as ECM’s version of 
microservices. Rather than monolithic architectures designed for large on-premise 
deployments and proprietary integrations to disparate systems, a content services 
approach envisions a flexible approach to content creation and distribution that serves up 
content management capabilities for other enterprise systems or applications. Content 
services platforms are thus a set of services and microservices that share common APIs 
and data repositories to support diverse content types to serve multiple internal 
constituencies and customer use cases. 

The first approach insists on unification of solutions. The latter two are alternative 
approaches that permit their coexistence. Both retain embedded CCM for legacy tasks, 
but leave alerts, next-best-actions, and other emerging digital customer engagement the 
purview of other systems. In these approaches, use-cases will determine which platform 
gets used for any customer journey. CCM is one of many systems that could be utilized 
for any given customer interaction. What is important is not what platform is used, but 
that there is centralized, orchestrated control of the CX. 

Each approach benefits from having a single, enterprise CCM solution. In some cases, 
doing so involves bringing in a new CCM vendor with capabilities better suited for the 
new reality. The next section offers Celent’s considerations for doing so.  
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CCM SOLUTION SELECTION CONSIDERATIONS 

While there are many decision factors in selecting a CCM vendor, Celent believes that 
seven are strategic and of keen importance.  

 

 

 

 

 

 

 

 

 

 

Specific business and solution capabilities that should be at the top of every institution’s 
wish list include the following: 

1. Align your CCM solutions and strategies with your business strategy. 
Where does CCM fit into your overall customer engagement strategy, plans, and 
goals for the next one to three years? Are you integrating retail banking lines of 
business from an organizational, systems, and process perspective? Which CCM 
vendor and solution will get you there? 

2. Support the “360-degree” customer view internally and externally. This 
necessitates open integration to back office systems and customer and content 
systems that drive CCM solutions and communications. Equally important is 
open, multichannel integration to the front office digital and personal channel 
systems that engage with customers bidirectionally.  

3. Integrate your digital front office and back office. Digital banking is not only 
about the user interface. In fact, the back office drives the front office, so CCM 
solutions should have multiple, flexible ways to integrate with core banking 
systems, databases, and customer experience solutions. 

4. Insist on a cloud-ready system. Digital customer engagement, financial 
flexibility, and rapid system change deployment are driving financial institutions to 
shift more technology to cloud-based solutions. CCM systems that are ready for 
private and public clouds should be a higher priority. CCM vendor capabilities 
vary significantly in this area.  

5. Look for CCM vendors with software deployment model options to provide 
you with choice about which technologies you want to manage and update 
directly versus which ones you prefer to outsource so you can focus on other 
systems and projects. 

6. Make sure the vendor has a flexible document composition engine. All CCM 
vendors have templates with segmented sections for changeable text, logo, and 
other content. But what if you do a brand refresh and need to insert completely 
new logos, fonts, etc., or you acquire another company and need to add your 
content to their documents? A next-generation composition engine should have 

Key 
Research 
Question 

3  

What are important considerations for financial institutions 
contemplating a CCM investment? 

Celent identifies seven strategic considerations for 
aligning business strategy, customer engagement, 
technology architecture, and CCM functionality to 

optimize the omnichannel customer experience. 
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data management capabilities, be rules based, and be parameterized to more 
easily create, maintain, and change content while minimizing the number of 
similar document versions created. 

7. Find a solution with strong content conversion capabilities. Financial 
institutions are moving to reduce technical debt by replacing high-cost and less 
flexible legacy CCM systems with more modern enterprise CCM solutions. 
However, the time and cost associated with system conversion can be 
considerable. Some vendors are using machine learning to automate the 
conversion of CCM templates, data, and content that accelerate this process. In 
Celent’s view, these capabilities are an important consideration in solution 
selection. 
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THE PATH FORWARD 

Institutions are increasing focused on and investing in customer experience management 
with an emphasis on delivering personalized experiences across the entire customer 
journey. The importance of personalizing the experience transcends marketing touch-
points, post-acquisition experiences including customer onboarding and customer 
service. To assert an evolution of CCM from a batch, print-centric focus into digital-first, 
interactive and personalized communications only tells half of the story.  

The other half of the story is required to make “personalization” well… personalized. 
Historically in a CCM sense, personalization meant having each customer’s data properly 
conveyed in the document and delivery mechanism of the customer’s choice. In the new 
CX paradigm, digital-first interactive personalized communication amounts to digitizing 
the branch manager. Historically, every branch visit was an opportunity for customer 
engagement. Now every digital interaction needs to be such an opportunity. In this 
context, value delivery is not delivering personalized information (e.g., account balance) 
but contextually relevant engagement. With the help of artificial intelligence and rich 
customer data, use cases exemplifying these kinds of engagement are multiplying. For 
example: 

• Alerting customers of an upcoming credit card payment so they will not miss the 
payment deadline and incur late payment fees. 

• Proactively suggesting spending categories and budget amounts based on 
historic spending across multiple accounts. 

• Proactively offering a mortgage customer a payment deferral if their home is 
located in a geography likely at risk for wildfires. 

• Proactively offer select customers a short-term line of credit if primary checking 
and savings account balances are at-risk based on an analysis of current 
balances and historic spending patterns. 

Most of these examples are not overt selling attempts, but ways institutions can 
demonstrate value in highly personalized and relevant ways to their customers. This is 
the future of retail banking.  

Implications for Banks 
To achieve the desired level of cross-channel customer personalization described above, 
financial institutions need technological flexibility to support customer-centric business 
flexibility. All FIs are in some stage of modernizing core systems, adding new digital 
capabilities, and enhancing analytics. They don’t typically want to add the same type of 
technology into multiple systems across different lines of business. They may want an 
enterprise-level system that is easier and cheaper to acquire and maintain. In some 
cases a best-of-breed solution is optimal, while in other cases an enterprise solution is 
better.  

For some FIs this may mean acquiring the best omnichannel CCM solution available that 
includes built-in enhancements for workflow, AI or functionality; for other FIs it will mean 
having a CCM system that can integrate at a component level to enterprise-level systems 
that provide document management, workflow, AI and other analytics, or other 
functionalities that they don’t want embedded into a point solution.     
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Implications for Vendors 
The implications for vendors are in many ways the flip side of the coin for what FIs want 
and need. CCM vendors should realize that they can’t serve all potential customer 
segments. They need to align product strategy with target customer segments to be the 
best solution provider in those segments.  

In addition, competition amongst the different categories of CX vendors will continue to 
increase as they encroach on each other’s traditional product areas and customer bases. 
The guidance provided in this report forms a foundation on which CCM solution providers 
can plan and execute on their customer segment, product, and technology strategy.   

 

 

 

 

 

 

 

 

 

Was this report useful to you? Please send any comments, questions, or suggestions for 
upcoming research topics to info@celent.com. 

 

mailto:info@celent.com
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LEVERAGING CELENT’S EXPERTISE 

If you found this report valuable, you might consider engaging with Celent for custom 
analysis and research. Our collective experience and the knowledge we gained while 
working on this report can help you streamline the creation, refinement, or execution of 
your strategies. 

SUPPORT FOR FINANCIAL INSTITUTIONS 
Typical projects we support related to customer communications management include: 

Vendor short listing and selection. We perform discovery specific to you and your 
business to better understand your unique needs. We then create and administer a 
custom RFI to selected vendors to assist you in making rapid and accurate vendor 
choices. 

Business practice evaluations. We spend time evaluating your business processes, 
particularly in [list several here]. Based on our knowledge of the market, we identify 
potential process or technology constraints and provide clear insights that will help you 
implement industry best practices. 

IT and business strategy creation. We collect perspectives from your executive team, 
your front line business and IT staff, and your customers. We then analyze your current 
position, institutional capabilities, and technology against your goals. If necessary, we 
help you reformulate your technology and business plans to address short-term and long-
term needs. 

SUPPORT FOR VENDORS 
We provide services that help you refine your product and service offerings. 
Examples include: 

Product and service strategy evaluation. We help you assess your market position in 
terms of functionality, technology, and services. Our strategy workshops will help you 
target the right customers and map your offerings to their needs. 

Market messaging and collateral review. Based on our extensive experience with your 
potential clients, we assess your marketing and sales materials — including your website 
and any collateral. 
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