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Finally Delivering on 
Customer Experience

Banks globally say they are losing up to 
20% of their customers to competitors 

because their customer experience

70% expect anyone they interact with to 
have full context 

Firms continue to struggle to live up 
to customer expectations of true 

customer centricity

Heightened Cost Pressure 
for Marketers 

Firms to show ROI from their 
Investments – cost reduction is low 

hanging fruit

Deliver Organic 
Growth

New customer growth is a paired 
objective with deepening existing 

relationships

Surge in B2B Tech

Seek out B2B divisions within 
your retail customers – don’t 

deprioritize B2B core accounts

Marketing budget as a percentage of 
company revenue has decreased from 

10.4% in 2022 to 7.5% in 2023

75% of CMOs face pressure to cut martech 
spend

34% of respondents ranked deposit growth 
as their #1 priority

46% of respondents ranked acquiring 
customers as a top 3 priority, while 41% 
cited deepening relationships as a top 3 

priority 

94% of B2B buyers agree their company 
prefers to work with companies that 

continuously evolve their digital capabilities

60% of B2B buyers say it’s difficult to 
integrate their companies’ tech solutions 

into their own solutions or processes
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Banks are looking to deepen their reach 
and depth of engagement with customers, 
specifically focusing on the younger 
segment of consumers (Gen Z) and 
instilling a focus around financial wellness.

42% Of banks’ top organizational goal is to 
create meaningful digital interactions 
that improve financial health  

Top Organizational Goals

Preference for digital

The Technology Opportunity

Campaign options

More 

More 

More 

The shift to digital has put customer loyalty at risk

Content assistant

13% Of banks believe their digital experience is 
ahead of customer expectations

80% Of retail banks saw surges in new and existing 
customers using digital channels

Banks struggle with extreme tech debt and 
disconnected systems that vary in capabilities 
across the organization. Many are looking to 
consolidate these different technologies onto 
one platform that can be leveraged be all 
teams to increase scale and accuracy. 

Of banks’ primary internal 
barrier to advancing CX is poor 
integration between tech 
systems 

Of banks Exclusively use a cloud-
based customer experience 
management platform

45% 
Of banks’ top organizational goal is to 
modernize experiences to attract 
younger customers 45%

12%

1. 2022 Digital Trends, Financial Services in Focus – eConsultancy & Adobe, 2022
2. Source: 2022 Adobe Digital Trends Report: Financial Services in Focus – Banking

1. Source: 2022 Adobe Digital Trends Report: Financial Services in Focus – Wealth & Asset 
MGMT  

2. Source: 2022 Adobe Digital Trends Report: Financial Services in Focus – Banking

1. Source: 2022 Adobe Digital Trends Report: Financial Services in Focus 
2. Source: 2022 Adobe Digital Trends Report: Financial Services in Focus 



© 2024 Adobe. All Rights Reserved. Adobe Confidential.

transformation
will be experience driven

Digital

Enhanced Customer Satisfaction

Increased Customer Loyalty & Retention

Competitive Advantage / Differentiation

Increased Revenue & Cross-selling Opportunities

Operational Efficiency
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Today, personalization is often narrow and in pockets.

Next Best Offer Next Best Experience

Objective Acquisition, Product Sales Objective Customer Value
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Barriers to advancing digital maturity are not just technical

How individuals are focused How the organization operates

I'm somebody  that 
sends emails

I'm responsible for 
paid media

I do public site 
marketing

I'm responsible for 
the authenticated 

site experience

I'm responsible for 
credit cards

I'm responsible for 
small business

I'm responsible for 
home loans

I operate           
a channel

I'm responsible for 
branches
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Innovation with generative AI to “reshape client experiences” is the top priority 
followed by organizational evolution

Innovate with AI
Utilize generative AI to reshape 

client interactions and drive 
employee productivity

53%

Agile Organizational 
Evolution 

Adapt structures and processes to 
rapidly respond to market 

conditions

49%

Data Activation 
for Personalization 
Use new data sources to refine 

customer experiences

48%

Enhance Self-Service 
Improve functionality for 
customer and employee 

independence

48%

Source: 2024 Adobe Digital Trends Report
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Marketing 
Attribution

Lead 
Management

Customer
Care/Support

CDP

Identity 
Resolution

Mobile

Call 
Centers

Customer 
Loyalty

CRM

Privacy

Personalization

Customer 
Understanding

Real-Time

Consumer
Preferences

Cross-channel 
Campaign 

Management

Orchestration

Customer 
IntelligenceDisplay 

Advertising

Email

Content

Web Content 
Management

Social

Sales

Omnichannel

How?
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53% 47%We are happy with our 
personalization performance

©2023 Adobe. All Rights Reserved. Adobe Confidential.

Strategy and Performance
When asked about their personalization performance slightly over ½ said they were “happy” 

Agree Disagree

© 2024 Adobe. All Rights Reserved. Adobe Confidential.Personalization Playbook 2023 (N=523) 
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53%

36%

27%

24%

16%

We are happy with our 
personalization performance

We are staffed adequately to 
meet our personalization goals 

We provide on-going training 
to our personalization teams

Our personalization teams
have the right expertise

We have aligned our employee 
incentives to enable personalization

47%

64%

73%

76%

84%

Personalization Playbook 2023 (N=523) 

Strategy and Performance
Disagreement increases when asked about staffing, training, expertise and alignment incentives

Agree Disagree
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40%
46%

22%

+9%+28% +11%

31%

11%

Today

18%

Initial 

61%

29%

53%

33%

51%

26%

©2023 Adobe. All Rights Reserved. Adobe Confidential.

No organizational buy-in / 
inability to develop a 

business case or justify ROI

Limited budgetsPoor quality of data / 
data is not usable

-20%-25%-32%

Limited in-house skills to 
support personalization

Inability to integrate data 
from multiple data 

sources / siloed data

Lack of single 
executive ownership

©2023 Adobe. All Rights Reserved. Adobe Confidential.Personalization Playbook 2023 (N=523) 

Execution Challenges
Responders have addressed foundational challenges, but are now dealing with data integrations, skill sets and 
leadership
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81%

1%

17%

Initial 

No one was/is 
responsible

Committee responsible 
for personalization

Multiple executives 
leading personalization

©2023 Adobe. All Rights Reserved. Adobe Confidential.©2023 Adobe. All Rights Reserved. Adobe Confidential.

Operating Model: Ownership
Lack of responsibility / ownership for personalization was 
(initial) / is (today) the most common response 

© 2024 Adobe. All Rights Reserved. Adobe Confidential.Personalization Playbook 2023 (N=523) 
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9%
19%

8%

64%

81%

68%

1% 5%
17% 16%

0%

11%

©2023 Adobe. All Rights Reserved. Adobe Confidential.

Initial IdealToday

No one was/is 
responsible

Committee responsible 
for personalization

Multiple executives 
leading personalization

Single owner responsible 
for personalization

Personalization Playbook 2023 (N=523) 

Operating Model: Ownership
Responders believe that the ideal state is to have a single owner responsible for personalization
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41%

Initial 

59%

©2023 Adobe. All Rights Reserved. Adobe Confidential.

Individual Departments IT / Technology

©2023 Adobe. All Rights Reserved. Adobe Confidential.Personalization Playbook 2023 (N=523) 

Operating Structure
At initial stages, personalization was owned by individual departments anchored by the IT function
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18%
15%

23% 20%24%

41%

25%

39%

19%

10% 8%

Initial IdealToday

59%

©2023 Adobe. All Rights Reserved. Adobe Confidential.

Individual Departments IT / Technology Center of Excellence 
(CoE) Cross-functional Agile Squads Specialized SMEs

©2023 Adobe. All Rights Reserved. Adobe Confidential.Personalization Playbook 2023 (N=523) 

Operating Structure
Its clear from current and ideal state that a mix of operating models will co-exist in driving personalization
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14%

43%

21%22%

38%

26%

13%

23%
17%

5%

17%

Initial IdealToday

Central
Part of single department 
budget (e.g. marketing)

61%

Shared
collected from various 

business units

Prioritized
Incrementally based on business 
case as part of a broader budget 

and tech prioritization

Strategic
Funded at the 
corporate level

©2023 Adobe. All Rights Reserved. Adobe Confidential.

Operating Model: Funding
It's clear from current and ideal state that a mix of operating models will co-exist in driving personalization

© 2024 Adobe. All Rights Reserved. Adobe Confidential.Personalization Playbook 2023 (N=523) 
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21%

43%

+22%

53%

82%

+29%

61%

71%

+10%

83%87%

3%

-84%

89%

1%

40-70%

-88%

Buy and implement             
new technology

Increase external 
staff (partners)

Align team 
objectives and 

KPIs

Establish clear 
leadership and 

governance

Build a clear 
strategy and 

charter for the CoE

© 2024 Adobe. All Rights Reserved. Adobe Confidential.

Most Important Steps in Transformation
Which are the Top 3 most important things to get right 
during a digital transformation?

Top Steps Taken in Transformation
Which of the following the steps did you take during your 
digital transformation?
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Organizational adjustments include a combination of seeking external help, 
establishing cross-functional teams, leadership roles and  training

© 2024 Adobe. All Rights Reserved. Adobe Confidential.

Seeking external help 
to develop strategy

Establishing cross-
functional teams for 
rapid AI project rollout

Middle of 2024 End of 2024 2025 or later Don’t anticipate 
this shift

38% 19% 8%35%

40% 26% 7%27%

Upskilling and hiring new 
staff in marketing and CX 40% 28% 7%26%

Introduction of AI 
leadership roles 40% 25% 10%26%

Reorganizing teams and 
functions to accommodate 
the use of AI

44% 26% 7%23%

Source: 2024 Adobe Digital Trends Report
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To realize the value of personalization, companies must overcome key 
org & operating model barriers

It is critical to ensure the right org & op model to successfully scale personalization

Companies are under pressure to
deliver growth, yield and return1…

…but common org & op model 
challenges hinder efforts

of CMOs are being asked             
to deliver more with less75%

Mar-tech utilization 
rates:

2020

58%

2023

33%

of Marketing Leaders believe they  
do not have the right organizational 
model to achieve objectives2

50%

73%

76%

79%

82%

84%Incentives

Unified View

Feedback Loop

Expertise

Training

Personalization 
challenges reported by 

executives3: 

Source: 1Gartner State of Marketing Budget & Strategy (2023); 2IDC New Organizational Models for the Digital Experience Era (2023); 3FS Personalization Playbook 2023 (N=523) 
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Three building blocks can help drive high personalization maturity across 
a company’s org & operating model

Executive 
Leadership

Dedicated 
Program

Scaled 
Execution

High Personalization Maturity 

Source: Personalization At Scale: Bring Forth The Customer And Business Benefits Of Experience Excellence, Forrester & Adobe, Sept. 2022

C-level sponsorship and cross-functional 
steerco to anchor enterprise program on key 

business objectives

Unified program team to lead strategy, define 
& source capabilities, and manage agile 

delivery

Enterprise-wide execution of 
personalization by scaling advanced 

capabilities throughout org

of leaders have a C- or 
board-level exec as the 
most senior sponsor

87%
of leaders have a 
dedicated 
personalization CoE

75%
adopt & scale advanced 
capabilities across data, 
content and journeys

70%+

1 2

STRATEGY & DELIVERY SCALEVISION

3
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Dedicated 
Program

Scaled 
Execution

Executive 
Leadership Executive Sponsor

Capabilities

Program Leadership
Customer Experiences + Capabilities

Skilled Practitioners

Agile Team(s)

Exec Steering Committee

A

B

C

D

E

Leading personalization programs have a unified org structure, with cross-
functional executive alignment and dedicated resources

See additional details in appendix.

Program Governance Structure

Exec Leader: Anchors program to business strategy and 
goals (e.g., CEO-1)

Cross-Functional SteerCo: Prioritizes & owns enterprise 
roadmap; ensures cross-org alignment (e.g., SVPs+)

Program Leadership: Delivers enterprise roadmap and 
measures success (e.g., VP+)

Cross-Functional Agile Team(s): Execute specific program 
objectives (e.g., use cases)
Capability Teams: Implement and maintain digital tech

Practitioners: Users within functions or LOBs; 
upskilled to deliver business-as-usual (BAU) with new 
capabilities

A

B

C

D

E

Functions & Responsibilities

Program Accountability

ORG

STRATEGY &
 D

ELIVERY
VISIO

N
SCALE
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Program leadership sets strategy with joint business & tech expertise and 
delivers outcomes with cross-functional agile teams

Capability StrategyCustomer Experience 
Strategy

Program Management

KEY FUNCTIONS

Agile Team(s) Capabilities

Data Collection & 
Unification Segmentation

Workflow Management

Content & Assets Insights & Analysis

Decisioning & 
Delivery

Testing & 
Optimization

Team
TeamCross-
Functional 

Team

SAMPLE FUNCTIONS

Program Leadership
Program Leadership

• Customer Experience Strategy: Prioritize use cases on 
enterprise roadmap based on value and LOE

• Capability Strategy: Own tech tied to roadmap; define & 
source tech requirements; resolve blockers

• Program Management: Manage program day-to-day; 
track & communicate benefits/ROI

Agile Team(s)

• 100% dedicated, cross-functional teams (e.g., 6-7 FTE 
each);  typically oriented on customer lifecycle stages or 
segments; drive towards distinct projects (e.g., launching 
use cases)

Capabilities

• Own digital capabilities & products, incl. maintenance

See additional details in appendix.Program Accountability

Program Governance Structure Functions & Responsibilities

Dedicated 
Program

ORG

C

D

D
ELIVERY

STRATEGY
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Example | Cross-functional agile teams drive speed-to-market by leveraging 
shared functions as required to execute program objectives

Executive Leadership

Chief Digital / 
Marketing Officer

SVP of 
Marketing

SVP of 
Mar-Tech

SVP of IT

Dedicated Program

Agile Team - Acquisition

Use Case Owner

Content Lead

Mar-Tech / Digital Lead

Data Engineer

Software / Application Engineer

Testing & Optimization Lead

Channel Activation Leads

“Drive first-time conversion of new customers”
Agile Team - Mobile

Data Engineering

Software Engineering

Solution Architecture

Finance

Legal

Human Resources

Strategy Lead

Creative Lead

MarTech / Digital Lead

Biz Ops Lead

CX Lead

Testing Lead

App Program Mgr.

“Increase mobile app CSAT by 10%”

Example: Key Business Outcome
Shared Core Digital Capability Functions

Shared Functions

Example: Experience Activation
Dedicated Core Digital Capability Resources

SVP of Digital 
Transformation

ORG
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Personalization programs can optimize efficiency and impact by 
translating strategic business goals to prioritized use cases

From Strategic Enterprise Priorities to Use Case Roadmap

Exec SteerCo Program Leadership

Strategic Enterprise 
Priorities

Align on business-driven, 
strategic priorities (e.g., 

customer experiences) based 
on cross-org input

1

Customer 
Experience Strategy

Define collection of use 
case(s) enabling key 

customer experiences

Conduct high-level value 
sizing of use cases

2

Capability 
Strategy

Maintain holistic view of 
tech current state & gaps 
(e.g., data, capabilities)

3

Use Case Activation & 
Optimization

Launch use cases using 
agile teams and in sprints

Meet regularly (e.g., 
monthly) to review 

progress and re-prioritize 
roadmap

5

OP MODEL

Tie capabilities to prioritized 
customer experiences; 
identify key blockers

Sequence blocker 
resolution based on 

interdependencies and 
timing

Prioritized Use Case 
Roadmap

Define MVP versions of use 
cases as required

3

Prioritize use cases into 
roadmap based on value 

sizing and LOE

Align on baseline; estimate 
overall benefits of customer 

experiences
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Dedicated programs enable companies to build, standardize and scale critical digital 
capabilities for personalization

Low Personalization Maturity 

Individual                                   
Led

Department      
Driven

None

Decentralized

High Personalization Maturity 

Center of                                  
Excellence

Enterprise 
Excellence

Center of 
Capabilities

Centralized Federated

© 2024 Adobe. All rights reserved. Adobe Confidential.
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Incentive & KPI alignment is the largest area of focus when maturing

Centralized Model
Centers of Capabilities / Excellence Federated ModelDecentralized Model

Individual, Department Led

© 2024 Adobe. All rights reserved. Adobe Confidential.

What do firms focus on when they transition?

Build a clear strategy and COE charter

Increase internal staffing

1​

2​

3​

5​ Hired external talent

4​

Buy and implement new technology

Increase external staff / partners

Align team objectives and KPIs1​

3​

5​ Make data available and actionable 

4​

Incorporate insights from Voice of 
Customer (VoC)

2​ Improve communication of our
strategy and performance

Establish measurement / 
improvement criteria
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Successful personalization programs share additional operating model 
themes, from aligned incentives to strong governance

Additional Common Success Factors

Value Measurement

Based on measurable KPIs; 
aligning to business 

objectives can 
demonstrate business 

impact of early wins and 
drive momentum

Continuous 
Feedback Loop

Shared with cross-
functional leaders to 

inform continuous use case 
re-prioritization and 
program evolution

Led by dedicated 
personnel with KPIs tied 

to adoption to equip 
practitioners with new 

ways of working

Mar-Tech 
Enablement

Effective Governance

Incl. centralized oversight 
for multi-divisional 
organizations that 

federate personalization

Aligned 
Incentives

Oriented to customer 
outcomes; can help 

evangelize enterprise 
solution broadly and 

achieve business & tech 
alignment

OP MODEL
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MarTech Center of Excellence: 
To accelerate digital transformation

Experience 
optimization

Digital 
Analytics

Data/Audience 
Management

Lead 
Management

Web 
& Integrations

Marketing 
Automation

Lead Management

Campaign 
Management

Behavioural Targeting

Online Testing

Recommendation

Digital Asset Management

Journey Orchestration

Offer/Content 
Decisioning

Tag Management 
System (TMS)

Web Analytics

App Analytics

Client Journey Analytics

Email

Marketing 
Automation

SMS/Push

Content Management 
System

Web

Digital Asset 
Management

Data Management 
Platform (DMP)

Data Warehouse

Predictive Analytics

Client Data Platform

Client Journey Analytics

2 2 3 23 3

SVP 
MarTech & Salesforce 

Platform
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Capability 
utilization

Skill building: Score cards

© 2024 Adobe. All Rights Reserved. Adobe Confidential.

Capabilities Offered

Score cards allow managers see the progress on technology enablement and if 
future investments are needed. 75%

Capabilities Applicable
to Company

Capabilities                    
Company Owns

Capabilities Utilized                   
by Company

Theme #

Data collection and centralization 10

Data management and segmentation 10

Targeting and optimization 8

Grand Total 28

Theme #

Data collection and centralization 10

Data management and 
segmentation 10

Targeting and optimization 8

Grand Total 28

Theme #

Data collection and centralization 10

Data management and 
segmentation 10

Targeting and optimization 8

Grand Total 28

Theme #

Data collection and centralization 9

Data management and 
segmentation 8

Targeting and optimization 4

Grand Total 21
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Adobe Scores Yearly Roadmaps Yearly End Results Documents

Skill building: Adobe Adoption Scores, roadmaps and results

Digital Optimization with Adobe Target 
2021 Test Results & Learnings
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Creating a strong COE discipline

Share knowledge and
optimisation best practices

Keep the community up-to-date on new 
optimisation initiatives and market trends

Synergies generated 
between countries

Connect people with the same
problems and interests 

Open the discipline 
to other teams

Optimization community

Learnings site

Friday tips

©2022 Adobe. All Rights Reserved. Adobe Confidential.
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Marketing technology squad
Six independent workstreams focused on driving the overall strategy 

Intelligent Orchestration
Adobe Experience Platform

“Brain of the operation” responsible for 
delivering insight driven experiences

Lead
Management

Modernization to deliver higher quality 
leads delivered in best channels

Do not 
solicit

Improve preference management 
capability to achieve personalization 

Adobe 
Experience Manager

Support creation and classification of all 
creative & written content

Marketing 
premium fulfillment

Simplify fulfillment process for customer 
and front line employees

Adobe Analytics/
Test & target

Build optimization and prioritization 
“routines” for customer journeys
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Retail apparel company

Program Org Structure & Op ModelProgram Overview

Why:

Challenges incentivizing CRM team to prioritize 
P@S given BAU focus and unclear returns

Program Structure: Agile Squad | Program Stage: Advanced                       
Adobe Solutions: Analytics, Sites, Assets, WF

New dedicated program installed, led by CDO 
and with cross-C-suite alignment

Program Focus:

Objectives: Launching and testing personalization 
initiatives; driving tech implementation; sourcing 
new tech; training BAU teams to use capabilities

KPIs: : N/A due to top-down mandate and re-org

Critical Learnings:

Strong cross-functional leadership, rigorous 
prioritizing & testing processes, and overall 
cultural shift key to program success

Scaling to multiple squads challenging 
without MECE objectives & outcomes

Key Outcomes:

•10% lift in online sales within 1 year

Cross-org leaders 
submit use case 

requests via intake form

Agile Squad hands off 
successful experiences to BAU 

Teams for ongoing operation 

Agile Squad ideates on use cases 
and priorities based on potential 
upside and feasibility

Analytics measures at the total 
customer level against control 
group (25-30% success rate)

Exec Leaders 
set customer 

experience 
priorities and 

value pools 
broadly

Agile Squad 
launches use cases 
through 2-week 
sprints

Paid Media Lead

Site, Email 
SMS Leads

Exec Sponsor
CDO (CMO, CFO, IT alignment)

Creative & Copy

Analytics

CRM

IT / Development

BAU Teams
Agile Squad

Program Lead
Sr. Dir, Personalization
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Airline company

Program Org Structure & Op ModelProgram Overview

Why:

Initial personalization efforts had fragmented, cross-
departmental ownership and no dedicated resources

Program Structure: COE | Program Stage: Emerging 
Adobe Solutions: Analytics, AAM, Target, RTCDP, AJO, CJA, WF

Initial value showcased need for centralized team

Program Focus:

Objectives: Customer-centric use case activation & 
analysis; data prep & readiness; mar-tech enablement

KPIs: ROI; use case run rate; channels integrated

Critical Learnings:

Incentives to support evangelizing enterprise solution 
within broader organization

Securing wins with available tech/data rather than 
constraining to top-down priorities

Key Outcomes:

$50M+ incr. value to bottom line with 
early win use cases within first year

COE Core Team creates use 
case pipeline and 

prioritization based on 
available technology

COE Core Team reports 
performance back to SteerCo 
for go-forward prioritization

COE IT Team & Customer 
Data Strategy determine 
feasibility and gather data

Analytics / Reporting 
measures both channel-
specific and omnichannel 
performance

SteerCo                           
sets customer 

experience priorities 
and establishes 
broad use case 

categories

Channel Strategy           
& Activation  owns 
and launches the 
experience, 
including content 
required

Program Lead
GM Digital Transformation

COE Core Team COE IT Team

SteerCo
SVPs (Corp Strat, 
Digital, Mktg, IT)

Analytics / 
Reporting

Channel 
Strategy

Cust. Data 
Strategy

Channel 
Activation

Exec Sponsor
CDO

CASE STUDY
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Key Takeaways

Successful personalization 
programs require a “top-down” 

mandate from the C-level 

1
Objective / KPI / Incentive 

alignment is the key to unlock 
scaling capabilities beyond the COE

2
Consider dedicated teams 

focused on Martech enablement 
to increase adoption / utilization

3
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