X Collaboration Network

Supporting Cross-Sector Collaboration

2

www.collaborationnetwork.co.uk




Collaboration
Special Focus Group

FINANCIAL
SERVICES

SECTOR

K

Session Focus Topic:
Collaboration on the Consumer Duty:
Product Governance & Improving

the Customer Journey
A view from across the sector

Collaboration Network Focus Groups operate under Chatham House Rules.
Reproduction, copying, extraction, or redistribution by any means of the whole or part of this publication must not be undertaken without
the written permission of the Collaboration Network.

This report is distributed as a free member benefit to all members of the Collaboration Network to build a wider view of challenges across
sectors.

Opinions expressed in this publication should not be regarded as the official view of the Collaboration Network or as the personal views of
the members of Collaboration Network. Opinions and quotes are not attributed without the strict permission of the individual, in-line with
Chatham House rules through which this discussions were held.

All rights reserved in respect of this Report.



Contents

Agenda of Session

Represented Organisations in Attendance
Chair & Guest Facilitators

Background

Breakout Session One

Group 1: Facilitator - Sarah Lawrence
Group 2: Facilitator - Paula Cornwall
Group 3: Facilitator - Christie-Jay Welburn
Group 4: Facilitator - Martin Canwell
Group 5: Facilitator - Louise Allemagne
Group 6: Facilitator - Nic Dent

Group 7: Facilitator - Chris Jones
Breakout Session Two

Group 1: Facilitator - Sarah Lawrence
Group 2: Facilitator - Paula Cornwall
Group 3: Facilitator - Christie-Jay Welburn
Group 4: Facilitator - Martin Canwell
Group 5: Facilitator - Louise Allemagne
Group 6: Facilitator - Nic Dent

Group 7: Facilitator - Chris Jones

Summary

Next Steps

10

11

12

13

14

15

16

17

18

19

20

21

22

23

24

25



09.50-10.00:

10.00 - 10.05:

10.05-10.15:

10.15-10.45:

10.45-11.00:

11.00-11.30:

11.30-11.50:

11.50-12.00:

Focus Group Agenda
22nd September 2022

Open for delegates to join in advance

Introductions & Agenda from Chair,
James Daley, Managing Director of Fairer Finance

Scene Setting from the FCA
lan Searle, Head of Department, FCA

Facilitated Mixed Breakout Session 1:

‘Sludge Practice’ & ‘Positive Frictions’: How can firms improve
consumer journeys so that their customers get better
outcomes?’

Group Feedback & Discussions with all

Facilitated Mixed Breakout Session 2:
What does good product and service governance look like?

Group Feedback & Final Discussion with all

Setting & Agreeing Objectives ahead of Focus Group Session 2



0 0 N oV

W U N N NN NN NN DNMNDNPRP R R R R R R R R -
NSO O RANNREOY®NOOUAWNNREOOL®NOUANNEREDO

X

Represented Organisations In Attendance

Action 365

Ageas

AM Trust Group
Animal Friends
Aptean

Arch Insurance
Ashman Bank

Atlanta Group

Auden

Axa

Barclays

BGL Group

BLME

Blue Motor Finance
Sun Life Financial of Canada
CC-Insure
Collaboration Network
Co-operative Bank
Conduct Culture

Covea Insurance
Coventry Building Society
Create Solutions
Customer Plus
Deloitte

Dignity UK

Ecology

Ellis Bates

Equifax

Estate search

Events Insurance
Fairer Finance
Fairstone

First Central

Financial Conduct Authority
Furness BS

Gain Credit

Gatehouse Bank

38.
39.
40.
41.
42.
43,
44,
45.
46.
47.
48.
49.
50.
51.
52.
53.
54.
55.
56.
57.
58.
59.
60.
61.
62.
63.
64.
65.
66.
67.
68.
69.
70.
71.
72.
73.
74.

Grand Union Housing
Groupl Auto
Harpenden Building Society
Hayes Parsons

Hiscox

Hoist Finance

Honda

HSBC

Il

Intelligent Capital
JCCA

Jensten

KPMG

Landmark Mortgages
Lantern UK

Leeds Building Society
Lend Invest

Lloyds Bank

Lowell Group

Lowell Solictors
Lending Standards Board
Lv=

M&G Group

ManyPets

Markerstudy

Maru

Match Box

Money and Mental Health
Moneybarn

Mortage Advice Bureau
MotoNovo

NatWest

NFU Mutual

Oodle Finance

Optima

PayPal

Pepper Money

(92 %

75.
76.
77.
78.
79.
80.
81.
82.
83.
84.
85.
86.
87.
88.
89.
90.
91
92.
93.
94.
95.
96.
97.
98.
99.

Petcover Group
Premium Choice
Profit Training
Provident Financial
Quantum Mortgages
Quibble Training
SES Water

Sigma Connected
Sitel

Snap Finance

SP Bank UK
Starling Bank
Swiss Re Group
Sytner

Take Payments
The AA

The Phoenix Group
V-CX

Vanquis Bank
Vitality

Virgin Media 02
Wesleyan
Westfield Health
Worksmart

Yorkshire Building Society

100. Zopa Bank



Chair & Guest Facilitators

Chair

James Daley

Managing Director of Fairer Finance & Financial Ethics Champion at

Collaboration Network

Facilitator

Sarah Lawrence

Director of Quibble Training & Consultancy & Financial Services Complaints

Expert at Collaboration Network

Facilitator
Paula Cornwall

Customer Relations Manager at Ageas Insurance

Facilitator
Christie-Jay Welburn

Conduct Risk Manager at BGL Insurance

Facilitator
Martin Canwell

Account Executive at Aptean

Facilitator

Louise Allemagne

Compliance Manager at Lending Standards Board

Facilitator

Nic Dent

Head of Client Engagement at Worksmart

Facilitator
Chris Jones
Co-Founder & Director of eLearning at V-CX


https://www.linkedin.com/in/james-daley-03262515/
https://www.linkedin.com/in/james-daley-03262515/
https://www.linkedin.com/in/sarah-lawrence-6b1146a6/
https://www.linkedin.com/in/sarah-lawrence-6b1146a6/
https://www.linkedin.com/in/paula-cornwall-28114313b/
https://www.linkedin.com/in/paula-cornwall-28114313b/
https://www.linkedin.com/in/christie-jay-welburn-12880a130/
https://www.linkedin.com/in/christie-jay-welburn-12880a130/
https://www.linkedin.com/in/martin-canwell/
https://www.linkedin.com/in/martin-canwell/
https://www.linkedin.com/in/louise-allemagne-721bb383/
https://www.linkedin.com/in/louise-allemagne-721bb383/
https://www.linkedin.com/in/nic-dent-53800716/
https://www.linkedin.com/in/nic-dent-53800716/
https://www.linkedin.com/in/chrisvcx/
https://www.linkedin.com/in/chrisvcx/

Background X

The 2022 Special Focus Group series for Financial Services in association with the FCA continues to
explore the challenges of the impending Consumer Duty regulation and the impact that this will have on
businesses, customers and colleagues.

We continue to have input and support from the FCA, the Financial Ombudsman Service and the Lending
Standards Board as well as the steering and insight of the series’ Chair,James Daley of Fairer Finance.

As we grow,we are increasing the number of organisations contributing to the discussions,with 178 people
from 100 organisations in attendance at this Focus Group. With so many of the participants attending their
first session, there was a notable number who chose not to contribute directly, but to listen. We believe
that this was due to firms working towards a regulatory deadline with the regulator in the room, and no
experience of the openness of the Collaboration Network programmes. We operate these sessions under
Chatham House rules, with nothing attributed to named participants or the organisation they represent.
We encourage equality in discussions and the ability to share opinions, so across our Focus Groups we
allow everyone the chance to contribute as equal participants. The regulator is there to learn as well as
share.

This fourth session was based around the Consumer Duty themes of improving customer journeys
and product and service governance, and the following two questions we posed to the participants to
participants:

1. ‘Sludge Practice’ & ‘Positive Frictions’: How can firms improve consumer journeys so that their
customers get better outcomes?
2. What does good product and service governance look like?

Within this report our facilitators have shared some of the key points identified through their conversations.

There are already some key themes emerging from the discussions and previous questions posed,and they
continued to feature in the fourth session. Building on the importance of a holistic approach, the cross-
organisation impact and the need for continued increase in direct customer engagement in demonstrating
the Duty is being met, this group identified two potential challenges: incomplete plans to meet the
requirements of the Duty and the compliance team led approach, with late involvement of delivery teams.

The challenges across the financial services sector offer a great opportunity for Collaboration both within
financial services and into other sectors where the impact of the Consumer Duty will undoubtedly also
have an impact.

Together, we can go further.

Mark Bailey
Co-Founder & Director
Collaboration Network
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Breakout Session One:
Topic:
‘Sludge Practice’ & ‘Positive Frictions’: How can

firms improve consumer journeys so that their
customers get better outcomes?
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Group 1: Facilitator - Sarah Lawrence |
Director of Quibble Training & Consultancy

Overall lots of engagement on this question,and | really felt that the firms represented were trying to establish
whether what they were doing was Tight’ and what others were doing.

Some businesses are concerned over the balance of other rules and guidance that could make it tricky to balance
sludge and friction. An example of this was vulnerability and asking for checks on potentially fraudulent transactions
and third party representatives.

There was a recognition that although many people have moved to digital processes, these still need to be reviewed
and kept up to date in order to see if there is sludge present. For example, is it right to ask customers to click links to
replicate the type of journey they would have with someone over the phone, which might then be positive friction?

There was a big conversation about being able to review processes and journeys through the eyes of customers and
not through the firm’s. Some firms were clearly further on than others, but it was generally agreed that the starting
point is defining what sludge and friction look like internally - and recognising that shared processes that overlap
over different departments need input from everyone to decide whether something is sludge or friction, but that you
can’t please everyone.

We then moved on to mapping journeys and the struggle to assess how far these journeys need to be mapped - how
granular to go. It was generally felt that there was a depth to go to, but that it should be based on the number of
customers that can be helped overall, otherwise there was a risk of ‘analysis paralysis.

We also discussed the right measurements that feed into the right outcomes. A discussion around ‘survey fatigue’,
demonstrated that thoughts was needed around the motivation for the survey - is it for the firm to tick a box or are
they genuinely interested in what the customer has to say. There were also fears that actually asking for surveys meant
actually causing a negative experience.
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Group 2: Facilitator - Paula Cornwall
Customer Relations Manager at Ageas Insurance

e One member from a Savings and Investments organisation shared they are completing hundreds of E2E journey
mapping processes to identify where friction is, both positive and inappropriate. For example, if you have a customer
with a 20-year tenure, the importance of making them aware of the impacts if they draw down.

» Another member from and personal lines insurance organisation spoke of how they are working through their
customer journey work and agree that not all friction is bad. The example shared was by not allowing the customer to
cancel on-line, they can engage with the customer to understand the reason for cancellation and the customers’ needs
to protect them where appropriate. This organisation explained how they are working on a mission statement to the
question ‘what is a good outcome’ They haven’t landed on this yet. Finally, they spoke of the importance of a cross
section of areas within the business to form working groups, and how this should be led by the business rather than a
compliance led activity.

e Afurther member from an audit and assurance consultancy organisation suggested the importance of reaching a
balance to compliment operations time v’s the business whilst making sure there is customer understanding and
support. It was also suggested that the communication piece regarding customer engagement would take longer than
the July 2023 timeframe and this will be an ongoing activity, perhaps a day 2 approach.

* Another member from a banking organisation shared how they have some products which fall within the Consumer
Duty change, and other products which do not. They are yet to launch their activity of work; however, they have
identified the importance of mapping the processes and believe this change will provide a mass of best practice
opportunities in or outside the regulated requirements.

* A member from a life assurance provider also had pockets of schemes which fall within the new regulation and spoke
of the importance of balance between customer and business need, stating that an on-line journey is not right for all
customers.

e Arecruitment firm spoke of their structure of vulnerable and consumer duty champions as the two overlap and of how
they have all the teams involved. They also explained how they have a customer board, and their awareness of the
average reading age of 9 and the importance of getting communications right.

* A motor finance company member explained their challenge of informing the customer of their 7-page product details
when all the customer wants to do is get in their new car looking at them across the forecourt and drive away.

A member from a financial services organisation discussed how obtaining information from third party product
providers is difficult during their journey mapping activity as they are not seeing the importance and their role of the

E2E customer journey.

» All agreed that positive friction should be accepted, however it is important to be able to justify and evidence this,
using voice of the customer as just one example.

10



Group 3: Facilitator - Christie-Jay Welburn
Conduct Risk Manager at BGL Insurance

The discussion started talking about how we can map what potential harms can occur and build solutions from there.
We then talked about whose perspective a good outcome would be measured on. For example: what a customer feels
is a good outcome, may not be physically possible for a business due to fraud controls etc and therefore be perceived
as a poor outcome by the customer, but a good outcome by the business.

We discussed where its beneficial to have positive frictions, those elements a customer may not feel are necessary
but are in place to protect them, for example businesses only processing cancellations by telephone to ensure the
person we are speaking to is the right person and understands the consequence of cancelling a product. We talked
about creating different customer personas to test our journeys and we discussed asking customer’s their thoughts via
surveys.

We talked about making journeys and communications personalised and targeted based on a customer’s behaviour to
ensure they can understand our messaging.

We also discussed the importance of training and equipping our frontline staff with the right tools and information to
ensure they can help a customer through a journey.

One business explained if a customer acts in a certain manner on their website by changing payment amounts

frequently, they now block future online amendments and force the client to call in. This gives the business the
opportunity to ensure customer understanding by speaking to the client and fits really well with consumer duty.

11
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Group 4: Facilitator - Martin Canwell
Account Executive at Aptean

e One business uses real time data during the web journey to identify potential vulnerable customers. They monitor the
movement across screens and a flag will pop up if triggered to ask the customer if they need any help.

e We had a business describe how different workshops were used to review different journeys and to really challenge
themselves on whether they were deliberately or unintentionally building in sludge practices. They focused on
specifics such as:

- Customers having to click on multiple boxes to get all the information they need

- Key information hidden in areas not easy to find

- Use of technical language

- Commercials that encourage decisions without gathering all the information

- Failure to identify the needs of vulnerable customers

- If they send revised wording to customers do they make it clear on what’s changed so you can avoid the need for the
customer to compare two documents

- Ensuring comms are clear and not misleading

e One key process under review for several organisations was the cancellation journey and whether it’s right that you
have to make customers call in order to cancel. There are two views on this. One that it’s a barrier but two that it
ensures the customer is aware of implications or that you can find other ways to help rather than cancel important
insurance for example.

e Another organisation said it is possible to make things too easy for customers such as for cancellations and that it’s
important at times to remind customers of the features and benefits of the product so they can make an informed
choice. Companies are trying to think about how you put what is an expensive and time consuming telephony journey
into a web journey.

e One organisation who is primarily online does have some customers who do not use the online journey. The risk is
that they leave those customers behind. They are trying to find the balance between what is the quickest and best
route for the company but also what are the needs of some of their customers.

e Ageneral comment was that consumer workshops are key and customers should be involved in design and test.

e Pricing came up as a subject and whether it’s right to have differentiated pricing for different distribution channels.
This is where it seems important to communicate to customers and let them know what they are paying for and any

additional benefits of the channel they are going through which may include receiving a slightly different product.

* One person called out that there are a lot of people that process online for their elderly parents and so it’s hard to
detect where there may be vulnerability if you are monitoring the use of the web journey.

e Alast call out was the need to use complaints as a source of data to identify gaps in the processes.

12
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Group 5: Facilitator - Louise Allemagne
Compliance Manager at Lending Standards Board

A participant shared that their firm focuses on making sure that their communication strategies/offerings, are suitable
for ALL customers and that by doing this, they find they are not excluding any customers, or operating via sludge
practices.

Another participant shared that a big challenge they see, is in customers wanting immediate lending or financing
decisions, which can cause issues, when an instant decision cannot be made, and more information is needed.

So, an assessment, for example, might be thorough and designed to fully assess affordability, but the customer might
not perceive this as positive friction, because they see it as a delay; firms are trying to overcome this, by helping
customers understand why this ‘friction’ is needed.

A different participant said that this perceived friction can also cause customers to switch off from important
information, and so a service that was designed to adequately meet the customers need could cause harm, if it cannot/
will not deliver the right level of information.

Participants felt it was about being aware of these behavioural biases and being ready to overcome them.

Another participant from an insurance firm discussed the challenges of overcoming sludge practices when there
are a lot of third parties involved in the distribution process; often they can have sludge processes and it is about
identifying this, overcoming it,and insisting on best practice.

A different participant talked about the challenge where what one customer could see as ‘sludge’ is different to
another customer; it was discussed that firms will need to understand if it is perceived ‘sludge’, or actual,and if it is in
an actual barrier or risk for some customers, then it needs to be overcome.

Participants were asked for examples where they have identified sludge processes and removed them; one firm talked
about their cancellation process, and how they identified that it was cumbersome and often involved multi-layered

steps; these steps were found to be unnecessary and stripped out to avoid harm.

Finally, a participant discussed the difficulties of trying to remove sludge practices, where a firm has legacy systems
and processes; they said that they cannot move forward with new processes, until they can fix old ones.

13
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Group 6: Facilitator - Nic Dent
Head of Client Engagement at Worksmart

e Anoted challenge from one insurance provider reflected the need to review the Sludge vs Positive friction issue for all
forms of customer interaction: e.g. Buying, changing and updating details, making claims, complaining etc. Alongside
the need to consider all forma of access and communication: Apps, Browser, Phone, F2F and so on.

e All contributors concurred with the need for a better understanding of their customer base and client demographic
such as age, gender, socio-economic, education, religion, ethnicity etc., in the interest of delivering against the needs of
the individual.

e Alongside the above point, all agreed for the need for robust and reliable user experience research, and the need to
retain flex in systems, controls, and processes to support continuing evolution and change where needed.

» The consensus reflected and appreciation for the fine balance between delivering quality service and outcomes and
introducing detrimental barriers into the sales and buying process.

e The group recognised that the regulator’s implementation timelines set the dates for expected and demonstrable
action from firms but didn’t exclude the ability to alter or update plans, projects and approaches, where deemed
necessary. For example, the regulator does expect firms to hit the October deadline for signed off implementation
plans but that does not necessarily mean those plans then need to be set in stone if further learnings or insight
results in alterations and change.

14
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Group 7: Facilitator - Chris Jones
Co-Founder & Director of eLearning at V-CX

One participant commented that there was Insufficient detail in examination of customer journeys - firms are taking
a top down approach, looking at higher strategy, then proposition, then operations and the processes. They have not
reached the stage yet where they can assess outcomes at an individual customer transaction level.

Another firm admitted that they are starting with the basics...and posed the questions does the car finance product we
have still serve the original target market it set out to serve 6 years ago?

A participant described a top down - bottom up approach to problem statement gaps analysis. The saw frontline staff
feeding problem statements and the key is to find commonality in the problem statements and use this to drive high
level strategy

A bank talked about how they had set up focus groups to include frontline staff. They have 3 business channels:
telephony/branch/digital all at different stages of maturity and they posed the question of how comfortable are we
in that maturity and how does this inform where we make the most appropriate investment - digital vs call centre?
They had expanded to over 100FTE in call centre and need another 50 by end of the year. Recruiting and training
colleagues is a challenge as you can’t put untrained people on the phone

One example of positive friction was in payment journeys to prevent Fraud prevention. However they may conflict with
good customer outcomes as the increased demand for human interactions means callers cannot access the required
resources.

Another participant talked about the challenge of empathy vs call handling times, the need for staff with different
skill sets, retaining those staff, speed to competency and competition for resource. He also mentioned one company
using ‘dish of the day’, a real customer pain story that is explained to the senior leadership team to make the pain
points real to the decision makers.

One firm stated that they were looking at digital first but then looping back to telephony as customer needs are
identified

One charity shared some statistics around consumer engagement. 75% of people with mental health struggle with a
telephone comms channel. 47% of consumers are struggling with anxiety due to the cost of living crisis. It is difficult
to identify sludge from legacy practices/phone lines/websites. It is very powerful to hear if from people and lived
experience. Another speaker reinforced this by stating that it is important to evidence the outcomes through customer
feedback and case study evidence.

15
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Breakout Session Two:

Question:

What does good product and service governance
look like?

16



X
Group 1: Facilitator - Sarah Lawrence
Director of Quibble Training & Consultancy

Less engagement on this one overall to be honest. It felt as though firms aren'’t at this stage yet, and are more focused
on customer journeys. Perhaps a sense that this will come organically from customers being a bigger part of the
process overall, or that they feel they need to start somewhere rather than here...

There was a sense that firms are reviewing existing products, assessing foreseeable harm using data and reviewing
the process around withdrawing products that are no longer viable. There was a sense that this is all very new and
that actually the withdrawal of a product was just a process for the firm, with no consideration of customers that were
affected.

Someone mentioned that they had started to assess where people fall out of digital processes and looking into why
this might be. This then led to looking at engaging front line staff, customers and the board in innovating new ideas
and products that work. It was felt that the top down approach wouldn’t be enough to demonstrate if a product was fit
for purpose.

17
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Group 2: Facilitator - Paula Cornwall
Customer Relations Manager at Ageas Insurance

e A member from an audit and assurance consultancy organisation suggested when they work with firms, they find this
as broadly fit for purpose. They further spoke of how new products received good attention and governance; however,
they would challenge the same level of rigorousness is not applied to existing products. Finally, they suggested firms
tend to focus on the financial impacts of the products, without always remaining open that other changes will also
need to be made.

e Aninsurer explained how they complete an annual review, and that governance meetings are split into groups by
product; however, the findings are often across all products which results in duplication. Focus is often on the larger
volume products rather than those which are niche.

e Afinancial advisory firm spoke of their customer segmentation approach with their target market being outlined
including any subsegments.

« A member from the financial services sector spoke of their score card which measures things such as complaint types,
reason for claim etc and the contribution from all areas of the business. This helps identify risk and value to the
customer. They also have a Product Governance committee with attendees from all areas of the business.

e One member asked the questions:
- What are people seeing
- Who should be responsible?
- What metrics should the board be interested in

e The group suggested vulnerability as a metric, as was complaints however the consensus was the importance of
balancing the numbers and parameters with a ‘feeling, and not to ignore something which doesn’t feel right.

»  Wrapping up,Jason from the FCA said don’t always focus on metrics, look at the outcome. If something smells funny,
investigate it.

18



Group 3: Facilitator - Christie-Jay Welburn
Conduct Risk Manager at BGL Insurance

We started off talking about the types of processes we already have in place for governance, this included:
- Annual product reviews

- Product working groups - ensuring a fair representation from all business areas

- The right escalation chain through committees up to the board.

A point was raised around the importance of understanding the context behind the numbers in our governance.
Something impacting a large number of customers, may be less of an issue when measured against the entire
customer book size. We also discussed where this is the other way round, something that impacts a small customer
volume may be worse than something impacting a larger volume if the harm caused is greater.

We talked about how several of us are reviewing back books with a customer lens and thinking about whether
products provide fair value and switching them off if nothing is working to improve them. This felt like a big shift
where businesses are actively reviewing products and making significant changes where they are no longer providing
the intended value.

One business explained product governance has improved the wider business’ thinking when it comes to customers.
All discussion and decisions now consider customers and customers are actively discussed in any committee meetings.

We talked about whether we consider marketing when we review our products, for example some businesses market
using billboards, where it’s not possible to include the small print you would on a radio add. Do we consider this in our

product reviews? We also talked about whether we include marketing in our governance KRls.

We should start by looking at what the outcomes we want are: E.g.,a valuable product that provides its intended
purpose at its necessary time. And then review whether the product is doing this.

Finally, we discussed the top down approach to governance - agreeing with our certified Execs what they believe are
their biggest risks and ensuring products are reviewed/ designed with this in mind.

19
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Group 4: Facilitator - Martin Canwell
Account Executive at Aptean

« Key starting point is to know who you are targeting. Is it mass market or niche. Sometimes worth considering who it
isn’t for and when those people may need signposting to somewhere else.

e There seems to be a consistent gap in oversight and outcome testing and using that to feed back into product and
service design. Learnings need to be gathered and fed into design and a potential need to re look at KRI's and whether

they are the right metrics.

e The key features for product and service design seem well known (Identify target market, agree features and benefits,
who is it not for, What’s the value to customers, how to you communicate and provide the value, monitor and assess)

» There is a gap also between Monitor and assess and Senior Manager Certification Regime. Not all senior leaders can
provide good answers to questions about how value and outcomes are provided to customers.

e In many organisations, the process is well established but ownership and accountability is still not clear.

« To evolve product and service design there are gaps in data points that need to be closed and also a deeper level of
analysis on the data.

e Generally, there’s a feeling that customer complaints are not being fed into product and service design.

e There’s a lack of E2E thinking in product and service design particularly when multiple entities are involved. Work can
be very siloed and never joined up. There’s a challenge on how to group siloed data together to get a group view.

e There are separate working groups for vulnerable customers but the challenge is like above, how to join it all up

to one clear set of priorities and actions. This is again where there seems to be gaps in SMCR and it causes an
inconsistent level of understanding across different senior leaders.

20
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Group 5: Facilitator - Louise Allemagne
Compliance Manager at Lending Standards Board

One participant called out that good product and service governance will, for many firms, involve a culture shift; this
is because they find that many organisations treat product/service governance as a tick-box exercise, rather than being
fully committed to it.

Another participant also shared that there is often a focus on/impetus to get new products and services out quickly,
with little time being dedicated to understanding if/how they will meet customer needs. Participants said that echoes
of this have been seen in response to the new Consumer Duty, with senior managers often saying that they have good
product and service governance, but with operational colleagues and those on the ground disagreeing.

Another participant suggested that the importance and need for good governance should be made clearer to

all colleagues, from the top to the bottom; everyone needs to see and understand why it is important and the
reputational/regulatory implications if it is not achieved. Demonstrating this to senior managers is particularly vital as
they can help influence where the focus lies in product governance.

Suggestion also made that firms can/should better harness insight from their customers and front-Lline staff; one
participant has held engagement and focus group sessions with real-life customers, they said it offered invaluable
feedback on the design of new products and services. This can be both pre-launch (i.e., in working groups), or post-
launch (i.e., in lessons learned sessions).

Participant said that front-line colleagues also hold a wealth of insight; they can share which products and services
are working as designed, and which are not. This insight should be used in the product and service design phase.

Question raised as to the importance of knowing ALL customer needs when designing products and services. i.e.,is
this important?

Consensus was that this is important, as it allows products and services to be designed to meet all needs, however it
can be a challenge, when customer needs are so diverse.

Question raised as to how firms overcome this? One participant shared that their firm use a blend of MI, metrics, field-
based work, and consumer focus groups to identify and segment their customer types.

Another participant said it is vital that when analysis identifies that there has been a misconception about customer
needs within a firm, that this is raised and highlighted to the top, otherwise, those misconceptions will lead to

products being designed with the wrong needs in mind.

Finally, participants called out the need to have the right process steps within the product and service design phase, to
ensure that the right questions are being asked at the right time.

21
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Group 6: Facilitator - Nic Dent
Head of Client Engagement at Worksmart

e Our group was mostly comfortable with what good product governance looks like and how to approach the challenge
in theory but recognised that there may be the need for some change and evolution in their processes to hit those
higher standards.

e Securing resource from IT teams was by far the top-rated challenge across the entire group - recognising the need
for change but experiencing the challenge of prioritising and delivering that change due to limited resources or
competing priorities.

e One contributor shared their approach to managing the challenge of prioritisation and resourcing through and
firmwide standard format used to estimate the impact of proposed changes against the 4 key outcome of CD, and
feeding those requests into a change portfolio, with priority decisions being made through a calibration committee
who act as mediators.

e The group shared a common appreciation for the importance of Accountability and the need for a collective
understanding and appreciation for the firms Culture to uphold and ensure the values set by product and services
governance.

» The point sited SM&CR, role specific training, high standards covering competence and capability throughout the
entire organisation and an awareness and appreciation of other teams and functions within the firm as being core to
delivering against that challenge.

» One organisation offering a wide range of products and services raised the issue of potential conflict and
dependencies when clients and customers buy into multiple products - recognising the need for far greater levels of
insight and the need to understand, communicate and appreciate far broader and more holistic considerations across
an entire product set and customer base.

22



\Q}{
Group 7: Facilitator - Chris Jones
Co-Founder & Director of eLearning at V-CX

This session was unusual in the relative lack of engagement compared to the first question and other focus
groups. The conclusion of the facilitator is that a lot of the participants are still early in this level of planning. The
conversations actually posed more questions than they answered:

Has the firm specified the target market of its products and services to the level of granularity necessary?

How has the firm satisfied itself that its products and services are well-designed to meet the needs of consumers in
the target market, and perform as expected? What testing has been conducted?

How has the firm identified if the product or service has features that could risk harm for groups of customers with
characteristics of vulnerability? What changes to the design of its products and services is it making as a result?

Is the firm sharing all necessary information with other firms in the distribution chain, and receiving all necessary
information itself?

How is the firm monitoring that distribution strategies are being followed and that products and services are being
correctly distributed to the target market?

What data and management information is the firm using to monitor whether products and services continue to meet
the needs of customers and contribute to good consumer outcomes? How regularly is it reviewing this data and what

action is being taken as a result?

Where the firm is planning to withdraw a product or service from the market, has the firm considered whether this
could lead to foreseeable harm? What action is it taking to mitigate this risk?
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* What a customer sees as negative friction can often be considered vital, and positive friction by the firm

e Firms are focusing on how they can overcome this, and particularly how they can meet the demand for immediate
processes and decisions, whilst not exposing customers to harm.

e All individuals/teams within a firm need to understand and be bought into good product and service governance.
* |tis necessary to ensure the right buy-in and senior management influence.

* Good governance will utilise insight from customers, front-line staff and will be targeted to meet the needs of all
customers.

e There is still a huge amount to do to implement Consumer Duty.

e The IT challenge of producing the Ml and analytics being asked for by the FCA is a massive challenge particularly
for larger firms. It will take years to bring systems together in such a way that moves away from silos of legacy data
and builds the dashboards that show where good and poor outcomes are happening. Then having the tools to link
those outcomes back to the root causes that could be anywhere in the process from product design, manufacture,
distribution or support.

» The importance of establishing common language and purpose across the organisation. Does everyone understand
the term vulnerable to mean the same thing? Are the company values and purpose being used to protect consumers
from harm? Education and training has a big part to play in creating organisations that are working for consumers and
meeting FCA expectations.

e QOur governance is only as good as the stakeholders involved - if we don’t include an area of our business we could
lead to poor outcomes for customers.

e Atop-down approach to risk management and governance was quite popular however, should not replace a
representation of opinion from the people working down the chain who are closer to the customer.

e There are occasions where friction is necessary to ensure customers understand the action they are taking and protect
them from harm

e Alot of firms have only recently commenced with the Consumer Duty planning in earnest. Elements further away from
the customer service contact point are less likely to have been addressed yet.

e Inputis required from all areas. This is not just a compliance exercise. More weight should be given to those who
actually engage with customers
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Next Steps

The next Collaboration Focus Group takes place ion 17th November 2022.

The Collaboration Network App can be downloaded in the App Store and in Google
Play store where you can continue collaboration with peers on the topic of vulnerability
as well as other issues such as complaints Handling, Customer Service, Policy &
Compliance, Customer Experience, Colleague Welfare, New Ways of Working, Work
Culture, Data & Insights, plus more.

Next Session: 17th November 2022

Collaboration
Special Focus Group

FINANCIAL
SERVICES

SECTOR
>4

A\

Financial Services Sector
Special Focus Group Report
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info@collaborationnetwork.co.uk
www.collaborationnetwork.co.uk
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