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Developing a Targeted Customer Acquisition Strategy Workbook  

A Guide for Financial Services Providers 

 
This workbook is designed to support managers of financial service providers in developing, pivoting, or updating their customer 

acquisition strategy.  Each section includes tools and frameworks that can be applied to your own institution to help you segment your 

customers, prioritize customer segments, develop value propositions, identify and optimize sales channels, and execute your sales 

strategy.  It also includes key messages, as well as a space to note action items that require follow up.   

This workbook should be used in parallel with the Developing a Targeted Customer Acquisition Strategy course. After completing each 

section, return to the course to finish the activity.  
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I. Segment Your Customers 
 
Overview 

Customer segmentation is a technique used to group similar customers based on their needs, characteristics and values. Segmentation allows a 

financial service provider (FSP) to offer products and services to specific customer segments based on their needs and identify segments that will be 

sustainable and profitable to serve.  

Key Messages 
 

 Segmentation involves three steps: first, define your market or population of current and potential customers, second, segment those 

customers based on common characteristics, and third, prioritize which group to target based on potential value to the customer and 

profitability for the organization.  

 Customers can be segmented by a number of different variables, including demographics and business types, customer behavior, and 

customer needs and attitudes. Much of this information can be gathered through internal data mining, customer interviews, and market data.  

Try It: Customer Segmentation Worksheet 
 
This worksheet will help you divide your target market into strategic customer segments or groupings.  Think about a few typical customers, such as a 

women-entrepreneur who owns a small store in a suburban area who needs short-term loans to purchase inventory or a rural farmer who needs 

savings options for money earned during the fall harvest. Group them into segments with shared needs and characteristics, and give each segment a 

name for reference (such as Francis the Farmer.) Start building the profile of your most common customer segment, then think of another customer 

segment that does not fit into that profile.  Repeat this exercise until you have captured the diversity of your current and potential customer base. 

For each of your segments, fill out key information in the table below.   How do key characteristics compare across segments? You can adjust the 

table as necessary based on your institutional needs, and refer to the example for guidance.  Once you’ve finished, note any action items, and go back 

to the course to complete the activity 

Profiles 
Example Segment: 
Francis the Farmer_____ 

Segment A: 

________________ 

Segment B: 

________________ 

Segment C: 

________________ 

Industry 
Agriculture    

Demographic 

(age, gender, geography, 
education level, marital status) 

 30-45 years 

 Married with family 

 Rural area 

 Male 

 Basic education 
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Profiles 
Example Segment: 
Francis the Farmer_____ 

Segment A: 

________________ 

Segment B: 

________________ 

Segment C: 

________________ 

Business type 
(industry, age of business, no. 
employees, annual revenue, 
monthly costs) 

 Monthly income >$5K 

 Agricultural land 

 10 years of operation 

 2-4 daily wage laborers 

 Has land ownership proof 

   

Behavioral 
Tech literacy (phone, intranet, 
social media usage)  
Financial literacy (minimal 
knowledge, basic awareness, 
actively managing) 

Savings habits (savings 
account, basic access, active 
usage) 

 Low-medium technology 

literacy  

 Basic financial literacy 

 Basic savings account 
   

Attitudinal  
(emotional state, external 
reliance, empowerment)  

 Pressure from market  

 Optimistic about future 
(would like to diversify into 
dairy) 

   

% of market 

What estimated percentage 
does this segment make-up of 
the overall addressable 
market? 

 15% of the overall 
addressable market.  

   

% of current base 

What estimated percentage 
does this segment make up of 
your current customer base? 

 30% of the current 
customer base.  

   

Top three priorities/needs 

What does the customer gain 
by engaging with the FSP? 
(i.e. easy access, competitive 
rates, flexible payment 
schedule) 

Top three priorities/needs: 

 Flexible repayment plan 

 Crop insurance 

 Access to training 
programs on farming best 
practices 
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Segment Your Customers: Action Items  
 
What action steps will you take to segment your customers?  
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II. Prioritize Key Customer Segments 
 
Overview 
 

In most cases, financial service providers cannot serve all customer segments. You’ll want to prioritize a few segments to target based on those that 

are most profitable and those to whom you can offer value.  

Key Messages 
 

 To determine how attractive or profitable a particular segment will be for your institution, calculate the customer lifetime value (CLV).  

CLV = Average Revenue Per Year X Average Lifetime in Years – Acquisition and Retention Costs.  

 Consider customer needs and behaviors to determine “ability to win” by asking the following questions: 

o What are pain points with the customer’s current financial services? 

o How price sensitive is the customer? 

o Does the customer prefer interacting with his FSP directly in-person or via technology?  

o How quickly does the customer need a loan? 

Try It: Market Sizing Tool 
 
Use this market sizing tool to identify which segments to target, which you should develop, and which to avoid.  Work with your team to pressure test 
the “attractiveness” and “ability to win” of the segments you identified during the online exercise and then plot them on the market sizing tool. Once 
you’ve finished, note any action items, and go back to the course to complete the activity.    
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Prioritize Key Customer Segments: Action Items  
 
What action steps will you take to prioritize key customer segments?  
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III. Craft Your Value Proposition 
 
Overview 

To acquire customers efficiently, it is not enough to know who your customers are. You need to be able to clearly communicate the value of your 

product and why it fits their needs. This is captured in the customer value proposition, which matches product benefits to customer needs.  

Key Messages 

 A value proposition should communicate the full set of product benefits—including functional and emotional benefits—as they are matched to 

the customer’s specific needs or values.  

 A simple formula to consider is: the value proposition for the customer is equal to the benefits (what is gained) minus the costs (what is spent). 

In other words, the benefits should outweigh the costs.  

Try It: Value Proposition Inventory 
 

This tool helps you evaluate your institution’s value propositions for your customers. If you can, discuss this worksheet with others on your team for 

insights and ideas. Keep in mind that the results of this worksheet will provide you with key information for developing your marketing message(s). 

Refer to the provided example for guidance. Once you’ve finished, note any action items, and go back to the course to complete the activity.    

Key Market 

Segment 

Example Segment: 
Francis the Farmer        

Segment A: 
________________ 

Segment B: 
________________ 

Segment C: 
________________ 

Key Needs Top three priorities/needs: 
1. Bullet repayment plan 
2. Large loan amount to pay for 

agricultural inputs 
3. Crop insurance 

List key needs of the market 
segment 
1. 
2. 
3. 
4. 

List key needs of the market 
segment 
1. 
2. 
3. 
4. 

List key needs of the market 
segment 
1. 
2. 
3. 
4. 

Product 
Benefits 

Key functional benefits 
1. Ability to repay loan once crop 

is sold at good market price 
2. Variable loan amounts for 

purchases including assets  
3. Convenient channels for 

repayment 
Key emotional benefits  
1. Stress relief 
2. Empowerment  

List key functional benefits 
1. 
2. 
3. 
List key emotional benefits 
1. 
2. 
3. 

List key functional benefits 
1. 
2. 
3. 
List key emotional benefits 
1. 
2. 
3. 

List key functional benefits 
1. 
2. 
3. 
List key emotional benefits 
1. 
2. 
3. 
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Key Market 

Segment 

Example Segment: 
Francis the Farmer        

Segment A: 
________________ 

Segment B: 
________________ 

Segment C: 
________________ 

Product 
Costs 

Main product costs are: 
1. Need to build credit history to 

get competitive rates  
2. Wait time until loan is disbursed 
3. Higher interest costs for bullet 

repayment option 

List main product costs 
1. 
2. 
3. 
4. 

List main product costs 
1. 
2. 
3. 
4. 

List main product costs 
1. 
2. 
3. 
4. 

Value 
Proposition  

• Flexible repayment plan that 
aligns with crop cycle 

• Step-up loan amounts for 
operations and asset purchase 

• Add-on insurance coverage to 
protect against poor crop yield 

Write your current value 
proposition to this segment here. 
 
 

 

Write your current value 
proposition to this segment here. 
 

 

Write your current value 
proposition to this segment here. 

 

 
Value Proposition Inventory Sheet 

After you’ve developed your value propositions, it’s important to consider and evaluate their effectiveness. Using the table below, select the statements 

in either column that best apply to your value propositions. Count the number of Xs in each column and write the number in the space provided. You 

can repeat this exercise for each of your value propositions.  

COLUMN A COLUMN B 

☐ It states facts and features of the product 

and services the MFI offers.  
 

☐ It articulates the benefits delivered to the 

customer.  
 

☐ It focuses on how the product works. ☐It focuses on the benefits less costs incurred in 

comparison to the customer’s current choices. 
  

☐It’s generic. It could apply to almost all our 

customers. 
 

☐It’s tailored to the needs of this customer segment. 

☐ It stays fairly constant as it encompasses all 

possible needs of our customers.  
   

☐ It’s updated on an ongoing basis as we learn more 

about our customer segments. 

Total # of Xs ______ Total # of Xs ______ 
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A great value proposition should have more Xs in Column B. If it does not, be sure to tweak the value proposition to adhere to the principles in Column 

B.  

Once service features you’ve identified your value propositions, develop an effective marketing message which conveys the product or service’s value 

proposition to the customer in a concise, memorable, and compelling way. Marketing messages should differ across customer segments, and should 

link the product or to the segment’s top priorities. Refer to the provided example for guidance.  

 

Key Market 

Segment 

Example Segment: 
Francis the Farmer      

Segment A: 
________________ 
 

Segment B: 
________________ 
 

Segment C: 
________________ 
 

Marketing 

Message 
 “A loan flexible enough to 

meet all your needs” 

 “Repay when you harvest” 

 “Grow your business with us” 

Write your marketing 
message here.  
 
 
 
 
 
 
 
 
 

Write your marketing 
message here.  
 

Write your marketing 
message here.  
 

 

 

 

 

 

 
 

Craft Your Value Propositions: Action Items  
 
What action steps will you take to craft your value propositions?  
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IV. Optimize Your Channel Strategy 
 
Overview 
 

In today’s digital age, there are more ways than ever to reach your customers. In order to reach customers in the most efficient manner, it is important 

to optimize your sales channel strategy (the manner in which you reach your customers) by reviewing different channel options, mapping channels to 

target customer segments, and measuring channel profitability.  

Key Messages 
 

 Sales channels should be selected based on segment preferences, cost, and revenue, and be continually measured for their effectiveness.  

 Digital channels have lower labor costs and offer more customization than in-person channels, but they assume customer comfort with online 

platforms.  

 Optimization leverages channels with the highest profitability, lowest acquisition cost, and highest revenue generated.  

Try It: Evaluate Channel Effectiveness 
 

As you’re considering channels, use this comparison tool to help you determine which channels are most profitable for the customer segment you want 
to target. Refer to the provided examples for guidance. Once you’ve finished, note any action items, and return to the course to complete the activity.    
 

Channels 

Example 
Channel: 
Door-to-Door 
Sales     

Example Channel: 
Referrals               

Channel A: 

________________ 

 

Channel B: 

________________ 

 

Channel C: 

________________ 

 

Average annual revenue per 
channel    [a] 

$15,000 $15,000 
   

Average lifetime of customer 
acquired through channel with FSP 
[e] 

3.33 years 5.0 years 

   

Average Lifetime Revenue of 
channel     [b] = [a] * [e] 

=$15,000 * 3.33 
= $ 49,950 

= $15,000 * 5.0  
= $75,000 

   

One-time Customer Acquisition 
Cost (CAC) of channel     [c] 

$220 $503 
   

Annual Costs of channel   [d] $6,250 $6,500 
   

Customer Lifetime Value (CLV) of 
customers acquired through the 
channel 
= [b] – [c] – [d] * [e] 

=$49,950 - $220 - 
6,250 * 3.33 
= $28,918 

= $75,000 - $503 - 
$6,500 * 5.0 

= 41,997 

   

Segments Served Francis the Farmer Francis the Farmer 
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As you’re developing your channels strategy, consider the following questions: 

 How does your customer prefer to communicate? What technology do they have access to and/or use frequently?  
 Is this channel sustainable? If it’s new, is there a chance it won’t last? 
 Will the low costs or increased revenue make it a worthwhile choice? 
 Are we willing to take the risk? How does this opportunity fit with our other strategies? 

 

Keeping the above questions in mind, use the mapping tool below to to identify which channels should be leveraged to access your target customer 

segments.  Refer to the provided example for guidance.  

Channels 

Example Segment: 
Francis the Farmer_ 

Segment A: 

________________ 

 

Segment B: 

________________ 

 

Segment C: 

________________ 

 

Referrals (word of mouth) 
 

   

Phone marketing      

Mass mailing and flyer 
distribution  

    

Local events      

Door-to-door sales      

Mass media ads      

Branch sales      

Supplier partnership 
 

   

Digital marketing     

Digital sales (online/web 
portal)  

    

Mobile marketing      

Embedded marketing      

Social media      
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Optimize Your Channel Strategy: Action Items  
 
What action steps will you take to optimize your channel strategy?  
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V. Execute Your Sales Strategy  
 
Overview  
 
A well-defined sales strategy ensures consistency in conversion rates and efficient use of resources and should consist of three key steps:  

1. Increase the number of prospects by attracting more of the right type of customers, 
2. Efficiently and effectively screen these prospects to determine which is a good fit, using automation and data analytics,  
3. Look for ways to continually improve conversion rates through monitoring, training, capacity building, and incentives.   

 
Key Messages 
 

 An institution can increase its funnel size a number of different ways, including door-to-door sales, developing awareness campaigns, targeted 

online marketing, and indirect marketing.  

 Quickly identifying which customers are the right fit for your institution and product is critical to achieve strong conversion rates and maximize 

efficiencies in your sales process. 

 FSPs should leverage increased access to client data to minimize cost and maximize conversion.  

‘How to’ Guides 

Learn how you can leverage innovations to complete the 3 steps necessary for a well-defined sales strategy: increase funnel size, optimize the 
screening process, and improve conversion rates for each of your sales channels. Each step includes best practices and examples from the industry. 
Once you’ve reviewed, note any action items, and go back to the course to complete the activity.    
 

Step 1: Increase funnel size  

Increasing your FSPs’ funnel size, or number of prospective customers, is the first step to acquiring more of the right prospects. An institution can 

increase its funnel size a number of different ways, including door-to-door sales, developing awareness campaigns, sponsoring local events, targeted 

online marketing, supply chain sourcing, and indirect marketing (e.g. word-of-mouth referrals). 

The table below outlines examples of how different channels can be leveraged to increase your FSP’s funnel size. 

 

Channel How to increase funnel size 

Door-to-door sales  Sponsor events in the business community to establish brand name 

 Set up a neighborhood kiosk to show availability and build trust 

 Attractive referral schemes 
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Online marketing  Targeted advertisement and promotion campaigns on social media 

 Partner with trade magazines (.e.g. an agricultural trade magazine which sells hybrid seeds, 
harvesting machinery, training classes, etc.) to send targeted outreach to their subscribers  

Supply chain sourcing  Partnering with merchant acquirers or distributors 

 Partnering with value chain aggregators (e.g. Univeler reaches their current customers, and 
refers them to an FSP)  

Indirect marketing or “rented” 
sales channel 

 Leveraging existing channels that periodically reach out to their customers (e.g. Insurance 
firms, investment firms, training institutes), and “rent” their sales channel to advertise the 
FSPs products and services.  

 More partnerships with referral incentives 

 Easy shareable standalone marketing message (viral advertisement or infomercial) 

 Freebies to incentivize prospect to register directly with FSP 

 

 

FSP Example of Door-to-Door Marketing: Umbrella Campaigns at Swadhaar Finserve Pvt. Ltd.  

Swadhaar FinServe Private Limited – a banking correspondent for RBL in India – conducts awareness campaigns as a way to increase 

their funnel size. They refer to these efforts as “umbrella campaigns,” during these campaigns, Swadhaar loan officers wear their 

uniforms and bring a large umbrella with Swadhaar branding to a local town center within one of their geographic sales zones. These 

umbrella campaigns capture the prospective customers’ interest, and generate about 50-70 inquiries from a full day’s campaign.   

FSP Example of Indirect Marketing or Rented Sales Channel: Swadhaar Finserve Pvt. Ltd. and Hindustan Lever Lmt. 

Swadhaar FinServe Private Limited leveraged Hindustan Lever Lmt’s (HLL) sales channels to reach new customers. They partnered with 

HLL to target HLL's customers who were interested in buying water purifier units on an installment basis. This form of marketing is often 

seen for vehicle or machinery purchases. 
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Step 2: Optimize screening process 

Quickly identifying which customers are the right fit for your institution and product is critical to achieve strong conversion rates and maximize 

efficiencies in your sales process. Many FSPs identify basic criteria that must be met by the prospect in order for him or her to be eligible for your 

product (eligibility criteria), as well as criteria that would eliminate the prospect from consideration (knock out criteria).  It’s important not to make either 

criteria too severe – remember that the ultimate objective is to avoid the worst customers, not identify only the best. This should be refined through trial 

and error.  

 

Example Eligibility Criteria Example Knockout Criteria 

 Years in business > 1 year 

and 

 Applicants need to live in the  

region > 1 year 

 Years in business < 1 year 

or 

 Client/industry is on your FSP’s 

black list 

Screening criteria draws from available customer data – often gathered through the application or evaluation process. As more and more data 

becomes available, innovative FSPs are looking to leverage additional tools to identify creditworthy customers that may have otherwise been 

eliminated.  By determining both the eligibility and knockout criteria, your staff are ultimately able to make quicker, informed decisions about which 

customers should be considered for your products and services.   

In the first example below, Revolution Credit uses behavioral science to transform credit scoring, enabling the company to effectively screen and 

approve up to 10% more applicants.  In the second example, Destacame uses multiple alternative data sources to generate a score for individuals. 

Financial institutions looking for cheaper and more efficient ways to screen customers can purchase these scores and offer financial products to 

customers without traditional credit scores. 
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FSP Example: Leveraging Alternative Data with Revolution Credit  

Revolution Credit, a California-based company, uses financial education tutorials, quizzes, games, and surveys to evaluate potential client 

behaviors, goals, and intentions related to client’s willingness to pay. A prospect might watch a short video, for example, and their viewing 

behavior is then evaluated (e.g. did they complete the video? Did they skip ahead? Did they stop halfway through?).  Using behavioral science, 

they’ve been able to transform consumer credit scoring, approve up to 10% more applicants, and reduce charge-off rates by up to 40%. 

Revolution Credit only uses positive behavioral traits to benefit prospective customers, thus creating a level of trust with the customers; they 

don’t let negative data points affect the potential customer’s creditworthiness, negatively.  

FSP Example: Leveraging Alternative Data with Destacame 

Destacame, a Chile-based alternative credit-scoring platform, has effectively used alternative data to assess individual payment capacity and 

credit worthiness. Destacame solves the problem many individuals in Chile and throughout Latin America face who do not have any reported 

information or have only negative reported information by aggregating and analyzing data from multiple existing sources, including utilities 

payment transactions. The platform synthesizes the information and generates a score that an individual can use. With users' consent, 

Destacame can sell these scores to financial institutions who are looking for cheaper and more efficient ways to extend credit and other 

financial products to a largely credit-invisible population. 
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Step 3: Improve conversion rates 

Improving your conversion rates is instrumental to achieve growth for your FSP. Conversion rates are the percentage of prospective customers who 

meet your institutional criteria and take a specific action you want (e.g. buy a product, take a loan, fill an application form). An FSP may track 

conversions such as: 

 

 The percentage of website visitors who fill out a form or call your company.  
 The percentage of prospects you attract who apply for a loan 

It’s important for FSPs to track, analyze, and use conversion rates to set a successful client acquisition strategy. While it’s important to monitor the 

bigger picture of conversion rates, FSPs should remember to evaluate the rates more specifically by the sales channels, communication channels, and 

by the loan officers’ performance. As the problem may sometimes lie in your staff, it’s important to empower them to improve their own conversion 

rates. This can be achieved through:  

 Building sales skills with a focus on active selling, and emphasizing solutions and benefits rather than product features.  

 Implementing incentives (financial and non-financial) that reward loan officers for high conversion rates 

 Incentivize staff based on conversions, not prospecting, with a kick back for performance 

The below table shows some additional examples of ways which an FSP can improve their conversion rates with regards to their sales and 

communication channels. 

 

Sales Channel How to improve conversion rate 

Door-to-door sales  Improve direct selling sales techniques through training 

 Showcase testimonials from successful clients 

 Easy “foot-in-the-door” products and services (e.g. an FSP might lead with its lowest 
profitable product/a free service which is highly demanded by its customers just to 
initiate the relationship with its customers, thus getting a “foot-in-the door”)  

Online marketing  Demonstrate expertise through web-based business advisory tools e.g. calculators 

 Find ways to reduce ‘friction,’ moving towards paperless solutions (e.g. asking for less 
documents, or only use a one page application form to keep visitors on your application 
webpage)  

 Relationship building mobile apps (e.g. utilizing apps that customers have to fill in 
information regularly, thus creating habit forming behavior. This could be an app that asks 
customers to keep filling in their inventory and payment reminders, reinforcing positive 
behaviors.) 
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Supply chain sourcing  Robust analytics to process available data from partners on prospects to identify higher 
conversion opportunities 

 Offer better product terms for “better” prospects 

 Freebies or value-added offer: Benchmarking data, business advisory tools 

Indirect marketing or 
“rented” sales channel 

 Web and mobile interfaces to automatically capture all leads originating through partner 
referrals with data useful for identifying the most promising prospects 

 Organize competitions to spread FSP’s brand awareness in the target customer segment  

 

FSP Example: Conversion Rates at Compartamos 

Compartamos stands out as one of the best performing MFIs in the world and one of the largest in Latin America in number of clients, 

providing loans to more than two and a half million people in Mexico, Guatemala and Peru as of March 2013. It operates through a 

network of 536 branches in those three countries, offering microcredit, remittances and insurance products. In the view of many, 

Compartamos has become a world model for other microfinance institutions. Compartamos has successfully utilized customer 

testimonials, loan officer trainings, and compelling marketing materials as a means to maximize their conversion rates. For example, 

Compartamos’ sales force showcase testimonial video clips to their prospective customers in the field and during customer engagement 

events, using handheld audiovisual devices. They particularly leverage this channel for new products (e.g. microinsurance or savings), 

as they face the barrier of prospective customers not having a strong understanding of how those products may work.  

 

Execute Your Sales Strategy: Action Items  
 
What action steps will you take to execute your sales strategy?  
 
 

 

 

 
 

 


