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ABSTRACT 

The Bank M started its wealth management business in 2012, by setting-up the 

Wealth Management (WM) Business Department under the Consumer Banking 

Division.  

Identification of the case: Low performance and productivity among sales 

people. 

Issues: Weak sales leadership and wrong HR policies  

Analysis: The criteria used in the selection process of the sales people to the 

training and sales support and to the sales management activities conducted on 

them were analysed.  

Solutions: The focus was to address the importance of WM business among 

regional managers, branch managers and regional sales support managers. The 

existing sales people were recalled for sales training to strengthen their 

competency in the branch sales model. The Regional Sales Support Manager as 

the sales coach was emplaced to improve performance among sales people. The 

WM Department was given the assistance to chart their business blueprint plan 

for the next 3 years and improve their sales management skills. The recruitment 

model was finalised with WM Dept. and HR.     

Relevancy: The experience in overcoming the business issues will be useful to be 

shared with other organizations that are in similar situations.   

Keywords: Banking, Wealth Management, Business, Customer satisfaction 
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INTRODUCTION 

The banking industry In Malaysia started the Wealth Management business 

about 20 years ago. Their intention is to take advantage of the existing customer 

base by satisfying their financial needs by managing their wealth by encouraging 

them to buy the WM products offered. It is an advisory sales activity employed 

by the bank to cross-sell to their customers. The wealth management products 

consist of unit trust, life insurance, general insurance, estate planning and 

structured-investment products.  Many of these banks are offering this service 

to their customers for the fee-based income that they can earn. For instance, In 

2013, the net fee and commission income of the Public Bank Group grew by 9.4% 

as the Group focused its efforts to increase fee income from wealth management 

(unit trust, bancassurance), foreign-exchange related transactions and 

transactional banking services (Public Bank, 2014). The WM business is less risky 

compare with the credit products as it requires zero capital to to generate 

income. The customers will stay with the bank over a long period of time 

especially those with life insurance. With the current credit squeeze by the 

central bank on the banks to be stringent with loan applications has caused their 

interest income to drop (Bank Negara Malaysia, 2012) As such, the banks are 

aggressively promoting their WM business to generate income replacement. This 

Bank M has also embarked into the WM business as it wants to diversify its 

source of income while it wants to retain its customers over a long term period.    

THE PROFILE OF THE COMPANY 

This is an Islamic Bank that started its operations on October 1, 1999 with a 

combined assets and liabilities when it brought over a cluster of government-

linked banks. It is the second full-fledged Islamic bank to be established 

in Malaysia, and it is poised to play its role in providing Islamic banking 

products and services to Malaysians, without regard to race or religious beliefs. 

Mission and Vision Statements  

Mission: To deliver best value to the stakeholders. 

Vision: To become the preferred Islamic financial services provider. 

Shared Values: Care, Integrity, Innovative, Service Oriented and Respect. 

http://en.wikipedia.org/wiki/Assets
http://en.wikipedia.org/wiki/Liabilities
http://en.wikipedia.org/wiki/Malaysia
http://en.wikipedia.org/wiki/Race_(classification_of_human_beings)
http://en.wikipedia.org/wiki/Religious
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The bank staff strength stands at 2,099 (Year 2013) supporting 59 branches 

nationwide.  Its past financial performance was:  

Table 1. Financial performance 

Year      2011      2012       2013 

Profit After Tax:  RM120.4m   RM69.2m  RM167.9m 

PROBLEM 

Identification of the case:  

1. Low performance and productivity among WM sales people.  

2. Weak sales management and wrong HR policies  

In early August 2013, a meeting was called to discuss on the 

performance of the 50 sales people who had performance below the 50% mark. 

The table below shows their performance for September 2013 and December 

2013. 

Table 2. Performance for September 2013 and December 2013 
 

Percentage of Achievement Sept. 2013 Dec. 2013 

51-55 % 0 1 

46-50 % 0 0 

41-45 % 0 1 

36-40 % 2 2 

31-35 % 4 4 

26-30 % 4 5 

21-25 % 9 6 

16-20 % 6 10 

11-15 % 10 13 

Less than 10 %  15 6 

Total Sales People 50 48 
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Figure 1. Sales performance improvement 

The performance of the sales people were below the 50% benchmark 

used by the bank as the threshold. It is a norm for banks in Malaysia to 

use 70% as the performance threshold. By probing the causes of the 

issues, it was discovered there were few contributing factors to this low 

performance, they were: 

(1) The Regional Managers (RM) and Branch Managers (BM) were given 

a KPI target of 5% on WM. It is natural for them to focus on those 

business and products that provides higher weightage and recognition.  

(2) Lack of awareness among the RMs, BMs and branch staff on WM 

products. They were never briefed or trained on WM business and its 

related products.  

(3) Weak in sales management at head office, region and branch levels. 

The sales managers at the head office did not have the relevant 

experience in similar capacity prior to joining this bank and this led to 

weak management of sales people and its results. The RMs and BMs 

were using soft approach “encouraging” the sales people to do sales 

rather than being aggressive. 

The head office sales managers were found not to be proactive in 

managing sales activities, couple with weak in sales planning.  
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The chart shows the sales performance improvement
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(4) A review of the WM sales training programme and its contents were 

conducted. Though the contents for unit trust was relevant. However, 

less emphasis were made on branch sales model, sales planning and 

branch team work, advisory sales process and insurance product sales. 

(5) At the branch level, the sales people were left unattended without 

much support and guidance from the regional sales support (RSS) 

managers whom were supposed to organise and conduct joint-field field 

and coaching activities. Each of the 6 regions were supposed to have 2 

RSS managers, to support both the WM and Credit sales people. It was 

found that all except one had one RSS manager supporting sales at the 

branches.  

(6) The turn-around-time (TAT) by third party product providers were 

taking longer than agreed timeframe. At times, it has taken 2 months to 

deliver the products to the customer. This had negatively impacted the 

confidence level of both the sales people and customer, which had 

eroded the reputation of the bank. 

(7) There were no Straight-Through-Processing (STP) in customer 

information management, product presentation nor tools to submit the 

sales online. Sales were done manually which was a lengthy process 

with errors and missing documents.  

(8) The sales people were provided with monthly sales incentive and a 

yearly Oversea Trip and National Sales Convention. There were ad-hoc 

sales campaigns together with new product launches. However, there 

were no sales incentives for the regions and branches nor quarterly sales 

seminars. 

(9) The career path and career development of the sales people were not 

defined. These had caused ill-timed and irrelevant training programmes 

conducted while facing attrition of sales people. 

(10) Though the bank had partnered with 7 product providers of WM, 

the products offered were limited and the product matrix did not match 

the customer base of the bank whom were relatively young.  
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(11) Lack of sales support at the branch level by the product providers 

with limited visitations in a year, large geographical area under a 

person’s care and minimum interventions made to increase sales 

(12) The personal trait of a sales person which is self-driven, organised, 

relational, team player and communicative did not match the 30 existing 

sales people. They were employed on yearly contract to fulfil the 

vacancy quota though interviews were conducted to screen them. 

(13) The termination of employment contract was not implemented by 

the WM and Human Resource Department though the sales people were 

not performing. They waited for the one-year contract to expire in order 

for their employment to end.  

STRATEGIC INTERVENTIONS 

The issues that the bank was facing can be summarised to four main 

factors: 

 (1) Leadership   

 (2) Sales People  

 (3) Sales Support 

 (4) Third Party Providers 

(1) The recommended solutions on leadership of the WM business are: 

Solution Advantage Disadvantage 

Provide higher 

KPI weightage 

on RMs and BMs 

• It will get them to 

focus more on WM 

sales. 

• Lack of WM 

business 

appreciation will 

not deliver the 

desired results. 

Strengthen Sales 

Management at 

WM Department 

• Engage external 

parties to assist. 

• Using external 

parties is costly 

especially when 

the bank wants to 

be cost efficient 
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• Hire competent 

sales managers 

• The existing 

managers will be 

redundant. 

Produce 3 years 

WM blueprint 

with  action plan 

for 2014  

• It allows sales 

planning 

supported by sales 

campaigns and 

product rollouts.  

• The current action 

plans are not being 

implemented 

properly 

Branch as a team 

is not supportive  

• Use team work to 

achieve branch 

WM  sales 

• Disruption to staff 

work / duties  

• Staff Union 

interventions  

Sales 

Recognition and 

Reward 

Programme 

• Introduce a year-

round sales drive 

campaigns 

supported by 

incentives for 

regions, branches 

and sales people. 

• Cost escalation to 

support the multi-

tier qualifiers 

• Introduce 

Quarterly Sales 

Seminar for top 

achievers.  

• Too much of sales 

down time.  

(2) The recommended solutions on sales people are: 

Solution Advantage Disadvantage 

Hiring the right 

profile of sales 

people 

• The bank can 

expect higher 

performance 

compare to the 

current batch 

• Create a supply 

pool of future 

team leaders, 

• Time is lost for 

the existing 

sales people’s 

contract to 

expire for them 

to be replaced. 
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BMs and sales 

managers.  

• Wastage of 

manpower and 

training costs.  

Firing of low 

performing 

sales people 

• It will be a 

wake-up call to 

the remaining 

sales people 

• Reduce 

manpower cost 

• Allows 

vacancies to be 

created for new 

and better 

hiring. 

• Filing of 

Industrial 

Court action by 

terminated 

sales people. 

Structured 

career path and 

career 

development 

programme 

• Provides 

confidence to the 

existing sales 

people 

• It will attract 

suitable talents 

to join the bank.   

• Relevant WM 

training 

programmes to 

cater for the WM 

business with 

proper Training 

Needs Analysis 

• It can 

demotivate 

sales people 

when they are 

not promoted 

according to the 

time line  

(3) The recommended solutions to improve sales support are: 

Solution Advantage Disadvantage 

Increase the 

manpower 

strength of RSS 

managers at the 

regions 

• Concentrate in 

their core task to 

develop and 

support the sales 

• Increase of staff 

cost when the 

bank is doing 

cost control. 



Qualitative and Quantitative Research Review, Vol 5, Issue 1.  
ISSN No: 2462-1978  

eISSNNo: 2462-2117 
 

54 
 

activities at the 

branches. 

• Able to guide 

and coach sales 

people 

• Increase their 

competency by 

training and 

doing Joint-Field 

work. 

RSS managers to 

plan, organise and 

implement the 

WM sales 

activities at the 

regional level 

• Better coordination 

among the branches 

to improve their 

WM sales 

• Sharing of 

resources to meet 

the region’s WM 

target. 

• Their time 

utilisation to do 

these activities will 

be at the expense 

of developing the 

credit business 

which is the core 

business of the 

bank. 

 (4) The recommended solutions of Third Party Providers 

Solution Advantage Disadvantage 

Suitable Products 

based on 

customer base to 

be offered the 

bank   

• Higher sales and 

revenue with better 

customer retention 

for the bank. 

• Sharing of 

customer 

information with 

third party. 

• Risk of poor 

customer service 

Service Quality 

need to be 

clearly stated  

• The agreed TAT 

to be constantly 

monitored  

• Poor 

management of 

customer’s 

expectations can 

tarnish the 

bank’s image 
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Branch 

support by 

third party 

providers in 

accordance to 

planned trips 

and agenda / 

purpose 

• Branch visitation/ 

service call by 

third party 

representative 

will address the 

concerns and 

shortcomings in 

their services  

• It will assist them 

to gather local 

market 

information 

• The visitation 

could disrupt 

the sales 

people’s work 

routine as they 

need to allocate 

time to meet the 

representative  

 

OUTCOMES OF EACH INTERVENTIONS 

The four interventions can be prioritised in terms of importance and 

effectiveness, which are Leadership followed by Sales People, Sales 

Support and Third Party Providers. Leadership is the main thrust of the 

WM business. They provide the impetus and direction for the sales team 

to focus on getting the results. Strengthening this component is critical in 

achieving the 3-years Blueprint that have been produced by the WM 

Department.  

Effective communication between members of the sales team and 

leaders is confirmed as one of the predominant critical success factors 

(CSFs) in achieving sales performance in the region. Besides, top 

management support and commitment, clear integration objectives and 

quantifiable performance indexes, qualified project team, and user 

training and education were also identified as the CSFs of such 

integration (Cheng et al., 2007, cited in Rajagopal, 2008). Another 

important component is the Sales People. They need to be guided and 

coached while being managed for results. In order to achieve that, they 

need to take the drastic action by culling the non-performers and replace 

them with the suitable personnel.  Hiring the right profile of sales people 

from the local place is crucial for performance. Bank advisors with closer 

proximity to clients and less distance to the community, combined with a 



Qualitative and Quantitative Research Review, Vol 5, Issue 1.  
ISSN No: 2462-1978  

eISSNNo: 2462-2117 
 

56 
 

longer period of work experience in that field, are more successful with 

regard to revenue performance (Ruben, 2013). The sales advisory training 

programmes were conducted in September to November, 2013 to the 

sales people. The result was very positive based on the Total Sales 

Revenue for September 2013 was RM 4,686,285 and December, 2013 was 

RM 7,925,716. This was an increase of 69%.  

Justification of managerial decision making and Critical Analysis 

In today’s highly competitive environment, when faced with revenue and 

cost concerns that are compounded by shortening product life cycles, 

changes in process and product technology, and evolving business 

practices, firms are looking for new ways to address business problems. 

Managers and researchers are interested in how to develop more effective 

selling strategies for increased sales performance which can contribute to 

the creation of strong and long-lasting positive relationships with 

customers. Managers believe that these approaches can create more 

flexible, responsive partnerships, thereby improving the firm’s 

performance. Customers have more information, demand increased 

levels of customer service and have higher expectations. Furthermore, 

competition is stronger due to market globalization, and technology is 

continually becoming more advanced (Anderson, 1996; Wotruba, 1996; 

cited in Gazaleh, 2009). Producing the best available product or service is 

not enough; it has to be sold. If companies are to survive, they must pay 

great attention to the training of their sales force and their selling 

strategies. It was believed that with the right interventions, the bank can 

achieve better results. If all the four recommended interventions and the 

solutions are to be implemented, it is expected that the WM business 

could achieve RM8 million sales revenue for 2014 compare to RM3million 

for 2013. 

CONCLUSION 

Wealth Management business has proven to be a good source of revenue 

for many banks in Malaysia. They were able to capitalise the customer 

base by cross-selling the WM products. By doing so, they are able to retain 

their customers over a longer period of time. This bank wanted to emulate 

the success of the others. It can achieve similar economy of scale by taking 



Qualitative and Quantitative Research Review, Vol 5, Issue 1.  
ISSN No: 2462-1978  

eISSNNo: 2462-2117 
 

57 
 

the right action in terms of leadership, sales people quality, sales support 

functions and third party providers involvement. 
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