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[bookmark: _Toc234010919]Executive summary
The report examines the strategic direction for HSBC Bank, with a focus on enterprise level decisions regarding customer care, technology, risk governance and sustainability made under HSBC Holdings plc group evidence. The HSBC Annual Report 2025 indicates that the bank reported revenue of $68.3bn, a profit before tax of $29.9bn, a common equity tier 1 ratio of 14.9%, customer deposits of $1.8tn and a total of $495.6bn for sustainable finance and investment since 2020. 
The PESTEL analysis reveals that the dynamic of providing customer care for HSBC is affected by geopolitical fragmentation, differences in regulation, customer expectations, AI, cyber and operational resilience, environmental transition and conduct rules. According to SWOT analysis, the main strengths of HSBC are: brand trust, balance-sheet strength, international network, wealth capability, investment in AI and increasing accessibility capability. According to Bowman's Strategy Clock, the best strategy for HSBC is NOT to base its business primarily on low price. It appears to be best suited to a hybrid value and focused differentiation strategy in mass market and Premier/wealth/International/commercial and institutional banking. Ansoff's Matrix proposes a progression of market penetration through improved care and retention in Ansoff's original UK and Hong Kong bases, product development, driven by AI and financial health, and a digital journey approach which includes SME transition services, followed by selective market development in Asia, India and MEA, and finally, adjacent diversification through a cautious approach.
The programme recommended is “Customer Care 360”. It should create a single customer view which has been consented; leverage human in the loop AI assistants for frontline employees; reimagine the highest friction journeys; and universalise access by design. This strategy is possible as it is aligned with the priorities laid out by HSBC.
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[bookmark: _Toc234010920]Introduction
This report is intended to assist senior management to consider the strategic direction of HSBC Bank, in relation to its customer care. The strategic question is how HSBC can leverage its scale, data, global network and balance sheet to deliver unique and differentiated customer care in a trust-based banking ecosystem with high expectations for digital customer service, rigorous regulatory demands for proof of positive outcomes, and the ability of competitors to bundle its valuable services via fintech providers (World Bank, 2025). The ability here is seen as Customer care,the ability to understand the customer’s needs, create reliable journeys, solve the issues quickly, handle customer data ethically, support vulnerable customers and provide relevant financial solutions before the situation gets out of hand (HSBC Holdings plc, 2026f; Munoko et al., 2020) .
The report is based on four analytical tools. PESTEL is used to analyse the macro-environment. SWOT synthesises the internal and external position. Bowman's Strategy Clock is a tool that assesses the competitive position and value proposition of HSBC. The tools of the Ansoff's Matrix are used to apply strategies to growth opportunities that are associated with more personalised customer service rather than just described in general (Whittington et al., 2020). 
One of the areas of customer care that is of a great importance to HSBC is that the bank's stated strategy is to focus on customer centricity, focused sustainable growth and simplicity/agility (HSBC Holdings plc, 2026a). The problem is, you might have to choose between those priorities. Personalisation enhances value, but also data, model, privacy and conduct risk are increased. Simplification lowers the costs but may result in a lack of human support if the changes are limited. New advisory opportunities emerge with sustainable growth but also the risk of greenwashing, and transition-risk exposure (Kumar et al., 2021). To successfully align strategic recommendations for growth, resilience, regulatory compliance, technology and ethics.
[bookmark: _Toc234010921]Strategic context of HSBC Bank
HSBC is a global financial and international banking organisation with a significant presence in Hong Kong, the UK, Asia, Middle East and in international transaction banking (International Monetary Fund, 2025). In 2025 it reported revenue of $68.3bn, profit before tax of $29.9bn, RoTE of 13.3%, a CET1 ratio of 14.9% and customer deposits of $1.8tn (HSBC Holdings plc, 2026a). These are some numbers that indicate a balanced institution well capable of investing in a good customer experience, a digital transformation and risk management. The group has also generated net new investable wealth of $80bn in 2025 and net sustainable finance/ investment of $495.6bn since 2020, (HSBC Holdings plc, 2026a). The importance of these is due to the fact that services and the quality of advice can distinguish HSBC from the low cost digital alternatives in the following areas i.e. Wealth, International Banking and Transition Finance.
HSBC’s strategic model is being reshaped around four connected businesses including Hong Kong, UK, Corporate and Institutional Banking, and International Wealth and Premier Banking (HSBC Holdings plc, 2026a). This simplification is intended to free investment for areas where HSBC has scale and competitive advantage. It also creates a customer-care challenge. Customers do not experience a bank through an organisation chart; they experience it through account opening, authentication, card disputes, mortgage journeys, trade finance, cross-border payments, investment advice, digital self-service and complaint resolution (Bank of England, 2025). A simpler internal structure only matters if it produces simpler customer journeys (HSBC Holdings plc, 2026b).
The bank’s complaint data shows both progress and continuing improvement needs. In Hong Kong, commercial banking complaints fell by 3.5% in 2025, while retail banking and wealth complaints per 1,000 customers per month reduced from 0.71 to 0.68 (HSBC Holdings plc, 2026a). The report also states that complaint drivers included servicing, policy and digital issues, including business internet banking log-on, webpage design and online transaction issues (Raza et al., 2020). In the UK, HSBC reported complaint reductions and stated that root-cause analysis is used to identify systemic issues and support improvements (HSBC Holdings plc, 2026a). This indicates that HSBC already has feedback mechanisms, but the strategic opportunity is to move from complaint handling to complaint prevention.
Customer care also intersects with HSBC’s digital and AI agenda (Kshetri et al., 2023). HSBC states that it has more than 100 GenAI solutions in use and that around 85% of colleagues have access to its large-language-model-based Productivity Suite (HSBC Holdings plc, 2026a). The company also describes AI as a way to provide more personalised services while keeping human judgement, decision-making and accountability at the core (HSBC Holdings plc, 2026d). This aligns with academic studies that suggest that AI can lead to better service relevance and speed, but that while this is good for customers, transparency, fairness, and perceived human accountability are required to gain their confidence (Davenport et al., 2020; Huang and Rust, 2021; Puntoni et al., 2021; Raji et al., 2020).
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Banking is a politically sensitive sector as it relates to national security, sanctions, capital flows, financial crime control and economic development (Bank for International Settlements, 2024). HSBC has a global presence but this ties the bank to the risk of geopolitical fragmentation, as well as providing a network advantage. A customer-care approach should be uniform within the group and be flexible to local political expectations. For instance, if the bank is required to offer services to customers it may provide them with the following i.e. de-risking, account limitations, document requests and deferred payments which are all considered poor service unless the bank clearly and compassionately communicates the reasons behind the regulation. Corporate customers with a presence in trade corridors are also impacted by political risk. To these customers care means timely guidance with documentation, sanctions screening, disruptions to supply chains and alternative payment channels.
[bookmark: _Toc234010924]Economic factors
The banking industry has enjoyed higher rates but customers have had inflation, mortgage stress, sensitivity to interest rates on savings and unstable investment markets (Board.. 2024) HSBC's good balance of deposits is very important as deposits are a form of trust and low cost funding (HSBC Holdings plc, 2026a). The deposit is however subject to challenge as well. To attract customers quickly when pricing and service are not up to par, digital However banks, money-market funds and wealth platforms can be used.attract customers quickly when pricing or service falls behind. Customer care is aboutin this context means proactive financial health support in the form of fair savings communication, early support of vulnerable mortgage takers, improved borrowers cash-flow tools for SMEs and timely investment guidance. Other risk factors such as climate and property-market risks also play a role. The annual report by HSBC highlights risks arising from customers with business models that are not a part of a net zero economy, and whose assets are vulnerable to the impacts of extreme weather (HSBC Holdings plc, 2026a; HSBC Holdings plc, 2026b; HSBC Holdings plc, 2024; HSBC Holdings plc, 2023; HSBC Holdings plc, 2022). The economic aspect of care is thus not just about financial banking and is about transitioning, too (OECD, 2025). 
[bookmark: _Toc234010925]Social factors
Customers increasingly expect banking to be immediate, inclusive, digital, human when necessary and fair (Kuchler & Stroebel, 2021). Peer-reviewed customer-experience research shows that value is formed across sequences of touchpoints and that firms must manage the context, qualities and emotional dimensions of journeys (Becker and Jaakkola, 2020; De Keyser et al., 2020). This is highly relevant to banking because customers often contact the bank during stressful events such as fraud, bereavement, debt pressure, mortgage decisions, business cash-flow shocks or investment losses. HSBC’s digital accessibility ambition is strategically important because accessible design improves inclusion for customers with disabilities and neurodivergence and reduces friction for all customers (HSBC Holdings plc, 2026e). In the UK, the Consumer Duty reinforces this social expectation by requiring firms to put customers’ needs first and demonstrate good outcomes (FCA, 2026). Personalised customer care should therefore include vulnerable-customer indicators, plain-language communication and multiple support channels.
[bookmark: _Toc234010926]Technological factors
The single-most factor of opportunity and risk is technology. Open banking, cloud, APIs, digital identity, biometrics and robotic process automation and GenAI are transforming the way customers find, compare and access financial services (Dwivedi et l., 2021). The literature on digital transformation implies that digital transformation not only requires organisational redesign but also the development of new capabilities and value logic for customers (Verhoef et al., 2021; Wamba-Taguimdje et al., 2020). Recent fintech research also indicates that banks are not just competitors from the digital sector, but they are also opportunities as digital companies narrow their scope of business to payments, lending and wealth and data-enabled services (Thakor, 2020; Boot et al. 2021; Cornelli et al. 2023). The partnerships achieved by HSBC's AI and its own AI adoption can lead to quicker service, more personalised advice and more effective preventing fraud (UK Finance, 2025). However, material constraints includes the operational resilience, cybersecurity, bias and explainability In high-stakes settings, Explainable AI literature emphasizes that black-box models have a negative impact on accountability (Arrieta et al., 2020). The human-in-the-loop AI approach is the easiest strategy for HSBC is that AI should be a resource for frontline staff and journey owners, and trained human beings should be the final decision makers.
[bookmark: _Toc234010927]Environmental factors
The HSBC sustainability initiative is notable because banks have an impact on the flow of capital between high emulsion and low carbon industries (Ilhan et al., 2021). Its goal is to become a ‘net zero bank' by 2050 and assisting customers to make their transition is at the heart of its strategy, according to HSBC (HSBC Holdings plc, 2025a). Research in the area of climate-finance indicates that the ESG-C factor is becoming more relevant for investors, lenders and asset pricing (Krueger et al., 2020; Bolton and Kacperczyk, 2021; Ehlers et al., 2022). The implication to the customer is that there is a need for real, not platitude, support transition services. These might be available for SMEs for understanding energy emissions, sourcing ‘green' asset finance, sourcing supplier data and assessing energy efficiency (Flammer, 2021). It could also involve conversation around suitability-based sustainable investments for customers with larger amounts to invest which may not go beyond overstating impact for wealth customers.
[bookmark: _Toc234010928]Legal factors
Legal and regulatory expectations are becoming more outcome-based. The UK Consumer Duty, data protection rules, operational resilience requirements, anti-money laundering obligations, sanctions screening, complaint rules and the EU AI Act all affect how HSBC can personalise service (European Parliament and Council, 2022). The EU AI Act introduces a risk-based approach to AI governance, increasing the importance of documentation, oversight and control for AI systems used in financial services (European Parliament and Council, 2024). HSBC must therefore ensure that personalisation does not become intrusive, discriminatory or misleading. Legal compliance should be embedded into the design of customer journeys through privacy-by-design, model validation, suitability controls, complaint evidence and audit trails.
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HSBC’s first strength is trust at scale. The $1.8tn customer deposit base indicates that customers and institutions continue to use HSBC as a safe repository of liquidity (HSBC Holdings plc, 2026a). Second, HSBC has a differentiated international network, especially in Hong Kong, the UK, Asia and the Middle East. This gives the bank a distinctive role for internationally mobile customers, cross-border SMEs and corporates using trade corridors. Third, HSBC has strong wealth momentum, with $80bn of net new invested assets in 2025, which supports a relationship-led customer-care model in Premier, private banking and international wealth (HSBC Holdings plc, 2026a). Fourth, the group is investing in AI, colleague tools and partnerships that can improve responsiveness and personalisation. HSBC's efforts to make itself accessible provides it with a legitimate platform for service design that is inclusive. Last but most definitely not least, its sustainable finance capability can also support customers on the topic of transition finance, which can enhance customer relationships and drive growth.
[bookmark: _Toc234010931]Weaknesses
Scale is the complexity in HSBC. In large universal banks, there can be various issues with having fragmented data, old systems, disjointed handoffs, and duplicated customer journeys. Complex authentication, slow resolution or unclear ownership can still be experienced by the customers even if the strategy is simple. In Hong Kong, the complaints that were reported by HSBC encompass servicing, policy and digital, indicating that the problems continued to exist in the core journeys.In the case of HSBC, the complaints reported in Hong Kong covered servicing, policy and digital, which means that friction persisted in core journeys (HSBC Holdings plc, 2026a). Two other drawbacks are cost discipline and customer intimacy. The term ‘simplification' can be understood primarily in terms of headcount or branch closure, which can negatively affect customer confidence in the service they can get from the branch. Another vulnerability is that of ESG credibility risk (HSBC Holdings plc, 2026c). Acknowledging that misaligned, unclear or unverified sustainability claims pose legal, conduct and reputational risk, HSBC's own risk disclosures state this (HSBC Holdings plc, 2026a). Last but not least, the implementation of AI could lead to a lack of consistency in service provision if front-line colleagues are not properly trained, supervised or have mechanisms to escalate issues (Dwivedi et al., 2021).
[bookmark: _Toc234010932]Opportunities
The best approach seems to be turning customers' data into good personalisation. AI can be used to assist in prediction, recommendation and service automation, but when the technology is used to enhance customer outcomes, instead of just reducing cost, it is likely to have the greatest value (Davenport et al., 2020; Huang and Rust, 2021). With AI copilots, HSBC can assist employees in summarising customer history, identify vulnerabilities and suggest next-best actions and answers to resolve issues quicker. Another opportunity is the financial health. Customers require assistance toward budgeting, debt, saving, scams, mortgage affordability, pensions and investments. Practical banking support to address customer, regulatory and supply-chain requirements around sustainability is a third opportunity, SME transition finance. The fourth is in digital accessibility and inclusive design, which HSBC can stand out on by building trust and being user-friendly. Cross-border life stage banking for customers who move between HSBC's core markets is the fifth opportunity, such as students, professionals, entrepreneurs and families.
[bookmark: _Toc234010933]Threats
Fintech and Big Tech competition is the first threat. Digital challengers can enjoy faster and less complicated journeys and clearer charges to specific profit pools like payments, remittances, lending, wealth & foreign exchange (Belanche et al., 2019). The operational resilience is the second threat. Banking customers have a low tolerance for banking service interruptions, failed payments and inability to access applications, especially if digital channels are the main service access point. Another threat is of AI trust. If the advice or service routing is deemed unfair, opaque or impersonal, or done with the help of AI, it could erode HSBC's brand. The 4th risk is regulatory enforcement that outcome-based rules make bad customer journeys and lack of evidence of fair value more obvious. Volatility in climate, geopolitics and macroeconomics can impact credit losses, customer affordability and cross-border activity and is the fifth risk.
As a whole, the SWOT reveals that the strengths of HSBC can be best leveraged to deliver simpler customer outcomes. The bank should not select brands and scales based on their names. It should leverage them to create a data-driven, human-centred and inclusive customer-care platform, which is hard to emulate.
[bookmark: _Toc234010934]Bowman’s Strategy Clock
The Bowman's Strategy Clock is helpful because it poses a question that asks businesses how they provide customer value compared to price. The analysis suggests that it is strategically weak for HSBC to have a pure low price position. Digital banks or specialist fintechs may be able to provide more limited products at lower apparent pricing as they don't have the same global infrastructure, regulatory complexity, advice obligations or universal bank cost base (Belanche et al., 2019; World Bank, 2025). As such, HSBC's main focus should not be to offer the lowest fees or the highest promotional rates. This path would be detrimental to margin erosion and leave the network underutilized and under-developed, as well as losing the trust and advisory ability.
At the retail banking end of the business, HSBC's strengths are good service, competitive pricing, user-friendly digital experiences and good problem resolution. Customers are unlikely to pay a premium for a current account, but if the bank is fairly easy to use, responsive to customers, and secure, they will be held by the bank. In this segment, the way to not drift is by customer care. The common man's bank that's not the cheapest or easiest to use is vulnerable. HSBC should then streamline some of the high-frequency transactions, including onboarding, authentication, card dispute, savings transfers, mortgage help and fraud reporting (UK Finance, 2025). The value proposition should be a "good value with high trust" rather than a "premium service for everyone".
The approach in Premier is clearly focused differentiation with emphasis on private banking and on international wealth. Global connectivity, relationship managers, investment access, international account opening, family support and personalised advice make for an added value of a premium or deeper relationship for HSBC. This is backed by the academic research on customer experience, as differentiation is achieved throughout the entire experience, from the emotional level to the amount of effort required of the customer (Becker and Jaakkola, 2020; Hoyer et al., 2020). AI is not an enemy to the relationship in these segments, it's an ally to make relationship managers more prepared, more relevant and faster.
For commercial and institutional banking, HSBC should be seeking to differentiate themselves as well. Besides the scope of products, its strength lies in the fact that it enables you to reach your customers in trade, payments, foreign exchange, working capital, sustainability, risk management. For corporate customers, customer care is about proactive relationship management, communication in times of market disruption, and effective onboarding and strong digital solutions. With this segment, service failures can be costly to the client. So, operational resilience and responsiveness are a value proposition.
At the heart of the risk, highlighted by the Bowman analysis, is the risk of being caught between two options that is HSBC could offer premium, personalised and international banking, while providing a complex digital experience, slow complaint response times and/or varying handoffs. With Customer Care 360, we aim to put an end to that by matching every customer segment of the bank with a value position, such as hybrid value for mass banking, focused differentiation for wealth and international customers, and network based differentiation for commercial and institutional customers.
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[image: New Product Matrix]
[bookmark: _Toc234010936]Market penetration
The best way forward is to strengthen existing customer relationships in the UK and Hong Kong, with improved customer care. This is the least risky of the Ansoff options as it is a strategy that operates within existing markets and groups of customers. HSBC should leverage data to pinpoint when a customer requires help such as salary adjustments, stress due to overdraft, approaching the end of their fixed-rate mortgage, lack of activity in their savings account, risk of fraud, bereavement, business cash-flow pressures and investment suitability reviews (UK Finance, 2025). There isn't much of an aim behind aggressive cross-selling; there's about time it's relevant. Better market penetration is achieved by measures of retention, share of wallet, reducing complaints and achieving digital completion and better first contact resolution. It is in line with HSBC's positioning of being customer-centric and aligns with the findings that Customer Experience impacts Customer Satisfaction, Customer Loyalty, and Customer Value Creation in the context of Customer Journeys (De Keyser et al., 2020; Singh et al., 2021).
[bookmark: _Toc234010937]Product development
Another way is to create or enhance services to the current customers. The financial health, AI-driven service, digital accessibility, sustainable finance and advice should be the key focus in product development. This encompasses a financial health hub powered by AI, proactive mortgage assistance, scam warnings, cash-flow forecasting for small businesses, easy onboarding and even carbon transition solutions for SMEs and next-best-action prompts for relationship managers (Ilhan et al., 2021). This is consistent with research indicating that the digitisation of existing processes is not the only factor involved in digital transformation, reconfiguration of business models and customer interfaces is required as well (Verhoef et al., 2021). Product development is also relevant to the Consumer Duty as it can help to shift HSBC's approach from problem resolution to supporting the customer proactively. There is a potential for conduct failure if advice given by AI is biased, inappropriate or overly sales orientated. So, the product development should be governed by responsible AI principles, suitability rules and testing of the customer outcomes.
[bookmark: _Toc234010938]Market development
Selective market development, particularly in markets where HSBC has already established brand credibility, wealth momentum and international connectivity is the third option. According to HSBC's 2025 report, opportunities for growth are in Hong Kong mortgage banking and UK mortgage banking, SME banking, wealth in Asia and the Middle East and transaction banking in its corporate network (HSBC Holdings plc, 2026a). The implication for the customer-care is that HSBC should standardise the good designs and apply them to other markets, but accommodate the regulation and the culture. The market-development proposition for those customers who are mobile across the world may include opening accounts for overseas customers, education finance, expat tax guidance signposting, cross-border mortgage support and family wealth planning. HSBC may be able to create support products for SMEs between the UK, India, Hong Kong, Singapore and the Middle East. This can be an appealing, but potentially challenging and complex strategy, as there may be implementation hurdles due to geopolitical, regulatory and cultural differences.
[bookmark: _Toc234010939]Diversification
Caution, diversification should be adjacent. The most likely are Open Finance Partnerships, embedded treasury services for SMEs, Sustainable Supply-Chain Finance, digital identity, Fraud Intelligence and Data-enabled Advisory Tools. There is no cross-dependency between banking and other businesses; therefore, unrelated diversification would be unsuitable, as banking is capital-intensive with trust sensitive and highly regulated business (UK Finance, 2025). HSBC should not seek to follow the latest technology fads unless they support what customers want and their own competencies (Broby, 2021). Adjacent diversification can be advantageous in the case of the protection of the customer relationship from disintermediation. For instance, with the incorporation of cash-flow tools, invoice finance and sustainability data in SME banking, HSBC could become further involved in their business. Diversification does, however, have to meet 3 criteria including strategic alignment to HSBC's network, customer outcome benefits and acceptable regulatory/operational risk.
The sequence suggested by the Ansoff evaluation is thus market penetration, product development, selective market development and, finally, cautious adjacent diversification. This approach is good for resilience as it increases the existing customer base before taking significant management and capital investment into the potentially higher-risk market.
[bookmark: _Toc234010940]Critical evaluation of strategic options for personalised customer care
Firstly, an AI-powered personalisation platform. This approach would engender an agreed upon single customer view and AI co-pilots for front line customers. The advantages are that it is fast, relevant, consistent and effective utilization of HSBC's data. It may minimize repetition for customers, aid in quicker problem diagnosis and assist colleagues to identify vulnerability and/or appropriate next steps. The danger is that the customer might view it as surveillance or as an alternative to “person to person” service. AI research and peer-reviewed studies alert businesses that AI affects more than just efficiency, it impacts the customer's experience of their agency, trust and emotions (Puntoni et al., 2021). This is ultimately an appealing choice only if HSBC is using explainable, auditable and human accountable AI.
Option 2 is of relationship model for customer Premier, wealth, SME and international customers, based on the human approach. With this option, relationship managers will have enhanced data, training and decision support. It aligns with HSBC's differentiation focus and will help to enrich the bank's profitable relationships. The risk is cost. It is costly to cover relationships and without some common service standards and digital tools, relations coverage may be inconsistent. Instead, rather than adding more people to the front, it's better to maintain only a high touch service when it is complicated, vulnerable, advising or has commercial value.
This is an inclusive digital and accessibility programme (Option 3). This option takes into account the redesign of journeys to be simple, accessible and resilient by default. It makes a good ethical and regulatory sense, especially in terms of Consumer Duty requirements (Munoko et al., 2020). It also has commercial sense as it helps in minimising abandonment and call-center requirements. This option has some credibility now that HSBC has made its digital accessibility ambition.This option is made more credible as HSBC has announced its ambition to be more digitally accessible (HSBC Holdings plc, 2026e). The danger is that accessibility is seen as being a specialist compliance matter rather than a mainstream business approach. Should be incorporated in all journey squads, procurement and testing.
A sustainable transition-care proposition is given in Option 4. This will leverage HSBC's financing expertise to support the needs of SMEs, corporates, and wealth customers in their journey toward net zero. The strategic fit from HSBC's sustainable finance ambition and customer needs around climate change is a key benefit. This study reveals evidence that carbon risk has become a price and a consideration for capital allocation (Bolton and Kacperczyk, 2021; Ehlers et al., 2022). There is a danger that the risk will be to greenwashing. Nonetheless, the company has faced its own reputational risks in regard to its sustainability claims, which were not clear or substantiated (HSBC Holdings plc, 2026a). For this reason, sustainability recommendations should be based on proof, be locally tailored and have constraints clearly defined.
The evaluation is for providing an integrated portfolio, not a specific option. The model is the backbone of AI while relationship management gives it a human element, accessibility makes it inclusive, and transition care brings growth differentiation. The success of a customer should not be measured by only the cost savings or the uptake of digital adoption but by customer-outcomes.
[bookmark: _Toc234010941]Recommendations and implementation plan
Start Customer Care 360 as a strategic programme for the group level. HSBC needs to develop a cross-business programme supported by top tier management and co-owned by customer experience, risk, operations, technology, data, compliance and frontline business leaders. The aim of the programme should be to measure, prevent and personalise customer care across key journeys. It must be linked to HSBC's strategic objectives of being customer centric, focused sustainable growth and simplicity/agility (HSBC Holdings plc, 2026a).
Build a consented customer insight layer. HSBC should consolidate relevant customer data across channels, complaints, product holdings, vulnerability indicators, service history and digital behaviour, subject to consent, privacy and local law. The purpose is to reduce customer repetition and enable timely support. The design must include clear data lineage, explainable model outputs, opt-out mechanisms and audit trails. AI governance should reflect responsible AI research and the EU AI Act’s emphasis on risk-based controls (Arrieta et al., 2020; European Parliament and Council, 2024).
Deploy human-in-the-loop AI copilots. HSBC should equip customer-facing colleagues with AI tools that summarise customer context, suggest next-best actions, highlight regulatory considerations and draft plain-language responses. Human judgement must remain accountable for decisions, especially in complaints, lending, vulnerability, investments and financial crime-sensitive cases. This fits HSBC’s stated approach of using AI to personalise experiences while keeping human accountability at the core (HSBC Holdings plc, 2026d).
Redesign the highest-friction journeys using agile squads. HSBC should prioritise journeys that drive complaints, abandonment and avoidable contact i.e. onboarding, authentication, fraud and scams, card disputes, bereavement, mortgage changes, SME account opening and business internet banking. Each squad should include customer research, operations, risk, technology, legal and frontline staff. Targets should include reduced handoffs, fewer repeat contacts, faster resolution and improved accessibility testing.
Imbed vulnerable-customer support and inclusive design. When developing new digital products and developing communications to customers, HSBC needs to make accessibility the standard (Kumar et al., 2021). Testing needs to cover people with disabilities, those who are neurodivergent, have low digital confidence, and low financial confidence. This not only benefits commercial use, but also has a positive impact on social responsibility.
Create wealth and SME transition-care journeys. HSBC should develop useful tools and guidance for customers to understand, access and avoid misleading claims on transition risks; and to provide suitable finance. This may be cash-flow linked green asset finance, supplier data readiness, for SMEs (Flammer, 2021). It must include conversations with transparency regarding risk and impact in sustainable investing for wealth customers, and be suitability-driven.
The implementation shall be done over a period of 18 months. For months 0-3, HSBC can confirm governance, establish measures of customer outcomes, identify the pilot journeys, and carry out AI/data-risk assessment. It should start to pilot AI copilots and journey redesign in the UK and Hong Kong, with a particular focus on complaints, fraud/scams, onboarding and Premier/SME service, in the next few months; it should scale up successful journeys across markets; and link leadership incentives to measurable improvements in the coming few months. KPIs should include Customer complaints per 1000 customers, First contact resolution, Average time to resolution, Digital completion, Accessibility conformance, Customer retention, NPS, Vulnerable-customer outcomes and conduct incidents.
[bookmark: _Toc234010942] Conclusion
What HSBC needs to do now is to develop a customer-centricity capability unique to itself, out of a commitment to that customer-centricity. The bank enjoys several advantages that includes trust, deposits, worldwide reach, momentum of wealth and capability in sustainable finance and investment in AI. But these benefits can be undermined by complicated journeys, legacy systems, inconsistent handoffs, digital friction, and regulations and customer scepticism about automation. The four tools employed in this report all bring the following common conclusion. PESTEL resonates that in the future, the banks' customers, regulators and technology are driving towards a more transparent, inclusive and responsible personalisation. SWOT indicates that complexity and complaint drivers need to be tackled as HSBC has the assets to respond. The Strategy Clock indicates that HSBC needs to focus on hybrid value in mass banking and focused differentiation in wealth, international and commercial banking. The best way to achieve sustainable growth in Ansoff's Matrix is to expand in depth of the existing relationship and product development first, and then selectively expand.
The preferred approach is Customer Care 360, a platform for customer-care that is built around prevention, personalisation and trust, is human-accountable and is powered by AI. If done correctly, it can help to drive resilience, build loyalty, promote sustainable growth and establish a competitive edge that is more difficult to copy than price and specific products.
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