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Even a best-in-class decisioning platform is not guaranteed to be adopted by the enterprise
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We believe Wells Fargo’s implementation of Pega CDH, the 
Customer Engagement Engine, is best-in-class

▪ Scale & Diversity: CEE decisions and delivers 250MM interactions per-
day across 900+ creative treatments running in Digital Media, Branch 
leads, and Email 

▪ Performance: This high scale is delivered reliably with just 1% timeout 
rate for real-time decisions

▪ Business Value: Model-driven decisioning drives 
+40% incremental annual PV 

▪ Transparency: Democratized eligibility and interaction history with 
robust modeling and decisioning details enables continual 
confirmation of optimal platform function

▪ Configurability: Advanced campaign configuration capabilities for go-
to-market that allows for flexibility + compliance

But despite all that, the 
platform unfortunately 

does not sell itself!

An organization’s decision to adopt next-best-message 
decisioning is not just picking a technology from a 

catalog, it’s a culture change.  That requires a vote of 
confidence from leadership, which is easier said than 

done 



Achieving a thriving data-driven decisioning culture requires buy-in from the organization, 
built on a strong track record of shared goals, competence, and reliability 
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Shared Goals

▪ Know the business and your stakeholders, 
especially the decisionmakers

▪ Critical that the business knows you don’t have a 
separate agenda: you win when they win

▪ Show empathy and take ownership of friction, past 
and present

▪ Strive to make decisioning an enabler of their strategy 
rather than an obstacle to go around

Competence

▪ Demonstrate a mastery of the domain and ability to 

translate theory to the specific priorities of your 
business stakeholders

▪ Have a strong vision and be proactive about decisioning 
evolution that drives business growth; do not wait for 
stakeholders to submit intakes to you

▪ You will not survive if your brand is “the system is 
smarter than you”

Reliability

▪ Execution is just as important as ideas

▪ Demonstrate strong project management and 
planning discipline, attention-to-detail, and 
follow-through on product development

▪ Build your stakeholders’ confidence through 
your deep understanding of the system

Repeat, repeat, repeat



Just a few years ago, things were very different at Wells Fargo – and I heard all about it from 
marketers in my first week
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May
2023

“Too much 
volatility”

“Why is this 
campaign 

spiking this 
week?”

“We’re not 
getting our 
fair  share”

“It’s a black 
box”

“Why am I 
being targeted 

for this?”

“What is this 
channel 

producing for 
us?”

Lots of opinions, no clear 
strategy Decisioning prioritized 

on the wrong objective 
function

Cause-and-effect not 
understood by the 
business



We set off on a journey to demonstrate unequivocally that decisioning is a science rather than 
magic, can achieve the business’s goals, and make customers happier
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Establish clear objectives with Marketing leadership Build a data-driven decisioning strategy

Take control of the engine and calm the volatility Demystify the “black box”

1 2

3 4

▪ Set the direction and show you are listening!

1. Drive more Owned Media revenue

2. Prioritize Acquisition first

▪ Solicit input from your stakeholders (what their problems are, but not how to 
solve them)

▪ Create a vision and pick our starting point

▪ Properly measure what happens in the channel

▪ Strengthen our models

▪ Bring in financial value

▪ Implement a test-and-learn strategy 

▪ Pick a more stable objective function

▪ Smooth the edges of model learning

▪ Beef up documentation

▪ Build analytics that explains cause-and-effect

▪ Know your audience and speak their language

▪ Go on a roadshow, targeting the right people

Shared Goals Competence

Competence Reliability



In late 2023, we took our first big step to optimize decisioning and build trust with the business 
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What we did More importantly, how we did it

From: To:

▪ Arbitrated solely on Propensity-to-
Click

▪ Set primary goal to drive account openings

▪ Established priority order importance of the various 
businesses in event that there are winners and losers

Goal alignment 
with leadership

▪ Ensured system delivers compliant messaging without skew 
(e.g. fair lending)

▪ Advocated for customer experience by maintaining 
adequate level of Non-Acquisition messaging

Balanced business 
and Risk & 

Controls input

▪ Used the assets we had: propensity-to-click ADMs

▪ Established good-enough financial value aligned across 
broad range of messages

Savvy with data & 
analytics 

▪ Showed empathy: their trepidation was warranted from past 
experience

▪ Conducted lots of walkthroughs with each group

▪ Simulated results ahead of time

▪ Showed lift through test-and-control

Built confidence 
with stakeholders

Ultimately drove +22% incremental lift in channel NPV

▪ Prioritized acquisition first, 
according to the firm’s goals

▪ Put cap in place to avoid acquisition 
fully taking over

▪ Arbitrated on marginal value, 
bringing in NPV component



After Value-based Decisioning’s win, we did not rest on our laurels; we had to prove that 
decisioning’s lift was sustainable for the longterm
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Strengthen analytics toolkit Foster community outreachMature from ad-hoc to real process

Productinalized new datasets, dashboards, tools available 
not just for CEE but for Marketing to use

▪ Channel performance: one set of facts

▪ Model monitoring: proof that the models work

▪ Win Rate dashboard: explain competition

▪ Simulation 2.0: detailed scenario planning

In order mentioned above

Graduate from “test mode,” scale operations, and build 
credibility by deploying efficient processes

▪ Financial Values: CFO-governed routine

▪ Conversion Measurement: collecting campaign success 
criteria and analytics logic to power conversion models

▪ Monitoring: automated issue identification and 
remediation process

The work doesn’t speak for itself, unfortunately.  Need to 
continually strengthen bonds with stakeholders

▪ Who’s who: Make it easy for stakeholders to find the 
right person for the right need

▪ Consulting: While you lift the tide to raise all boats, 
check in with each boat captain!

▪ Brand building: Reinforce reputation as a trusted 
partner through

Conversion Measurement intake task in campaign workflow Who’s who reference in our 
CEE materials

CEE Decisioning Monthly forum to provide one-stop-shop 
on all must-know CEE items for  Marketers and Analytics



In a “what have you done for me lately” world, it’s critical to keep the innovation pipeline 
moving while hardening current state
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Strong product development 
will place bets across time 
horizons to deliver continual 
positive growth for the 
business

▪ Continual value and 
continual discussion: Ensure 
new capabilities are always 
becoming available to users, 
leading to progress on 
shared goals and a positive 
narrative for the platform

▪ Building trust through 
vision: Showing a 
thoughtful, long-term 
roadmap that aligns to 
shared business goals 
reassures stakeholders that 
they are in good hands with 
you

Important to keep the 
drumbeat going

Immediate
Now

Leveraging existing capabilities 
in new ways that unlock value

Short
1-3 months

Sure things, typically by 
enabling tried-and-true new 

capabilities

Mid
3-6 months

Bigger bets that might be in 
the safety of an existing 

channel/context

Long
6+ months

Big bets that push the 
capabilities frontier or org 

culture materially

Creative Variant Optimization

Completion models

Model Predictor Pipeline

Prospect Decisioning



Even with the most solid roadmap, things go awry.  But these moments can actually lead to 
stronger relationships with your stakeholders
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How you lead through a crisis – even if your fault – can actually let you emerge 
with an even stronger reputation with your stakeholders

Lessons learned at start of 2026 with Fallback Models:

Credibility through crisis

Misattributed root cause to fallback model propensities 
instead of adjustment factors

First reports are 
always wrong

Sent alert email out to senior stakeholders at start of 
research rather than waiting for full answer

Bad news doesn’t get 
better with age

By owning the message and being first to communicate 
next steps, it demonstrated competence and quieted 
speculation

Weaponize the truth

Ideating several ways to address, separated now vs later, 
moved forward on all

Move all options 
forward

Have confidence in the platform you’ve built that detours will lead back to the strategy path

Lessons learned from Credit Card and Checking Boost:

Let the data talk for you

Senior leadership in Credit Card and Checking requested a boost to 
give their conversations more priority.  

After trying to dissuade the business, allowed it to go live

Let them

As expected, boosting these conversations only helped the lowest-
propensity targets, which yielded no account growth for Credit 
Card and Checking plus negatively impacted other business groups

Show the objective 
results

Ratify new case 
law

Use this as a learning opportunity to agree with the business to 
avoid manual interventions



Shared Goals

Competence

Reliability

Case study: Standing up decisioning for Banker leads in branches after years of forced 
prioritization
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✓ Showed Empathy: Recognized past stumbles

✓ Aligned on common objectives: Listened to leaders’ goals and 
bankers pain points

✓ Created vision for decisioning strategy: Adapting Digital’s next-
best-message success to Branch’s uniqueness

✓ Quick start vs. long-term iteration: Like in Digital, starter with a 
quick win to establish credibility and momentum

✓ Test-and-learn execution: Strong test design, Risk & Controls 
approval, and banker readiness

✓ Measurement framework: Shined a light on branch 
productivity that did not exist before

✓ Roadmap attention to detail: Progressed on long-term state 
even during early stage of initial test



Shared Goals

Competence

Reliability

Case study: Right-sizing Non-Acquisition messaging after years on back-burner behind 
Acquisition
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✓ Aligned to evolving priorities: Customer engagement has gained 
more prominence alongside new account openings

✓ Showed viability: Able to show reason-to-believe that decisioning 
can thread the needle among diverse messages

✓ New design for decisioning strategy: Efficiency and control by 
leveraging as much of the existing strategy as possible

✓ Detail-oriented preparation: Partnered with LOB analytics and 
finance to establish Non-Acquisition valuations

✓ Test-and-learn execution: Again, leveraged experimentation 
framework to clearly show shifts and incremental lift in NPV 

✓ Measurement framework: Utilized Win Rate framework and new 
attribution accessible by stakeholders directly

✓ On-demand throttle: Set up ability to turn off the new strategy 
cell if needed



Shared Goals

Competence

Reliability

Work-in-progress: Standing up decisioning in Email without marketers rolling out the red 
carpet
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▪ Bridge the gap in goals: Different priorities between Channel 
Strategy and LOB Marketing

▪ Establish benchmarks: Need to get organization aligned to 
channel fundamentals, such as cost-of-unsubscribe

▪ Design decisioning strategy: Vision is a net-value priority score 
that compares expected value of conversion to loss of unsubscribe

▪ Build working models: Work-in-progress!

▪ Calibrate: For net-positive formula to work, positive and negative 
propensity need to be well-tuned but so far need more time

▪ Prototype: Need to find hand-raiser in marketing to start 
leveraging decisioning for their campaign

Decisioning pilot hopefully coming soon!



Achieving a thriving data-driven decisioning culture requires buy-in from the organization, 
built on a strong track record of shared goals, competence, and reliability 
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Shared Goals

▪ Know the business and your stakeholders, 
especially the decisionmakers

▪ Critical that the business knows you don’t have a 
separate agenda: you win when they win

▪ Show empathy and take ownership of friction, past 
and present

▪ Strive to make decisioning an enabler of their strategy 
rather than an obstacle to go around

Competence

▪ Demonstrate a mastery of the domain and ability to 

translate theory to the specific priorities of your 
business stakeholders

▪ Have a strong vision and be proactive about decisioning 
evolution that drives business growth; do not wait for 
stakeholders to submit intakes to you

▪ You will not survive if your brand is “the system is 
smarter than you”

Reliability

▪ Execution is just as important as ideas

▪ Demonstrate strong project management and 
planning discipline, attention-to-detail, and 
follow-through on product development

▪ Build your stakeholders’ confidence through 
your deep understanding of the system

Repeat, repeat, repeat
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