
Your Customers 
Aren’t Rational. 
However, your CRM 
Assumes They Are

And why MORE “personalisation” is often the problem
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Adaptive CRM 

Agency

Powered by Data, Driven by 

Results

Delivering Data-

Driven Customer 

Experiences that 

drive results.

Data & Strategy
From omnichannel journey orchestration 

to digital transformation, our data-led 

strategic team ensures your CRM strategy 

gives your business a competitive 

advantage.

Creative Innovation
We help you create stunning 

campaigns that drive amazing results 

by using leading technology 

advancements including AMP, 

HTML5, and more.

Platform implementation
If you’re thinking of migrating to a 

new CRM or want to optimise your 

existing platform, our CRM experts 

can develop and execute a strategy 

that will take care of the technical 

challenges.

We help you make the most of 

your data, marketing technology 

and campaigns without adding 

complexity.

Our approach is grounded in 

demonstrable results: Bringing 

data, strategy, technology & 

execution so you can deliver 

better customer experiences that 

produce value quickly.



The truths

Over - personalisation 
increases cognitive 
load and reduces 

engagement

Behavioural 
psychology explains 
why “relevance” can 

still feel intrusive

The best customer 
experiences are 
designed with 
restraint, not 

exhaustiveness

Judgement - driven 
CRM is more 

powerful in the 
struggle to 

differentiate



We have a problem

We have never had better tech

We have never had more data

We have never been better at 

Personalisation, Automation & Orchestration



Yet engagement is getting 

harder NOT  easier



The cognitive load we 

place on humans is 

creating a 

problem



We talk about cutting through the noise

But rarely ask if we are contributing to it



The 3 Areas of Cognitive Load



The False Assumption

Most CRM strategies are built on rational decision 
making

Because we assume

Customers will decide if we give them enough 
information



Doing nothing is a decision





Personalisation is the answer to this though?

RIGHT?



Personalisation is the answer to this though?

Well Actually 

Not always



The 3 Areas of Cognitive Load



We need to design for TIRED brains

NOT perfect conditions



So what do we do instead?



The Shift

The future of CRM isn’t MORE personalisation 
It’s better RESTRAINT



Restraint is:

✓ Understanding 
behavioural limits

✓ Designing for ease, not 
exhaustiveness

✓ Respecting attention as a 
scarce resource

Behavioural psychology:

✓ Fewer interruptions 
increase perceived value

✓ Predictable 
communication builds 
trust

✓ Well timed messages 
outperform frequent ones

Restraint signals confidence



We’re not here to chase your attention

We’re here to earn it

It tells customers…



When NOT to trigger a journey
When SILENCE builds anticipation

When SIMPLICITY beats sophistication

Human judgement matters

The Strongest CRM Programmes are not the LOUDEST
They’re the most INTENTIONAL



Human Judgement is the CRM differentiator 

In a world where technology is democratised

Automation is the norm

And personalisation is ubiquitous 

Technology is no longer the edge.

Judgement is.



Judgement in Practice 



For Cos, 
personalisation  is a 
filter
Impact: Conversion rate up 18%
“Despite lower engagement, these 
messages delivered around 20% higher 
sales than COS’s standard newsletters.”



For Honda just 
knowing the right 
time was enough

+57% increase in sales and it didn’t even 
feature an offer



For first direct one 
data point won the 
data
+ 20% increase in sales.
400% conversion rate, which was 
considerably higher than a typical 
loan campaign.



M&S Bank simply 
asks their customers

170,000 customers have returned in the 
last 2 years



Three questions worth taking back with you

1. Where are we personalising out of capability, not 

necessity?

2. Where are we interpreting silence incorrectly?

3. Where would saying less actually achieve more? 



Thank you for listening. 

Visit us at our booth



Ledn  –  a lesson in 
judgement over 
intelligence

30% drop in conversions over night!



Ledn  turns 
marginal gains into 
a larger 
performance lift

100% increase in conversions, one tiny 
change!

We swapped these 
templates round



Key takeouts



More Personalisation ≠ Better 
Engagement Personalisation 

increases cognitive load.
Cognitive load reduces action.

Reframe:
Good CRM isn’t about saying the 
most relevant  thing — it’s about 

saying the right  thing, at the right 
moment , and then stopping.

Sophisticated CRM knows when 
not to speak.

1.



Silence Is a Behaviour — Not a 
Failure. Most CRM programmes 

interpret non - response as 
disinterest. .

Reframe:
Lack of response doesn’t mean 

lack of value. It means your 
programme needs to reduce 

friction, not increase pressure.

If customers aren’t acting, the 
problem isn’t motivation — it’s 

effort.

2.



The Future of CRM Is Judgement, 
Not Intelligence

We’ve spent years investing in:

Better data/Smarter AI/

Faster automation

Reframe:
The most advanced CRM 

strategies don’t maximise activity.
They maximise behavioural 

alignment.

Better judgement beats better 
tech.

3.
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