TRENDS IN BANKING PROFESSIONAL ROLES

by Italo Piccoli

THE KEY WORDS (1)

From :
· SAVINGS       to

· PRODUCT      to

· SERVICE

From :

· SPECIALIST      to

· UNIVERSAL

From

· OFFICE BANK      to

· COMPANY BANK     to

· VIRTUAL COMPANY (?)

From :

· REPETITIVE AND STANDARDISED JOBS    to

· INNOVATION/ FLEXIBILITY/ ICT/ PERFORMANCE/ OUTSOURCING

THE KEY WORDS (2)

1. Customer satisfaction/ customer oriented

2. Innovative products and solutions 

3. Better use of technology

4. Growth of the asset base

5. Control of operating costs

6. Risk management

7. Motivated people

8. Knowledged staff

9. Knowledge management

ENVIRONMENT

Yesterday  

· Static

Today

· Turbulent

· Reactive

MARKET

Yesterday

· Domestic/ Protected/ Controlled

Today

· Globalisation

· Internationalisation and integration of economies and finance system

· Euro

· Competition

· Increase in financial brokering

· Proliferation operators

BANK DIMENSIONS

Yesterday

· According to the local level 

Today

· “Big is Beautiful”

· Merging

· Scale economy 

THE RULES OF THE GAME

Yesterday

· Trusts/ Set by central banks

Today

· Deregulation 

· Alliances between groups (banking and others) against other groups

· Increased number of branches (micro-branches)

OWNERSHIP

Yesterday

· Governement/ Public Trust/ Foundations

Today

· Private

· Merging with insurance groups / retirement funds/ financial institutions

MANAGEMENT

Yesterday

· Trained and promoted internally (home grown)

Today

· Often imported from different fields

· Various cultures

CUSTOMER RELATIONS

Yesterday

· Arrogance

· Very little transparency

· Customers needing reassurance and “human” relations in an unknown and dangerous world (finance is one)

Today

· On a parity base (and sometimes on a subjection base)

· More transparent due to better laws and increase in competition 

· More informed on economic matters

· Awareness of their rights and strengthts

· Less loyal

· More risk oriented

But are they totally changed ?

BANK SECTOR STRUCTURE

Yesterday

· Slow to change

· Typical “divided” business (erogation of the same services in the same manner via a network of affiliates, branches, agencies, etc.)

Today

· De-centralised management and operations

· Organisational problems in terms of decisional and operative centralisation/decentralisation

· Functional need to centralise information, control and uniformity of procedures 

VERSUS

· A need for autonomy to deal with local particularities (increased flexibility)

TECHNOLOGY (ICT)

Yesterday

· Opportunity

Today

· Imperative

· A means to rationalise costs

ICT has :

· introduced new products and new processes

· changed the role of bank staff

· changed bank-customer relations

KNOWLEDGE MANAGEMENT

· Implicite skills 

· Explicite skills

Transformation of know-how into information 

AUTOMATION PHASES

Phase 1 (1970’s)

In accounting, administrative and financial activities, with a functional splitting of jobs

Phase 2 (1980’s)

Increased production of data and information due to the increased company dimensions and the greater complexity of administration and organisational management. Increase of staff and costs

Phase 3 (from the 1990’s)

Centralisation of equipment; elimination of repetitive and more common activities; tailored office work; higher productivity and lower employment; differentiation between intellectual, decisional, and executive work.

Fractures between the functional areas

(managerial, commercial, administrative/management and specialist)

BANK-CUSTOMER RELATIONS WITH ICT

Yesterday

· A personal relationship

Today

· Cash cards

· Credit cards

· POS

· Home Banking and Phone banking

· Corporate Banking

· Internet and Remote Banking

· Tomorrow neural banking ?

· How to create customer loyalty?

· Personalised services

· Customer package management

HUMAN RESOURCES MANAGEMENT

Yesterday

· Routine

· Internal labour market

Today

· Strategic point

· External labour market

· Cost to be contained 

· Resources to safeguard (( training)

· Staff reductions to reduce costs

· Insertion of young staff without “a sense of history”

· Competency assessment

WORK ORGANISATION

Yesterday

· Static, based on standardised procedures

· Subdivided by functions and roles

Today

· Re-composition of duties (( front office)

· Emphasis on commercial roles

· Reduction in operative staff (partially converted to commercial functions)

· Responsibilities linked to the achievement of “sales” targets set by the company

Polarisation of staff between

· Managerial/commercial functions

· Operations/administrative functions

Birth of new professional roles crossing the traditional functions

OUTSOURCING

Yesterday

· Absent

Today

· Prevalent where activities and services are :

· repetitive and standardised

· of low productivity

· For all  the non-core activities (logistics, ICT, administrative back office, surveillance, mail room, cleaning, etc.)

· Use of part time and temporary working

DECENTRALISED ADMINISTRATIVE SERVICES

CALL CENTER

REMOTE (HOME) WORKING

Remote working, connected to the central site, with more or less intensive use of ICT technology.

Problems :

1. Employee status

2. Home working only partial 

3. Performance assessment

4. The right to return

5. Isolation and career development

6. Trade union access

7. Surveillance and inspections

RE-COMPOSITION OF DUTIES

· increase and rationalisation of front-office staff

· reduction in management and administrative staff

An example of re-composition and extension of duties

Cashier Terminal Operator role replacing three classic roles :

1. customer contact and operation staff

2. registration staff

3. cashier

Stress determined by contact with the public and by handling cash

Branch activities separated into :

· executive activities

· consulting on services and/or stocks and shares operations

CAREER

Yesterday

· Solely internal

· Slow and progressive

· Linked to seniority (automatisms)

· Passage through all the functions

· Internal labour market

Today

· Linked to results

·  Connected with the competency system

· More and more often from outside

SALARY AND ASSESSMENT POLICIES

Yesterday

· Measure by volume

· Global

Today

· Challenging

· Measured by ROE

· Also individual

· Linked to performance (company, branch, service and individual)

· Meritocracy

INTERNAL FLEXIBILITY 

Hierarchy by professional areas, with internal flexibility of role

Previous category
New hierarchy

Professional area 1

Cleaners, guards, messengers
Single wage level

Night watchmen
Single wage level + monthly indemnity

Professional area 2

Labourer/shop floor
Wage level 1

Charge hand
Wage level 2

Level 2 employee/ specialist labourer
Wage level 3

Professional area 3

Level 1 employee
Salary level 1

Department head
Salary level 2

Deputy office manager
Salary level 3

Office manager
Salary level 4

Professional area 4

Cadre
Salary level 1

Senior cadre
Salary level 2

WORKING LIVING STANDARDS

1. Ergonomic Dimension (micro-environment)

2. Complexity (professional skill, competence)

3. Autonomy (discernment)

4. Control (of the dimension in which one works)

with ICT all these dimensions are less vital

BANK PERSONNEL STATUS

Yesterday

· At the service of the customer

Today

· At the service of the bank

1. Uncertainty about job security

2. Uncertainty about career development

3. Attention to business, sales and results

4. Predisposition to change in the working environment (flexibility)

5. Reduction of the “competent authority”

High performance in duties of high discretion requires strong personal commitment and motivation

Strong differences between young and “senior” staff

Image and self-perception of bank staff

PROFESSIONAL TRAINING

Yesterday

· Mainly by observation and on the job experience

Today

· A strategic resource

· Continuous training for the insertion of :

· new products

· new processes (ICT)

· New skills especially in the commercial area

· Transmission of company values and culture

· Motivation

TRADE UNION

Yesterday

· Prevalently antagonist, contractualist

Today

· Weaker negotiating power

· Participated, to watch over processes

THEMES IN TRADE UNION ACTION

· Job security

· Careers

· Mobility

· Flexibility

· Outsourcing and remote working

· Payment policies (% between fixed and variable salaries)

· Productivity

· Professional skill / competence and training

· Create favour and attitude to up dating courses and to the development of individual capacities

· Valorisation of individual capacities and skills versus the invasion by ICT

· Knowledge management 

· Life working quality (hours, transfers, environmental conditions, stress …..)

· Ethics in customer relations
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