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Serving Customers, Not the Clock

echnology and consumer behavior

have had a significant effect on how

bank branches serve their customers.
Customers use their bank branch for
buying products and making deposits,
but they use the Internet to manage their
products, ATMs for cash withdrawals, and
call centers for complaints and questions.
Because customers will continue to use
a combination of personal service and
Internet technology for their banking
needs, branches will continue to play
an essential service role, while tightly
controlling costs.

Tellers have always been the face of the
bank and key to building customer loyalty,
and banks can no longer afford to view
their tellers as mere transaction processors.
In addition to executing transactions,
tellers must also conform to the latest
regulations that require them to request and
record more customer information and be
alert to suspicious activity. Their role as the
face of the bank has expanded to include
activities such as selling savings bonds,
processing CDs, cross- or up-selling, new
account creation, inbound and outbound
calls and fraud detection.

Traditional teller staffing models tended
to rely solely on transaction-processing
time and volume as the key determinants
of staffing requirements and measurements
of performance. While they may have
worked in the past, these outdated models
fail to consider the new environment and

expanded role of today’s tellers.

For example, one overly chatty
customer with a few questions about
cashing a check (zero transaction count)
can make a teller’s hourly performance
look bad. This sets the teller at odds
with the customer, which contradicts the
customer-focused environment tellers and
bank management must strive to create.

Systems that reward transaction
processing speed and quantity over serving
customer needs and relationship building
may be fated to achieving just that, if there
are any customers left. Clearly there has to
be a better way to assess the staffing needs
of the modern branch.

Daniel Penn Associates has developed
a Web-based application called
BRANCHESssentials to address the need
for a different model to determine teller
staffing in today’s branch environment.
By using this application, staffing can be
determined not by transaction volume
alone, but by expected hourly customer
volume and off-line activities (ATM
envelope processing, night bags, etc.).

Reasonable work standards for serving
customers and off-line activities convert
these expected volumes into an hourly
workload. Work standards, normally
established bank-wide, may be adjusted by

users to be unique for individual branches to

accommodate the real-world circumstances
each branch faces. The customer service
work standards can also be set to

accommodate
increased
activity for
promotions,
new products,
and other short-
term needs. This
provides a level
of flexibility
suited to the
dynamics of
today’s branch environment.

BRANCHESssentials’ reporting
mechanism features plan versus actual
reporting of transactions and teller hours
for each day to provide feedback about
the accuracy of the requirement model’s
assumptions and the activity the branch’s
customers generate. This feature makes it
possible for the bank to react quickly to
keep its teller requirements aligned with
customer behavior.

Today’s competitive banks are serving
their customers, not the clock. Teller
staffing systems should serve the customer,
too. Community banks need a customer-
driven staffing model that accommodates
bank branches’ evolving role with the
flexibility managers can use to the
advantage of their employees, the bank, and
its customers.

— Contributed by Steve Mueller, director
of commercial operations, Daniel Penn
Associates LLC, West Hartford, Conn.
www.danielpenn.com

Daniel Penn Associates (DPA), a Management Consulting firm since 1978, earned its ‘outstanding’
D&B rating by helping clients improve performance and reduce the cost of doing business. DPA’s
financial industry consulting practice extends from the branch to the back office. Our consulting
service features time-tested “Lean” concepts, to eliminate wasted time, effort and expense resulting
in shorter cycle times and better service. Our BRANCHE sentials web-based staffing system enables
banks to maximize service and reduce operating expenses by right-sizing teller staff with a consistent,
rational methodology. Our collaborative approach enables the development of solutions that promote
client ownership, which is key to achieving continuous improvement and sustainable results. Visit us at
www.danielpenn.com or call 860-232-8577.
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