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Abstract: The problem of leadership and human resource management in
commercial banks is a challenge to the growing dominance of e-commerce
businesses. Scientific discussions are invariably focused on pro-competitive activities,
however, the economic efficiency of which is not always sufficient. In this paper the
authors attempt to identify economic and social factors leading to the future and
development of retail branches of commercial banks in Poland. The research was
carried out by the means of a diagnostic survey in retail branches of selected
commercial banks.
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1. INTRODUCTION

Dynamic changes have been identified on the Polish retail banking market. They
concern both technological and regulatory aspects (legal status), and, above all,
strong competition in the industry. This situation requires from the financial sector
organization an accurate analysis of the occurring phenomena and an adequate,
quick response. A leading role in this area is played by retail branch managers
organizing work of banking advisors and having direct contact with bank clients.

In this perspective, there is a permanent discussion on the future of bank branches,
and then a new role of managers and customer service employees. This discussion
concerns both cognitive and scientific perspectives, as well as utilitarian one, directly
connected with the application of new solutions in management practice. The
technological revolution and the systematic implementation of innovative IT solutions
give rise to speculations about the imminent end of traditional banking branches.
Contemporary bank clients are constantly expecting from financial institutions a wide
application of technological novelties in order to improve services and their
availability. Simultaneously, however, the same clients do not want to completely give
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up the expertise and help from the advisor, which can be obtained personally in the
real bank branch (Branka, 2017). Even the bold hypotheses of economics and
behavioral psychology do not assume the total dominance of automation and the
participation of virtual advisors only, while eliminating the services of authentic
interpersonal relations. Indeed, some banks have already changed the business
model in their branches by marginalizing or completely eliminating cash services.
These banks, such as Bank Handlowy in Warsaw S.A. (Citi Handlowy), are only
advisory. Conversely, business models are sought, focusing on the full independence
of clients in banking services, which is offered, for example, by the Getin Paint service
provided by Getin Bank. There is, therefore, a dispute between traditional marketing
and relationship marketing in banking services, a conflict between automation and
virtualization of services, and the need for personalization.

In such conditions, both owners and managers of retail banks have to react. It is
necessary to take adequate actions to stand out in the highly competitive local
banking market. These activities are expected to balance the convenience of new
technologies with trust, sometimes being accustomed to traditional services, based on
the advisor-client relations, respecting the perspective of individual user experience
(Wanat and Kielar, 2009). It seems that the reference to the User Experience (UX)
model can determine the trust of customers who, apart from high technology, will also
be offered the highest quality of service. Only the analysis of the current competitive
situation in the retail banking sector makes undertaking research in this area justified
and necessary.

2. AIM OF THE RESEARCH, MATERIAL AND METHODS

A the aim of the paper was to identify conditions that influence the modern model of
retail bank manager’'s work. The research was conducted on the example of selected
retail branches of commercial banks in the Poznan agglomeration?.

On their basis, an attempt was made to assess key aspects of management,
determining the market power of bank retail branches and their ability to build
a competitive advantage. In the research carried out in 2014 and 2018, the diagnostic
survey method was used. An original questionnaire was applied (Klus, 2014), and, at
the same time, an analysis of a multiple case study. The hypothesis was verified, in
which it was assumed that one of the main factors for the development of retail
banking is the increase in the activity of bank managers through building relationships
with clients and cooperation networks within their commercial banks.

In the first stage, the survey was conducted on a random sample of clients of retail
banks (100 questionnaires). The survey technique and a direct in-depth interview
were used. In the subjective scope of the study, clients of selected retail branches of 6
commercial banks with their registered offices in the Poznan agglomeration were

11ln the spatial scope of the paper, referred to the contractual concept of the ‘Poznan
agglomeration’, first defined by Pawet Swianiewicz and Urszula Klimska (Swianiewicz and
Klimska, 2005), followed by Jerzy Jan Parysek (Parysek, 2008) and formulated in the
documents of the Metropolia Poznan Association (Czyz, 2011) and in the Local Data Bank
studies of The Central Statistical Office (Kaczmarek, 2017; Budner, 2018), municipal, urban-
rural and rural communes were included: Poznan, Buk, Czerwonak, Dopiewo, Kleszczewo,
Komorniki, Kostrzyn, Koérnik, Lubon, Mosina, Murowana Goslina, Pobiedziska, Puszczykowo,
Rokietnica, Steszew, Suchy Las, Swarzedz and Tarnowo Podgérne. The selection was
applied independently of other studies and classifications using the term ‘Poznan
agglomeration’.
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included: PKO BP S.A., Pekao S.A., Crédit Agricole Bank Polska S.A., Citi Handlowy
S.A., Santander Bank Polska S.A. (until 2018 BZ WBK S.A.) and Millennium S.A. The
study identified the degree of banks’ interest in the level of service quality provided to
clients from the perspective of customers as consumers of banking services and their
user experience (aggregated, mean UX index [lux]). For the descriptive analysis,
updated [lux] indicators were adopted in 2018 and their percentage change compared
to 2014 [Alux]. 1t was found that only 41% [-2% (2014)] of bank customers believe that
their bank is interested and monitors the level of their clients’ satisfaction. In addition,
it has been shown that as many as 38% of clients [+ 3% (2014)] cannot assess the
level of the bank interest in their experience (UX) as service consumers, and 25% [+
3% (2014)] are convinced of the total lack of interest.

The obtained results were then referred to the factors identified in the second stage of
research by bank branch managers. Based on the professional experience of bank
managers (MX, Manager Experience, [Imx]), it has been shown that one of the most
important activities of pro-competitive banks is accurate identification of customer
needs (83% of responses, including [Alux, 2014=0]). The relationship of these two
observations, referring to User Experience (UX) and Manager Experience (MX), and
having a market character (combining the demand and supply aspects), provides
additional justification for research on new business models of retail banking.

In the second stage of the research, an attempt was made to identify conditions that
influence the modern model of retail bank manager’s work. The study was conducted
by means of a diagnostic survey in the group of bank branch managers, for whom the
size of the research sample was determined by a targeted selection (Klus, 2014). Six
out of 41 commercial banks operating on the Polish financial market in the year of the
study commencement were selected for the research (2014). Due to this limitation, all
branches of the surveyed banks in the Poznan agglomeration were included in the
research conducted by means of the survey and direct in-depth interviews.
Unfortunately, the bank PKO BP S.A. refused the permission to conduct research in
its departments. Finally, 22 branches of banks were included in the study, out of 42
operating in the selected area.

The basic research tool was the original questionnaire (Klus, 2014). From the supply
perspective (Manager Experience, MX), the following were identified: the main
competitors on the market, economic and social factors of building a competitive
advantage and business models that could be used by bank retail branches in the
future (Costa et al., 2006; Gietl and Haufler, 2018). The evaluation of the importance
of identified factors [I(n)ux] was made on a scale of 1 to 5 (from [1] ‘does not affect’ to
[5] ‘has a key effect’ with intermediate values).

3. RESEARCH RESULTS AND DISCUSSION

The criteria proposed in the questionnaire did not constitute a closed list. The factors
of competitiveness, determined at the same time as potential factors for the
development of retail banks, were initially identified based on the current state of
knowledge. The results of the research conducted by: Sikorski (1995), Dowgiatto and
Zadworny (2005), Penc (2005), Vieira (2013), Kiettyka (2016), Rogers (2016), Mbama
et al. (2018) and Sayil et al. (2019) were applied in the study. The focus was on
internal factors (intra-bank), giving the remaining factors in the adopted research
scenario the status of ceteris paribus.
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The bank branch managers' responses were then collected, aggregated and
summarized in Table 1.

Table 1
Identification of potential development factors [I(n)mx] for banking retail branches according to
the experience of managers (MX) of selected commercial banks in Poland?

Crédit Citi Average
Factors for development | PKO Pekao Agricole Han- Bz Mille- impact
of bank retail branches B.P. SA Bank dlow WBK | nnium value
in selected banks [I(n)mx] | S.A. o Polska Y1 sa. S.A. [1(n)mx]
S.A.
S.A.

Organizational structure of
the bank [I(1)w] 3,80 3,00 3,10 3,50 3,53 3,45 3,40
Size of the bank [I(2)wmx] 4,60 4,06 3,00 3,00 3,91 3,27 3,64
Identification of employees
with strategic goals of the 3,91 3,18 4,00 4,00 4,09 3,00 3,70
bank [1(3)wx]
Innovative service sales 3,91 4.06 3,20 5,00 416 3.64 4.00
models [I(4)mx]
Efficiency of internal
communication systems 4,18 3,59 3,30 5,00 3,74 3,55 3,89
[1(5)mx]
Level of independence in

. .. 3,36 3,56 3,00 4,00 3,69 3,20 3,47
making decisions [I(6)mx]
Bank personnel policy
(stabilisation) [I(7)w] 3,36 3,29 3,50 4,00 3,51 3,40 3,51
Management culture
(atmosphere at work) 4,18 3,94 4,30 5,00 4,39 4,27 4,35
[1(8)mx]
Incentive schemes [1(9)mx] 4,09 3,53 4,30 5,00 4,07 4,36 4,22
Training systems [1(10)mx] 3,91 3,59 3,90 4,50 3,84 3,73 3,91
Employees’ involvement
(relationship marketing) 4,91 4,64 4,80 4,50 4,80 4,82 4,55
[1(11)mx]
Employees’ age [1(12)mx] 3,80 3,00 3,10 3,50 3,53 3,45 3,40
Employees’ gender 4,60 | 4,06 3,00 300 | 391 | 3,27 3,64
[1(13)mx]
Professional experience | 54, | 5 g 4,00 400 | 4,00 | 3,00 3,70
(seniority) [1(14)mx]
Banking business model | 54, | 4 gg 3,20 500 | 4,16 | 3,64 4,00
[1(15)mx]
Culture of mutual trust 418 | 3,59 330 | 500 | 374 | 355 | 3,89
[1(16)mx]
Cooperation among bank

3,36 3,56 3,00 4,00 3,69 3,20 3,47

branches [1(17)wmx]
Other intra-banking factors 3,36 3,29 3,50 4,00 3,51 3.40 3,51
[1(18)mx]

Source: authors’ original analysis based on surveys (2014, 2018) and (Klus, 2014)

Despite the potential opportunity to individualize responses, managers were very
conservative and cautious about open questions, relatively rarely using this option. An

2 Assessment of the importance of factors [I(n)wx] on a scale from 1 to 5 (from [1] ‘does not affect’ to
[5] ‘has a key effect’ along with intermediate values) was made by bank managers.
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important question posed in the context of the tendency to centralize the management
of banking services was the issue of the level of independence of decisions made by
managers and employees of retail branches of commercial banks (Kotter, 2012). This
level, along with the increase in the automation and virtualization of banking services,
has gradually been limited.

The leadership model in a modern institution (Wanat and Potkanski, 2010; Potkanski
et al., 2011), which a bank manager could and should accept, becomes vulnerable
and marginalized to the level of a technocrat official. In this seemingly ‘secure’
business model, not only the role of the manager is subject to limitation, also the
bank’s client becomes more a petitioner than a business partner and an entity,
a market participant.

The most important identified development factors which affect building a competitive
advantage of retail branches of commercial banks include: culture of mutual trust, built
between the bank and the client (average ratio 4.86); employee involvement,
understood as participation in building relationship marketing (4.55) and management
culture, reflecting the actual working atmosphere at the bank branch (4.35). In
addition, factors with an impact of above 4 points. included: incentive system, related
to the remuneration and rewarding of employees (4.22) and the bank’s business
model (4.10), closely related to innovative models of sales of services offered by the
surveyed banks. Also noteworthy is the factor indicated in the open part of the
questionnaire concerning cooperation between the bank’s branches (4.08).

This may seem surprising, since until now strong internal competition between
individual retail branches of a given commercial bank has been perceived as one of
the barriers to development. The necessity to overcome this barrier, perceived by the
bank branch managers themselves, should be considered as a signal of directional
changes in the management culture, identified in the top three potential development
factors of the surveyed banks (4.35).

For comparison, in the research carried out in 2014, the three most important factors
included: involvement of bank employees (4.78), work atmosphere (4.27) and
effectiveness of employee motivation systems (4.05). A significant role was also given
to the factor, which basically constituted the resource’s competitive potential of the
bank, i.e. the size of the bank. It is worth noting that managers of the largest
commercial banks attributed much greater importance to this factor (PKO BP SA
(4.60), Pekao SA (4.06) and BZ WBK SA (3.91), than the leaders of other, smaller
banks (Klus, 2014; Kiezel, 2016).

Therefore, a certain change should be pointed out that gives priority to building a
culture of trust, bank-client relationships and a culture of management based on these
foundations. Additional opinions expressed freely by the bank managers surveyed
(MX) emphasized that the identified development factors are directly related to the
quality of customer service and their satisfaction as a measure of the user's individual
experience (UX) (Kiezel, 2016; Gietl and Haufler, 2018; Mbama et al., 2018; Sayil et
al., 2019).

These factors show that even the prospective implementation of blockchain
technology and the automation of retail banking services will leave room for individual
non-anonymous services and relationships built by managers of bank retail branches
with their clients.
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5. CONCLUSIONS

The following conclusions were made on the basis of the conducted research:

1) The most important development factors identified in the research, having an
impact on building the competitive advantage of retail branches of commercial
banks, are closely related to the elements of management engineering, among
which leadership, trust and building lasting relationships and cooperation
networks, so social aspects showing a relatively greater impact than strictly
economic ones, are at the forefront.

2) The main factors for the development of retail banking include social management
factors: a culture of mutual trust, built between the bank and the client;
involvement of bank employees, as a measure of their participation in building
relationship marketing and management culture, reflecting the atmosphere at the
bank branch (Potkanski et al., 2011; Wanat and Potkanski, 2011; Sanda and
Kuada, 2016; Tam and Oliveira, 2019).

3) Lower than social factors, but an equally important role was assigned to economic
conditions of management of retail branches of commercial banks, including
incentive schemes related to employee remuneration and rewarding, as well as
accurate selection and flexibility of business models of commercial banks and
innovative sales models of services offered by the surveyed banks already at the
retail level, in direct relations with clients (Campanella et al., 2018; Chernikova et
al., 2018).

4) In this context, the hypothesis adopted in the introduction, which assumes that
one of the main factors for the development of retail banking is the increase in the
activity of bank managers through building customer relationships and cooperation
networks within their commercial banks, can be verified positively.

The controversial nature of the hypothesis verified in the paper seems to mitigate a
relatively new look at the paradigm of competitiveness in economic sciences. The
potential economic symbiosis in the financial sector depends not only on the state’s
policy, but also on intra-banking institutional conditions.
Stabilization of these factors may have an impact on building competitive advantages
at the local level for retail branches of commercial banks. Indeed, due to the
dominance of e-commerce services, it seems necessary to maintain a diversified offer
of banking services. This can happen by providing new functionalities, balancing
access to resources and profiling consultancy services, so as not to exclude
customers who do not keep up with the ‘progress’ from the market.

As a result, by building a value chain in the financial services sector at the local level,

it seems necessary to include the co-operation factor in building a new service offer

based on relationship marketing (Potkanski and Wanat, 2017; Mbama et al., 2018;

Sayil et al., 2019). The offer constructed in such a way may determine the competitive

ability of the enterprise to a greater extent than the efficiency of resource use and the

‘classic’ competitive potential (Wanat et al., 2018).

This process aims to redefine the concept of competitiveness through partnership,

which, by building cooperation networks, can become an important link in

management engineering, including the management of bank retail branches.
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