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Abstract

The banking sector in India has embarked upon computerization and automation on a
vast scale in the last decade. The most notable one is the introduction and progressive
application of information and communication technology (ICT) related automation in the form
of multifunctional Automatic Teller Machines (ATMs) installed in the retail banking branches.
Banks gradually reduced the number of frontline staff because there is less need to interact
face-to-face with the customers due to automation. Bank management applied organisation
development (OD) interventions such as job redesign and training to handle the consequences
of these changes.
The literature review revealed numerous studies on the impact of ICT on the banking
sector. However, limited empirical literature exists regarding the impact of the introduction of
SAM (semi-automated machines) on frontline banking staff in India. This research study
analysed the impact of the introduction of ATMs in bank branches on the frontline banking
staff in a public sector bank (G) and a private sector bank (P) in India from a change
management (CM) perspective. The age-old question of whether machines can replace human
resources is also explored. A qualitative research approach was applied, with an instrumental
case-study method in which a semi-structured interview technique was used to collect data
from six respondents from banks G and P.
The findings revealed that the installation of ATMs resulted in job enlargement for the
frontline staff with horizontal job loading. While the frontline staff offered meagre resistance
to this technological change, they had concerns about the top management's lack of a proactive
approach towards implementing effective HRM policies for managing this change effectively.
The fear that the introduction of smart ATMs would altogether dispense with the need for
frontline staff is unfounded as the value of ‘human touch’ in retail banking was recognized,
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especially in rural and semi-urban branches. The findings also indicated an increased level of
stress, out-of-sync recruitment policies, and vague training programmes for frontline staff,
indicating a lack of participative decision-making. The recommendations suggest various ways
to manage this technological change by designing and implementing focused HRM policies
with effective OD interventions mechanisms.
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Chapter 1. Introduction
1.1 Background
Global competition has been driving organisations, whether in the manufacturing or service
sectors, to respond to competitive pressures by introducing changes in the methods of carrying
out their businesses. A prominent one among them is the use of Information and
Communication Technology (ICT) as a ‘primary enabler’ to cater to the customers’ needs in a
fast-phased manner. The banking sector is no exception to this, and the way banking
transactions are being done has witnessed profound changes in recent decades. In particular,
the introduction of Self-Service Automation Machine (SAM) units in the form of advanced
multifunctional Automated Teller Machines (ATMs) in the retail banking space has eliminated
some of the traditional jobs performed by frontline banking staff, traditionally known as bank
tellers or cashiers, such as recycling cash, depositing cheques, answering enquiries on balances,
and paying off bills.
It may be appropriate in a concise manner to trace the history of the invention of the
Automated Telling Machine (ATM) due to its relevance to this study. ATM was invented by
Donald Wetzel, an engineer and Ex-IBM employee turned businessman who, while being stuck
in a long queue on a Friday afternoon in 1968, waiting outside a bank to make a withdrawal of
cash for travelling in the weekend, started to consider the idea of an alternative to the situation
he was then facing (McKay, 2019). He was agitated as it was 5 p.m., the queue was from the
front counter to the road outside the bank, and as the closing time was fast approaching, there
was no chance for him to draw the cash from the teller counter. Wetzel, who was then 40 years
old, took up the idea more seriously to design a machine that would dispense cash to the
customers without the bank(s) being open. Customers could then withdraw money 24 hours a
day. Such a machine would hold the potential for being introduced as a marketable commodity.
After working for 11 months, he brought his concept to fruition and thus, what was then known
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as ‘cash box’ was introduced on September 2nd, 1969, which got unveiled at a Chemical Bank
branch in Rockville Centre, Long Island. To overcome the security challenges posed by the
insecure nature of the machine at that stage, he used his experience at IBM and a Texas-based
engineering company, Docutel, that manufactured automated baggage handling equipment. He
incorporated a magnetic stripe into the card, which held the Personal Identification Number
(PIN) unique to each customer. However, Wetzel admitted that when he invented the machine,
he thought of something that could be used as a card, which enabled the convenience of
mobility and was easy to carry but nothing beyond that (McKay, 2019).
Be that as it may, during its initial days, there was little recognition of how this invention
would be revolutionizing the banking industry, due to which marketing was so challenging that
he took the role of a door-to-door salesman to pitch the product to the bankers. It is worth
mentioning that he used to be turned down by the banks with the observation ‘that there are
‘TELLERS’ to do this job!’. That proved wrong, and over the years, this technology had not
only come to stay but expanded beyond one’s imagination to perform several functions, from
account balances to the depositing of cash. Nonetheless, even though its impact on the frontline
staff of the banks has sparked debate, from academic scholars to practitioners, it is not intense
enough to warrant the attention it deserves. It still offers enormous scope for a researcher,
whether in academic research or management studies, to add to the body of existing research.
This argument sets the tone for the rest of the study.
The focus of this research is to investigate any changes and their impacts on the job role of
frontline teller staff because of the introduction of self-automated ATMs in the retail banking
space in two banks in India and how this technological change has been managed so far by
these banks from a change management perspective. The findings of this research are
interpreted based on the existing theoretical framework in the relevant literature, and any
discrepancies are to be considered the basis for further research. This research aims to
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recommend and fine-tune appropriate Organizational Development (OD) interventions to
facilitate a smooth transition of frontline banking staff into this new socio-technical
environment.
The Indian banking industry has evolved from primarily traders’ banks in the 18th century
to its current size of INR 81 trillion (US $ 1.31 trillion) and was projected to be the fifth-largest
banking system in the world by 2020 and the third largest by 2025, according to KPMG- CII
report (Chakraborty, 2013). This evolution has gone through four distinct phases of policy
reforms and consolidation of banking systems in India (Singh & Thaker, 2016), which can be
summarized as follows:
Phase I: Pre-Nationalization era (prior to 1955)
Phase II: Phase of Nationalization and consolidation (1955-1990)
Phase III: Introduction of Indian financial & banking sector reforms and Partial liberalization
(1991-2004)
Phase IV: Period of Increased Liberalization (2004 onwards)
The third phase of partial liberalization transformed the traditional banking sector in India
into a technology-enabled banking system, which also coincided with the introduction of
ATMs, mobile and internet banking and other electronic banking services. It is important to
note that banks are facing significant challenges in India regarding technology upgradation,
asset-liability management, and workforce deployment (Roy & Vishwanathan, 2018).
The banks in India are categorised mainly into three categories, i.e. i) Public sector or
Government-owned banks (with over 50 % of government ownership and control around 70 %
of total credit and deposits business in India) (Singh & Thaker, 2016), ii) Private sector banks
wherein more than 50 % of ownership are held by private parties, and iii) Foreign banks which
function through their representative offices or operate through a branch/subsidiary route. The
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Reserve Bank of India (RBI), an autonomous body, regulates the scheduled banks and manages
the monetary policy for which it has been conferred with the legislative authority.
The technology boost infused into the Indian banking industry was highly visible after the
Information Technology Act was enacted and became effective in 2001, which incidentally is
the comprehensive legislation for Information Technology (IT) applications for the service
industry in India (Sharma, 2012). Sharma (2012) further pointed out that the period after 2001
is referred to as the High Technology Induction Period, where the ratio of Automated Teller
Machines (ATMs) as a percentage of total bank branches increased from an average 44.82%
in the low technology induction period to 82.63% during the high-technology induction period.
In a rapidly changing economic scenario globally, the work environment has also been
undergoing a major shift, and the implementation of advanced technological solutions have
constantly been presenting new challenges to the workforce, even though it has been
contributing to the creation of new opportunities as well (Shrivastava & Purang, 2009).
However, as Molyneux & Vallelado (2008) pointed out, the forces driving globalization
through rapid advancements in information technology, despite creating opportunities, have
been posing challenges for the banking staff and the human resources function of the banking
organisations. Even though the banking industry is confronted with challenges and
opportunities, the primary aim of a banking organization is to earn profits, which aligns with
what Bobáková (2003) terms to be the ‘core purpose’ in the conduct of any business. This
profit-making purpose is healthy for the entire economy of a nation as a profitable banking
sector would be able to withstand the adverse shocks of economic cycles better.
Furthermore, even though the banking industry has gained from a financial performance
point of view because of amplification that ICT could have contributed, it also has a
responsibility from a corporate social responsibility (CSR) angle, that is to say, it must pursue
‘profits with a purpose’ as well. The CSR approach calls for the banking industry to examine
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the impact of organisational changes that ICT installations bring about, such as the retention of
staff, staff motivation levels, on-job productivity, resistance to change, and overall work
effectiveness from a change management (CM) perspective. Hence, in conformity with the
previous statement, the focus of this case study is to explore the impacts of the installation of
ATMs on the job role of frontline banking staff in two prominent banks in India from a change
management perspective. The selection of appropriate Organisational Development (OD)
interventions to facilitate these organisational changes and their effectiveness in implementing
ICT changes is considered an integral part of Strategic Human Resource Management
(SHRM). It is considered to be a critical business function constituting as one of the
organizational objectives that determine the overall performance of an organisation. Dessler
(1993) proved through his study that a committed, motivated workforce is a sine-qua-non for
achieving high-performance outcomes. Thus, it can be safely inferred that organisational
performance is not determined based on the technologies and systems alone but the staff
performance as well.
The above said statements clearly refer to the three distinct but interrelated and overlapping
sub-systems that constantly interact with each other. Margulies & Colflesh (1982) defined these
three sub-systems as follows:
•

Technological subsystem comprising of ICT implementation as ATMs, information
flow, policies and procedures, task configurations.

•

Human subsystem comprises frontline banking staff and other support staff, motivation
levels, satisfaction with work environment and compensation, participation, and
cooperation of employees.

•

Management subsystem comprising of supervisory staff, bank managers, HR managers
or consultants in the organization, and structures used to manage and control technology
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This overlapping system of technical, social (human), and managerial subsystems is known
as the Socio-Technical System Model (STS) (Fig.1 in Appendix 1), a model that emerged from
studies and consulting work by the Tavistock Institute in London. The role of the management
is to dynamically manage the interface between human and technological subsystems to find
an appropriate “fit” between these two subsystems. This becomes even more important when
a technological change is initiated in an organization (Margulies & Colflesh, 1982).
Organizations with higher job satisfaction levels for their employees tend to have a better
working environment. As the banking industry is the backbone of the economy, the efficient
management of the changes resulting from the installation of new ICT solutions in the retail
banking industry gathers even more relevance when considered from the point of view of its
impact on human resources. The researcher intends to study the impact of the installation of
ATMs (a change initiated in technological subsystem) on the frontline banking staff
(human subsystem) in the Indian banking industry from a change management
(management subsystem) perspective as well as using the lens of Socio-Technical system
theory, Organisational development intervention viz. Work Design and the Hackman &
Oldham’s (1975) Job Characteristics Model (JCM).

1.2 Problem description
The banking system on a global scale in general and particularly in India has assumed a
strategic role in economic and social development, especially with fourteen banks getting
nationalised in 1969. This strategy aimed to push the availability of banking services into the
Indian rural areas through branch expansion that would make banking services inclusive in
nature. Nonetheless, over a period of time, in tune with the technological changes that were
taking place in the economy, India also joined the global trend in utilising ICT to drive the
growth of the banking sector. India, along with China, represents ‘the third great shift’ in global
power, and billions of dollars are being spent by these developing nations on ICT technology
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implementation (Zakaria, 2005, as cited in Venkatesh, Bala, & Sykes, 2010). With the present
government focused on creating a Digital India, the Indian banking industry is adopting digital
technology such as internet banking, E-banking, mobile banking, and ATMs at a high pace to
stay competitive in an ever-changing local and global financial environment and also to process
a large volume of transactions in everyday banking.
To have a clear picture of the mammoth size of the Indian financial digital space, the Jan
Dhan, Aadhaar, and Mobile (JAM) initiative by the Indian government has gathered pace to
achieve the objective of linking the 1 billion unique Aadhaar numbers (a unique identifier for
an Indian citizen) with 1 billion bank accounts and 1 billion mobile phones so as to bring all
eligible Indian citizens under a common digital financial space (Roy & Viswanathan, 2018).
In a monthly report published by the Reserve Bank of India for August 2019, there are 109,846
on-site (in branches) ATMs in India with 97,298 off-site ATMs and recorded 857,567 credit
card transactions and 810 million debit card transactions with a total volume of more than 50
million USD (Reserve Bank of India, n.d.), for the month of August 2019 only. This is the tip
of the iceberg only as a report released by the Payments Council of India with the help of Visa
in 2013 reported that only 3.6% of households in India make cashless transactions, and 96 %
of all the transactions in the country are conducted in cash only. The above statistics point out
that the digital revolution in the banking sector in India is in the infancy stage, and the Indian
banking sector may take a few years before it can catch up with the developed countries.
From human resource management (HRM) point of view, the banking sector in India is
going to face significant workforce challenges in terms of the retention, retraining, and
motivation of the employees. It becomes even more critical since between 25-31% of business
service jobs in the banking industry face the risk of automation in the next 20 years with a
decline in highly repetitive and structured jobs (Deloitte, 2016). A report published by Bank
Governance Leadership Network on the ultimate impact of automation on the size and shape
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of the workforce in banking pointed out that the banks plan significant redundancies in the next
few years, and some banks are looking at reducing the size of their staff by 20% to 30%
between 2020 and 2022 (ViewPoints, 2018). Automatic Teller Machines (ATMs) are
technologically enabled to undertake multi-functions such as one that can be used for paying
the utility, deposit cash, cheques and few advanced branches of premier banks have put in place
‘card-less machines’ that can cater to these functions without a debit/credit card. These
machines have taken over many routine job roles previously performed by the traditional teller
or cashier staff in the retail banking space.
The banks must quickly implement the new technologies in their everyday banking services
to enable them to offer advanced banking solutions to their customers and stay competitive in
a market with many non-banking financial service providers, which are competitive and
technology-wise. As the profit margins are squeezed, banks are investing in digital
technologies to automate repetitive processes such as intelligent Automated Teller Machines
(ATMs) to reduce their cost of operations. The Australia and New Zealand Banking Group
has reported cost savings of over 30%, with over 40 processes automated since 2015
(ViewPoints, 2018).
Frey & Osborne (2013), in their research on impacts of computerization on the US labour
market and the relationship between occupations’ probability of computerization, wages and
educational attainment, stated that though machines are still not able to match the depth of
human perception, the recent developments in machine learning will make it possible to
computerize jobs which require a high degree of interactive tasks but are not expected to require
a high degree of social intelligence, e.g. cashiers, counter and rental clerks, and telemarketers.
As mentioned above, the banks are already investing considerable sums in technology to
automate the repetitive processes, which eventually leads to redundancies at the lower level.
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However, the age-old question “whether the machines will be replacing humans” needs to be
addressed in this research study as well.
The public sector banks in India are responsible for payments of pensions (including senior
citizen pensions), teacher salary payments, tax payment collections, mutual funds payments,
insurance products, and subsidies to people living below the poverty line. At the same time,
the public sector banks are reporting lower profitability as they have huge non-performing
loans, a low fee structure for accounts, and a large rural spread of branches (Singh & Thaker,
2016). Roy and Viswanathan (2018) pointed out that new banking models and innovative
delivery methods are needed by public sector banks, thus requiring training for new and
existing employees to acquire the required competencies for the future.
These technological inductions impact the everyday workflow of employees in the banking
sector as some of the responsibilities or job roles once performed by these human resources are
now being performed by these smart machines. It is also important to research how these
changes may affect their motivational and job satisfaction levels, thus leading to an overall
impact on their productivity. Venkatesh et al. (2010) empirically examined Job Characteristics
Model (JCM) during the implementation of ICT in a banking organisation in India through a
mixed-method longitudinal study. They concluded that ICT implementation had an overall
positive impact on the employees’ job characteristics but resulted in lower job satisfaction and
lower job performance during the post-implementation periods in the organisation.
The banks have applied organisation development (OD) interventions to handle the
consequences of these changes, which could, in a sense, be considered as part and parcel of
planned change management. Nonetheless, it is still debatable how far they have been effective,
and it may be of value to assess the impact of such OD interventions and suggest ways to
improve them based on their outcomes, such as lower job satisfaction and lower job
performance.
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The statement of the problem can be summarized as follows:
The Indian banking industry is going through a highly competitive environment as the
liberalisation of the economy has attracted many players in the market. As the profit
margins are decreasing, banks are investing in installing smart ICT such as
multifunctional ATMs in their everyday banking system to automate and replace the
highly structured and routine jobs of the frontline teller or cashier staff in their branches,
thus decreasing the overall per transaction cost for the bank. This eventually leads to job
losses through redundancy at the lower level. This technologically induced change affects
motivational and job satisfaction levels of the frontline staff, thus negatively impacting
the individual and organizational productivity, which puts even more strain on the
already shrinking profit margins of the banks.

1.3 Research aim and objectives
The research aim defines the goal of this research study, and the objectives define how to
achieve that goal. The following sections familiarize the reader with what the researcher wants
to achieve through this research study.

1.3.1 Research focus
This research study focuses on the impacts of the installation of ATMs on the job role of
frontline banking staff in the branches of two prominent banks in India, referred to as Bank G
and Bank P.
As mentioned above in section 1.2, public sector banks can be considered to be partners of
the Government of India for shouldering the socio-economic responsibility and hence the profit
motive is secondary. The private sector banks are profit focused. In the financial year of 20182019, private sectors banks in India reported a total net operating profit of INR 27,621 Crore
( 1 Crore = $10 million ) (276 billion USD). In contrast, the public sector banks posted a
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combined net operating loss of INR 66,608 Crore (660 billion USD) (Hannan & Mcdowell,
1984) (Indian Banks' Association, 2019). Non-performing assets and sharply falling loan
recovery rates have also contributed to the net operating losses of public sector banks.
Dhiraj (2012), in a study on the effects of technology on the financial performance of Indian
commercial banks, pointed out that private sector banks and foreign banks in India have
adopted modern technology at a far greater pace than public sector banks. Dhiraj (2012) also
noted that Indian commercial banks are less labour intensive and operate mainly in urban
centres, whereas the public sector banks have a far greater reach in the rural sector in India.
They also own major branch networks across the less known Indian city centres and hence are
major employers in the banking service industry. Public sector banks use more rigid vertical
hierarchical systems with a greater power distance between employees and management.
Employees in public sector banks are protected by union-negotiated contracts, which tend to
reward long-term tenures with a high base pay (Shrivastava & Purang, 2009).

1.3.2 Research aim
The main aim of this research is to determine the impact of the installation of
multifunctional in-branch ATMs on the job role of frontline banking staff in two selected banks
(Bank G and Bank P) in India, thereby identifying the challenges faced by frontline staff due
to the implementation of these technological changes so as to fine-tune OD interventions to
enhance job satisfaction levels of the frontline staff members. There is a general tendency to
assume that the application of smart automation technology alone is enough to bring about
changes in the management and performance of organizations without impacting human
interaction. Markus and Benjamin (1977) termed this tendency by comparing it with a ‘magic
bullet’ analogy, as one wherein the Information and Technology (IT) practitioners rather
erroneously assume that powerful technology alone is enough to bring about superior
performance in organisations. The Indian banking industry is going through an intensely
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competitive phase due to the introduction of technology. Banks are investing in smart
technologies to automate repetitive customer service processes such as updating pass books of
account holders and cash withdrawals or deposits (Shukla & Rebello, 2017).
The success of any business depends on a committed workforce, and this research study
can help the banks to determine, firstly the impact of the installation of smart ATMs on
frontline staff in branches, and secondly can facilitate the banks in managing this change by
fine-tuning OD interventions such as Work Design (WD), skill enhancement training, and the
focus of their HR policies to improve job satisfaction levels of the frontline staff members.
These interventions may lead to increased productivity levels for the banks and may reduce job
losses resulting from the automation of this job role.
Hence, keeping in view the nature of the problem and the consequences, the aim of this
research study is:
To assess the impact of the installation of ATMs on the frontline banking staff in BANK
G and BANK P in India and facilitate these organizations to manage this change
effectively. This will include investigating appropriate OD interventions to address any
challenges, including any changes to the job roles and responsibilities of the participants
in this research study because of the installation of ATMs.

1.3.3 Research objectives
Based on the above-mentioned research aim, this research study will focus on achieving
the following objectives:
➢ To identify the changes introduced in the job roles of frontline banking staff in Bank G
and Bank P after installation of ATMs.
➢ To investigate the impacts of these changes on the frontline banking staff in Bank G
and Bank P.
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➢ To investigate any resistance from the frontline banking staff in accepting the
introduction of ATMs in Bank G and Bank P.
➢ To determine the divergence in the approach of management and frontline staff relating
to the impacts of installation of ATMs on the job role of frontline banking staff in Bank
G and Bank P.
➢ To assess the current OD interventions practised by Bank G and Bank P to manage this
induced technological change and upskill their existing frontline staff in a timely
manner.
➢ To investigate whether the frontline employees are encouraged to participate in the
change management process in Bank G and Bank P.

➢ To determine the strengths and weaknesses of this technological disruption as
perceived by frontline banking staff in Bank G and Bank P.

1.4 Research questions
The research questions formalize the research aim and clearly define the intent of the
research (Savin-Baden & Major, 2013) by summarizing what is unknown and may call for
further exploration. The main research questions are given below.

1.4.1 Main research question
Referring to the above-mentioned research aim and objectives, the main research questions
to be answered are as follows:
“What are the impacts of the installation of ATMs on the job role of frontline banking
staff in Bank G and Bank P in India and how have these technologically induced changes
been managed by these respective organizations?”
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1.4.2 Sub-research questions
The qualitative research process has essentially an emergent design where the initial
research plan cannot be tightly prescribed (Creswell, 2013), and hence the research questions
mentioned above are considered as guidelines. These sub-questions are formulated to answer
the main research question and provide a more detailed picture of the various components
forming the main question. The proposed research aims to find answers to the following subresearch questions:
Q1: What major changes have been introduced into the job roles of the frontline staff in Bank
G and Bank P because of the introduction of ATMs in their branches?
Q2: What are the impacts of these changes on the frontline banking staff in Bank G and Bank
P?
Q3: To what extent have these changes faced resistance from the frontline staff, if any, in the
branches of Bank G and Bank P?
Q4: What are the points of divergence between management and frontline staff relating to the
installation of ATMs into the branches of Bank G and Bank P?
Q5: What initiatives are Bank G and Bank P taking to retrain their frontline staff for this
organisational and technological change in a timely manner?
Q6: To what extent do frontline employees in Bank G and Bank P feel that they are being
encouraged to participate in the change management process through participatory decision
making or by providing feedback on existing staff training policies and procedures?
Q7: What are the most important strengths and weaknesses of introducing ATMs in the retail
banking space as perceived by frontline staff in Bank G and Bank P?
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1.5 Structure of the thesis:
This research study is divided into six chapters which are as follows:
Chapter One: This chapter introduces the background of the research topic and the reasons
for carrying out this research study. This chapter includes the background, problem description,
research focus, aim, objectives, main research questions, and sub research questions.
Chapter two: This chapter researches the relevant literature related to the research topic viz.
change management, socio-technical system theory, organisational development interventions,
work design and the Hackman and Oldham’s (1975) Job Characteristics Model (JCM). These
concepts provide the underlying theoretical foundation for this research, and a thorough
analysis of what has been explored by previous researchers led to the research gap being
explored in this research study.
Chapter three: This chapter investigates the appropriate research methods to execute this
research study. This chapter focuses on a research paradigm, rationale for a qualitative
approach to research, sampling design, data collection, semi-structured interviews, participant
selection, and pilot study.
Furthermore, the more delicate issues within the qualitative research, viz. validity, credibility,
and any ethical issues involved in this research study, are also outlined with an explanation of
how these issues will be resolved. Limitations in the selected research methodology are also
covered in this chapter.
Chapter four: This chapter details the findings after thematic analysis of the data collected
from two selected banks through semi-structured interviews. The findings are presented in
different sections for each of the seven sub-research questions.
Chapter five: The researcher discusses the findings and relates them to the relevant literature
discussed in chapter two. Any new findings or concepts arising from the findings are discussed
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in detail to analyse the impacts of the induced technological changes and any change
management strategies used by the two selected banks.
Chapter six: This chapter highlights the key points of the research study and makes
recommendations for proper OD interventions to address any challenges/issues identified by
the frontline staff in the banks used in this research. Furthermore, the strength and limitations
of the research study are discussed, followed by the scope for further research.

1.6 Chapter Summary:
This chapter introduces the readers to the background of the Indian banking industry and
various technological changes being introduced in the banking sector in the last decade. It
familiarizes the reader with the problem description and the reasons to frame a research
question as “What are the impacts of the installation of ATMs on the job role of frontline
banking staff in Bank G and Bank P and how these impacts have been managed by the
respective organizations?” The Problem description was followed by the research aim and
objectives, which are then linked to the main research question and sub-questions to answer
the main research question. The aim of the research and objectives were followed by the
structure of this research study which gave a brief commentary of the six chapters of this thesis
and the subtopics detailed in those six chapters.
Chapter two covers a detailed literature review to provide a theoretical framework for the
present research and to explore the gaps in the related research literature.
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Chapter 2. Literature Review
2.1 Introduction
This chapter outlines the literature that is relevant to this research and also proposes a
framework to answer the main research question of this research master’s thesis “What are
the impacts of the installation of ATMs on the job role of frontline banking staff in Bank
G and Bank P in India and how have these technologically induced changes have been
managed by these respective organizations?”
The overall purpose of a literature review is to provide context and rationale for the
research, and while doing so, it also strives to find any gaps in the literature, which can serve
as a basis for undertaking further research that would add value to the field in which such
research is being undertaken (Lincoln University, n.d.).
In accordance with the objectives of this study, this chapter is divided into fourteen sections.
In the following section (2.2), the literature review discusses the introduction and impact of
information and communication technology (ICT) on the banking industry. Here the focus is
on the introduction of ICT, its impact on the banking sector on a global scale in general and
more specifically in India.
Section 2.3 provides a critical analysis of the literature which highlights the implications of
these impacts, both actual and perceived, from an HRM point of view on the banking sector,
thus helping in drawing the basis for the study by keeping in mind the objectives that have been
outlined in Chapter 1. Section 2.4 provides an overview of the Change Management
perspective and Organisational Development (OD) interventions followed by a discussion on
Hackman & Oldham’s Job Characteristics Model (JCM) and Socio-technical Systems (STS)
theory in section 2.5 and 2.6, respectively. It is further followed by a discussion on Change
Management Models in section 2.7, Leadership styles in section 2.8, Organisational structures
in section 2.9, Lewin’s Force Field Analysis model in section 2.10, Resistance to Change in
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section 2.11, Hofstede’s Cultural Dimension Model in section 2.12. Section 2.13 describes the
rationale for this research, followed by a chapter summary in section 2.14.

2.2 Introduction of ICT in the banking sector
It is common knowledge that the digital revolution (otherwise termed disruption) has been
happening across the board, covering different types and segments of the industry, especially
during the last three decades. During the 1990s, it was visible in the music and video imaging
industry. In the 2000s digital revolution changed the way we communicate with others, but this
has been happening in the banking industry since the 1970s, and the reason for this is not too
far to seek. Banks and financial institutions play an indispensable role in building the backbone
of any vibrant economy by supporting commercial operations. The global trend in the banking
industry has been towards embracing the digital banking revolution on an increasing scale,
which is expected to gain further pace in the years to come. This is because the financial service
innovations have resulted in newer ways of offering services and products to the customers,
which almost has redefined, if not displaced, the ‘banking model’ that had been in vogue for
many years. A significant implication of this digital revolution in the banking sector is that the
banks have to gear themselves to adopt technology at a quick pace to stay competitive in their
business operations.
Among the technology offerings, the ones worth noting relates to the ATMs and remote
banking facilities. They have been aimed at savings in costs and improving efficiency.
According to Zeithaml (2000), changes in technology and communication have thrown open a
new world for the banks, a virtual world in which the customers have been enabled to interact
and carry out their transactions anytime from anywhere. Jamal and Naser (2003), while
reporting findings from a survey in retail banking in Pakistan, concluded that automated service
qualities would have to be taken as a key feature to measure the satisfaction of the customers
in the banking industry.
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Kashyap, Rajan, & Stein (2002) and Levine (2005) observed between 1990 and 2005 that
the changes in the banking industry were by and large driven by the dual forces of deregulation
and technological changes. While the deregulations in the USA were through legislative
measures, which separated the commercial functioning from investment banking, in Europe, it
was witnessed through the Single Market Programme that brought about the possibility of a
universal banking system and a single license. The technological changes brought about a
revolution in the processing, analysis of the data, reduction in the costs, increasing the variety
of services while at the same time improving the efficiency. This made a ‘delivery system’
available to the customers covering a broad spectrum of services without a human interface,
which was the case prior to introducing technology. A logical sequel to this has been the
introduction of Automatic Teller Machines (ATMs) (Hannan & McDowell, 1984; Saloner &
Shepard, 1992), Automated Clearinghouse Settlement Systems (Gowrisankaran & Stavins,
2002), penetration of internet banking, which according to Fuentes, Hernández-Murillo, &
Llobet, 2010 has been necessitated due to fierce competition between the banks.
The low level of organisational benefits realised by specific ICT interventions was
attributed to poor adoption of implementation practices from senior managers and IT
practitioners in ICT-enabled organisations (Gardner & Ash, 2003). A clear understanding of
the dynamics of change at the people/technology interface is a prerequisite for realising the
business benefits of any technological interventions. An offshoot of the above is the propensity
of the banks to outsource such services. Ono and Stango (2005) stated that this propensity is
associated with asset size and the diversity of organisation’s offering of the products, whilst
Borzekowski & Cohen (2005) determined that the propensity is positively correlated to the
number of banks present in the same geographical region, i.e., the more branches, the higher
the propensity to outsource.
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Chew and Choo (2008), in a study of a transitional programme in a Malaysian bank,
concluded that change efforts lacked integration and attention to human issues and were mainly
cost-driven. Sull (2009) pointed out that the successes, which change brings about, can result
in complacency and infighting, resulting in a bloating of the organisations that could deliver
blows, resulting in missed opportunities. To tackle this, Sull (2009) suggests a proper
understanding of the sources of conflicts that such changes pose, and that is the way leaders
would have to move forward to accelerate their organisations’ abilities. Banks are aggressively
competing for clients and have dedicated channel strategy managers for providing exceptional
24 hours a day multichannel experience (Ginovsky, 2012), while bankers themselves are
struggling to assimilate the mechanism of e-banking in their system (Sharma, 2011). It is a
time of massive change for bank workers as automation and technology loom as great finance
sector job-killers (Williams, 2017).

2.2.1 The case of the Indian banking sector
It is necessary to commence this section with a caveat. There appears to be a dearth in the
literature in this field that has focused on the impact of the installation of ATMs on the frontline
banking staff in the Indian banking industry, more importantly, when it comes to assessing the
impact from an HRM angle. Most of the studies concentrate on the penetration and usage of
internet banking in which passing references are made to ATMs or frontline staff but focused
research on the impact of ATMs on frontline staff was not reported in the major search engines.
This is true at a general level also, wherein there is a tendency of the researchers, scholars, and
practitioners to talk more about internet banking as a whole that bundles several parts of which
ATM is only one. A significant reason for the researcher to pursue this case study in the Indian
banking industry is the observed limitation in literature and the scope it offers for further
research. It is treated as a gap in the literature and is discussed in detail in section 2.13 of this
chapter.
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Nyangosi, Arora, & Singh (2009), in their study that assessed the awareness of technology
by the customers in the evolution of e-banking in India and Kenya, observed that the customers
attach importance to the emergence of internet banking and, in general, had a positive attitude
towards it. However, the stark reality was brought out by Sharma (2011) in her research on the
perception of bankers to electronic banking that analysed the data collected from 192 bankers
using a structured questionnaire in combination with secondary data. Some of the important
conclusions drawn by the author are, (i) only less than 20% (<20percent) of the customers had
a propensity to resort to e-banking on their own and (ii) they did not find enough awareness
among the Indian customers, when it came to using of e-banking services, (iii) women
customers used it much less frequently and (iv) an indirect result that holds relevance for this
research, it needed much persuasion on the part of the banking staff to make their customers
use e-banking. This result indicated that there is enough motivation on the part of the staff,
particularly frontline staff, because they interact more often with the customers, there could be
a negative impact on the investments made in technologies. This is evidenced by another
observation of Sharma (2011) that only 12.63% of the bankers had opined that the use of ebanking contributed to the betterment of relations with the customers. Iqbal & Sami (2017),
while assessing the role of banks in financial inclusion in India, thought that the growth of
ATMs was one of the variables to assess with reference to the GDP. They concluded that the
growth rates of ATMs exerted a statistically insignificant impact on the GDP of India.
Rajan (1990) documented that there were job losses in the financial sector due to the
introduction of technology in the United Kingdom, and there had been a deceleration in the
rate of employment growth. He further stated that there had been horizontal job loading,
involving the regrouping of unrelated tasks under one job, for the teller staff in the Federal
Republic of Germany as the teller staff have been relieved of the elaborate close-of-business
activities associated with cash balancing and ledger work, thus signalling a major change in
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the job redesign process at that stage. Chopra (1991), in his working paper “New Information
Technologies and Employment in India’s Finance Sector”, concluded that the gap between the
rates of retirement and employment confirm the labour-saving effect of new technology, which
has resulted in a declining growth rate of jobs in the finance sector.

2.3 Critical analysis of the impact of the introduction of technology
The researcher noted two distinct arguments of scholars while conducting the literature
review for analysing the impact of the introduction of technology, in general, and specifically
ATMs, on frontline banking staff. One group of scholars argue the fact that the net effect of
the technology is to displace employees rather than permanently replace them, and the overall
impact of technology on jobs is not as substantial as projected by the opposing group of
scholars, who paint a doomsday picture for the workers in the technology-driven employments,
especially in the service industry.
Zineldin’s (2000) stated that technology stands as a backbone for sustaining marketing
relationships. Acharya, Kagan, & Lingam (2008) echo the same view by arguing that
technology has been operating as a significant force that has been responsible for creating and
sustaining marketing practices and further maintaining that its adaptation in the banking
industry is necessary for securing competitive advantages. Pyun, Scruggs, & Nam (2002)
opined that the banks are quick not only to adapt the technology but also have the capability to
invest in it in order to contain costs and attract customers. Al-Hawari and Ward (2006), who
assessed the effect of automated service quality in the Australian Banks, favoured automation
on the ground that it has helped the Australian banking system to enhance satisfaction and
strengthened the relationship with the customers and improved the retention of customers
because it has provided avenues for making the banks profitable. Davis and Haltiwanger (2014)
pointed out that even though the costs of digitalisation has decreased, it has not led to alarming
job destruction rates.
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Bessen (2015), while discussing the impact of the introduction of the technologies in
general and ATMs in particular on the jobs of the tellers in the United States of America, opined
that there had not been any job losses. In fact, there has been an increase in the number of
tellers employed between 1970 and 2010, even with increasing numbers of ATMs installed in
the same period in the United States of America (Fig.2 in Appendix 1). Bessen (2015) further
pointed out that if the ATMs had been replacing many bank tellers, there should have been a
steep decline in the number of tellers with the surge of ATM installation. This is, however, not
really the case as depicted in the graph in Figure 2 in Appendix 1, thus advancing the view that
the disruption is a way of life, which business organisations must be oblivious of, and banking
is no exception to this. Bessen (2015) also argued that reducing operational and transactional
costs can stimulate the demand for labour, not necessarily, in its original form. An example of
this could be the role of a bank teller transforming into the role of an advisor for selling other
financial products for the banks. Bessen (2015) further pointed out that the real reason for the
increase in the number of tellers would have to be traced to banks' opportunity to open more
branches. This was made possible due to the introduction of ATMs; each branch was able to
function with fewer tellers as some of the services offered by the tellers are taken over by
ATMs, thus reducing the cost of opening a branch. This also meant that banks could hire more
tellers when considered in an aggregate manner due to the expansion in the number of branches.
The same trend could be seen worldwide with the introduction of ATMs and credit cards in the
1970s, followed by debit cards in the 1980s, which penetrated further with internet banking in
the 1990s. It is an unstoppable phenomenon as governments and institutions have been pushing
for digitalization of the economy, especially in the Indian banking industry where digitalization
of banking services is one of the prime tasks for the present Indian government under prime
minister The Honourable Mr Narendra Modi. The overall position assumed by these scholars
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could be reflected in the opinion of Atkinson and Wu (2017), according to whom technological
change need not necessarily result in a substantial increase in joblessness.
There are mixed opinions in the literature concerning the advantages of using technology,
and there is a significant group that thinks that the technology has its limitations, but this
viewpoint has resulted in controversy from other circles. Far ahead in time, the early warning
of the likely negative impact of automation was foreseen by Keynes (1932). He feared
widespread unemployment, which technological discovery would bring due to its ability to
economise labour. This would displace the labour since finding new uses for such displaced
labour cannot match the pace with which the technological development would occur. His
predictions are not without validity; as can be seen over the last few decades, automation has
substituted several jobs, including the cashiers/tellers in the banks. Evidence towards this is
provided in the research of Bresnahan (1999) and Manyika et al. (2013). More and more
scholars have started to articulate their concerns about the negative impact of automation on
the labour market. Brynjolfsson and McAfee (2011) believe automation causes a decline in the
growth of jobs. They argue that computerisation is racing ahead in ‘domain after domain’,
displacing human labour.

Tellers' work is no different from this, which self-service

technologies could substitute.
Gordan (2012) stated that the pace with which computational powers were increasing,
which, for example, resulted in the installation of cash machines recklessly, brought about the
substitution of labour. Beaudry, Green, and Sand (2013) have documented the trend of, on the
one hand, the decline in demand for skilled labour and, on the other hand, the increase in the
supply of persons with higher education. This has exerted pressure resulting in the high-skilled
workers being forced to move down the occupational ladder, taking on jobs otherwise
performed by low-skilled workers, which has pushed them further down the promotion ladder
and eventually pose a threat of many being pushed out of the labour force. The predictions in
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this regard range from pessimism to devastations, in that, while some hold that the future of
automation can cause short-term distress to the workforce, yet there are extremists, i.e., antitechnology movements (e.g., Neo Luddites, some unionists) who think that millions of jobs
would be lost. The MGI report projects that by 2030, anywhere between 400 and 800 million
jobs worldwide could be automated (Manyika et al., 2013). With the banking industry's
consolidation arising out of the technological changes, the numbers of new branches being
opened are witnessing a decline. According to a projection made by the U.S. Bureau of Labour
Statistics (updated September 8, 2021), the employment of tellers is estimated to decline by
17% between the period 2020 to 2030. It provides the reasons for such a projection by pointing
that (a) earlier the job increase was driven by the expansion in the opening of new branches by
the banks, which are decelerating at this point of time, (b) the transactions that have been
hitherto performed in the bank are being taken over by online and mobile routes, and (c)
eventually, due to further acceleration of technologies, such as the introduction of video kiosks
which allow customers to interact with tellers through webcams at the ATMs which would
enable the tellers to service a more significant number of customers from a single location and
there would be a need for fewer tellers per bank branch (U.S. Bureau Of Labor Statistics, 2021).
Considered in its totality, Curry and Penman (2004) provide a tempered view by stating
that even though there has been increasing use of technology in the banking sector, it has to
maintain a balance between the traditional service qualities and automated services. The
authors reiterate that the tellers play a role in influencing the levels of satisfaction of retail
customers and, hence, are essential to the banking industry's growth. Ibbotson and Moran
(2003) maintain that through the medium of traditional delivery of services, quality can still be
maintained with which a good relationship can be built with the customers.
Durkin et al. (2003) support this by stating that a more robust bond emerges between
automated services and customer satisfaction when a person-to-person interaction is involved.
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This shows it would be detrimental to take a narrow approach while going in for automation if
the banks think they can win the customers with automated services only and at the cost of
human resources, of which the frontline staff play an important part. Customers determine
service quality and perceive its value based on several variables. Amid technology hogging the
headlines, an essential virtue of such a quality is word of mouth, and its importance in the
promotion of the wellbeing of the banking industry has to be highlighted. Tam (2004),
Achimba et al. (2014), Vanapariya and Ganguly (2010) and Gopalakrishnan, Mishra and Gupta
(2011) have found that positive word of mouth not only results in better customer satisfaction
but also gains their loyalty. Tyler and Stanley (2001) stated that customers still accord
importance to human interactions while dealing with the banks. Patrício, Fisk and Falcão e
Cunha (2003), in their research of the delivery channels in a bank, concluded that whether it is
ATM or mobile, they cannot operate in isolation with each other and a common thread that tie
and align them for the benefit of the banks is its offerings of traditional services. Herington and
Weaven (2007) have gone a step further to assert that developing long-lasting services can be
only through direct human interaction, and quality online services are not sufficient to build
strong relationships with the customers automatically. Teller services are seen to be having a
significant value in evolving solid relationships between the banks and the customers. Potluri,
Angati and Narayana (2016), who conducted a case study of an Indian public sector bank,
stressed that competent employees with pertinent knowledge are instrumental in improving
customer satisfaction in the banking industry through face-to-face interactions with the
customers.
While no one doubts that technology has a significant role in the service industry, it is naïve
to advance arguments that the traditional services have come to a standstill or will not be needed
in future in maintaining the relationship with the customers or augmenting it. While these
scholars have no intention to undermine the role of technology, yet they believe it needs to be
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moderated because it somehow misses the virtues of traditional services, which the banking
staff perform to stabilise and enhance the visibility, reputation and, via them, the profitability
and sustainability of their banks. In other words, it also provides a competitive advantage.
The foregoing discussions bring about a few essential concerns and raise questions such as
the ability of technology to outpace human labour and the extent to which the technology would
result in job losses. They can at best be treated as complementary to each other, and both would
have to go hand in hand. Face to face services provided by the staff of the banks has an equally
important role, if not more, in determining the success of banking operations. In other words,
the importance of traditional service quality is still relevant for the banks, and it is worth
exploring to establish this through further research.

2.4 Change management perspective and OD interventions
The complex financial and geo-political environment forces organisations to constantly
change and adapt to new challenges to survive and hold on to the ever-diminishing profit
margins. There are several organisational changes, such as change across the organization or
changes in only sub-systems (e.g., removal of service or adding a product). These changes can
be unplanned and dramatic, leading to organisation transformation (OT) or incremental and
planned on a long-term basis by the organisations to continually improve their products and
services to external and internal clients. OD (Organisational Development) is broadly defined
as a system-wide application of behavioural science knowledge to planned and incremental
change and includes concepts like work design, leadership, and group dynamics. OD thus
emphasizes the human aspect of change management, which differentiates it from the other
change management strategies like technological innovation or training and development as
they focus more on the technical aspects of the organisation, thus neglecting the social
characteristics of the system (Waddell, Creed, Cummings, & Worley, 2017).
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Cummings and Worley (2015) view change management as a five-phase continuous
process comprising (i) motivating, (ii) creating a vision, (iii) mustering the political support,
(iv) managing transition and (v) sustaining the momentum. Change management, on the
surface, may sound like simple terminology, but in the context of organisational change, it has
more significant implications. Even though prima facie, as pointed out by Warren, Kenneth,
and Robert (1961), it lies within an organization and hence to be controlled by it, the changes
need not necessarily be due to internal happenings within an organization. They could be
triggered by events originating externally. It is especially true in the banking industry, wherein
the introduction and expansion of technologies, coupled with regulatory pushes, have been
continually occurring. The response to these events matters because unless it is proactive, it
can cause more damage than good for the simple reason that it impacts human beings (Simon
& Newell, 1971).
Nevertheless, another aspect of change management that needs to be noted is that it is
multidisciplinary as concepts are drawn from not just business administration but from
economics, human and organisational behaviour, industrial and systems engineering, to name
a few. Managing change is viewed as a process of moving from one state to another, and more
specifically, with reference to change management, it is considered moving from a problem
state to a solved state. The underlying assumption here is, when the diagnosis of the problems
is undertaken, goals are set in various areas and functions (e.g., staff and line management),
tying up of means and ends take place, thereafter meticulous planning goes in, efforts are
carried out to mitigate resistance, obtain commitment and generate support. The result is the
transition from one state to another, as specified previously in a planned manner. Conceptually,
it can be termed as reduce, apply and transform (Thompson, 2017). Change management
models are discussed in detail in section 2.7 of this literature review.
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The origins of OD intervention could be traced to the early 1950s with the publication of a
book by Corey (1953) on Action Research, which was then termed as the cooperative action
research movement (Foshay, 1994). With the substantive work of Likert (1961) regarding OD,
it found its way into organisations and was then embraced by the corporate sector (Sorensen,
Yaeger, & Narel, 2017). OD interventions have applied behavioural science (ABS) at their
core, and there are three characteristics of ABS that deserve mentioning here. They are (i) the
ability to deal with a group or social issues, (ii) the capability to use human process
interventions as against administrative or structural interventions (iii) the scientific problemsolving approach, thus making them a valuable tool for HRM. OD interventions are further
divided into four major groups: individual and group interventions; interpersonal processes
interventions focused on interaction among team members or group of employees, systemwide process interventions described under organisation process approach, and the OD
interventions based on the organisational and environmental relationships (Waddell et al.,
2017).
The first set of OD interventions is designed to improve individual and group performance
through intervention mechanisms such as goal setting, performance appraisal, and reward
systems. These are the most basic form of the interventions, and these interventions aim to
align the behaviour of the employees with business strategy and the systems implementing that
business strategy (Waddell et al., 2017). The next set of OD interventions falls under the
interpersonal process approach and are designed to improve the interpersonal relationship
among employees and facilitate teamwork. A salient feature of these OD interventions is that
it is not something that just stops at a theoretical research level but goes further to trigger
constructive action where the persons who are the subjects of research become partners in the
process. Operationally it focuses on team building at all levels of an organisation, right from
the top levels of management to percolating down to lower levels by using Learning groups
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(L-Groups) and Training groups (T-Groups) with the processes designed by a team of external
consultants and internal persons that aim at interventions in bringing about changes in human
behaviour at work (Sinha, 2018). More specifically, L-Groups and T-Groups approach target
individuals with intrapersonal and interpersonal issues within a group and help them to deal
with them through a set of motivational tools that positively influence their emotional
development, which would enable them to set newer goals, then achieve them through the
implementation of action plans. Process consultation is another form of OD intervention used
as an interpersonal process approach to improve relationships in the group. It helps the group
members diagnose their problems, own them, and then gain the skills to solve those problems.
At heart, these processes contain framing of work redesign in a democratic manner, with
elements that concentrate on diagnosis and workplace interventions. Third-party intervention
is also a form of the interpersonal process approach and is primarily used when there is an
interpersonal conflict between team members in an organisation, such as personality conflicts
or misconceptions. While the diagnosis in third-party intervention focuses on identifying the
problems being faced by the team member, the interventions are aimed at bringing the two
parties together and managing the degree of conflict between them. The third-party intervener
should be a trained OD professional and must be seen by both parties to be unbiased and neutral
(Waddell, Creed, Cummings, & Worley, 2014). Another form of interpersonal process
approach in OD interventions is Team Building, which involves team members working on
planned activities to improve their problem-solving skills and achieve a specified objective that
would improve the organisation's overall productivity. Team building may also help achieve
bigger organizational goals such as restructuring or work redesign. Team building is different
from process consultation intervention as it is a more task-specific intervention (Waddell et al.,
2017).
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The final set of OD interventions, and the most relevant for this study, involves the planned
change programmes focused on organisations and their environmental relationship, aiming for
a better fit with those external factors that impact the organisation's productivity (Waddell et
al., 2017). These interventions are based on the concept that organisations exist as open systems
and interact with their environment to obtain necessary resources and information (input). After
passing these inputs through the internal systems and procedures (processing), the final product
is passed back to the open environment (output). An organisation's general environment
consists of technological, economic, legal, political, and social factors that directly impact the
organisation. In contrast, the organisation's task environment consists of those specific factors
that directly interact with an organisation, e.g. customers, suppliers, labour unions, and
competitors. In order to effectively respond to the demands of the external environment (both
general and task environment), organisations must constantly observe, record and then interpret
the factors in the external environment to choose an appropriate response to any change in the
external environment; thus, the perception of the external environment plays a significant role
in deciding on how to respond and leads to the concept of the enacted environment within the
organisation.
Open Systems Planning (OSP) is an OD intervention that involves assessing the external
environment of an organization by the top management and then recording the responses to the
demands of the relevant factors in the external environment. This is followed by identifying
the organisation's core mission from the day-to-day transactions and projecting an ideal future
scenario for the organisation with changes in both organization and external environment.
Participants are asked to compare the present with an ideal future state and provide details of
specific interventions to move from present state to future ideal state within the specified time
frames. Transorganisational Development (TD) is another planned change intervention where
a group of prominent organisations join together for a common purpose (Waddell et al., 2017).
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Transorganisational systems (TS) are created by first identifying the potential members based
on their relevant skills, knowledge and resources to complete a specified task for achieving the
common purpose. An appropriate leadership group is created to carry out the identification
stage at this stage. This stage is followed by the convention stage, which looks at the feasibility
of creating a TS with the identified potential members, followed by the organisation stage. This
step is followed by the organisation stage, where members decide on the organisational
parameters of the TS with formal policies and procedures for operating various tasks assigned
to different system members. In the final stage of TS, an evaluation system is put in place for
feedback on the system's efficiency and any teething problems faced by the members. The TD
approach is used by many prominent organisations to facilitate technology transfer between
different countries or to develop newer green technologies.
Organisations respond to the changing economic environment through a variety of ways in
order to have a competitive edge or improve their cost and revenue structure through
reorganizing their structural design or governance mechanisms (Jones, 2002). Any business
restructuring exercise should be aligned with the core business strategy to achieve the desired
results for the stakeholders. Business restructuring involves interventions such as downsizing,
which typically aims to reduce the size of the organization and business process re-engineering
(BPR), which aims to redesign the core work processes of the organisation.
Downsizing in an organisation is primarily done to reduce the business costs and is
achieved through workforce reduction such as lay-offs, redundancy, attrition, or/and through
organisational redesign such as eliminating or merging organisational units or eliminating
product lines (Waddell et al., 2017). Unfortunately, downsizing is considered a synonym for
lay-offs as organizations often use this intervention without proper planning and prior
consultation with the employees. Park-Yancy (2011) suggested that the organisations should
consider that the layoffs also interrupt the social relationships of the surviving employees and
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can impact the productivity of the remaining employees as their social capital resources are
terminated, which they may perceive to be helpful in their upward mobility. Including the
employees at an early stage of planning a downsizing exercise may lead to finding alternative
strategies to downsizing, such as systemic downsizing, which involves long-term planning
such as organization redesign. Communicating the organisational strategy clearly to the
employees and relating the downsizing to the business strategy is essential for successfully
implementing this OD intervention. Wang-Bae (2003) concluded from her research on sociopsychological impacts of downsizing on lay-off survivors of a 1997 economic crisis in South
Korea that the symptoms of lay-off survivor's syndrome are correlated with the employee’s
perception of the downsizing. Hence certain forms of downsizing, such as lay-offs, may not
necessarily result in productivity gain for the organisations as there is a decline in job
satisfaction and job commitment in the survivors of the lay-offs. Wang-Bae (2003) further
pointed out that as the above said two variables are directly related to the productivity in an
organization, it can be safely concluded that the organisation's productivity will suffer after
lay-offs. Hence, organisations should look at alternative downsizing techniques before
considering a mass reduction in the workforce.
Business-Process Re-engineering (BPR) is a relatively new OD intervention. It involves
fundamental rethinking and redesigning the business processes to streamline the work
processes to make them faster and more efficient, thus increasing the overall productivity for
the organisation (Waddell et al., 2017). It was developed in the late 1980s and was based on
radical operational changes in the business systems to achieve dramatic improvements in
critical measures of performance such as cost, quality, service and speed (Hammer & Champy,
1993; O’Neill & Sohal, 1998, as cited in Simpson, Kondouli, & Pui, 1999, p.1). It is noted that
the origin of BPR lies primarily in the development and inclusion of advanced IT systems in
the business. Chan & Peel (1998) suggested that the organisations re-engineer because of
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external and internal pressure; the pressure from external factors such as customers,
competitors, changing market or industry conditions, and government regulations or political
conditions and the internal pressure factors in the organisation such as the need to increase
efficiency, improve technology, reduce cost, or need to define or redefine strategic focus. They
concluded from their research on 37 international companies that had gone through the reengineering process that 51% of them re-engineered because of external factors. The primary
reason for re-engineering was to increase efficiency (internal) and improve customer service
(external). After a re-engineering process was completed, the most improved factors were
improved technology (internal) and improved customer service (external). BPR as an OD
intervention will also sometimes overlap with downsizing and work design interventions. Reengineering a business process sometimes leads to the removal of some layers of management
as fewer people are required to run the redesigned process, and jobs are assigned to redesigned
work teams with fewer task interdependencies (Waddell et al., 2017).
Work design describes the content, structure, and organisation of tasks, activities, and roles
performed by individuals or groups in the work settings of an organisation (Cordery & Parker,
2012). In the post-industrialization period, the concept of work design started with the principle
of division of labour where a complex task was subdivided into more sub-tasks and the workers
were trained to specialize in performing one of those sub-tasks. This approach to work design
was described as an ‘engineering approach’ and is based on the pioneering work of industrial
engineer Frederick Taylor, the father of scientific management. Taylor (2012) argued that the
management should take on the more complex duties of planning and organizing the tasks by
collecting and classifying the scientific know-how needed to complete a specific task wherein
the workers should be trained to specialize in carrying out the physical part of the designed
task. This creates work design with high levels of specialisation in a particular work task
(Taylor, 2012). This approach to work design created (i) traditional jobs with simplified and
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repetitive work tasks to be completed in a specified manner only, such as the job of bank tellers
and (ii) traditional work groups where the coordination between team members are required to
complete a specific job, and the work is divided into different simplified parts or tasks which
are assigned to different group members who are trained to complete that part of the job only,
such as in automobile assembly lines (Waddell et al., 2017). This approach was very successful
in more labour-intensive industries where repetition of tasks is a significant part of the routine
but received criticism because it has completely ignored the psychological needs of the
workers. With the advent of advanced IT systems and automation technology, the more
mundane jobs are picked up by the technology, and the workforce is now more aware of their
mental wellbeing at work. The human angle to work design started getting attention to maintain
the organisation's productivity levels.
The motivational approach to work design proposed that job enrichment improves job
satisfaction and job performance as job enrichment provides employees with higher levels of
autonomy, responsibility, and feedback about their job performance (Waddell et al., 2017). In
1950 Frederick Herzberg introduced the motivator-hygiene theory, also known as the twofactor theory of motivation, which proposed that some attributes of work related to higher needs
of employees, such as esteem needs, opportunities for advancement, increased job satisfaction
levels for employees (termed as motivators) and basic work attributes, such as working
conditions, job security, pay and supervision, do not create job satisfaction for employees but
prevent dissatisfaction (termed as hygiene factors) (Mcshane, Olekalns, Newman, &
Travaglione, 2016). Herzberg concluded that jobs could be enriched by enhancing the
motivational factors, which will then enhance the employees' motivational levels, leading to
more job satisfaction (Cordery & Parker, 2012). The major criticism of this theory stemmed
from the fact that the characteristics of the employees were not considered in this theory as
every employee may not respond in the same way to the motivator or hygiene factors. Gardner
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(1977) pointed out that Herzberg's definition of motivators and hygiene factors suggested that
job satisfaction and job dissatisfaction are different dimensions and are not two ends of a single
dimension. This view is a contradiction of the traditional view of psychology. He further
pointed out that some motivators may contribute to dissatisfaction, and some hygiene factors
may contribute to the employees' satisfaction and thus can not be clearly distinguished for job
design purposes. It was further confirmed by Maidani (1991) in a comparative study of
Herzberg’s two-factor theory among public and private sector employees (accountants and
engineers) in two organisations concluded that while the motivator factors were a source of
satisfaction for employees of both sectors, the hygiene factors are also a source of satisfaction
for both sectors, especially for public sector employees, and were not just preventing
dissatisfaction as proposed by Herzberg.
Subsequently, in 1975 Hackman and Oldham supported the motivational approach to work
design by introducing their research model known as the Job Characteristics Model (JCM)
(Fig.3 in Appendix 1), which identified five core attributes, or job dimensions, of an individual
work content (Skill variety, Task identity, Task significance, Autonomy, and Feedback from
Job) affecting three psychological states of the employee (Meaningfulness of the work,
Responsibility for outcomes of the work, and Knowledge of results of the work activities) to
produce high level of work motivation, job satisfaction and work effectiveness leading to low
absenteeism and turnover (Mcshane et al., 2016). This model also accounted for the individual
differences of employees based on their knowledge and skill to carry out the work tasks, the
individual’s need for personal growth, and the work context satisfaction, which includes
working conditions or job security. Hence, employees with different knowledge, skill levels,
or growth needs will respond differently to job enrichment interventions. This model is
discussed in detail in the next section (2.5) of this literature review.
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The JCM was widely accepted as a tool for work design and involved a humanistic
approach in addressing employee demotivation or marginal performance problems. The model
provided a clear guideline for human resource managers for redesigning work to increase work
satisfaction and motivation among employees and, at the same time, made it clear that the job
enrichment experience is conditional to the individual needs of the workers. Extensive research
has been done on the validity of this model (Freid, 1991; Humphrey, Nahrgang & Morgeson,
2007; Johns, Xie, & Fang, 1992; as cited in Cordery & Parker, 2012, p.16) and the five core
job characteristics have a positive correlation with behaviour outcomes mediated by three
psychological states. JCM has also received its fair share of criticism. Advanced research on
the JCM model concluded that although a strong correlation exists between the core job
characteristics and personal outcomes, the correlation between the core job characteristics and
work outcomes (such as productivity) are very low (Alegra, 1990; Fried & Ferris, 1987; Kelly,
1992; O’Brien, 1982; as cited in Boonzaier, Ficker, & Rust, 2001), thus indicating that JCM
has put more emphasis on personal outcomes for the employees (such as the opportunity to
grow, satisfaction with working conditions). It is suggested that the reason behind it is that the
work outcomes are challenging to measure, and the JCM is not capable of predicting individual
productivity (Boonzaier et al., 2001).
Waddell et al. (2017) pointed out four organisational systems which can constrain the
implementation of job enrichment initiatives: (i) the technology used in the organisation can
put a ceiling on the number of ways a job can be changed (ii) rigid HR policies can result in
very formalised job descriptions which limit flexibility (iii) control systems such as reporting
systems, or allocated budgets can put a stop on the enrichment programmes (iv) management
systems and leadership styles impact the autonomy available to employees and hence play a
significant role in implementing job enrichment programmes. Job enrichment has a strong
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positive correlation with other organisational practices such as management, training, and
compensation in a nutshell.
The third approach to work design derives from the sociotechnical systems (STS) approach
(Fig.1 in Appendix 1), which was originally developed by Eric Trist (psychologist) and Ken
Bamforth (Ex Coal-miner student) in Tavistock Institute of Human Relations in London in
early 1960s (Walker, 2012). As the name suggests, the social part consists of employees
working in an organisation and the relationship among them and the technical part consists of
technology, tools and methods for completing their work tasks. The two parts in the
sociotechnical system should collaborate towards a common goal, such as completing a work
task. The word ‘system’ signifies that both parts, human and technical, have to jointly optimise
their relationship while at the same time interacting with the external environment to survive
and develop (Waddell et al., 2014). As shown in Figure 2.1 below for Information System (IS),
joint optimisation or fit between social and technical systems is expected to result in better
humanistic outcomes (increased job satisfaction) as well as instrumental outcomes (increased
productivity) (Sarker, Chatterjee, Xiao, & Elbanna, 2019). An STS approach has been
predominantly used in self-managed work teams responsible for delivering specialised
products or services. The STS approach has been discussed in detail in section 2.6 of this
literature review.
It is then natural that OD has made rapid strides in HRM/SHRM as a comprehensive
intervention mechanism that can be applied to the individuals, teams and the organisation as a
whole in systematic ways by contributing towards the tying down and integrating of various
components of human resource development systems (Fottler, 2015).
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Figure 2.1: A Representation of the Sociotechnical Perspective in IS

Source: (Sarker et al., 2019)
Ample justification of this could be found in the wide-ranging areas of HRM/SHRM in
which OD can be used for bringing out better outcomes in the performance of the workforce
and better outcomes in the functioning of organisations. For instance, from the employees’
points of view, improvements in process variables such as goal achievement, participation in
decision making, openness in human interaction, self-esteem and job satisfaction occur. These
variables cover a major gamut of HRM/SHRM. From an organisational point of view, it
benefits from an increase in staff productivity, which exerts a positive impact on costs, profits
and quality. There is less employee attrition, and also, when there is selective hiring of new
personnel in place, organisation performance improves in terms of lowered costs and
realisation of outstanding returns to the shareholders (Ramlall, 2019).

2.5 Hackman and Oldham’s Job Characteristics Model (JCM)
The other aspect that deals with the OD interventions and finding ways to fine-tune the
applied OD interventions so as to improve and enhance the job satisfaction of the frontline staff
in banks so that to increase the productivity and performance outcomes. Hackman and
Oldham’s model of job design (Waddell et al., 2014) forms relevant theoretical bases for this
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research study. This model describes the interaction between five core dimensions of work
affecting three critical psychological states of the employee, thus resulting in personal and work
outcomes, individual differences in employees such as knowledge and skill levels, growthneed strength, and satisfaction with contextual factors that moderate the relationship between
core job dimensions, critical psychological states and personal and work outcomes (Fig.3 in
Appendix 1). This model suggests that job performance can be enhanced by encouraging
positive employee attitudes by enriching a job along ‘five job characteristics’, thus enhancing
one of the three critical psychological states which in turn influence affective personal and
work outcomes such as high work effectiveness or job performance (Venkatesh et al., 2010).
The introduction of SAM (Semi-Automated Machines) in the retail banking space can
positively influence task identity as more mundane jobs, like processing cash transactions,
checking and renewing account balances, are performed by these multi-tasking SAM machines,
and the employees have more meaningful and highly specified job roles.
Similarly, skill variety is positively influenced by the introduction of SAMs as employees
may need to develop new skills and abilities to handle new job roles. Individual differences
play a significant role in moderating these effects, and contextual forces are critical to the
success of any ICT ( Information and Communication Technology) intervention (Venkatesh et
al., 2010). This model is helpful in job design and provides us with a basis for evaluating
existing job design as well.

2.6 Socio-technical systems (STS) theory
Sociotechnical Systems Theory was developed initially at the Tavistock Institute of Human
Relations, London, in the early 1960s and improved by the modifications and contributions
made to it by other scholars (Cherns, 1976; Clegg, 2000; Mumford, 2003 as cited in Venkatesh
et al., 2010). The term “socio-technical systems” originated from the work of Emery and Trist
(1960) (The Tavistock Institute, n.d.) to define complex interactions between humans,
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machines, and the very environment they are working in to achieve a common goal (Baxter &
Sommerville, 2011).
A sociotechnical system (STS) consists of a “social subsystem” which includes people
(employees) and organization (structure and management), a “technical subsystem” which
includes technology (hardware and software) and work tasks (job roles) working within an
open and complex environment (Fig.1 in Appendix 1), which is independent of both
subsystems (Pretorius & Oosthuizen, 2016). The environment provides inputs of information
and the raw materials to the STS, and STS processes that input and provide the product or
services to the environment. Akbari and Land (2016) noted that whereas the technical
subsystem is formed by devices, tools, and techniques required to transform inputs into outputs
to enhance the economic performance of an organization, the social subsystem is formed by
employees and the skills, attitudes, values and needs they bring to the work environment within
existing authority structures in the organization.
The application of an STS approach in this research study is relevant to exploring the
interaction between humans and technology and the very interface between them and hence a
‘Sociotechnical system’, The STS theory constitutes an elaborate body of conceptual and
empirical work, studying the employee involvement (social-subsystem) with the ICT
interventions (technical-subsystem) with the goal of achieving ‘joint optimisation’, whereas
joint optimisation refers to a positive outcome of the interaction between a social subsystem
and the technical subsystem in a sociotechnical system (Waddell et al., 2014). Managing the
interface between the human and the technical subsystem is crucial for the management as an
appropriate fit between these subsystems will ensure smooth integration of new technology
within the human subsystem. This fit is achieved by work design or redesign where the
interdependency of each subsystem is explicitly recognized, and the work design aims to
achieve better results by ensuring that all the subsystems work in harmony (Akabri & Land,
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2016). Detailed attention to the social and technical subsystem's requirements is required to
maximize the production in an organization (Emery and Trist, 1965, as cited in Applebaum,
1997).
Some of the key features (The Tavistock Institute, n.d.) of STS are:
•

The overall productivity of organizations is directly related to the precise analysis
of the social and technical needs of a system

•

The above-said analysis determines the appropriate work design for the system,
which has minimal critical rules, which can be both negative and positive rules.

•

Negative rules stipulate that no more should be imposed than what is absolutely
required for the system's functioning (Appelbaum, 1997), and positive rules stipulate
that work design can identify what is critical to the system's overall success.

•

Information systems and flows should be designed to provide information to solve
problems and influence points of action. Systems providing information structured
on hierarchical channels can be a potential source of conflict.

•

Social systems must be designed to support the reinforcement of intended
behaviours in a new structure. The recruitment practices, training programmes and
departmental structures are part of the social system designing in an organization.

•

Any work design must provide a high-quality work-life that balances the individual's
needs with the organisation's needs (Appelbaum, 1997). This is the basic principle
of STS theory, which states that the needs of individuals and organizations should
be blended optimally for enhanced productivity.

The people or personal subsystem in a socio-technical work system model (Fig 1 in
Appendix 1) comprises demographic characteristics of the workforce, their psychosocial
dimensions such as their personality and attitude towards work and the degree of
professionalism required to perform the work tasks such as the values or the norms of the
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people included in this personal subsystem (Bélanger, Watson-Manheim, & Swan, 2013). The
importance of the personal subsystem stems from the fact that it defines how the tasks are going
to be performed in a socio-technical work system. Bélanger et al. (2013) further pointed out
that in the real world, once the technical subsystem is designed and implemented, it is often the
personal subsystem that has to adapt to organizational structure or work design and external
environment, thus leading to joint optimisation. This points out to the traditional management
information system (MIS) approach, which relies on optimising the technical subsystem and
then adapting people to the technical subsystem to achieve the intended outcome. In contrast,
the socio-technical system theory propagates that the social and technical systems are
interdependent and thus should be jointly optimized for obtaining the best outcome for an
organization (Chen & Nath, 2008). The principles of socio-technical theory can be used to
design flexible work processes in a technology-driven environment so that employees can
accomplish their work tasks effectively in the new work settings.

2.7 Change Management Models
It must be noted that there is no standard definition of a change model in the OD/CM
literature, and many of them have evolved from Lewin’s Field theory in social science (1951)
(Cummings & Worley, 2015). Lewin (1951) based his model on an overall cycle that comprises
of (a) clarification of the current problem in the system, (ii) engaging a competent team, (iii)
gathering of the data and details to diagnose the problem elements, (iv) interact with the persons
likely to be affected by providing and receiving feedback, (v) continue with the interaction
until clarity emerges, (vi) developing of an action plan, (vii) taking actions and (viii) again
gather the data and information to assess the impact on the problems to find out whether the
requisite changes have been accomplished (Waddell et al., 2017) (Fig.5 in Appendix 1).
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2.7.1 Lewin’s 3-stage model of change
With the substantive work of Likert (1961), OD found its way into organisations and was
quickly embraced by the corporate sector.
Lewin’s ‘Change Management Theory’ (1936,1939,1948); Lewin & Grabbe (1945),
developed, refined and expanded over several years, is considered to be the ultimate in change
management models, as he is acknowledged as the father of social change theories and
originator of action research and organisational development (OD) (Cummings & Worley,
2015).
Lewin’s theory comprises three components, which can be stated as stages. They are (i)
unfreezing, (ii) movement: transiting towards a new level or “Change’ stage and (iii)
refreezing, stages respectively (Waddell et al., 2017) (Fig. 5 in Appendix 1).
Unfreezing is a process that paves the way for the workforce to let go of the old,
counterproductive way of working. In this stage, the employees and the management recognize
the need for change and a conscious desire to change.
Refreezing refers to the rooting of a new change as a habit. This stage needs ongoing
involvement of leadership, which needs to be supplemented with policies, rewards, and
unrelenting orientation to the new system, which also becomes applicable for incoming
personnel. The changes put in place are ‘frozen’ to make sure that they become part of dayto-day working procedures.
Lewin did not stop there but extended his theory by including a tool, VIZ, ‘force field
analysis’ (discussed in section 2.10), which emanated from his belief that changes in human
behaviour are caused by such forces as beliefs, faith, expectations within their life span in the
short run that get reinforced by cultural norms in the long run. These forces are like a doubleedged weapon, as they produce positive or negative outcomes depending upon the situation in
which they are placed.
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Force fields can be elaborated with three elements, VIZ, (i) driving, (ii) restraining and (iii)
equilibrium forces, respectively. Driving forces impact a situation by pushing it in a particular
direction to initiate changes and keep them going. Examples of potential driving forces are
pressures from superiors, incentives, and frustration from the current manner of working.
Restraining forces exert pressures to restrain or decrease the speed, making it difficult to move
the change forward. Examples are apathy, exorbitant costs and, resistance to the introduction
of technology (Swanson & Creed, 2014). Resistance to changes ultimately negatively impact
productivity. Equilibrium is an intersection of driving and restraining forces and is reached
when the sum of driving forces equals the sum of the restraining forces and works in the
following manner: Before a change occurs, the force field in an equilibrium state between the
forces that are favourable to change and those staff who resist it. If change has to occur, the
status quo will have to be disturbed either by adding factors conducive to changes or reducing
the quantum of resisting forces. Lewin proposed that the status can be successfully disrupted
as and when the driving forces are stronger than the restraining ones. Lewin has integrated the
three-stage theory with that of force field analysis, and by doing so, he has provided a platform
comprising ‘change agents’ to organisations so that they can introduce and implement policies
that would provide them with opportunities to move beyond equilibrium by providing support
through unfreezing, changing and refreezing the stages of change (Waddell et al., 2014).

2.7.2 Kotter’s 8-step change model
Kotter’s Step Change Model (1995,1996) is resultant upon a series of research, which he
had been relentlessly carrying in the change management field and relies upon the principle
that modernisation and transformation hold the key to the successful performance of
organisations (Appelbaum, Habashy, Malo, & Shafiq, 2012; Kotter, 2012). Through an Eight
Step Process to usher in change, Kotter embarks on a methodology supported by the
management, which will inspire people to adopt measures that would provide the impetus to
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bring in viable changes, wherein the outcome would be the emergence of a strong organisation
(Cummings & Worley, 2015).
The eight steps are:
1. Creating a Sense of Urgency: Changes cannot be initiated if there is no pervading sense of
urgency felt within any organisation. Kotter (1995) attaches topmost importance to this as he
believes when the urgency for change is not visibly felt, the transformation process does not
hold the potential for success, which puts such an organisation in jeopardy. He quantifies the
desire to change with an estimate that at least 75% of the management would have to be
convinced that the status quo is unacceptable.
2. Building a Coalition: This is created with a core group of personnel who have felt not only
the urgency for change but also built a strategic vision, which they share with their teams.
Kotter (2014) describes them as a coalition of people who have diverse talents and skills,
combined with expertise in different areas of the organisation's hierarchy, who hold power to
face the challenges and see through the transformation effort.
3. Forming of Strategic Vision and Initiatives: Vision of the future is a sine qua non for the
cultivation of support to bring about the changes across the organisation. The vision combined
with pragmatic initiatives is vital for transformation, as otherwise, it may just become a ‘list’
that leads to confusion and may take the organisation in the wrong direction or even nowhere.
4. Communicating the Vision: Once the vision document of change is implemented, the
change leaders would have to seize the opportunities and deploy them through actionable steps.
While doing so, they have to tirelessly spread the message as to how the change would better
the organisational performance vis-à-vis its present state. Continuous communication is the key
to enlisting support from not only all the ranks of the organisation but the stakeholders as well
(Appelbaum et al. 2012)
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5. Enabling Action by Eliminating Barriers: While communication is an enabler, it alone
would not help because change agents would be confronted with obstacles and barriers, which
they should remove through a concrete mix of policy measures, with a mix of ‘stick and carrot’.
For instance, the blockers who resist change would have to be removed with a firm hand (e.g.,
some at the top may resist decentralisation of authority from the fear of losing authority), while
those who are inclined to change would have to be further motivated through incentivising
them.
6. Showing Results with Short Term Wins: Short term goals are no less important than longterm ones as it is vital to build and sustain the momentum of change. Real transformation
consumes time, and renewal efforts can risk a loss of momentum if realistic goals are not put
in place. Human beings tend to give up or get disillusioned if they do not see quantifiable
outcomes.
7. Consolidate Gains and Sustaining the Acceleration: The previous step though necessary,
is not without a limitation in that it can result in the change agents becoming overconfident by
believing that the change process has become irreversible. It can no longer be reversed by those
who had initially resisted or opposed it. It is fine to celebrate a winning streak but equating it
with an ultimate success could be catastrophic. Kotter advises the change leaders to utilise the
capital of support and goodwill earned by them with the short-term victories to solve complex
issues, such as by going after systems and structures that are incompatible with the
transformational vision.
8. Institute the Changes: Until the changed behaviours are rooted in the organisation's social
norms and shared values, it results in the danger of getting degraded and eventually becoming
irrelevant due to the pressure for change being removed. Changes stick when they become a
way of doing things and seep into the organisation's bloodstream.

48
It can be stated that Kotter’s model is linked to that of Lewin’s in that at least the first four
steps can be related to the unfreezing. In particular, the first four phases are of practical utility
in unfreezing the existing environment prevailing in an organisation, which can set the stage
for preparing the actors to enable changes to occur. More importantly, it would help remove
the structural barriers, such as adequately skilling the frontline staff that has relevance to this
study (Waddell et al., 2017).
However, another critical point that Kotter makes is the distinction between the leaders and
managers and draws attention to the fact that the leaders must establish the direction, align the
personnel, and carry out the process of motivating and inspiring them. Leadership styles are
discussed in section 2.8.
In short, Kotter’s model gains its importance from the fact, and as pointed out by Bharijoo
(2005), change is an emerging need for the survival and success of organisations.

2.7.3 7S McKinsey Framework Model
This model came into being due to the joint efforts carried out by McKinsey consultants
Tom Peters, Robert Waterman, and Julien Philips with Richard Pascale and Anthony G. Athos
(Waterman Jr, Peters, & Phillips, 1980). It is developed as a tool by the global consulting firm
in management, McKinsey, to analyse an organisation’s effectiveness wherein its functions
were seen in a holistic manner, rather than department wise, based on which the problems were
analysed, strategies were developed implemented.
The model is designed in the following manner:
First, it considers seven factors to holistically organise a company's functions. These are
(1) Structure, (2) Strategy, (3) Systems, (4) Shared Values, (5) Skills, (6) Style and (7) Staff
(Schwering, 2003). The first three are captioned as complex elements and the balance four as
soft elements. The usefulness of such a distinction is that the complex elements are considered
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factual ones that reside in an organisation, which are easy to spot. They can be found in such
company documents as strategy statements (mission/vision), business plans, and organisational
charts.
The strategy amplifies the action being planned by the organisation in response to or in
anticipation of the changes in the external environment. The structure provides the basis for
specialising and coordinating the actions aided by the strategy, which is also dependent on the
size and diversity of the organization. The systems put formal and informal procedures in place,
which support the strategy and structure.
The central theme around which the soft elements are linked to each other pertains to the
organisation's culture. It can be described as the values, beliefs, and norms that have developed
over a period of time and play an enduring role in the life of an organisation. All these veer
round on the staff, including the management (Channon & Caldart, 2015). For instance, the
management style occupies a key role in determining the motivation level of the staff. It serves
as the nodal point for shaping values, determining the processes used to develop existing staff
and the entrants and their socialisation process. It also is responsible for the development and
sharpening of skills and competencies. The shared values, again a cultural feature, serve as a
basis for sharing concepts and ideas, which have more relevance for those working within the
organisation. In other words, they are a part of the internal environment.
It is the soft elements that are not amenable to being described easily because they are
dynamic in nature. Further, the players behind these elements are the people at work in various
capacities. Personnel would have to consider all seven factors to determine their impact on the
functioning of the firm. The uniqueness of this model is that it is value based, can be applied
to bring about changes in a variety of situations in which an organisation is placed, such as
restructuring and bringing about changes in the leadership. It works by analysing the current
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situation and superimposing it to a proposed situation to identify inconsistencies and gaps
between the two, and then the implementation process takes place.

2.7.4 Positive model of change
Organisations are confronted with the task of integrating various business processes by
making deliberate efforts to introduce changes. There are several change models/theories and
methodologies pioneered and advanced by scholars. This model proposes an alternative to the
conservative way of handling organisational change by focusing on the problems of the past
(Cummings & Worley, 2015). When the past actions are viewed as only a necessity for change,
the members of the organisations, in whichever capacity they are associated with it, run the
danger of harbouring a belief that whatever they did in the past was of no value, because of
which their commitment starts to wane and may be detrimental to the change process. To
handle this, the positive change model applies a continuity scan, with which a good picture of
the strengths of organisations, their historical core capabilities are spelt out, which forms the
basis for further discussion/brainstorming from which a few are shortlisted that are maintained
to pursue success with change. The positive model is applied through a process termed
‘appreciative inquiry ‘and involves five phases (i) initiating the inquiry, (ii) inquiry into best
practices, (iii) discovering the themes, (iv) envisioning a preferred future, (v) design and deliver
ways to create the future (Waddell et al., 2017). It is posited that the continuity scan facilitates
large groups of personnel to work together to bolster the positive image of their organisation.
While doing so, everyone learns, and the collective intelligence of the organisation and the
wisdom of their staff also tend to improve and acquire positivity.
When this model is applied, the benefit to the organisation can be seen with its whole
system undergoing a positive change. The experiencing of the wholeness by everyone in the
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organisation brings out the best in the personnel and teams. More tangibly, the following
positive outcomes could be seen:
•

It brings in more trust. There is less or no suspicion of what others would do when
everyone is on board.

•

It lets the staff see a purpose greater than their own; in other words, they think of their
company’s welfare also.

When everyone knows they are part of the decision-making process, credibility is added to the
outcomes. The norms get established, which soon takes the shape of culture. Erroneous
assumptions about other people and groups are eliminated.

2.7.5 Action research model
Action research (AR) is a scientific methodology that is interventionist in nature. Its
purpose is to enable the researchers to provide suggestions to solve the problems and the
practitioners to implement them. Lewin (1951) took cognisance of its utility in experimental
research aimed at groups that experienced social problems. As shown in Figure 5 in Appendix
1, Lewin (1951) advocated a mode of research that comprises actions cycles, which include
analysis, fact-finding, planning the sequence of steps and implementing them
AR distinguishes itself in problem ridden areas, where there is a need for intensive research
that would guide practice. This is especially so in a context where much of the research time is
spent on deepening one’s existing knowledge rather than exploring how it could be applied to
emerging areas, such as technologies and the changes they bring to life in workplaces. In short,
AR is putting research into action. In their methodology on how it can be accomplished,
Altrichter, Kemmis, McTaggart, and Zuber-Skerritt (2002) have provided an actionable
methodology comprising of four steps, VIZ, (i) planning, (ii) action, (iii) observation and (iv)
reflection.
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2.7.6 ADKAR change management model
This change management model is based on Prosci, Inc’s (2002) benchmarking study and
is different from the other models in that it aims to bring changes at individual levels of an
organisation, rather than the organisation per se. As shown in Figure 2.2 below, ADKAR stands
for Awareness, Desire, Knowledge, Ability and Reinforcement.

Figure 2.2: Prosci ADKAR Model

Source: (Prosci Inc., n.d.)
ADKAR outlines the goals and outcomes of successful change and is considered an effective
tool for planning change management activities at individual levels in an organisation. It is a
real scenario evidence-based model based on a series of longitudinal studies, which Prosci Inc
has conducted until 2012 (Prosci, 2012).
The 2012 report of Prosci is considered applicable in the field of change management at an
individual’s level. Some of the salient features of his evidence-based findings are:
•

The process of change management would have to be initiated at very early stages

•

A structured approach to change has a positive impact on realising success. There is
overwhelming evidence for this, as he reported that almost 60% of the participants
adhered to structured support.
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•

The choice of methodology should have the quality of ease of use. The factors that
define it are easy to implement, understand, and communicate to others, practical,
logical, comprehensive, and holistic. It may be recalled that McKenzie’s 7 S Model also
emphasises a holistic approach, but that is at the organisational level.

•

It is essential for the top leadership to devote adequate resources, which would create
the requisite office facilities or at least constitute a functional group to change
management. At least 36% of the organisations he examined devoted the resources to
accomplish their goals.

•

It motivates the individuals by inculcating an awareness of the need to change by
motivating them to desire to participate and support the change process, imparting them
with the knowledge on how to change and providing them with the tools to implement
the change and inspire them to sustain it.

•

In terms of implementation, phase 1 is devoted to preparing change, phase 2 towards
managing it, and phase 3 concentrate on reinforcing the changes.

The core strength of Prosci’s model is that it focuses on the individual change first and then
on the organisational change, thus amplifying the fact that the organisational change will be
successful only when the individual members of that organisation are successfully driven
towards that change (Prosci Inc., n.d.).

2.8 Leadership styles
There is no single paradigm that has been put in place by scholars for studying leadership
and its styles, as there is little agreement among them on choosing the best strategies that would
be acceptable to all and implement them in a workplace setting (Bennis, 2007; Vroom & Jago
2007). It also needs to be noted that several styles are used, which are interchangeable in nature.
For instance, the transactional leadership style is also referred to as the directive leadership
style. Leadership style, in general, is considered to be a combination of traits, characteristics
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and skills that are reflected in the behaviour of the leaders while interacting with their
subordinates (Mitonga-Monga, Coetzee, & Cilliers, 2012). Effective leadership is essential for
successfully implementing change management strategies. If effective leaders do not back
them, they are bound to be directionless and run into the danger of not getting implemented at
all or not being appropriate for the situation (Thompson, Strickland, & Gamble, 2006).
The literature on leadership suggests that there are predominantly five main leadership
styles, VIZ, (i) autocratic, (ii) charismatic, (iii) transactional, (iv) visionary and culture-based,
respectively and (v) transformational (Yukl, 1989; Sashkin, 1996). Lewin (1939), along with a
group of researchers, identified three major styles of leadership, VIZ, (i) authoritarian, (ii)
democratic and (iii) laissez-fair leaders. Subsequent researchers and scholars have expanded
on this, for example, McGregor (1960) developed Theory ‘X’ and ‘Y’. Being a dynamic field,
the literature has been becoming more mature in the reporting of newer and more contemporary
leadership concepts such as transformational leadership, which is more applicable to the current
more modern workplace settings and employee needs, including their self-development and
dealing with the constant demands of organisational change and associated programmes.
Some of the characteristics of these styles are described as follows:
Autocratic leaders practice ‘do as I say’ approaches in all their affairs, and followers
have no say in the decision-making process. They retain within themselves the decision-making
rights, and the followers are meant only to execute their orders, and their conception of success
is narrow and subjective (Northouse, 2016). According to Sivaruban (2021), autocratic leaders
can only survive for a short period and are the perfect examples for those who bide their time
and for the inevitable failure to happen. In such cases, either the organisations they head are
doomed, or a new leader takes over with a more inclusive leadership style.
Laissez-fair leadership, which in action is called the ‘delegative’ leadership because the
leader rarely intervenes in the decision-making processes, which are done by the groups
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(Northouse, 2016). The leader serves primarily as a source or provider of technical information
only. It is more of an ‘anything goes approach’ that leads to chaos because it is seldom
effective.
Democratic leaders decentralise the decision making, wherein the decision-making process
itself is shared with the subordinates. This leadership style allows others to express their ideas
that seldom happens under the autocratic approach, and this involves consensus where the team
votes on the best decision to deal with an issue that is significant (Raelin, 2012). Democratic
leadership has limitations that do not make it an ideal choice. For instance, there is an
underlying but erroneous assumption that everyone in the organisation has an equal stake in
the outcomes, but in reality, it rarely exists. Also, it makes the decision process very slow and
requires enormous effort to reach a consensus on an action plan for change.
An improved version of democratic leadership is ‘participative leadership’. The leader here
values the inputs from the team members but keeps the responsibility of making final decisions
within them. The Participative style has greater acceptability as it enhances the employees'
morale because it makes them feel that their opinions matter (Somech, 2005). This makes it
easier for organisations to usher in change management. Above all, it can rise to the occasion
when companies are confronted with a need to make decisions and implement them within a
short span of time (Burnes, 2007). Participatory decision-making leadership is synonymous
with consultative or collaborative leadership style.
Transformational leadership is the expanded version of the participative style of leadership.
It is viewed as something similar to a ‘cruise controller’ to handle the complex business
environment, which is characterised by chaos or complexity but at the same time offers the
opportunities that are dynamic to handle the challenges. It is considered to be one of the new
age leadership styles that are conducive to how organisations and staff need to lead today,
which is associated with charismatic leadership that is equipped with a vision and commitment
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to put that vision into action and walk the extra mile by being proactive to ensure strategies
stay and work (Cooper, 2005). Furthermore, transformational leaders are considered moderate
to high risk-takers, good communicators, problem solvers who redefine the industries in which
they work by adopting the changes that impact them (Northouse, 2016).
Leaders and leadership styles would also have to change to meet the chaotic and
competitive natures of external environments they operate in. As pointed out by Gibson
(2011), to address the opportunities of the future, it is necessary to let go of the past. This
implies that the old models and the assumptions on which they were built must be challenged.
However, as Vroom and Jago (2007) opined, determining a leadership style or a
combination of styles that would be effective would depend on situational factors in which
industry or organisation exists and the organisational structure. This is known as contingent
leadership style and is covered under Fiedler’s contingency theory of leadership which states
that to achieve group effectiveness through leadership, there should be a proper match between
the leader’s underlying traits and situational factors (Juneja, 2021).

2.9 Organisational Structure
Scholars such as Hannan and Freeman, 1984; Cohen and Levinthal, 1990; Schwarz, 2012
have dealt with the roles and importance of organisational structure in adapting and absorbing
changes or preventing that happening due to their inertia. It is all the more important for
industries that are undergoing rapid changes due to the incursion of technologies such as
banking, as pointed out by Amburgey, Kelly, and Barnett, 1993. The structures and systems
that facilitate their survival in stable environments can become liabilities when they have to
adapt to a new environment where the competitive pressures become intense.

The

organisational structure in change management derives importance all the more because it
influences the ability of an organisation to assimilate newer technologies.
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Bureaucratic organisations, which incidentally are identified with public sector or
government-owned entities in India, exhibit a paternalistic attitude, practice noticeable power
distance, and collectivism (Hofstede, Hofstede, & Minkov, 2005). Due to the centralized nature
of decision making in some organizations, there is little scope for employees’ participation and
empowerment. The leadership is bequeathed based on seniority, authority, and hierarchy.
Organisational cultures are seen to be closely linked to the type of organisation. Wallach (1983)
mentions three distinct perspectives, VIZ, (i) bureaucratic, (ii) supportive and (iii) innovative.
The term organic structure concerning an organisation is not often seen in the literature.
Nonetheless, it is mentioned with an analogy by applying chemistry principles to understand
what it is with reference to the accumulation of knowledge. It can be described as something
self-sufficient in the production of critical complementary knowledge, for instance, in in-house
R&D activities (Grant, 2013).
It would be more relevant to link the phrase ‘ organic structure’ with other synonyms such
as self-organisation, supportive, and innovative structures. In a self-organised structure, the
firms are willing to gather informal knowledge wherein the organisations exhibit abilities to
collect and evaluate the internally and externally generated information to take decisions on
the changes and implement them. There is ample scope for innovation in such a structure
through a systematic production of knowledge within networks connected by multiple private
and public institutions. Inter-firm cooperation also takes place within an industry. The
advantages this structure confers are (i) since technological learning is localized in nature
(Atkinson and Stiglitz, 1969), it is possible for the individual firms to embrace it faster, and (ii)
strategic decision making within individual entities is influenced by the environment in which
the industry as a whole operates. The organised structure is closely correlated to innovations,
and hence organisations that are following this structure can be labelled as innovative ones that
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can disrupt the industry in which they are working (Silverberg, Dosi, & Orsenigo, 1988; Kline
& Rosenberg, 2010).
Supporting organisational structure is mentioned in the literature in relation to the
organisational environment, which is required in an ongoing manner to sustain the routines,
which would enable them to overcome the inertia and achieve innovation. This is especially
critical in situations where the specific entity (for instance, a public sector bank) does not have
the requisite levels of commitment to technology (Christensen & Rosenbloom, 1995). When
new technologies are brought in, the management has to support distinct routines within the
existing organisational structure; otherwise, the staff may lose the motivation to adapt to the
new technologies.
This research project has included Bank G, a government-owned public sector bank and
Bank P, a private sector bank. The former predominantly contains a bureaucratic structure with
a lack of autonomy, while in the latter, a much more flexible structure is adopted (Shrivastava
& Purang, 2009). Hence, it is not possible to take a rigid view. It will be a combination of
different organisational arrangements that would enable the banks to profit successfully from
the implementation of technologies (Teece, 1986).

2.10 Lewin’s Force Field Analysis Model
The banking industry in India has gone into the path of embracing technological changes
as never before, but this is by no means bereft of challenges. While they are several in nature,
for instance, socio-economic diversity and political and legal complexity; with reference to this
study, the technological changes arising out of automation in the banking sector relate to the
interaction of technology with the workforce (the frontline banking staff in particular) and the
problems/difficulties that crop up while implementing the technology from the strategic human
resources, (SHRM) point of view.
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Change management is the broad term that is used in the context of bringing about changes
in organizations, and Lewin’s Force Field Analysis Model is the most appropriate one, which
is widely prevalent to implement the change management process by taking into account the
technology and human factors and linking them with the various processes to accomplish what
an organisation wants to accomplish by way of changes through both planning and
implementation.
Lewin’s Force Field Analysis Model takes into account both sides of the coin. These
include restraining forces, such as employees who favour the status quo and hence resist
changes and the refraining forces which reside with the management who are in favour of
changes that they try to enforce on their employees in one form or another, in order to obtain a
higher level of performance. It is worth mentioning here that conflicts are inherently found to
be part and parcel of change management because they dynamically alter the existing field
forces, which keep disturbing the equilibrium (Mahler & Rogers, 1999).
Lewin (1951) suggested that to have a smooth transition in an organizational change, the
efforts should be focused on reducing the forces that try to maintain the status quo rather than
increasing the forces for change which may eventually result in tension and conflict between
the employees and management (Cummings & Worley, 2009). The Force-field analysis model
is used to analyse qualitative data in organizational development (OD), whereas the
information collected related to organizational change is divided into two themes: forces for
change and the forces resisting the change. The different forces are then rated for their strength
as the most positive or most negative forces based on the input received through interviews of
employees and the management of the organization where the changes have been implemented.
The force-field model suggests that the efforts to bring about change should focus on reducing
the negative forces that are trying are to maintain the status quo rather than increasing the
strength of positive forces that are pushing for change as this may lead to dysfunctional conflict
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and tension between employees and the management (Waddell, Creed, Cummings, & Worley,
2017).

2.11 Resistance to change:
The word ‘change’ causes fear in individuals and make them feel even scary. According to
Pierce, Gardner, & Dunham (2002), it triggers an aggressive reaction, a fear of failure on those
who are subjected to change, as a result of which they resist out of fear. Nonetheless, change
is a natural process, and in the fiercely competitive environment in which business operates,
change is an absolute necessity for survival (Henslin, 2013; Moran & Brightman, 2000). In
such a scenario, resistance to change, as indicated by Curtis, Hefley, & Sally (2001), may even
lead to the demise of businesses if it is dysfunctional, e.g., employees go on strike, reduce their
productivity, resign, refuse to carry out instructions or tasks etc.
This is all the more so in the banking industry, which has been witnessing rapid changes
due to the introduction and implementation of technology. It has been producing mixed feelings
on the part of the employees, most of which tend to be negative and de-motivating, which has
the effect of impacting not only their productivity but on the banks themselves.
Resistance to change is nothing new to organisations. For example, Coch and French, Jr.,
(1948); Zander (1950); Dent & Goldberg (1999) saw it as an outcome of the beliefs of at least
some individuals in the workplace that what benefits their organisation is not inconsistent with
the interests of those who are asked to change. According to Piderit (2000), resistance is
multidimensional by containing affective, behavioural, and cognitive components.
Much of the approaches of some of these scholars pointed to above focused on situational
antecedents, and later research expanded the scope. Wanberg & Banas (2000) reported that
optimism, perceived control and self-esteem of the individuals predicted their willingness to
accept change at work. In addition, what could be summarized from the literature of core
factors that cause resistance among the individuals in an organisation, six of them are (i)
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Reluctance to lose control (Sagie & Koslowsky, 2000), (ii) cognitive rigidity (Bartunek, Lacey,
& Wood, 1992), (iii) lack of psychological resilience (Judge, Thoresen, Pucik, & Welbourne,
1999), (iv) intolerance to adjustment period involved for changing (Kanter, 1985), (v) an
inclination for low levels of simulation (Goldsmith, 1984), and (vi) reluctance to let go of the
old habits (Harrison & Zajonc, 1970).
Resistance to change would prevail in one form or another, and hence what is more
important to attempt is to find a way to overcome such resistance. Sagie & Koslowsky (2000)
suggest that what is needed for overcoming the resistance is to identify the ‘source of
resistance’. When it comes to identifying what makes employees resist innovative changes, it
emerges that risk aversion and self-esteem come in their way to embrace the changes.
Balogun and Hailey (2004) consider, in an organisational context, the changes that are
convergent in nature, by which it is meant that only existing ways are modified, resisting these
changes sometimes is beneficial because, in such a scenario, an organisation can still remain
competitive without them as those changes are not generating many benefits for that
organisation. Pardo-del-Val and Martinez-Fuentes, (2003) had carried out an extensive
literature review that is also empirically validated in which they have identified several factors
that cause resistance to change. Some of those that can be considered as appropriate to resist
change are listed below:
•

If the organisation is unable to visualise how the future would look with clarity after
the proposed changes are implemented,

•

If there exists a communication gap, which could lead to distortion of information or
misinterpretations

•

When the organisation goes into silence mode and indulges in limiting the flow of
information
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•

When there is a lack of commitment on the part of the top management, it is considered
reasonable to resist the changes contemplated.

It is crucial to provide a forum for the staff to share not only their thoughts but how they
feel about the changes that are intended. When the voice of those who would be most affected
by the changes is heard, this enables the management to receive their inputs on their concerns,
as well as ideas, which would reduce misinformation and rumour mongering and provide the
platform for envisaging a vision of future, which can act as a facilitator to motivate employees
to change. When the employees are allowed to share their ideas and concerns, the organisations
are known to innovate and perform better (Guzman & Espejo, 2019).
Change is a challenging and complex process, and it is not choosing either technological
oriented or people-oriented solutions, but it is a combination of both (Mabey & Mayon-White,
1993). Cooperrider & Whitney (2005) advocates the positive principle to enable the employees
to approach changes, is asking positive questions, which act as a catalyst for the ushering in of
positive changes. The momentum must be kept in incremental or large-scale steps, as the case
may be, to improve social bonding. When the momentum gains strength, it results in what is
called 'positive core', which is described as the collective strengths and existing assets that
remain with an organisation that gets utilised in a constructive manner to design and implement
the process of change arrangement. When organisational changes are focused on personal
transformation, it infuses positivity on the people working in the organisation. This means
change management experts would have to recognise the reality that it is the people who
change, and via that, only change in organisations takes place and becomes visible.
The resistance of the employees to change can be exacerbated due to lack of or
insufficiency of the top management’s communication with them. The fact is that if
communication is not handled well, it can act as a stumbling block, as evidenced by Towers
Watson in a survey which revealed that only a quarter of employees were sustaining gains from
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the change management initiatives (Lipman, 2013). Leadership styles play an essential part in
managing the resistance to change in an effective manner.
From the 1970s, the leadership literature started to articulate the functional aspects, with
which the concepts of transactional and transformational theories emerged. The transactional
approach is premised on the belief that leaders would have to follow a policy of ‘carrot and
stick’ style, thus using the rewards or punishments to control the behaviours of the followers
and to accomplish the objectives. On the other hand, the transformational leadership theory
posits that leaders would have to apply positive methods to influence and inspire the followers
so that they could become self-motivated to accomplish the goals. It assumes that the
relationship between the leaders and their followers is one of mutual trust that is characterized
by idealized influence and inspiration (Northouse, 2016).
Referring to the Indian banking scenario, the banking space has undergone rapid changes
with the introduction of private sector banks, along with whom the public sector ones also have
to function in order to sustain their position and be competitive. Automation has been a key
ingredient of growth strategy chalked out for the banking sector as a whole, but the private
banks are seen to be placed in a somewhat advantageous position over the public sector ones
because the latter is still owned by the Government of India, which has to follow a mix of social
and economic objectives in running them. The Government chooses the top management in
public sector banks, and they have a more rigid bureaucratic structure resulting in being saddled
by an authoritarian style of leadership.
Given the fact that power distance is prevalent in public sector banks because of the still
prevalent bureaucratic style of management, which to an extent is less in the private sector ones
there could be some variations in the styles of leadership between them. Nonetheless, in either
case, a combination of styles would be needed, especially with reference to the public sector
banks. In the context of the public sector banks also turning to be technologically capable, the
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challenge before the leaders relates to informing, engaging and channelling the energies of the
employees by striving to make them willing partners in the change management. To
accomplish successful change management, instead of using clichés like charismatic,
transformative or visionary leadership style, what is actually needed are leaders who are
endowed with strategic thinking and turning around ability. The current rule orientation
approach has resulted in a lack of initiatives, including innovations. There is a need on the part
of the Indian government to decentralize the structure, allowing more freedom in the hands of
the management to determine issues relating to staff welfare, wages, work-based compensation
structure, and when so done, the leaders would have to be made accountable for bringing about
the changes. This would enable both the management and the staff to face the competitive
challenges that 21st-century banking faces, in which automation is going to be the primary
driver of growth, viability, and profitability of the banks. The leadership style in respect of
private banks could be somewhat more accommodating. Because they are not driven by
bureaucratic authority per se, except perhaps, facing the regulatory challenges posed by the
Reserve Bank of India (RBI), but that must be driven by strategic thinkers who have the ability
to implement the necessary change in their respective organisations.

2.12 Hofstede’s Cultural Dimension Model:
This section covers the discussion on Hofstede’s Cultural Dimension Model and the
usefulness of national values associated with this model as related to this study and other related
change management factors.
Researchers, for instance, Kluckhohn and Strodtbeck, 1961; (Schwartz 1994), have
provided evidence to the effect that there exists a close relationship between the cultural values
of a nation and their impact on the workplace, employee attitudes and the overall outcomes
impacting the organisational health. Hofstede (1980) visualised culture as something that
constitutes a mental programme, which not only distinguishes members of a society but also
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maps them according to what a group thinks and does. Many of the definitions of culture use
values as their core, that is, to say that at the heart of culture, there exist values (Rokeach,
1973). Further, cultural values closely connect to socio-demographics and perceptions relating
to the quality of services and deriving satisfaction from them. As a result, they are considered
to be of practical importance to researchers and practitioners for drawing valuable insights into
their sphere of research or business activities by combining socio-demographics for example,
gender, education, and other socio-demographics (Hills, 2002).
While the instrumental values represent desirable modes of conduct, the terminal values
are related to a desirable state of existence. Instrumental values are described by Vinson,
Munson, and Nakanishi (1977) as modes of conduct containing characteristics such as ambition
and independence, which are coupled with responsibility, whereas the terminal values are
construed to characterise the desired end-state of existence, in which such attributes as carrying
out a meaningful life by focusing on family, its security, and other attributing factors. The two
value dimensions are postulated to compose two distinct dimensions in working life.
Thus, understanding and thereafter the determination of the employees' attitudes in their
work environment is an important aspect for initiating, planning, and implementing change
management, and the discussion carried out above would form a valuable basis in such
initiatives. The underlying theme in the cultural dimensions is that by nature, human beings are
amenable to change, and people can be changed not only in relation to their work environment
but from an institutional angle as well. Besides, the values, including the values at work, also
have to change by responding to the economic and social development of the times based on
the situations in which organisations are placed.
The cultural gaps between the workforces can be a source of conflict, which can have
potential threatening consequences. In addition, the cultural differences may come into sharp
focus when the conflicts manifest. These can, in turn, have a bearing on the management styles.

66
The original research of Hofstede classified the employees into four dimensions VIZ, (i)
individualism versus collectivism, (ii) power distance, (iii) uncertainty avoidance and (iv)
masculinity versus femininity. It was pointed out to Hofstede by Bond, who expanded his study
with the Chinese Value Survey, which covered members whose origin were eastern/Asian, that
Hofstede’s theory was lacking in respect of the eastern countries and to fill this gap, Hofstede
added a fifth-dimension model, which was coined as Confucian dimension/Long term
orientation dimension (Hofstede & Bond, 1984).
In individualist societies, the ties between the individuals tend to be loose, the effect of
which is that they do not go beyond looking after their individual interests, whereas in a
collectivist society, the ties between them are a lot stronger. However, it turned out that the
nations following individualist cultures were seen to be wealthier than a collectivist society.
With reference to organisations, power distance depicts the extent of centralisation of
authority prevalent in the running of them. Hofstede described it as the power being unequally
distributed in the structure of organisations, the implication of which is that those who are
placed higher in a hierarchy are not expected to consult their subordinates in the process of
decision making (Hofstede, 2001). Conversely, it also means that the subordinates are expected
to consult their bosses before making decisions, whereas, in low power-distance economies,
those holding higher positions expect their subordinates to be more self-reliant in their working
and carry out actions on their own. Countries with high power distance were also found to
practice collectivism, but that does not automatically lead one to imply that nations that practice
individualist culture have a lower degree of the power structure.
Uncertainty avoidance refers to the degree of anxiety exhibited by the people in society
about their future. The implication of this in such societies is people avoid taking risks and opt
for security. In societies where it is weak, the people feel relatively more secure and are also
less afraid to take risks.
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Under the dimension of masculinity versus femininity, Hofstede deals with the issue
relating to the degree of social sex role division. In countries where there is a sharp division in
the roles men and women need to perform, it is denoted as masculine, whereas in such nations
where there is relatively less sex-role their members have to perform, it is denoted as feminine.
Hofstede drives the point that in feminine societies, the value system believes in caring for
others, and they also tend to be service-oriented, whereas this may not be the case in masculine
culture.
Long term orientation refers to a tendency of the organisations to exhibit a realistically
future-oriented perspective as against a historic or short-term view.
The cultural dimension of power distance in general and with reference to India requires a
deeper examination as it accounts for the leadership styles found to exist in organisations.
Several scholars have written extensively on this dimension. For instance, Dickson, Den
Hartog, and Mitchelson (2003) wrote that power distance is the most influential cultural
dimension that has been used in cross-cultural leadership research. It has been deployed to
analyse the relationship that exists between supervisors and subordinates. Adsit, London,
Crom, and Jones (1997) found that in low power distance countries, the subordinates depended
on their supervisors in limited ways by which they showed a preference for participative
behaviour, whereas, in high power distance practising countries, there existed a strong
dependence of subordinates on their superiors, as a result of which, autocratic behaviour as a
leadership style was prevalent. A similar result was presented by Offermann and Hellmann
(1997) in that they reported that autocratic and paternalistic management approaches were seen
to be more prevalent in high power distance countries, while that was not the case with low
power distance culture, where a more democratic style of leadership was practised.
From the national values defined through his model and particularly concerning the extent
of power distance that has been prevailing in India, Hofstede, Hofstede, and Minkov (2010),
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through the application of the scale, the authors had developed, measured the score at 77. A
comparative picture is depicted in a tabular form given below in Table 2.1:
Table 2.1: Comparative Picture of Power Distance-India and Other Chosen Countries
Dimension

India

China

USA

UK

Power

77

80

40

35

Distance

Source: Adapted from 6D Model (Hofstede et al., 2010)
The following are evidenced from the table: (i) while India is slightly better than China, it
is nowhere near USA & UK and (ii) India is classified as to be practising high power distance,
which implies that these values influence overtly or covertly the organisational structure and
functioning, which has tended to be following a hierarchical and top-down structure, which
offers little or practically no scope for participation by the employees in the decision making
process. As a result, it is thought to be prudent for the subordinates to consult their superiors
before taking decisions.
Further evidence to the effect that India practices a high-power distance is provided by the
Hay Group (2013) Survey Report (The Economic Times, 2013). The survey results have shown
that much of the corporate leadership in India purse is ‘coercive’ leadership styles, which,
besides having a demotivating effect on the employees, is also negatively impacting the
organisational performance as a whole. Collective bargaining has either brought out violent
outcomes or, as pointed out by Pratap (2011), unionism has not taken healthy roots for the
reason that the managements are not ready to recognise them and also have not been willing to
offer them the space they need for collective bargaining.
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Although over a period of time, Indian organisations have been putting in efforts to shift
from high power distance, the historically prevailing cultural legacy has consequences and a
bearing on leadership styles with reference to the functioning of the banking sector and change
management as a whole. Some of them that have relevance to this study are documented below:
Some of the consequences of high-power distance are:
•

The employees show reluctance to participate in the process of decision making and
are content to act on the instructions received from their superiors. This is characterised
as a passive style of functioning, which can manifest in a passive style of resistance, a
challenge that needs to be faced in change management.

•

The jobs and their functions are narrowly defined and tightly specified resulting in the
granting of limited discretion to the employees. With reference to this study, it calls
for bringing about changes in values and job design.

•

The overall communication pattern is centralistic in that the communication flows
vertically from top to bottom, resulting in substantial gaps between the superiors and
the subordinates. This makes it hard for the subordinates to air their opinions and vent
their feelings.

Power distance gives an upper hand to the managers, who control their subordinates by
giving them an explicit warning or subtle threat that if they do not obey or cross their lines,
they would be taught a lesson; the weapon they have in their hands is the annual confidential
reports (ACRs), which can at times ruin the prospects of even otherwise well-talented
employees, perhaps, for the reason they had wanted to be vocal with their views. In other
words, they get punished for being open. Seniority is given undue importance, which can
subdue the competence of the junior employees.
There is a tendency on the part of the leaders to micromanage, which means even minor
issues would have to be referred to the top resulting in wastage of precious time and resources.
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In short, if power distance persists, as pointed out by Lachman (1988), even though some
changes take place in peripheral values of the workforce, their core values that is a passive
style of working and submitting to the authorities, does not change.
Singh (2015) executed a case study, which investigated the relationship between the
leadership style(s) and employee productivity in three private sector banks and three US-owned
banks operating in India and found that the private sector banks practised transactional
leadership styles, while transformational leadership was prevalent in the foreign banks. As has
already been pointed out, transactional leaders use a strategy that involves a ‘carrot and stick’
approach. Even though Singh had concluded that it has brought out a positive impact on
productivity, there is no consensus that exists on the part of the scholars that a single leadership
style could be applied to all the organisations across the board. Radjou (2008) argues that
paternalistic leadership styles (also) are in vogue in India due to power distance, which acts as
an impediment to change management. Raja and Palanichami (2011) stress that the positional
identity of the leaders plays an essential role in the motivating of the employees. Kaul & Kumar
(2011) argue that successful leaders are defined by their identity and ability to respond to
situations.
This section may be concluded with the observations made by Steiner (2001) that
organisations that employ a large number of professionals would not perform up to the
expectations if they become overtly bureaucratic. This being the case with the banking sector
in India, the view of Coram and Burnes (2001) is appropriate that there is no definite best way
to manage change and hence there cannot be a single leadership style that could be adopted
from the literature.
This is valid for this study for the banking industry in India, especially the public sector
banks would have to chalk out an approach that matches individual banks’ requirements and
situations.
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2.13 Rationale for this research
A critical but balanced analysis of the literature is performed in this section with a view to
paving the way to identify the gap(s) for the furthering of this study. It is balanced because it
has presented the positive sides of what scholars have stated. At the same time, it has acquired
the characteristic of being critical because it would provide limitations or gaps in the literature,
which would help draw the basis for this study.
With specific reference to India, even though it cannot be outright denied that ICT has
brought about positive benefits, the negative implications so far outweigh the positive ones.
From having to face the prospects of losing their jobs to lack of promotional opportunities or
pay increases; the advent of technologies has brought about increased workloads and changes
in the contents of the jobs and has kept the clerical level employees, including the bank tellers,
to live in fear of job insecurity. There has been a consistent decline in the bargaining power,
with the unions losing their stronghold in job and wage negotiations and the agreements not
necessarily favouring the staff.
Curry and Penman (2004) stated that with the increasing use of technology in the banking
sector, a balance between the traditional service qualities and automated services has to be
maintained. Ibbotson and Moran (2003) supported this view by stating that traditional face to
face contact between the bank and the customers helps in developing a good business
relationship. While no one doubts that technology has a role to play, it is naïve to advance
arguments that the traditional services have come to a standstill or will not be needed in future
in maintaining the relationship with the customers or augmenting it.
From the foregoing discussion, it emerges that in the available literature, little research has
been carried out on the developing economies, including India, regarding the impact of the
introduction of SAM on frontline banking staff in India. It also appears that there is space in
the literature to further explore the human angle in the human/technological interface and the
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impact of technology on human resources, which though might not have been neglected, yet
does not seem to be getting the importance it deserves. A qualitative study is needed to explore
the impact of the introduction of advanced automated teller machines in retail banking branches
in India. This needs to focus on frontline banking staff, to develop a theoretical basis to
understand any resistance to the integration of technology with frontline staff. This research
could also lead to providing a road map for improving the job satisfaction of frontline staff to
enhance productivity and job performance in the face of working with new technology.

2.14 Chapter summary
In this section, the theoretical basis of this research study is discussed. The STS theory,
Hackman and Oldham Job Characteristics Model form the bases for the approach to this
research but is not a limiting factor since it may lead to the ‘narrow vision’ that the researchers’
task is simply to report what other theories have been proposed in the past (Maxwell, 2005).
In Chapter 3, the research methodology is discussed to execute the data collection activity
then.
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Chapter 3. Research Methodology
3.1 Introduction
This chapter provides a detailed overview of the research methodology to conduct effective
research. It includes a discussion on various research methods along with the justification of
choosing the suitable research method for this case study. Sampling design and data collection
methods are explained, followed by the deliberation on data analysis techniques used for
interpreting the collected data. Finally, the validity of data and the ethical considerations are
discussed with reference to strategies for dealing effectively with any potential issues arising
during the collection of data.

3.2 Methodology
The following sections cover the various theoretical aspects of the empirical research and
the perspective of the researcher as well.

3.2.1 Research Methodology
This chapter adopts a flexible approach as the terminologies cover methodology or methods
which are used in an interchangeable manner in the literature. This is in line with what
Bechhofer (1974) had observed, namely that in the real world, there is no way one can make a
choice and say that it is a perfect methodology. This is because in the interaction between the
conceptual world, wherein a mix of qualitative and quantitative phenomena either is observed
or take place simultaneously in a dynamic manner, no two situations are alike.
Research, by Walliman (2011), is defined as an activity that directs itself towards exploring
and discovering further knowledge, in a systematic manner, on issues that have relevance to
the study at hand. Brown (2006) views the research methodology as providing the framework
within which research is based. O’Leary (2009) describes it to be something that is associated
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with a set of paradigmatic assumptions that would be used to carry on one’s research. Glatthorn
and Joyner (2005) argue that it has to comply with at least two criteria, VIZ, (a) it is most
appropriate to achieving the objectives, which a researcher has set before themselves, and (b)
it can be replicated in other research similar in nature. From these observations, it can be
deduced that research methodology is an indispensable facilitator of research as it gives shape
and form to the whole study. In the academic realm, the term research methodology has a broad
connotation, and for this reason, it covers both a philosophical framework as well as practical
tools. The philosophical part is denoted with the term ‘methodology’, which provides the
overall structure in which a researcher carries out their research. While this provides the logic,
it would remain abstract in nature unless it is accompanied by practical applications that can
be identified with what is termed as ‘methods’, which cover the techniques and tools as well.
It is therefore of logical importance for researchers to determine the type of research
methodology and methods as they play a critical role in the determination of what a researcher
can investigate. Adler and Clark (2014) treat them as a basket that facilitates the collection of
data, analysis of data, and then arrival at findings.
It is more than a decade since Semi-Automated Machines (SAM) were introduced to
several branches of banks in India, and there has been a lot of OD interventions proposed and
applied by the service industry to manage the changes arising out of it, but their effectiveness
to manage the change successfully is still questionable.
It is obvious that this research study does not have well-defined variables which can be
examined by quantitative techniques for a cause-and-effect relationship. Qualitative research
tries to develop a complex picture of the problem by reporting multiple perspectives and
identifying many factors involved in the situation, which provides a detailed analysis or holistic
account of the issues under study (Creswell, 2013). Qualitative research aims for understanding
the meaning of action from participants’ point of view and hence can offer effective
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improvement of arguments for practice (Fenstermacher, 1986, as cited in Maxwell, 2005). In
order to improve OD intervention techniques for effectively managing the ICT (Information
and Communication Technology) induced changes, the research needs to emphasize the
context within which these changes occur and explore the meaning of these changes for the
participants (Maxwell, 2005). This was achieved by using a qualitative research design for this
research project.

3.2.2 Research methodology and research methods
Generally, the words methodology and methods have been used in an interchangeable
manner; even though they are interconnected, in reality, they are not the same. Understanding
that this is of paramount importance because the first step in planning a research project starts
with deciding on a methodology approach. The scope of research methodology is large as it
encompasses the total approach one has to their project, wherein it covers the research
questions, objectives, and the rationale for choosing a particular research methodology. On the
other hand, a research method is something that has to do with the designing of the research
having specific relevance for the study that is pursued. These views reflect the opinion of Collis
and Hussey (2013), who view methodology to govern the entire approach to the research.
The philosophical assumptions or worldviews behind the research shape the approach of a
research study and helps researchers in deciding on the research approach for their study, such
as a qualitative, quantitative or mixed-methods approach to the study design (Creswell &
Creswell, 2018). Saunders, Lewis and Thornhill (2019) depict research philosophy in a
diagrammatic manner by comparing it to an onion, as shown in Figure 3.1 below:
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Figure 3.1: The ‘research onion’

Source: (Saunders, Lewis and Thornhill, 2019, p. 130)

3.2.3 Research Paradigms
Bryman and Bell (2011), while pointing out that it is the research paradigm that guides the
research design and facilitates the presentation of the results of any study, go further to observe
that there are several paradigms that have been developing and evolving over a period of time
in the social and natural sciences. While it is not possible to elaborate on every one of them, it
is necessary to make a mention of two elements, VIZ, positivism and interpretivism.
Positivism advocates the application of the methods of natural science to the study of social
reality and, by doing so, takes an ‘epistemological’ stand. Knight and Turnbull (2008) reflect
on this characteristic by pointing out that all knowledge is amenable to verification based on a
scientific experiment. Positivism is based on the core belief that there is a single objective,
which is governed by external reality to a research question that need not necessarily align with
the belief of the researcher (Hudson and Ozanne, 1988). Positivists resort to the use of a
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controlled approach in the conduct of their research, due to which the researcher is detached
from the participants of the research. Because they have to adhere to structured research
techniques (Harwell, 2011), they have to use quantitative research.
On the other hand, interpretivists believe that ‘reality’ cannot be construed in absolute terms
because it involves human beings and their actions. The researcher thus must consider their
attitudes, behaviour, opinions, etc. This requires the use of an observational approach, which
falls within the purview of qualitative research.
Yet another way to approach research paradigms is to view them as a set of general
philosophical assumptions on how a researcher understands the reality (ontology) and gathers
knowledge about it (epistemology), and these assumptions are shared by the researchers
following a specific tradition (Maxwell, 2005). They refer to different views of viewing
knowledge and reality and can be compared to different types of glasses you wear to see the
world around you. The type of glasses you wear affects the world you see (Tracy, 2013).
An ‘interpretive paradigm’ has been selected for this research project which is also known
as ‘social constructivism’ where individuals develop the subjective meaning of their
experiences which are varied and multiple and hence is a complex reality (Creswell, 2013).
This is in stark contrast to the paradigm of ‘positivism (and to a greater extent post positivism
as well) which believes in a single true reality and deals with cause-and-effect focused
quantitative methodology. The interpretive paradigm suggests that social action should be
analysed from the actors’ standpoint, a concept referred to by using the German word
‘Verstehen’ (Tracy, 2013). The researcher will construct a meaning of the situation based on
his discussion or interaction with the respondents while focusing on the specific context in
which these people work, an interpretation based on what will be observed in the field and
shaped by the researcher’s own experience and background (Creswell, 2013).
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3.3 Research Strategy
Research strategy pertains to the broad orientation the researcher takes in the conduct of
their research (Robson & McCartan, 2016). It indicates the methodology and the mixture of
techniques the researcher has chosen to investigate their research questions and is based on the
philosophical assumptions and the paradigms, which the researcher has deemed to be relevant
to the inquiry that would lead to the generation of knowledge relevant to the research study. It
is based on the researchers’ philosophical assumptions. According to Bajpai (2011), the
ultimate purpose of research philosophy is to develop knowledge. But it does not end there
because researchers need to collect and analyse not only the primary data but also review the
secondary data to answer the research questions and, in the process, to create new knowledge.
In that sense, research philosophy has to do more with a researcher’s beliefs and assumptions
as to how the data pertaining to their research should be collected and used for analysis. To that
extent, it acts as a starting point for the determination of research methods. In other words,
research methods aim at supporting the researchers by amplifying the procedures and
techniques which are suitable for gathering the data pertaining to their research and interpreting
the results (Creswell & Clark, 2018). It is the type of research questions that are being explored
that sets the stage for the nature of research methodology to be applied for the purpose of the
research. Stated otherwise, the research methods need to be tailored to the goal of a research
study.
The methodology offers the larger picture by providing the standards of control to
determine the level of evidence and the data needed to create the knowledge that has relevance
to the objectives of the study that is undertaken. Research methodology is broadly classified
into three approaches, namely (a) quantitative approach, (b) qualitative approach, and (c)
mixed-methods approach, respectively.
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Quantitative methodology, which otherwise is also called ‘deductive methodology,
examines a study by asking such questions as ‘why’ and ‘how’ of what is happening in a
dynamic setting. It is deductive in nature since it undertakes the testing of the hypotheses within
a mechanism of cause-and-effect flow. It is common for this approach to select pre-defined
data. A more detailed discussion follows in section 3.3.1.
Qualitative methodology, also known as inductive methodology, calls for the application
of inquiry of a contemporary phenomenon in a real world setting that has relevance to the
research. Here, intuitive factors have a role to play. When contrasted with qualitative
methodology, the quantitative methodology probes the variables by ascertaining ‘what’,
‘where’, how many, etc. It is discussed in detail in section 3.3.2.
By virtue of the fact that research methodology has constantly been evolving arising out of
ongoing debates, it has given way to the introduction of a related concept, VIZ, ‘mixed
methodology’, which is treated to be based on pragmatism. If the nature of a project warrants
its application, it calls for collecting both qualitative and quantitative data through the
application of both qualitative and quantitative research tools, with the integration of which the
research questions are analysed. Clark and Ivankova (2016) believe that in mixed methods,
while fundamentally there is no change in the criteria that are used in qualitative and
quantitative, additionally some specific criteria are put in place in some research studies that
call for rigorous examination.

3.3.1 Quantitative approach
The quantitative approach primarily deals with numbers. Tracy (2013) pointed out that
quantitative research transforms the collected data, including any social or physical activity,
into numbers, and these numbers are used statistically to develop mathematical models and
predictions, thus answering questions such as ‘how much’ or ‘how often’ in a specific
circumstance. Creswell & Creswel (2018) defined the quantitative approach as a technique for
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testing theories by examining relationships among different variables. The variables can be
measured by using methods such as surveys, questionnaires, structured interviews, or
structured observations. The quantitative research designs often use correlational, statistical or
mathematical techniques to measure the degree of association between two or more variables.
The quantitative approach has the inherent advantage of using a large number for sample
size, thus projecting a more precise and reliable outcome in the final results of the research
findings. The results are more reliable and accurate as computational or mathematical
techniques and software are used to evaluate data and answer the research questions (Devault,
2020). Quantitative research is less time consuming, and there is a clear separation between the
researcher and the research instrument, e.g. a social researcher is distinct from a survey
instrument sent to the participants in research (Tracy, 2013).
The limitation of quantitative research is its heavy focus on numbers and its inability to
accurately reflect the human angle involved in participants’ opinions, behaviours or attitudes.

3.3.2 Qualitative approach
Qualitative research focuses on the ‘lived experiences’ of the people, thus helping the
researcher in finding the meanings people place on various events in their lives (Miles &
Huberman, 1994). Creswell (2013) opined that qualitative research involves an emergent
approach to the inquiry with the collection of data in natural settings with people and places
under study, thus involving the perspectives and experiences of the respondents. The
qualitative research provides rich data which helps in understanding more complex situations
in real-life settings. The qualitative approach involves the systematic collection, organization,
description, and interpretation of textual, verbal or visual data in order to construct personal or
social meaning of the situation being investigated in a given research proposal (Hammarberg,
Kirkman, & de Lacy, 2016).
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Qualitative researchers typically use semi-structured interviews, observations, and
secondary sources to collect thick data (records of observations, feelings or reactions) and then
develop patterns, categories and themes by organizing this data inductively into more abstract
units of information (Creswell, 2013). The researcher is also an instrument in the qualitative
approach as the observations are carried through the researcher (Tracy, 2013). The advantage
of using the qualitative approach stems from the fact that it helps in a deeper understanding of
social phenomena as it observes the behaviour of the participants within their context
(Silverman, 2001), which is not possible in the quantitative approach as it does not consider
the social and cultural construction of the research variables. A major limitation of qualitative
research is that the methods of analysis of thick data are not well formulated as compared to
quantitative research, which has clearly defined statistical or mathematical techniques for the
analysis (Miles & Huberman, 1994), and hence the researcher’s self-reflexivity and biases play
a crucial role in the analysis of qualitative data. The self-reflexivity is discussed in more detail
later in section 3.6.1.

3.3.3 Rationale for adopting a Qualitative approach for the case study
In this research study, a qualitative research approach is applied to explore the statement
of the problem. The application of a qualitative research design is justified as the researcher
must study a group of people to identify variables or causes that cannot be easily measured
(i.e., is beyond the scope of quantitative research design) and needs a complex, detailed
understanding of the issues (Creswell, 2013). The qualitative approach, with its emphasis on
“lived experience”, is more suitable for capturing the meaning people place on events and
processes in their daily lives (Miles & Huberman, 1994). The current research topic is
essentially a case study with social constructivism as an underlying paradigm, which involves
recording the socially constructed facts influenced by the knowledge and experience of the
frontline banking staff in India. Hence a qualitative approach is justified for this case study as
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it involves the study of ‘lived experiences’ of the frontline banking staff which can be recorded
through the interview technique of data collection. The interview technique in the qualitative
approach is helpful in capturing subjectively lived experiences and viewpoints from the
respondent’s perspective (Tracy, 2013), which is essentially required in this research study.
Also, the limitation on the number of participants makes the qualitative approach an ideal
choice for this research study as quantitative techniques needs a larger sample size for the
application of statistical techniques.

3.4 Research Design
Polit and Beck (2004) described research design as an overall plan whose purpose is to
obtain answers to the questions being researched. It involves the choice of analytical tools in
which the researcher can choose to design the process that would be best used to collect the
data to find answers to the research questions. According to Creswell (2013), the research
design could be determined by considering the research problem and the audience for whom
the research is designed. Mensah and Lebbaeus (2013) opined that the type of research design
is determined after taking into account two purposes, VIZ. (a) the aim and objectives of the
research and (b) the type of contribution the researcher proposes to make to the body of
knowledge. Research designs are a type of study within the quantitative, qualitative, and mixed
methods approach and provide directions for the procedures in research (Creswell & Creswell,
2018).
The researcher selected a qualitative research approach, and there are several types of
alternative research designs under the qualitative approach, such as narrative research,
phenomenology, grounded theory, ethnographies, and case study approach. The researcher
used a combination of case study and action research approach of research design for this study.
The concept of action research has been described in chapter 3.4.2 under the type of research.
The case study approach is dealt with in the next section (3.4.1).
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3.4.1 Case Study approach
It may be appropriate to note here that it cannot be said categorically that case studies fall
exclusively within the purview of qualitative methodology, yet by and large, they have been
used mostly in such research. The rationale for this is provided by Baxter and Jack (2008),
according to whom they are more appropriate when a researcher has taken up addressing
‘descriptive’ questions (e.g., what is happening or has happened?). Besides, a case study
ordinarily addresses an inquiry relating to a contemporary phenomenon, which is happening in
a real-world context. In the opinion of Yin (2009), its appropriateness becomes all the more
important when the boundaries between the phenomenon and context are not amply evident.
Moreover, case study methods offer the opportunity for the collection of authentic data, which
Bromley (1986) considers is far superior to ‘derived data’.
An instrumental case study approach to qualitative inquiry is selected as the researcher is
trying to explore a specific issue, a real-life case that is in progress or happening with its own
set of circumstances surrounding it (Thomas, 2011). Also, it seems that there are very few
research studies available on the impact of the introduction of SAMs in the retail space in banks
in India. Therefore, a case study approach is considered to be the most suitable qualitative
approach as it allows the researcher to ask how-and-why type questions (Al-Somali, Gholami,
& Clegg, 2011) and allows an in-depth understanding of the problem at hand through an
extensive collection of qualitative data (Creswell, 2013). Jackson and Verberg (2006) state that
in descriptive studies, the research methods followed are case study, observational and/or
survey method. While it offers the advantage of providing explanations to descriptive
behaviour(s), it has disadvantages in that it cannot always be said to be offering reliable
predictions and does not support cause and effect explanations.
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3.4.2 Type of Research
They are important as they have a bearing on the approaches to a researcher’s research.
Broadly they fall into two categories, VIZ, fundamental, and applied research. Applied research
is also used with another term, action research. Hence it is used in an interchangeable manner
here. Since the researcher has chosen applied research, only a brief description of fundamental
research is undertaken.
Fundamental research falls into a class of basic or pure research whose aim is to contribute
to the overall knowledge in the research domain without having any practical implications. In
other words, it cannot be used to solve specific business problems. It is gathering ‘knowledge’
for the ‘sake of knowledge’. In its purpose, applied knowledge is exactly the opposite of
fundamental knowledge as it aims to solve specific issues and problems and, as a result, has
practical implications.
The researcher used Action Research (AR) in this case study to examine the research
questions as, besides providing the answers to the research questions, it would also generate
knowledge in the realm of organisational change and development (OD). To back up the choice
of AR, the researcher has undertaken a brief review of what scholars have stated in this section.
AR has its origins in the period after the Second World War, as a method to find ways and
means, with the help of new ideas that would make it possible to engage with groups and
decision making at their levels (Lewin, 1946). The motivation came from a desire to create
'social engagement' in social science (Trist and Murray, 1990). That set the trend to a newer
approach, which Heller (2004) refers to as research in action, wherein the initial purpose of the
research is the discovery of knowledge, and once that is accomplished, action could follow.
Schön's (1983) views it as 'practical theorizing', by which he means it is that practice can pave
the way for new forms of knowledge (Cameron, 2009). According to Raelin (2001), action
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research has formed the basis for several action strategies, for example, participatory and
collaborative action inquiry, research, learning, etc.
Scaratti, Goril, Galuppo, & Ripamonti (2018) state that action research embraces a
problem-based approach to connect the knowing with changing while studying organisational
and managerial work-related processes and dimensions. Reason and Bradbury (2008) view it
as a 'family of approaches', as it has the ability to cross a number of philosophical orientations,
structures, and systems. It is practice-based (Whitehead & McNiff, 2006), offers critical
approaches (Trehan, Vince, Anderson, & Rigg, 2018), is amenable to social construction
(Hersted & Madsen, 2018) and is broad in nature so that it is capable of being applied in a
wide-ranging context. The research theme that emanates from the above discussion, and as
stressed by Raelin (2001), acquires the characteristic of 'logical positivism'.

3.5 Research Methods
While the core purposes, which research methods aim to accomplish, are determining the
nature of data collection and data analysis, it must, while doing so, incorporate several
additional elements into the scope of the researcher’s research. These elements described below
are (a) unit of analysis, (b) sample selection, (c) participant selection, (d) data collection, (e)
data analysis, (f ) validity and researcher’s bias and (g) ethical considerations.

3.5.1 Unit of analysis
An interpretative case study approach is followed with an instrumental purpose for this
research study. A collective case study, also called a multiple case study design, is used in this
research study. A single issue or research case (the impact of the installation of ATMs on
frontline banking staff) is selected, but the researcher selected multiple case studies
(respondents from different banks) to study this single issue (Creswell, 2013).
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3.5.2 Sample Selection
A sample is described as a subset of the population that is representative of a larger
population. As defined by Bryman and Bell (2011), it comprises a set of respondents selected
for investigation from a larger population. A sampling design is a plan to choose the sources
for the data collection (Tracy, 2013). The researcher used a qualitative research approach in
this case study and has to purposefully select the sampling design which produces the data
which is relevant to the research questions and objectives. Hence, purposeful sampling is used
in this research study where the researcher strategically selects a limited number of cases that
provide the most relevant information or data for the research study (Emmel, 2014). While the
quantitative approach utilizes mathematical data, mostly generated through surveys, the
qualitative approach requires rich data, which is generated through an analytical overview of
the actions and behaviours of the sample population (Tracy, 2013; Emmel, 2014). Creswell
(2009) considers it as a group of persons with equal characteristics, and researchers take an
illustrative sample of the population that they see as proper for examination. A non-probability
sampling method and purposeful sampling are used in this case study.
This research study focuses on the impacts of the installation of smart, automated teller
machines (ATMs) on frontline banking staff in India. The sample units are frontline banking
staff members in the chosen banks in India, as they are directly impacted by the technology
infusion policies of the banks. Rich data is required to answer the research questions and to
meet the objectives of the research study, which is gathered by purposefully selecting the case
which provided the most relevant data for the proposed research (Emmel,2014).

3.5.3 Participant Selection
Creswell (2013) stated that for a case study, the researcher needs to select a site or sites for
study, which may include processes, activities, individuals, or several individuals. Each
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individual participant can be considered as a ‘case’, and hence a collective case study is carried
out in this research study, which is considered a standard practice in a qualitative case study
approach (Tracy, 2013; Creswell 2018). Creswell (2013) further pointed out that the
participants must be individuals who are accessible, willing to provide the required
information, and have experienced the phenomenon being explored by the researcher. Another
important aspect of participant selection is the number of participants to be selected for
obtaining meaningful and rich data, which directly impact the credibility and the validity of the
proposed research. Tracy (2013) pointed out that smaller numbers of participants may provide
ineffective contributions, but too many participants will result in providing a paralyzing amount
of rich data, which may be difficult to transcribe and then analyse. The researcher opted for 5
to 8 participants as valuable, being subject to time and budget constraints. Creswell (2013)
suggested not more than 4 to 5 individual case studies in a collective case as these would
provide enough data for effective thematic analysis.
The researcher set up the following criteria to select appropriate participants for this research
study :
•

The participant must have worked as a frontline staff member for at least two years in
the same branch of the bank so that the respondent is well versed with everyday routines
of the work and the various interactions between the social and technical system in the
branches.

•

The participants will be selected from different age brackets viz. from age brackets of
20-30 years, 30-40 years, and 40- 50 years, without any bias for gender to include
different perspectives from diverse participants (Creswell, 2013).

After the ethics application was approved by Unitec Research Ethics Committee (approval
number: 2018-1071), the researcher contacted the administration departments of various banks
in India through personal contacts in the financial service industry for gaining access to the
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appropriate participants. Based on the above discussion, participants were selected from two
major banks, Bank G, a government sector bank and Bank P, a private sector bank in India. As
discussed above in section 3.5.2, a purposeful sampling approach was used to select sites and
individuals for this research study and a strategy of ‘maximum variation sampling’ was used
for selecting sites and respondents. Selected bank branches fall both in the private sector and
public sector domains. These domains have different approaches to the induction of
technology, and public sector banks are considered to be generally slow on catching up with
technology. Research sites were selected for ‘Bank G and Bank P’. The latter has more affluent
residents and more highly visible bank branches than the former, which has more middle-class
clients and less visible branches.
Contact information for ten participants was obtained, and the researcher contacted these
participants. The researcher discussed the contents of the research proposal with these
participants. Eight participants consented to take part in the research process on the condition
of anonymity as they did not want to involve the branch manager or head office as they then
must go through a legal process of obtaining a no-objection certificate from their respective
managements for providing their opinion about an inhouse matter to an outsider (the
researcher). The researcher also got a similar response from various other banks in India. The
researcher assured the participants that their identity or the identity of the organisation they
work for would remain anonymous and pseudo names will be used in the final research report.
The researcher interviews were planned to start from the third week of February 2019. On
February 14th, 2019, the Pulwama suicide bomber terrorist attack happened in Jammu and
Kashmir state of India, in which forty Centre Reserve Police Force personnel were martyred.
India blamed the neighbouring country Pakistan for this attack, and on 26th February 2019, the
Indian Air Force attacked terrorist base camps in Pakistan calling it a surgical strike. The
airspace between India and Pakistan was shut for many days. In the wake of these events, the
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researcher decided to cancel his planned trip to India and requested the participants for a phone
interview instead. Only six participants were able to take part in the subsequent phone
interviews, and these interviews were recorded with the prior permission of the participants to
facilitate

the

transcription

process

at

a

later

stage

for

thematic

analysis.

3.5.4 Data Collection
Data defines bits of information gathered by a researcher through various data-gathering
techniques such as observation notes, structured, non-structured or semi-structured interviews,
focus groups, or questionnaires, online surveys, and others (Thomas, 2011). In a case study
approach, the researcher has to build an in-depth picture of the case, which involves recording
data through multiple resources (Creswell, 2013). The researcher considered semi-structured
interview techniques and secondary data resources for extracting data for this research study.

Semi-structured interviews: The data collection technique selected for this study is semistructured interviews as they allow probing of participant’s complex viewpoints without strict
constraints of scripted questions, resulting in richer, spontaneous data (Tracy, 2013). A semistructured interview provided a less rigid approach to interviewing the participant as it allows
the researcher to stay focused on the research objectives and, at the same time, has the
flexibility to probe on different lines based on the responses of the participant. In a semistructured interview, the structure is provided by an ‘interview protocol project’, which is
prepared to stay focused on research goals. The interview protocol has questions that are subquestions of the research study and are worded in a simple manner so that the respondent can
understand them (Creswell, 2013). It also has follow-up questions and other probing questions,
which will help in an in-depth analysis and data collection for the case at hand. The interview
protocol for this research study is available in Appendix 2 in the Appendices section. As
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mentioned above, these questions are provisional in nature and are modified and expanded as
the research develops. As described in section 3.5.3 above, the interviews were conducted over
the phone and consent for recording the interview were obtained over the phone from the
respondents. Interviews were conducted mostly in English, but audio tapes were transcribed to
remove any bias from using the local language during the interview process.

Secondary data: The researcher also used existing data from various sources such as online
peer-reviewed journals, textbooks, and various online databases. Secondary data for this case
study is defined as the data which was originally collected from primary sources and can be
used for the current research study (Sajjad, 2016). The secondary research involves sourcing,
organizing, and then analysing the existing data so as to prepare a theoretical framework for
this research study.

Pilot study: A pilot study is recommended to check the effectiveness of the interview process
in a semi-structured interview approach. A well-organized pilot study can enhance the quality
of the research and helps in assessing the efficacy of the research instrument to be used in
qualitative research (Malmqvist, Hellberg, Möllås, Rose, & Shelvin, 2019). A pilot study helps
in finding issues relating to recruiting potential participants and modifying interview questions
for aligning with the main research question in a research study (Kim, 2010). The researcher,
after obtaining approval from UREC, contacted potential participants and discussed the nature
of the research study and the interview protocol project. It helped the researcher in fine-tuning
the line of inquiry and formulating more probing questions for in-depth analysis of the current
research study.
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3.5.5 Data analysis:
As envisaged by Bogdan and Biklen (1992), the data would be broken into manageable
units, synthesized with which patterns would be discovered and presented that are important
for the outcome of any research project. The recorded interview data is organized in computer
files in mp3 file format. The researcher transcribed the audio recordings using Express Scribe
transcription software. Fact-checking is performed by the researcher by listening to the audio
recordings and simultaneously reading over the transcripts (Tracy, 2013).
NVivo12 software is used by the researcher to organise data for various participants as the
data can be copied from the word documents of the transcripts to the NVivo software fields.
The researcher used thematic analysis for making sense of the collected rich data. The
researcher started the thematic analysis with data immersion (Tracy, 2013), and reading and
memoing is performed on transcripts extensively to develop primary codes for thematic
analyses. A code in a qualitative enquiry is a short phrase or word that is summative and
essence-capturing for a larger portion of data (Saldaña, 2009). Primary cycle coding is
performed by the researcher, leading to the first level of codes, and the interview data is then
organised under various codes. These codes then represent the essence of that data set. In Vivo
coding is used predominantly by the researcher for the first cycle of coding, which refers to a
word or short phrase from the actual language used by the participants in the recorded data
(Saldaña, 2009). Descriptive coding is also used extensively by the researcher in the first cycle
of coding. Descriptive coding refers to a short phrase or word which identifies the content or
substance of a passage of recorded qualitative data (Saldaña, 2009).
The second-cycle coding is performed by the researcher, where the first cycle codes are
further developed by organizing, synthesizing and categorizing them into more analytic codes
by using theoretical knowledge and interpretive skills. The patterns or themes are identified
within these second-level codes, and various dimensions of those themes are then identified
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and recorded as categories (Regan-Smith, 1991, as cited in Maxwell, 2005). Axial or
hierarchical coding is used by the researcher to group together related codes under categories
that start making a conceptual sense to develop it further into themes or concepts. NVivo12
software is used by the researcher for colour coding and sorting the data.
Themes are developed as an outcome of coding, categorization, and analytical reflection of
collected data resulting in a phrase or sentence that signifies what that specific unit of data
means (Creswell, 2013). The researcher analysed and marked the resulting categories with
extended thematic statements rather than allocating a shorter code to that specific data set. This
is termed ‘theming of data’ (Saldaña, 2009). Similar themes are clustered together to form
higher level theoretical constructs to form a theory in an abstract or generalized domain. Figure
3.2 below summarizes the process followed by the researcher in data analysis:

Figure 3.2: A Streamlined Codes-to-Theory Model for Qualitative Inquiry

Source: Adapted from (Saldaña 2009, p.12)
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These steps are followed by the writing up of the findings in chapter 4, where the various
themes developed during the data analysis are presented with relevant excerpts from the
interview transcripts. The researcher also discussed the findings in chapter 5 in more detail,
where the developed theoretical concepts are further linked to existing relevant theoretical
constructs with interpretive explanations.

3.6 Validity and reliability
Reliability refers to the degree of consistency and validity concerns itself with the right ‘fit’
between operational definitions of the chosen theoretical framework and the conformity of the
data obtained in terms of relevance to such operational definitions (Maxwell, 2005).
Validity refers to the correctness or credibility of research, which means that the findings
can be replicated in a new context or in a cross-case study; the emerging patterns from one case
study need to be tested in the other case study (Miles & Huberman, 1994). These replicated
patterns of findings are noted by the researcher in the coding patterns and thematic analysis.
Creswell (2013) states that validity refers to the ‘trustworthiness’ and ‘authenticity’ of the
qualitative research undertaken by the researcher. The researcher achieved validation through
‘triangulation’ of data collection by selecting multiple and different sources of data collection
(Creswell, 2013). The participants were selected from the public sector and private sector banks
in India. Public sector banks are less technology-wise as compared to private sector banks,
which might reflect in their frontline staffing as well. The respondents are selected from various
age groups without any bias for gender to corroborate evidence from a diverse range of
individuals to offset any bias of any specific age group or gender.
Researcher bias: Validity is also enhanced by removing researcher bias at the very beginning
of the research project. The researcher has practised self-reflexivity during the research study
and referred to his professional background in the financial service industry in New Zealand
and contacts within the financial service industry in India (section 2.3). The researcher has
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never been employed by a banking institution directly, either in New Zealand or India and
hence carries no bias towards any banking institution or their HR practices. The researcher has
also disclosed his conviction in the literature review section that technology cannot replace
human beings working in an organization and is complementary in nature, so a harmonious
relationship should exist between technology and human beings. This conviction forms the
basis of the researcher’s motivation to conduct this research study. Maxwell (2005) pointed out
that qualitative researchers rarely have the benefit of negating all the validity issues right from
the start and has to take care of these issues as they develop throughout the research.
Reliability is achieved by the researcher by using appropriate qualitative techniques to the
first record and then analysing the recorded data (Silverman, 2001). The researcher used a pilot
study to ensure the reliability of an interview protocol for the semi-structured interviews. The
researcher used a robust data analysis process as described in section 3.5.6 above and presented
logical thematic analysis. The resulting theoretical construct is compared with the relevant
concepts in the existing literature to record any similarities to or deviations from the existing
literature.

3.6.1 Credibility
Credibility refers to the dependability and trustworthiness of reported data and expressing
a plausible reality (Tracy, 2010, as cited in Tracy, 2013). In the current research study,
credibility is enhanced by providing rich data through semi-structured interviews.
Crystallization is practised through multivocality (Tracy, 2013), thus selecting respondents
from various age groups without any bias for gender so as to corroborate evidence from a
diverse range of individuals to offset any bias of any specific age group or gender.

3.7 Ethical considerations
The observation of Fujii (2012), even though made in the context of political research, is
relevant for every researcher and states that ethics must matter for everyone and has to be
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shouldered as an ongoing responsibility, for the reason that it governs the conduct of human
life. In qualitative research, human subjects are studied for their behaviour or reaction to certain
situations or questions, so the researcher has responsibilities towards these respondents
(Silverman, 2001). Miles and Huberman (1994) stated that a qualitative study could cause harm
to the participants by threatening their self-interest, position, or advancement in the
organization. Privacy, confidentiality, and anonymity are major components of ethical
considerations and have legal implications for both the researcher and the participants. Cultural
sensitivity is another ethical issue being identified by the researcher where female frontline
staff members may find it somewhat culturally inappropriate to be alone with the interviewer
or talk to a stranger over the phone for an extended period.
The researcher first launched an ethics application with the Unitec Research Ethics
Committee (UREC) and was provided with approval after considering the various ethical issues
involved in this research study. The ethics approval number is 2018-1071. The ethics
application was discussed thoroughly to make sure that there is no harm to any participant from
any question in the interview protocol and their self-interest is not compromised. The research
process was started only after approval was obtained from UREC.
The research topic and the interview protocol were discussed with participants. The
information sheet for participants was discussed with the potential participants (see Appendix
3). The privacy of the participants was ensured, and their own identity or the identity of their
respective organisations was never divulged in any written report; pseudo names are used for
the participants and their organization in the final report written by the researcher. The audio
recordings for the interviews over the phone were done with the prior consent of the
participants. The ownership of the data was explained to potential participants. Only the
researcher or his supervisor has access to the recorded information. The interviews were
conducted over the phone, and any employee who was concerned about the risk of
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identification could easily avoid participation in the research process, so there was no pressure
on the respondents to participate in the interview process. Two applicants decided not to
proceed with the phone interview, and the researcher respected their choice of withdrawing
from the phone interview procedure. The final number of interviews conducted was, therefore,
6.

3.8 Chapter summary
This chapter presented the research methodology and research methods for this research
study. Theoretical concepts of interpretive paradigm as an underlying worldview to this
research study was discussed. A qualitative approach was selected by the researcher with an
instrumental case study approach in the research design. A multiple case study approach was
followed by the researcher with purposeful sampling for participant selection. A semistructured interview technique was used for data collection, and thematic analysis was
performed for data analysis. The validity and reliability of the research were discussed,
followed by the ethical considerations in the final section of this chapter. Chapter four will
focus on the findings from the data analysis performed in chapter 3.
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Chapter 4. Findings
4.1 Introduction
This chapter focuses on presenting the findings from the data collected through the semistructured interviews of six participants. The semi-structured interviews were focused on
answering the sub-research questions as mentioned in section 1.4.2 in chapter 1. The audio
taped interviews of six participants were converted to word doc transcripts, and these
transcripts were loaded into NVivo12 Pro software for thematic analysis. The coding nodes
were developed from the underlying ideas in the interview transcripts, and these codes were
further placed into categories. These categories were further developed into themes by
analytical reflection, and this chapter outlines the key themes developed from the analysis as
described above for each of the sub-questions mentioned in chapter 1.

4.2 Interview’s results and findings
In order to maintain the confidentiality and anonymity of the participating banks and
interviewees as per the UREC’s requirements, the participating government sector bank has
been coded as Bank G and the private sector bank has been coded as Bank P. Three
participants from Bank G have been coded as GP1, GP2, and GP3. The other three participants
from Bank P have been introduced as PP1, PP2, and PP3. As mentioned in section 3.7 above,
under ethical consideration, it is important to protect the identity of the participants as their
feedback about the managerial practices in a high-power distance society like the Indian
subcontinent might disadvantage them in any future career prospects.
The interview protocol (Appendix 3) was designed to encourage a two-way dialogue
between the researcher and the interviewee, and the researcher was able to record their personal
perspectives and reflections on the various aspects explored in this research.
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4.2.1 Sub-research question one
What are major changes introduced in the job roles of the frontline staff in Bank G and
Bank P because of the introduction of ATMs in their branches?
This sub-research question was aimed at understanding the key changes introduced in the
job role of frontline staff in BANK G and BANK P after the installation of ATMs. It provided
the researcher with the required information to achieve objective 1 of this case study which is:
To identify the changes introduced in the job roles of frontline banking staff in Bank G
and Bank P after installation of ATMs.
The respondents explained the major changes introduced in the job role of a teller staff after
the installation of ATMs in the banks. The answers to this sub-question were thematically
analysed and the following three themes were distilled:

➢

Theme one: Job enlargement of teller staff role
In this theme, the respondents narrated the additional job roles added to the job description

of a teller staff after the installation of ATMs.
Management is informing the cashiers to promote the Digital Platform. As they
are little bit free when compared to earlier, they are insisting to cashier,
because ultimately the customer is visiting him. So, they are informing to
promote the Digital Platform of banks. Say mobile banking, say internet
banking, say credit cards, debit cards, prepaid cards, wallets, ok. That is the
job role change (PP1).

See many of the people got promoted as officers, they are doing marketing and
we are selling products to insurance then mutual fund and all, banks are selling
and advance they are taking care of, recovery they are taking care of and in
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front line very few staff are sitting now and even many of the branches they have
reduced the space and front-line counters they have removed. […] Already I
told you, these people are doing marketing or other jobs (PP2).

Banking they are not constraint or limited for giving cash or taking cash. […]
Multipurpose role, that fellow can be used as cashier, that fellow can be used
for passbook printing, clerk, that fellow can be used in advance, that fellow can
be used in marketing, that fellow can be used for selling third party products,
that fellow can be used in government business. There is no more role specified
job left in Indian Banking. […] That’s what I told; there is no job like called
teller, it’s a multipurpose assistant or multipurpose personal frontline counter
clerk. Ok, there is nothing word like call, he will be a teller, ok (PP3).

See earlier they were doing like only cash, now they are doing so many things.
Now you see many clerical staff in India in banking, now they got expertise in
advances department, they know balance sheet, they know so many banking,
accountings and all. So, their knowledge, they have improved. So, it is definitely
useful (GP1).

They are doing other duties as well. […] All kind of duties that is maintenance
of the account details, changing in the account details are done by the teller,
which teller normally dispense the cash or internet banking facilities, ATM
issuing and all that is done by the staff (GP3).
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➢

Theme two: Work process changes in the job role of teller staff
This theme underlines the various changes introduced in the daily work processes of teller

staff.
So, by automating, automating the routine activities […] Routine activities. The
remaining time, they can cross sell some insurance products, some other
products, some other mutual work can be done to the branch now and is the
main intention of the introduction of the ATMs and what are alternative
channels. Not only ATMs, but it is also applicable to all channels. […] Digital
platform or any products, any products just inform or cross sell the other
products of the bank, because there is a lots-of- pressure in the branches, in a
cashier thing (PP1).

Banking terminology in India is being changed from banking to third party
sector also like selling insurances, selling third party products (PP3).

Front line staff also, they have not only that cash, earlier may be two persons
or three persons are sitting in cash, now may be one person is sitting in cash
and remaining persons they are working in advances department, at deposits
department, administration departments. So, in that way they are using their
time more productively (GP1).

So, if you are approaching cash counter, single-window operator will do that,
they will force it and another officer will be authorize it, ok that’s all, that’s
sufficient for that. In this case that will be suffice (GP2).
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Yes, teller is not, teller is not doing all these activities alone. Assistant manager
or a manager is joint custodian of a machine along with the clerical staff. They
are not singly custodian of a machine. There are two people involved, one from
management side, one from clerical side. They are responsible or joint
custodians of the machine. […] There is a maker and checker system. There is
a maker and checker system in banking in India. So, the maker is a clerical
person, checker is a managerial person and they both use their passwords to
handle this machine (GP3).

➢

Theme three: Relationship changes in the job role of teller staff
This theme underlines the changes in the working relationship of teller staff within their

working environment. Two sub-themes further emerged from the interview data collected from
the participants :

•

Sub theme three (a): Relationship changes with co-workers
Yeah, they supposed to do that, but the problem is at the time of go share,
quarterly go share the private bank they will do some other work because that
reports, submission of reports will take, it is not possible to do, single person to
do all the job of reports, so for generation of reports we have to get the help of
other people also. So, in this case cashier will support it. It is only for report
generation not for other purposes (GP2).

•

Sub theme three (b): Relationship changes with customers
See customer is the king, great one, Customer is the king. See actually (from top
management) we are getting proper instructions up to the down level that
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customer should not be cheated, customer should be given good customer
service with a smiling face, that is the main instruction given to the front-line
staff. […] So, nowadays vast changes are there. All single window operators
are welcoming the customers and dealing with customers with smiling faces and
giving good customer service. In fact, services of nationalized banks are much
improved than private banks nowadays (GP2).

It is about relationship. The person who is a teller or an officer or a manager
or an assistant manager. The person who has the good relationship with the
customer which can buy or to whom which we can cross-sell other different
products. So, the person who has a repo with that customer, irrespective of the
seat he is sitting on, he cross-sells or gives a lead or recommend him for that
kind of product (GP3).

Yes sir, yeah, they expect every information from the front-line staff. For e.g.,
what is the interest rate? If he asks the front-line staff, front line staff should
explain what the things are there, what is the procedure, how that’s work, what
is the eligibility. If he visits the bank, he expects front line staff to have all the
information on this. […] Yes, now they want, customer wants to know all those
things also (PP3).

Yes, I mean there is, people have become very aggressive, with advent of the
internet. There has been technology, but people don’t know how to use that
technology well, though customer is always right in banking, at the end of the

103
day, you cannot satisfy everybody, though customer is fighting because there is
more population and there is less staff to take care of it (GP3).

Front line staff also, they have not only that cash, earlier may be two persons
or three persons are sitting in cash, now may be one person is sitting in cash
and remaining persons they are working in advances department, at deposits
department, administration departments (GP1).

4.2.2 Sub-research question two
What are the impacts of these changes on the frontline banking staff in BANK G and
BANK P?
This question was aimed at gauging the impacts of these changes on the job role of frontline
banking staff in BANK G and BANK P after the installation of ATMs. It provided the
researcher with the required information to achieve objective 2 of this case study of two banks
in India, which is:
To investigate the impacts of these changes on the frontline banking staff in BANK G
and BANK P
While question one was aimed at identifying the changes introduced in the job role of the
frontline banking staff after the installation of ATMs, this question investigated the direct and
indirect impact of these changes on the job role of the frontline teller staff. Three major themes
emerged from the narratives of the participants, which are listed below:

➢

Theme one: Teller’s role changing to a “Single Window Operator”
The responses from the respondents further strengthen the theme one developed in section

4.2.1 above viz. ‘ job enlargement of teller staff role’ and indicated that the job role of teller
staff has metamorphized into a ‘single window operator’ having a range of other job
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responsibilities added to the job description in addition to giving or receiving cash only or
updating accounts for the customers.

Earlier they were doing like only cash, now they are doing so many things. Now
you see many clerical staff in India in banking, now they got expertise in
advances department, they know balance sheet, they know so many banking,
accountings and all. So, their knowledge, they have improved. So, it is definitely
useful (GP1).

In private bank that person post sitting at the counter of operation, that single
window, i.e., single-window operations, the single window operator can do the
cash receipts and payments. See if ATM is installed, if it is having facilities of
receiving cash and cash payment, then only few people, very old man come to
the counter because they are unable to operate the ATMs (GP2).

Previously in front line one cashier, one cashier or two cashiers will be there
for a mid-size branch and their role will be only handling the cash. They will
receive the cash; they will pay the cash and another one person will be there
for authorising and that person will be there for posting the vouchers all those
things. Now, hardly we have a cashier, all are single window operators, mail
posts, they will deliver the cash, everything, so that front line staff, they have
reduced to a great extent, and they are doing some other work. […] Sir, they
are, see many of the people got promoted as officers, they are doing marketing
and we are selling products to an insurance then mutual fund and all, banks are
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selling and advance they are taking care of, recovery they are taking care of
and in front line very few staff are sitting now (PP2).

Yeah, nowadays, like in India, no bank recruits a cashier; they recruit a
multipurpose assistant. They call him as a Multipurpose assistant or a singlewindow operator. Every bank like Bank of India or Bank of Baroda or They
role, as in State Bank of India, they role them with different names. So, they
don’t recruit, say you are cashier, you are cashier, you are cashier, you do only
cash job, you are a stenographer, you do only stenographic job. Now-a –days
it is not there in Indian banking. […] That’s what I told, there is no job like
called teller, it’s a multipurpose assistant or multipurpose personal frontline
counter clerk. Ok, there is nothing word like call, he will be a teller, ok (PP3).

➢

Theme two: Teller staff gained specialized skills
Front line staff also, they have not only that cash, earlier may be two persons
or three persons are sitting in cash, now may be one person is sitting in cash
and remaining persons they are working in advances department, at deposits
department, administration departments. So, in that way they are using their
time more productively. […] More specialised and improving their skills,
deposits department also, deposits module they attend (GP1).

Ok. So, I think that it’s good. They are increased, ATMs installations are
increased. We call it alternative delivery channel. So, it has increased working
efficiency of the people also (PP3).
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➢ Theme three: Less workload for teller staff as over the counter transactions
reduced
Yes, definitely it has a lot of impact. Earlier tellers most of the time they are
busy in cash handling, depositing with-drawls only. So, now with the
introduction of ATMs what happened is tellers are getting more free time, they
can do more productive work (GP1).

Yes, we are having impact on the job role because the cashier is not having
much role there. There are the number of transactions very less in most of the
banks, number of transactions are very less i.e., cash receipt and payment is
very less. […] Strength in the sense which are installing more ATMs than cost
will be reduced, cost of the transactions will be reduced. . […] In the sense the
cashier, there will not be much work for cashier and cashier will be allotted
some other department ok (GP2).

So, this is leading to the less load in the branch, provided the customer is tech
savvy. […] The number of clerical staff is reducing day by day and the
management is reducing the clerical staff which is dealing with cash directly
and increasing the number of machines in the branch. Leaving to automation
and less human touch in the branch (GP3).

Ok, definitely there will be some pressure has reduced among the cashier
because earlier they used to serve say 200 customers, ok. Now, they are reduced
may be 100 in some locations, may be 50 in some other location. Definitely, the
work burden has been reduced (PP1).
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Changes are small amount like, there used to be huge line in front of the teller
for thousand rupees or two thousand rupees or five thousand rupees, ok.
Nowadays people are having their debit cards and they are withdrawing
amount from ATMs. Until, unless they really need, they don’t come to the
counter, for huge amount of cash withdrawal like INR 50,000 or INR 1 lakh
amount only they come to the counter. So, it reduces the burden over the teller
definitely (PP3).

➢ Theme four: Teller staff number reduced leading to more stress on teller staff
Their job role is not affected more or less, because the quantum of people
coming in the branch has increased tremendously. So, staff is reduced, their
workload is balanced at the same level only because in the meantime,
population is also increasing annually. Staff is there but staff is not able to take
care of the all the population because increase in population is more than
increase or decrease in the staff. […] So, at the effect of machine which should
have been, which should have led to the less stress, less working load on the
clerical staff is not leading to the reduction of the overall load of the staff,
because population is also increasing day by day (GP3).

Difference is, like private banks there the pressure on the teller is more, in
government banks also it’s there (PP3).

Because the population has increased so much that account of existing structure
in the banking gone, existing staff in the banking gone is very less comparative
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to the increase in the population. Though they are very different kinds of
technological advances, but comparative ratio of per person to per staff is
increasing. If there was one teller for hundred people, now there is one teller
for 500 people. […] They are stressed. […] Rather they are getting stressed.
[…] The number of customers is increasing, and number of staff is decreasing
day by day, which is leading to other kind of problems, behavioural problems,
there is no social life, the work is so much that banker has to sit for 8 to 10,
more than working hours to complete the work sometime. […] There is no
official closing time if the work is not completed. If there is work, you have to
complete it (GP3).

➢ Theme five: Machine is a machine; Person is a person (Mechanical v/s Human
Touch)
See, technology will always be there. If a person requires a loan or if a person
requires product to be purchased, they can’t be automatically processed by the
machine or technology, it has to be done by human only. So, imparting the
proper training to the people, across the counter, that can be done because
technology can not automatically deliver a product, there will be human
interference thereby it has to be reconciled, or it has to be judged whether the
product is ready or product is suitable for the person who is asking for it.
Artificial intelligence can think of many things, but human interference is 100%
required. […] For e.g., if a student asks for a loan, a machine cannot tell all
ways, all ways mean where the person is eligible for the loan and all, it must be
judged by the human only, system can suggest like these are all the loans, type
of loans you can have, these banks offer this type. A human touch can give you
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a better shape to that prospect. […] I don’t say about other countries but in fact
in India, lot many queries will be there, ok, he may have doubts in filling the
application. For e.g., he is going abroad, what type of loan he needs, what is
the term period. You see, everything is judged by the customer, ok, they will find
a loophole where it can fraud the bank. The system cannot stop that. So, judging
people that human touch is required, what I seen is, it’s my personal, entirely
personal, this one. But I feel that human manpower is very much required even
though you mechanize everything (PP3).

Don’t think that because machine is a machine at the end of the day, person is
a person. Person has a reputation; he has some behavioural thing. Customer
has a repo with the staff. So, these are two different things. These two different
things and have their value at the respective places. […] What a machine can
do, a person cannot do. A person can do, a machine cannot do. […] So, if they
are not well verse with the technology, they will come in the branch. But staff is
already reducing to such low level that it can’t be explained, it has to be felt.
Come, go in any public sector bank and you will see the difference. People given
example of a private sector bank in the branch, but private sector bank doesn’t
open free account, in public sector bank we open free account. So, rush is
because of the free accounts. Population comes here because of less cost of
banking (GP3).

The number of clerical staff is reducing day by day and the management is
reducing the clerical staff which is dealing with cash directly and increasing
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the number of machines in the branch. Leaving to automation and less human
touch in the branch (GP2).

4.2.3 Sub-research question three
Q3: To what extent is there resistance to the inclusion of ATMs from front-line staff in
the branches of BANK G and BANK P?
This question was framed to gather information about any resistance shown by frontline
staff members in accepting this technological change as their job roles were impacted by the
introduction of ATMs in the branches. The Indian banking sector is dominated by trade unions
and banking employee associations. The responses to this question helped the researcher to
investigate any resistance shown by trade unions or bank employee associations to the
installation of ATMs in the branches and achieve objective 3 of this study of two banks, which
is:
To investigate any resistance from the frontline banking staff in accepting the
introduction of ATMs in Bank G and Bank P
Two major themes developed from the narrative of the respondents which are listed as
follows:

➢

Theme one: Inclusion of ATM technology firstly opposed by unions
First of all, there was a resistance from the union. […] They were against these
kinds of machines. With the time they started using it and they realised, they are
helping them and with the time they are also getting used to it, using these
machines. […] Earlier there was a problem, they didn’t want to change in the
beginning, when these machines are there, once they started using these
machines and they get used to it then they regularly using them, and it helps
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them in improving their efficiency and all and is beneficial for them and after
that in the beginning the leaders of the union are resistant to change always
(GP3).

Change is first opposed, change is first, they say abused. But finally change is
accepted, change is rewarded, change is everything. So, finally change is
required. […] initial days that opposition is there but over the period they
accept the change (GP1).

In the beginning, in the beginning when bank introduced, lot of problems were
there, internal disputes happened but over a period of time everything got
settled. […] In the beginning we faced, bank faced lot of problems (PP2).

➢

Theme two: Opposition by unions to the inclusion of ATMs not supported by

frontline staff

The problem is brakes are there; they should overcome. The present situation
is like this, everything regarding the merger of the bank, it is normally expected
now, bank of Baroda, Vijay Bank and Dena Bank is merged. […] Union
[members] strikes, they will do the strike for one week or one month maximum,
after that they will stop it, they will not do any strike (GP2).

See, Resistance, resistance was there from the part of the union, but union says
that we will not do it, but they don’t do anything not to do it. They showed
resistance by wearing badges, black badges or something, like that, but on the
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whole our system is so big that these kinds of strikes are not helping anybody.
Moreover, these kinds of strikes are leading to the, in banking sector in India,
if the banking employee strikes then his employer doesn’t give him a salary, the
wage is cut for that day. From inner side of clerical staff, they don’t want to go
on a strike, but it is a call of the union, so they have to go (GP3).

No, no. In the ATMs and all there is no resistance at all […] I will tell you one
thing, somewhere I read one thing. When you bring a change, change is first
rejected […] But everyone accepts change, initial days that opposition is there
but over the period they accept the change, finally change will be rewarded
(GP1).

In the beginning, in the beginning when bank introduced, lot of problems were
there, industrial disputes happened but over a period of time everything got
settled. No issues at all […] In the beginning we faced, bank faced lot of
problems. They have suggested a lot of changes now. No issues now (PP2).

There were when initially they were launched that time, it was there but with
the time and need of hour, even older staff also they have learned how to do the
things (PP3).

4.2.4 Sub-research question four
Q4: What are the points of divergence between management and frontline staff relating
to impacts of installation of ATMs on the job role of frontline banking staff in Bank G
and BANK P?
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This question was included to investigate and gather information about any divergent views
or approaches of the management and the frontline staff relating to the impact of this
technologically induced change in the job role of the frontline staff. The responses from the
participants pointed towards some underlying issues pertaining to the expectation of the
management and the reluctance of the frontline staff for some very obvious reasons. It provided
the researcher with required in-depth information to achieve objective 4 of the case study,
which is:
To determine the divergence in the approach of management and frontline staff relating
to the impacts of installation of ATMs on the job role of frontline banking staff in Bank
G and Bank P.
Two major themes were developed from the narratives of the participants, which are as
follows:

➢ Theme one: Pressure from management to perform extended job roles
Digital platform or any products, any products just inform or cross sell the other
products of the bank, because there is a lots-of-pressure in the branches, in a
cashier thing. […] That is the one side of the coin, ok and another side of the
coin is, in some of the state governments they are distributing the social welfare
pensions through branches. […] That social welfare pensions are mandatory
pensions, they are distributing the branches, in that branches the work has been
doubled to the cashier, in that scenario. Wherever that branch is a nodal
branch, or it is an identified branch, that distribution of the state government
pensions, there is a tremendous pressure to the teller (PP1).
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And more over in India that cashier will not do any other job even though we
are ascending various jobs only less risks job only they will do it. And most of
the cashiers will be reluctant to do the job also. […] actually, see in area it is
like this, one job they will do only one department, now multiple tasks are
offering and more over multiple tasks. […] Suppose recovery, present situation
in India now we are not getting proper recovery. […] So, they are under
tremendous pressure from the higher officer. […] This is because of wrong
policy by the Government. So, but my (management) people are putting
pressure on us, do the recovery, do the recovery like this, now we are not getting
any recovery from the customers, this is one of the reasons for this our staff got
frustrated (GP2).

➢ Theme two: Reluctance of teller staff to perform added job roles
No, see it depends on the cashier, if the cashier leaves, if he thinks this is our
bank, we have to do something for our salary and for our bank. In this case they
will come forward they will do the work, but it is only 25%. 75% cashiers will
not do other work and they may even the manager is giving some work to the
cashier they will reluctant straight away or they will not do the work, they will
try forgetting the work, they will keep it as it is and will do not work. […] 25%
yes, yes because they think that only cash staff is because only receiving cash
and depositing, giving cash to the customer is more risk. So, one which, if they
are doing other jobs and their mind will be disturbed and they will some lose
cash from the box. So, they are saying in that manner, so by giving this reason
they will not do other works (GP2).
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There is no official closing time if the work is not completed. If there is work,
you must complete it. You must complete the work at your seat. There is a time
for opening the bank, there is no time for closing the bank. . […] The number
of customers is increasing, and number of staff is decreasing day by day, which
is leading to other kind of problem, behavioural problem, there is no social life,
the work is so much that banker must sit for 8 to 10, more than working hours
to complete the work sometime. More or less not sometimes, most of the times.
You can see all the branches in the banking sector in India they close around 6
(pm) to 8 (pm) here, they come in the bank 9 to 10, work is starts at 10 (am), so
they come by 9 (am), 9 (am) to 6 (pm) or 8 (pm). What do you think that person
can do after 8 pm (GP3)?

In order to understand the rationale behind the above said responses from the participants,
add-on questions were asked, which are recorded as follows:
Q: Please explain what are the reasons behind this pressure on teller staff role and
reported long work hours of work?
The participants provided in-depth information while answering this question and the
researcher was able to understand the reasons for their responses to question four. Two themes
developed from the narratives of the participants, which are listed as follows:

➢

Theme one: The customer to staff ratio is increasing
See, there are different kinds of problems in the Indian banking. First of all,
policy decisions, policy decisions are not taken by the branch, they are taken by
the Head Offices. Before bank decides they will recruit people, when they will
recruit people then they will come to the branches. If people will come to the
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branches there will be less stress if good number of staff. If there is no policy
decision regarding this then the stress already increasing, therefore the
customer to staff ratio is increasing day by day. […] Though they are very
different kinds of technological advances, but comparative ratio of per person
to per staff is increasing. If there was one teller for hundred people, now there
is one teller for 500 people (GP3).

➢

Theme two: Banks recruiting new employees at a slower rate
Now, what I see in banking, there is a huge gap for recruitment, here in India.
What happened there was a recruitment gap, ok, there was gap between the
older people and the fresh people, ok. People with the technology, very good
traditional background, with B. Tech and all, they came up. They are very good
at technology, the people who are older, they are going out, even if they are
pulling up, there is no issue, they lack as comparative to people who are good
at technology. […] No, no, it’s not like that, there was a gap, over a period in
banking industry, due to sluggishness ( in economy) and all, they have stopped
the recruitment. So, after a period, when people started going like retirement
and all, senior people, then, now from past seven years continuously they are
recruiting. Three years there is recruitment in the banking industry (PP3).

Because the person, there is a trend in the banking sector right now, a person
who retires, the pace in which the persons are retired from banking, banking is
not hiring the person at the same pace. Bank is hiring less people […] Let us
suppose if 5000 persons are retired this year, bank this year has recruited only
500-600 clerical staff […] Hum… This year there is a vacancy of 200 clerical
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staff in our bank and I think roughly there will be around 2000 to 5000 people
were retiring from our bank this year (GP3).

4.2.5 Sub-research question five
Q5: What initiatives BANK G and BANK P are taking to develop their frontline staff
for this organisational and technological change in a timely manner?
The primary purpose of this question was to understand the training or other HR initiatives
introduced by the banks to align the skills of frontline staff with changing job roles after the
introduction of ATMs in the retail banking space. This question also investigated the timing
and process of initiating these changes in the banks so that the researcher can understand the
effectiveness of these changes as untimely communication about the new technology
introduced to the organization has been cited as one of the major reasons for the failure of such
projects (Margulies & Colflesh, 1982).
The responses to sub-research question five were grouped into three themes that immediately
followed and achieved objective 5 of this case study which is:
To assess the current OD interventions practised by BANK G and BANK P to manage
this induced technological change and upskill their existing frontline staff in a timely
manner.
Three major themes are as follows:
➢

Theme one: General training initiatives by the banks for new recruits
It is there already, what happens is training programme whenever initially joins
the bank for clerical and officers who ever may be, every bank has their staff
training colleges. So, on rotation basis they call that staff training colleges or
continuously on different sessions will go every time.
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So, they call the new recruiters to training college and they impart training for
all these ATM machines and all, on all IT products, general banking products
and all they get and in case of any just short training kind of thing (GP1).

There are some kind of trainings for some special people, in the circle who take
care of all the people in the circle, but for branch wise there is no specific
training for people, they just learn from their co-workers and do it (GP3).

Not cashier, this training is to all. One time we will conduct truly for cashier
training, for cashiers for promotion of other. One week we will conduct advance
officers training, one week we will conduct the operations training, one week
we will conduct deposits in training, ok. In that way trainings will be separate.
So, the cashiers will be trained with the, whatever the mission of the
management, so based on that the proper training will be provided to the
cashier, based on that they will provide information to customers or cross sell
to the customers (PP1).

➢

Theme two: One-size fits all approach in training programmes
Ok, in fact in our bank, we have two apex institutions, training institutions
across the PAN India. So, it will not cadre the all the training lists, that’s why
in some important zonal offices, we use to conduct the training, there will be
hierarchy, generally head office, zonal offices ok, and branches, ok. In zonal
offices we use to conduct the different trainings for all, every second Saturday
or every In that way we will conduct one training (PP1).
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Yes, yes, yes. Like in banking system in India, they have different location like
every bank have their own training centre. Ok. They send for initial training
,they call induction training for a period like it depends upon bank to bank for
two weeks, three weeks, four weeks. They will be sending them for the training
ok, how to operate the software, how to face the customer, what all the issues
you face across the counter, how to handle them with case studies and all. They
teach people. Ok. After that may be a year or second year, they sent on to a
refresher course work for like for e.g., the person in HRMS, it is already figured,
the person posted to bank, in which field he is in, suppose a clerk is working in
admin section, every section. They keep on rotating people to different
departments […] Nowadays technology is so developed; every bank has their
own sites and all, they upload circulars and (they are in touch of) what all the
things are going on, they have enterprises learning modules there by video
conference has been conducted. You see they are automated. You must be at
your destination and time whenever you get a time, you read that class, video
class is cleared then send off the video class, they go for exam, review marks
they answer what all the doubts you have, like those procedures are followed
[…] Everybody, see, it’s not only for tellers, it is for others also, same procedure
is followed (PP3).

There will be a specific training and specialised people to take care of it. There
must be specified training for everything, whatever the customer or whatever
any employee do, be it credit, be it handling machine, so to take care of that
bank has to make special division for that. So, that it could be taken very
seriously and then meticulously […] Give training and be executing it (GP3).
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➢

Theme three: Selective training approaches based on branch workload
Yes, there are some training centres in every bank, and they are doing it and
not everybody gets a chance to go there and learn it. It is a situation, whenever
they select a training programme, they ask for people, what are the directions,
what is the situation in the branch, they can send people for training or not, all
these situations are there, which leads to un satisfaction […] Need of training.
There is a need for training, but everybody doesn’t get that […] People are
selected by the HR department. They are shortlisted and list or e-mail to the
branches, to leave the person for training, as such. But what is the situation of
the branch, they can leave the person or not, person is on leave or on working,
it is depended upon on the situational things. Not everybody who is nominated
by the HR department goes to the leave or goes to the training […] No, they
cannot refuse. But there is a more quantum of load in the branch and there is
nobody to take care of that work if they go for training. Then they must be
decision that they don’t go (GP3).

No, see refresher training has been given once a year to all the cashiers, all the
staff also, but many of the cashiers are reluctant to attend the training […]
Many of the cashiers are reluctant to attend the training because some other
jobs will be assigned to the people or particularly the junior cashier because
they are having their own family, children, new-born baby. So that is why these
people are very reluctant to go and attend the trainings […] Official reasons
mean some other job will be assigned. Yes, yes (GP2).
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4.2.6 Sub-research question six
Q6: To what extent do frontline employees in BANK G and BANK P feel that they are
encouraged to participate in the change management process through participatory
decision making or by providing feedback on existing policies and procedures?
This question was designed to investigate the extent of participation of frontline employees
in the policy making process. The responses to this question helped the researcher to gain
knowledge about any feedback channels designed by the top management to monitor the
progress of the OD interventions or change management initiatives introduced to manage this
technological change. The researcher was able to gauge the approach of top management in
dealing with this change at the branch level. The viewpoints of the participant were categorized
into three themes that immediately followed and achieved objective 6 of this case study which
is:
To investigate whether the frontline employees are encouraged to participate in the
change management process in BANK G and BANK P.
The three major themes developed from the information shared by the participants are as
follows:

➢

Theme one: Communication gap between management and teller staff

•

Sub theme one (a): Ineffective communication strategy
I think that there is a communication gap. Let us suppose right now, if any
decision is taken by the management, there is no concrete way of
communicating it to all the employees, all over India […] Sometimes, some
changes are there which comes in the newspaper and customer tells us […] Yes
Some policy decisions from last 2 to 5 years has been such, that it has been
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there in the newspaper and the banking staff is not yet informed directly about
it (GP3).

•

Sub theme one (b): Problem compounded by large number of branches and staff
The information has been used by the Bank but these kinds of changes or these
kinds of things take a long time to happen all over India. There are 80,000 staff
in our bank all over India. We had around 9 to 10 thousand branches. So, these
things circulate very slowly to the low level (GP3).

➢

Theme two: One-way traffic for teller staff: No input in policy making
See, there are different kinds of problems in Indian banking. First of all policy
decisions, policy decisions are not taken by the branch, they are taken by the
Head Offices […] There is some kind of conflict in the beginning, then the there
is resistance also for the change but with time when management has decided ,
the policy decision has been taken that it has to be done then somebody is given
charge of it and he has to do it […] Everything is implemented from the Head
Office […] They have to accept it. Everybody must accept it. Even if it is a
manager or a teller’s staff or a supervisor or a head cashier or an assistant
manager, everybody must accept what there has been policy decision from Head
Office […] They have to. It is one-way traffic; they must accept it (GP3).

➢

Theme three: Ineffective HRMS system for feedback or suggestions
Sir actually for this doing for this sharing information and for doing some job,
they must have they must possess some knowledge and moreover, see actually
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every branch manager is assigned a heavy pressure, putting job, they are going
out for NPA recovery and mobilizing deposits also (GP3).

There is a change in, and their changes are coming down, there is an option in
HRMS system, HRMS software. You can give any kind of suggestion to the
management, and they will take care of it; there is a place to put up these
suggestions in HRMS, but how they take is, how management takes it, when they
will take the decisions, it is not in their hands. It is the management’s decision
they take it or leave it […] Though teller or anybody, from lower to higher end
can give some suggestions directly to the HRD via software from HRMS, but it
is their yes or no decision to take care of it or not (GP3).

4.2.7 Sub-research question seven
Q7: What are the most important strengths and weaknesses of introducing ATMs in the
retail banking space as perceived by frontline staff in BANK G and BANK P?
This question was framed to understand the perception of frontline banking staff about the
strengths and weaknesses of this technological change introduced in the retail banking space.
The responses to this question indicated how front-line staff members feel about the inclusion
of machines in their workspace and whether this technological change affects their value as an
employee. The resulting discussion revealed two themes and achieved objective 7 of this case
study which is:
To determine the strengths and weaknesses of this technological disruption as perceived
by frontline banking staff in Bank G and Bank P.
The two major themes developed from the responses of the participants are as follows:
➢

Theme one: Less human touch in the branch they work in
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Strength means retail customer cannot go to the branch. That is the first job.
Retail customer needs will be serviced at ATM because in ATM do mobile
recharge; you can donate funds; you can top your accounts […] In Banking
some people like human touch only (PP1).

Sir, negative points I don’t see anything, but mainly that the customer-bank
relationship got reduced. They will come to the bank just for opening the
account after that we will never see them at all […] Even if there is any problem
with their account, we must call them several times to visit the branch […]Yes,
sir. In a branch I can say that 70% of the footfall in the branch, in the beginning,
I told before people used to stand in a queue, now no you cannot see any queue
or customers in the branch (PP2).

Weaknesses are that they must be handled, at the end of the day any, be it any
kind of a machine or an ATM, it must be handled by humans. So, they must be
managed, influx has to be managed. So, machines are helping but they have
been managed by humans only […]

➢

Theme two: Fewer customers at teller counters
There is no negative point. It will reduce the burden on teller. There is no
negative point in that, only thing is, the negative is for only during the working
hours or during the branch hours only it is available to the customers that’s all
like the teller, he is available total banking hours only, like that, it is placed
inside the bank or branch premises, then it’s available for only hours (PP3).
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See, if it from staff, staff perspective it is there, that customer rush at counter is
reduced, that is strength and weakness also I don’t find any weakness in ATMs
and alternate delivery channels, they have strength only (GP1).

Though it is leading to lesser staff or lesser customer in the branches. So, it is
helping them indirectly in decreasing the stress in the branch, on the staff in the
branch (GP3).

•

Sub theme two (a): Teller numbers reduced in branches as job role changes
Front line staff also, they have not only that cash, earlier may be two persons
or three persons are sitting in cash, now may be one person is sitting in cash
and remaining persons they are working in advances department, at deposits
department, administration departments. So, in that way they are using their
time more productively (GP1).

So, yes, there is a need for teller, they will be there till the time of banking
system. Maybe, they may reduce the manpower, instead of two tellers, they will
be using one teller but there will be tellers, ok, you cannot avoid. Presently I am
talking about Indian banking system, ok, until unless you digitalize everything
that there won’t be any cash exchange across the counter, till that time, you
need a teller, there will be a teller (PP3).

•

Sub theme two (b): Transactional cost reduced by installing ATMs
Strength in the sense which are installing more ATMs than cost will be reduced,
cost of the transactions will be reduced […] In the sense the cashier, there will
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not be much work for cashier and cashier will be allotted some other department
ok […] The cost will be reduced mainly (GP2).

When it comes to economy-wise also, see economic factor if you come out, the
transaction, per transaction cost across the counter is more than per
transaction cost at ATM. I remember once it was calculated, I exactly do not
remember, it was around Rs. 15/- per transaction when transaction is done over
the counter level […]
But the same when it is connected to ATM, if the customer makes the transaction
cost come down to around Rs. 6/- to Rs. 8/- between, based on offsite ATM,
onsite ATM with cash management arrangements and all […] transaction cost
per transaction is reduced per year (GP1).

They work for 24hrs, they are working when there is no breakdown and then
they can work continuously as per their capacity and power supply as machine
[…] Positive point is that machines are working more than human. One
machine is working for two persons, doing the work of two teller staff (GP3).

In order to understand the rationale behind the above said responses from the participants,
add-on questions were asked, which are recorded as follows:
Q1: Please explain what would your reaction be if banks decide to pull out the ATMs
from the branches and decide not to use this technology?
The participants provided in-depth information while answering this question and the
researcher was able to understand the reasons for their responses to question 7. Three themes
developed from the narratives of the participants, which are listed as follows:
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➢

Theme one: Workload on teller staff will increase
Difficult and it is heavy also because once the ATM is not there, even for
withdrawal of hundred rupees also, they will approach the cashier […]
Definitely the work burden will be more. No doubt, no doubt about it (PP1).

Sir, it will create a lot of problems for the banks, we cannot manage now. In this
scenario, if we stop ATMS we cannot manage […] In 2016, they have introduced
the demonetisation and all the ATMs are closed and bank people they worked
up to 10’0 clock, even 2’0 clocked they worked for managing the cash […] See,
Sir introduction of machines has reduced the volume of work for the front-line
staff (PP2).

No, no, no, it will become very difficult. Now people are habitual of or used to
have ATMs, money rotation, money requirements even after office hours they
can use the ATM. Now, with the absence of ATM, will be more tough system,
workload will increase on the teller because there will be huge line, there will
be huge line. India faced, you might have heard the demonetisation […] Ok,
during that period, everything was put to an off like ATMs and all, many things
were stopped. Ok, that time there used to be a huge crowd at the counter, what
a clerk I mean the teller if he is facing 100 people per day, that time it will be
600 people (per day) ok. I will be a huge load, huge load (PP3).

Given the situation, given the situation we are presently dealing with what they
are doing is, they have reduced the staffing because the persons are not
recruited, on the pace of the person has been getting retired from the banking

128
sector. So, to compensate that staff, they have put a machine over there, which
works, or which is being handled by the rest of the staff. So, at the end of the
day if the management now decides to pull out this machine, there will be HR
problem in the branch because the load which needs, machines are taking care
of […]
There will be nobody to take care of that load, in the branches now […]
Yes. They are compensating these things with machines. So, if machines are
pulled out there will be a big problem (GP3).

➢

Theme two: Technology upgrades favour ATMs
This is the need of hour; this is the need of hour, alternative delivery channels.
You cannot imagine a situation that if ATMs all of a sudden will goes off and
front-line staff must manage, it won’t happen, it cannot happen also. See once
we are advanced, so we cannot imagine that we go back to the old age scenario
[…]. In any case technology is the need of hour. You cannot imagine a day
banking, making a banking transaction without technology, you cannot imagine
nowadays. So, we must go with the technology; we have to accept ATMs, we
have to accept internet banking, mobile banking, all alternative delivery
channels we have to accept (GP1).

We can’t say that it will be 100% because for longer period the customers are
using ATMs and they are enjoying these facilities, not only that they are
enthusiastically they are using the ATMs now a day […] So they will not come
to bank they may come to the bank only 25% will come to the bank, remaining
75% they utilize the ATMs of other banks (GP2).
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Q2: Have you noticed any change in the customer’s preference in the last two years of
dealing with front line staff?
This question was raised to examine any changes in the preference of customers in dealing
with the frontline staff in the last two years. Participants commented on how the inclusion of
automated technologies have impacted the everyday interactions between customers and
frontline staff. The responses are classified into two themes which are detailed as below:

➢

Theme one: Tech-savvy people using alternative ways of banking
Yeah, because what we call as a Gen X, Gen Y, suppose there, the age group
up to 35 they don’t want to go to branch. Ok. Their intention is, up to 35, they
don’t want to go to branch if their purpose or ATM is not at branch. Above 35,
those who want some interaction, a smiley face or they want to go to the cashier
(PP1).

Yes, I mean there is, people have become very aggressive, with advent of the
internet. There is technology but people don’t know how to use that technology
well, though customer is always right in banking, at the end of the day, you
cannot satisfy everybody, though customer is fighting because there is more
population and there is less staff to take care of it. And to satisfy every customer
it is very difficult […] See, there are different kinds of people who are well
versed with technology and who are not. Person who is well versed with
technology, doesn’t come into the branch. The person who is not well versed
with the technology only comes in the branches (GP3).
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➢

Theme two: Older people like the traditional approach to banking: Human

Touch
Yes sir, mainly there were older customers those who are above 60 they feel
they did not like the change. They say that previously we used to visit the bank,
we used to talk, we used to spend time in the branch and nowadays even bank
people are also busy, they will not talk to them, they just simply says that if you
want money you take from ATM, they are feeling, otherwise the young stars they
like ATM […] They don’t want to come to the branch they like ATM only […]
And moreover, in our country, nowadays they are changing into digital
transactions., Other transactions like transfer of fund, this online payment all
those things we are promoting, that also reducing the visit of customers to the
branches (PP2).

Sir, actually nowadays vast changes are there. Here survival of the bank is very
important. . See customer is the king, great one , Customer is the king […] See
depends on the age. See new customers in the age group of less than 30- 40 even
or 50 also they want to utilize the technology like ATMs or internet banking like
these […] After 50 the people are very much interested in coming to the counter,
particularly the retired persons because sitting inside the houses getting bored,
so every day they are coming to the bank, after retirement (GP2).

Q3: Do you think that the introduction of ATMs has affected the value of front-line staff
in banks?
This question was framed to explore the perspective of participants on the influence of the
introduction of ATMs on the perceived value of frontline employees for their respective
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employers (banks). The views of the respondents helped the researcher to understand whether
the frontline cashier staff can be replaced by the self-automated ATM technology. The
responses from the participants are further developed into three themes, which are as follows:

➢

Theme one: Value has increased with job enlargement
Sir, value has increased. See, previously only four or five people were dealing
the cash. Now only one person is dealing, and a single window operator and he
is posting, he is authorising, and he is delivering the cash also. Single person
[…] Promoted, promoted as single window operator (PP2).

It is improved, See, when we look at ATMs, we don’t look at particular person
or particular staff; it is what is the value bank is getting out of these. It is not
that by introduction of ATMs whether the value of a particular clerical (staff) is
increased, or particular officer is increased, it is not the case […] No, no, no,
they are doing something else. See earlier they were doing like only cash, now
they are doing so many things. Now you see many clerical staff in India in
banking, now they got expertise in advances department, they know balance
sheet, they know so many banking, accountings and all. So, their knowledge,
they have improved (GP1).

➢

Theme two: Value has increased in Rural and Semi-Urban branches
Yeah, definitely in Urban and Metro branches, there is a decrease in the value
of the cashier, is not much important. But, when compared to Rural, SemiUrban even though nowadays also there is a work value to the cashier. They
give respect to the cashier, even in some places they will give more respect than

132
the manager to the cashier because he is giving cash, that’ why […] Urban and
Metro sectors there is a value decrease (PP1).

Actually, value of the front-line staff is increased. Like somebody is unable to
use the ATM, India is not that literally high, or people are not that educated.
Some villagers might come, so they will be approaching the counter to teach
them how to use the ATM and all, so, these people have more value, so definitely
they will feel kind enough to get that type of help (PP3).

➢

Theme three: Human aspect versus the machine aspect regarding frontline

banking services
So, yes, there is a need for tellers, they will be there till the time of banking
system. May be, they may reduce the manpower, instead of two tellers they will
be using one teller but there will be tellers, ok, you cannot avoid. Presently I am
talking about the Indian banking system, ok, until unless you digitalize
everything that there won’t be any cash exchange across the counter, till that
time, you need a teller, there will be a teller (PP3).

I don’t think that because a machine is a machine at the end of the day, person
is a person. Person has a reputation; he has some behavioural thing. Customer
has a reputation with the staff. So, these are two different things. These two
different things and have their value at the respective places […] What a
machine can do, a person cannot do. A person can do, a machine cannot do
(GP3).
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4.3 Chapter summary
Chapter 4 provided the findings to the sub-research questions asked in this research study,
thus answering the main research question, which is “What are the impacts of the installation
of ATMs on the job role of frontline banking staff in Bank G and Bank P and how have these
technologically induced changes been managed by the respective organizations”. The
responses were presented here based on the objectives and sub-research questions.
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Chapter 5. Discussion of the findings
5.1 Introduction
The core aim of this research study is to determine the impact of the installation of
multifunctional or smart ATMs on the role of frontline banking staff in India. Semi-structured
interviews were carried out with selected respondents of two banks, coded Bank G and Bank
P. The findings were presented in the previous chapter in a thematic manner. In this chapter, a
discussion is carried out by specifically linking the findings to the research objectives and subresearch questions. Being broader in nature, references were also made to the observations of
previous chapters and to the literature review carried out in chapter 2.

5.2 Discussion of the interviews
The discussion of the interviews elaborated the core ideas which were developed through
the thematic analysis performed in chapter four, based on the research question and the six subquestions. This analysis thus provides direction to the researcher to provide recommendations
in chapter six.

5.2.1 Sub-research question one:
What major changes have been introduced into the job roles of the frontline staff in
Bank G and Bank P because of the introduction of ATMs in their branches?
The responses in the interviews were categorized in three themes which are job enlargement
of teller staff role, work process changes in the job role of teller staff, and relationship changes
in the job role of teller staff. The last theme was further subdivided into two sub-themes which
are relationship changes with co-workers and relationship changes with customers.
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•

Theme one: Job enlargement of teller staff role

Participants (PP1), (PP2), (PP3), (GP1) and (GP3) reported some major changes in the job
roles of the frontline staff after the introduction of ATMs in the branches. They are no longer
confined to the traditional role of cash dispensing only. The job role of a teller is now enlarged.
The front-line banking staff is now promoting the digital platform of the bank, marketing
insurance products and credit cards and needed to learn additional skills such as the ability to
interpret balance sheets, loan recovery and relationship management. Participant (PP3)
reported that in the Indian banking system there is no job role as ‘teller’ as it has been changed
to a ‘multipurpose’ assistant. Participant (GP1) added that as the teller staff must perform
additional job roles as described above, they have picked up additional skills and hence their
knowledge has improved. With Hackman and Oldham’s (1980) Job Characteristics Model and
the five core job characteristics that it advances, VIZ, (i) autonomy, (ii) skill variety, (iii) task
identity, (iv) task significance and (v) feedback (Waddell et al., 2014) (Fig.3 in Appendix), it
is possible to realise that psychological meaningfulness and an opportunity to make
constructive contributions occur in jobs that contain core job characteristics which offer the
employees with motivation to be more engaged, (Kahn, 2016). It is in line with the findings of
May, Gilson, and Harter (2004) that job enrichment was found to be positively related to
psychological meaningfulness through job characteristics that infuse variety in work by calling
for the deployment of varying skills, personal discretion and the meaningfully mediated
relationship between job enrichment and engagement.

•

Theme two: Work process changes in the job role of teller staff

The findings indicated that the automation process has changed the daily job routines of
the front-line banking staff and that they spend less time handling cash transactions.
Participants (GP1) commented that the front-line staff is allocated to other departments of the
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bank so that they can use their time more productively and participant (GP2) reinforced the
same. Participant (PP1) also commented that there is a ‘lot of pressure’ in the cashier role to
cross sell other products of the bank, and that was the main reason for the banks to introduce
ATMs or other alternatives (automated) channels so that front-line staff can focus more on
other job roles. Participants (GP2) and (GP3) indicated that even though the role of front-line
teller staff has been enlarged, it is still controlled by the ‘maker and checker’ system where the
immediate supervisor or manager must check and authorize the transactions processed by the
front-line staff. This reflects that front-line staff have not been provided with much autonomy
with the addition of new job roles, and hence there is no job enrichment as such in their present
job roles. The challenges they face call for the management to devise and offer HR solutions
that would enable them to reposition themselves to deliver multifaceted functions that would
include marketing and sales. This result corroborates the study by Rajan (1990), who concluded
that there is nothing inherent in the technology that always results in deskilling of the
workforce, and the work redesign process needs to consider these changes, specifically in a
financial service industry where these technological changes help in enhancing the human
analytical ability.
The participants know that the image of frontline staff has now transcended far beyond that
of a cashier/teller. They know that technology has brought about a retail revolution and
customer-centric innovations, of which the introduction of ATM is just one among them in the
basket of offerings to the customers. This is in accordance with what was found in the literature
review (Zineldin: 2000; Acharya et al., 2008), which have pinpointed that it is the technology
that stands as the backbone for the creation and sustaining of marketing practices, which needs
to be further deepened to derive competitive advantages.
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•

Theme three: Relationship changes in the job role of teller staff

The responses indicated that there are changes in the existing relationship between the
front-line teller staff and their co-workers as the front-line staff is more involved in other daily
activities of the bank. At the same time, a change in relationship is noticed between front-line
staff and the customers. Responses identified two sub-themes which are presented below.
•

Sub Theme three (a): Relationship changes with co-workers

Participant (GP2) pointed out that the front-line cashier staff is now helping other banking
departments to prepare the business reports, which are to be submitted quarterly to the head
office. The role of the front-line staff is not limited to dispensing or receiving of cash only but
is evolving as a supportive team member for their co-workers as well. This clearly indicates a
change from the perceived job roles expectation in the past and creates a spirit of teamwork in
the branches.
•

Sub Theme three (b): Relationship changes with customers

The responses from the participant (GP2) and (GP3) indicate that front-line staff is more
involved with their everyday banking customers and top management sent a very clear directive
about providing good customer service. Participant (GP2) described ‘vast changes’ in the level
of customer service provided by front-line staff and posited that customer service in
nationalized banks in India is even better than in the private sector banks. It is to be noted that
traditionally nationalized banks in India have a reputation for providing poor customer service
as their employees are protected through collective agreements between worker unions and the
central government. Participant (PP3) commented that customers’ expectations from the frontline staff have increased, and now they perceive that front-line staff should be more
knowledgeable, while respondent (GP3) posited that only a person who has a good relationship
with the customers can cross-sell other products to them. The above findings, in conjunction
with theme 2 above, where the participant (PP1) recorded that there is ‘a lot of pressure’ in the
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cashier role to cross-sell, points to a plausible explanation to the ‘vast changes’ in the level of
customer service provided by the front-line staff. Another point highlighted by the participant
(GP3) is the reduced staff ratios in the bank as compared to the population they are serving,
and this is reinforced by the comments of the participant (GP1). Participant (GP3) posited that
as people do not know how to use the new technology, they are getting aggressive towards
frontline banking staff. These banks do not have enough staff at the frontline to educate these
people.
By adopting elements of Socio-technical System theory elaborated in the literature review
in section 2.6, and diagrammatically presented in Figure 4 in Appendix 1 and applying the
people/personal subsystem within a socio-technical system model (Fig. 1 in Appendix 1), it is
possible to map the interaction between humans and technology. With necessary modifications
in the work through design/redesign processes, which recognises this fit, a harmonious
outcome in the working of the staff can be achieved which would pave the way for maximising
the productivity of the organisation as well (Emery & Trist, 1965 as cited in Applebaum, 1997).
To retain their commitment and bolster their motivation, the banks would have to design career
paths and promotion policies that would reflect their existing experience and acquisition of
new skills.
There are changes in the relationship with colleagues as well as with customers. The change
in the relationship with the colleagues has both pros and cons. On the positive side, it is now
possible to share knowledge, but at the same time, tensions exist between them when it comes
to the discharge of various roles assigned to them, as there is less staff to take care of and
inability at times to handle surging demands of the customers.
When it comes to the customers, even though the policy of the customer is the ‘king’ still
holds well, yet they have become aggressive and demanding, as a result of which, it has
become even more difficult to satisfy or please all of them. This results in conflicts and stress.
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It can be deduced that the installation of ATMs has positively influenced the core job
characteristics for frontline staff, but at the same time, an appropriate fit between the social
subsystem and the technical subsystem is lacking, resulting in undue stress on the frontline
staff. This is consistent with the findings of Venkatesh et al., 2010 in a previous study of the
effect of ICT on five job characteristics as defined in job characteristics mode (JCM) in a
banking organisation in India, which revealed that the ICT implementation positively impacts
the five core job characteristics, but the job satisfaction and job performance decrease during
the same time period thus indicating that the joint optimisation is lacking between the social
and technical subsystem. These findings also suggested that the developing countries should
first invest in their human capital before implementing any major technological changes in
their service sector.

5.2.2 Sub-research question two
What are the impacts of these changes on the frontline banking staff in Bank G and
Bank P?
This sub-research question was posed to the respondents with a view to understanding the
impacts of the changes, as discussed in section 5.2.1 above, on the job role of frontline banking
staff of Bank G and Bank P. The participants described the operational or physical impact and
the emotional or mental impact of these changes on their daily routine in work as well as their
personal lifestyle. The responses were categorized into five themes which are teller’s role
changing to a ‘single window operator’, teller staff gained specialized skills, less workload for
teller staff as over the counter transactions reduced, teller staff number reduced leading to more
stress on teller staff, machine is a machine; person is a person (Mechanical v/s Human Touch).
•

Theme one: Teller’s role changing to a “Single Window Operator”

Participants (GP2), (PP2), and (PP3) cited that the role of a teller or cashier has changed to
a ‘Single Window Operator’ with additional jobs added to their existing job role. Participant
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(PP3) posited that banks now do not recruit under a specific job designation of a teller or cashier
but as a multipurpose frontline counter clerk, thus indicating that the job description for the
front-line staff role changed after the introduction of alternatives channels of delivery.
•

Theme two: Teller staff gained specialized skills

The views expressed by the participants confirm that front-line staff is now performing
additional job roles and have learned some new skills to perform those roles in the bank.
Respondent (GP1) reported that the front-line teller staff number had been reduced, and the
remaining front-line staff is now gaining specialized skills for working in more advanced
departments of the bank such as lending or administration resulting in improved productivity
for these staff members. Participant (PP3) confirmed the viewpoint of the participant (GP1)
and posited that the increase in the number of ATM installations increased the working
efficiency of the people working in the front-line staff of the banks.
•

Theme three: Fewer over the counter transactions for teller staff

Responses by participants (GP1), (GP2), (GP3), (PP1), and (PP3) confirmed that the overthe-counter cash transactions have decreased in the banks. Participant (GP2) reported that the
number of cash receipts and payments are reducing for cashier staff, and the management is
increasing the number of ATMs in the branch as it will reduce the per-transaction cost for the
banks. Respondent (GP3) recorded a similar observation that management is reducing the
number of staff handling the cash directly while increasing the number of ATMs in the branch.
Participant (GP3) further mentioned that the reduced number of over-the-counter transactions
can lead to less workload for the front-line staff, provided the customers coming in the branch
are technologically capable. Participant (PP3) reported that the burden of the teller staff is now
reduced as customers only approach them if they need to withdraw a large sum of cash only,
as they are using ATMs for their daily needs of cash. In India, people still like to deal in cash
and e-transactions, or e-commerce are still in the development stage. The participants projected
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the view that as their workload is perceived to be decreasing, they will be given additional
duties from other parts of the bank to maintain their productivity levels.

•

Theme four: Teller staff number reduced leading to more stress on teller staff

From the research findings, it appears that although the number of cash handling
transactions over the counter has decreased for the teller staff, the number of overall customers
for the banks has increased. As banks are reducing the number of front-line staff, the average
number of customers increases, thus leading to higher stress levels for the front-line staff.
Participant (GP3) reported that the reduced number of front-line banking staff is not able to
cope with the increase in overall population and demand for services. So, the ATM technology,
although it has reduced the number of over-the-counter transactions, the overall workload on
the front-line staff is ever increasing as management reduces the staff count. This is creating
high stress levels in the staff leading to ‘behavioural problems’ (referring to psychological
problems) in the staff members as there are long working hours with no official closing time
for the bank. Participant (PP3) confirmed that there is pressure on teller staff in banks.

•

Theme five: Machine is a Machine; Person is a Person (Mechanical v/s Human
Touch)

The responses from the participants depicted the importance of ‘a social subsystem’ in the
socio-technical system approach. The participants posited that technology might provide the
automation of some processes in the banking system, but it is the human administrator who
must provide the final solution to the customers after answering their queries and considering
many finer policy guidelines of the bank. Participant (GP3) described this in a befitting manner:
machine is a machine at the end of the day, person is a person. Person has a
reputation; he has some behavioural thing. Customer has a reputation with the
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staff. So, these are two different things. These two different things and have their
value at the respective places (GP3).
The ‘reputation’ and the ‘behavioural thing’ are the exclusive human qualities that connect
the staff, and the customers with a human thread that make it a part of the social system in the
socio-technical system. Participant (PP3) described that ‘human interface is 100% required’ to
go through the intricacies of the decision-making process to provide suitable advice to the
customers or to decide on the loan application from the client, thus giving a ‘better shape to
that prospect by human touch’. Respondent (GP2) reported that management is reducing the
number of teller staff and increasing the number of ATMs leading to ‘less human touch’ in
branches. The ‘less human touch’ refers to the ‘reputation’ or ‘behavioural thing’ as described
by the participant (GP3) above.
The role of the frontline staff has evolved into a ‘single window operator’. To perform
additional job roles, they have been gaining specialised skills. While the workload is come
down as they are no longer performing the repetitive job of dispensing and accepting cash over
the counter, their stress levels are elevated due to the reduction in the number of front-line staff.
Cashiers have expanded their roles into single window operators. They have been acquiring
additional skills to discharge this role. Due to reduced counter transactions, the workload of
the frontline staff has reduced, but simultaneously it has brought about a reduction in the
number of employees in the role of cashiers. This has brought out a consequence having a
different dimension, which is an increase in their stress levels. It is in line with the findings of
Rao Adinaryana, Bhanumathi, and Nagavali (2013) in a study aimed at identifying the factors
causing job stress in banks employees in public and private sector banks in India. This study
revealed that the increased workload even after the introduction of technology and job rotation
are the major stress-causing factors for these bank employees. The numbers of frontline staff
needed to carry out the operations have come down to one person who is able to manage what
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hitherto has been done by two or three. As a result, the pattern of recruitment has changed, with
the cashiers being replaced by multipurpose assistants.
What is of value is the mentioning of the respondents’ statement that they have gained more
skills now. Even though there is a general feeling within them that the workload has come
down, this cannot be treated as an unmitigated blessing, for they now feel there is an increase
in their stress levels triggered by the explosion of the numbers in the customer base, which they
are not able to handle. This is especially so with their management increasing the number of
installation of ATMs, on the one hand, and decrease in the number of clerical staff day by day,
on the other hand. This has resulted in an increase in stress.
Two consequences emerge, the first one relating to a possible loss in the jobs and the second
increased stress levels. Both call for further discussion. On the job losses front, the researcher
deduced that participants did not fear an imminent loss of their existing jobs. On the recruitment
side, banks are recruiting at a slower pace, with more older employees retiring every year as
compared to younger employees recruited in their place.
The increase in stress levels, which is shared by the participants, is also a concern. They
perceive that higher stress has crept onto them due to, on the one hand, increased quantum of
customers barging-in, from time to time, and on the other hand, the inability to render
satisfactory services due to diminished staff strength. The result becomes a challenge leading
to an increase in their stress levels. Thus, the impact of the installation of ATMs should have
brought about a reduction in the stress level arising out of a lesser workload. This has not
happened. In fact, it has shown a tendency to increase the reason for which could be attributed
to the ongoing reduction in the frontline staff. The researcher deduced that the increase in the
stress levels of the frontline staff, due to the reduction in their numbers, is a major negative
disruption this technology has brought about.
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It is further deduced from the results, and from a study carried out by Gopalakrishnan and
Swarnalatha (2015) on the stress level in the banks selected by them. They drew the conclusion
that the banking staff were subjected to (a) intense stress across the board, whenever and
wherever they had to interact with their co-workers, resulting in an unproductive and
unpleasant environment, and (b) whether it is public or private sector banks, there is a
heightened stress level, due to a decline in the support staff and (c) the human resources face
conflict and strain due to the lessening support from their co-workers.
No doubt, all the banks have put in place staff training colleges, but training is centralised
as well as generalised. There is nothing like training for a given duration that focuses on the
cashiers/frontline staff exclusively. More so, there is no programme that is targeted towards
the training of personnel branch-wise, and many of them are seen to learn from their coworkers, and hence it becomes more in the nature of on-the-job training.
Besides, due to the centralised nature of training, the choice of who would go for training
and what they would receive is determined by the HR department of Bank G and Bank P,
which in turn comes from the centralised department of HR. It does not consider the workload
at the local level, nor whether the branch can afford to depute staff for the training. When the
HR from the central level decides, the staff cannot refuse and would have to attend. But
attending the training is also fraught with consequences, real or perceived. There exists an
apprehension on the part of the tellers/cashiers that if they attend the training, more job roles
will be added to their existing job description.
From the responses of the participants, it can be deduced there is no existence of well laid
out participatory mechanisms. They believe there exists a communication gap between the
management and the frontline staff, and decisions are not communicated to them, and at times
it is so bad that they come to know of them from the customers. The policy decisions are not
communicated directly to the employees by the banks but to the national print media, and this
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delay creates confusion among the staff members. In fact, a practical difficulty put forth by
them in this regard pertains to the mega-size of the banks. For instance, a respondent from
Bank G pointed out there are over 80,000 staff in their bank, spread over anywhere between
nine and ten thousand branches. Banks in India are driven by a hierarchical system of
functioning, where a top-to-bottom approach is followed. The observations of Hofstede’s
(2001) publication referred to in the literature review offers an explanation to this as ‘power
being unequally distributed’ because of which those in the upper echelons of the hierarchy will
not consult their subordinates in decision making, which is reflected here at the ground level.
This leads to the decision-making being done on the top, thrust upon the bottom, and whatever
may be the resistance, it is ultimately one-way traffic.
It is deduced from the feedback of the participants that the effectiveness of existing tools,
as for instance, HRM software, which provides an avenue for offering suggestions to the
management, is not sufficient. It is deduced from the results that there is a substantial
divergence between management theory and practices of the banks, as reported by the
interviewees.

5.2.3 Sub-research question three
To what extent have these changes faced resistance from the frontline staff, if any, in
the branches of Bank G and Bank P?
This sub-research question was formulated to investigate any resistance shown by the
frontline staff to the changes introduced in their job roles or the impacts of these changes, as
discussed in sections 5.2.1 and 5.2.2 above. Participants reported that in the very beginning,
the changes were opposed by the unions with symbolic protests such as the wearing of badges
or one-day strike, but over time, it lost its steam and got accepted. This is because the unions
did not get the sustained support of the frontline staff, who did not want to forego their wages
by indulging in strikes. Also, there are those who also realised that the ATMs do confer some
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advantages for the front-line staff and most importantly, even the most experienced and senior
staff accepted it. The responses from the participants are categorized in two themes which are
the inclusion of ATM technology first opposed by unions and opposition by unions to the
inclusion of ATMs not supported by front-line staff.

•

Theme one: Inclusion of ATM technology first opposed by unions

The participants reported that there was opposition faced by the management in the
preliminary stages of introducing ATMs in the branches, but it faded away as the employees
started to realise that it may help them in improving their efficiency by taking care of the
repetitive jobs (GP3). Participant (GP2) reflected the idea by recording the following statement:
Change is first opposed, change is first, they say abused. But finally change is
accepted, change is rewarded, change is everything. So, finally change is
required […]initial days that opposition is there but over the period they accept
the change
Participant (PP2) also confirmed that in the initial stages of the introduction of ATM
technology by banks, internal problems were faced through unions, but with time everything
settled down.

•

Theme two: Opposition by unions to inclusion of ATMs not supported by frontline staff

The participants elaborated on the reasons for not supporting the unions when they tried to
oppose the installation of ATMs in the branches. Participant (GP1) advised that unions are not
able to organize a long-term strike, and participant (GP3) confirmed that the unions could not
organize nationwide support on this issue and was only able to do symbolic strikes only such
as wearing black badges at work. Participant (GP3) further stated that the reason for doing a
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symbolic strike only is that in the Indian banking sector, if an employee goes on strike for the
day, a wage cut is initiated for that day, and the clerical staff was never in favour of a strike on
this issue, but as it was a call from the union, so they must go for the strike. So, the support
from the union members was minimal, and hence unions could not carry the momentum
through for major industrial action. Participants (PP2) and (PP3) confirmed that in the initial
stages of introducing ATMs, banks faced some resistance from the unions, but it settled down
with time. Participant (PP2) stated that even the older staff in the bank learned the new skills
as it was the need of the hour. The older staff must have realized that with the advent of new
technology, they must quickly adapt to the changing technology. It reflects that overall, the
socio-technical system (STS) tends to work towards ‘joint optimisation’ if the boundary with
the environment is managed in the right manner.
During the initial stages, the introduction of ATM was opposed by the unions, but
surprisingly such opposition did not sustain as it did not meet with support from frontline staff.
More importantly, even the most experienced and senior staff had accepted it. Although the
changes were opposed by the unions with symbolic protests such as the wearing of badges,
one-day strike, etc., Over a period of time, it lost its steam and got accepted.
Traditionally, the Indian banking sector has been dominated by trade unions and
associations, which wielded enormous powers during the early stages, especially during the era
of nationalisation. However, it cannot be said unequivocally that unionism brought about
healthy trends. Either way, it is worth here to take support from the views of Pratap (2011) that
collective bargaining has either brought out violent outcomes or unionism could not take deep
roots because the authorities are not ready to recognise them and are not willing to offer them
the space they need for collective bargaining to take place in an orderly manner. As a result,
there has been a consistent decline in the bargaining power, with the unions losing their strong
hold in job and wage negotiations and the agreements not necessarily being in favour of the
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staff. It is deduced by the researcher that frontline staff are not being considered as a dominant
workforce, and therefore they have limited ability to exercise their bargaining power.
Above all, the advent of technology and the pace with which the authorities have been
pushing for digitalisation has eclipsed the power of collective bargaining as a tool for bettering
the welfare of the employees. Nonetheless, there has been a realisation on the part of the staff
since they knew if they participated in the strike, their wage would be cut, and the fear of loss
of income keeps them away from participating. However, on the positive side, despite having
a characteristic of bringing chaos and resistance during the initial stages, strikes can become
rewarding if properly incentivised. In fact, rapid changes are taking place in the Indian banking
system at present by way of mergers and acquisitions in PSU banks, thus bringing the issue of
managing the resistance to change to the forefront of the HRM initiatives. The key to
overcoming resistance is to infuse into employees measures that would reinforce new
behaviours and newer ways of discharging their functions in a committed and wholehearted
manner.

5.2.4 Sub-research question four
What are the points of divergence between management and frontline staff relating to
the installation of ATMs into the branches of Bank G and Bank P?
The responses from the participants confirmed a mismatch between the expectations of the
management and of the front-line banking staff. This created some divergence between the
approach of the management in implementing the job enlargement role of front-line staff and
the response of the front-line employees. The answers of the participants were categorized into
two major themes, including pressure from management to perform extended job roles and
reluctance of teller staff to perform added job roles.
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•

Theme one: Pressure from management to perform extended job roles

As discussed in section 5.2.1, the job role of front-line banking staff was enlarged and
additional roles such as promoting the digital platform of the bank, marketing insurance
products and credit cards, need to learn additional skills such as the ability to interpret the
balance sheets, loan recovery, and relationship management has been added to their existing
role as a teller. Participant (PP1) commented that there has been an increasing pressure from
the management on front-line staff to perform these additional roles while their present job
loads are already quite high, especially in the nationalised banks (government-owned) where
the state government pensions are distributed in cash through the front-line teller staff. This
has led to their workload almost being doubled, putting ‘tremendous’ pressure on the teller
staff. The same view was held by the participant (GP2) by confirming that there have been
several additional tasks added to the job role of the teller staff. Whilst management is exerting
a lot of pressure on them to complete these tasks, such as the task of recovery of loans from
clients which is completely unrelated, and this is creating ‘frustration’ among the staff.

•

Theme two: Reluctance of teller staff to perform extended job roles

Participant (GP2) commented that although the cashier staff understands that they must
justify their salaries and their association with their employer (bank), still 75% of the cashier
staff will be reluctant ‘straightaway’ to perform any additional job role as they think that their
entire focus should be on cash handling only as otherwise, they may make a mistake in
dispensing cash, which is a risk for them. In the Indian banking system, if a cashier loses the
cash and cannot tally the system at the close of the business day, the cashier must deposit the
difference the same day from his or her own funds, as reported by the respondents. Participant
(GP3) stated that the number of front-line staff is decreasing while the number of customers in
the bank is increasing, leading to work overload for the staff, and as the work must be

150
completed within a stipulated time frame, they must stay back to complete their tasks which is
creating work-life imbalance for them.
▪

Please explain what are the reasons behind this pressure on the teller staff role and
the reported long work hours?
The discussion in section 5.2.2 (Theme 3 and Theme 4) indicated that the over-the-counter

transactions have decreased for the front-line staff after the installation of ATMs in the
branches, and the direct impact of these reduced transactions is perceived to be less workload
on the teller staff. The management has added more tasks to the job role of the front-line staff
(job enlargement) to utilize the time available with them and justify the paid work hours. On
the contrary, the front-line teller staff reported more stress in their job role and appeared to be
reluctant to perform the extended job roles. The above said questions were framed to obtain
further clarification from the respondents. The responses were categorized in two themes,
namely, the customer to staff ratio is increasing and banks recruiting new employees at a slower
rate.
•

Theme one: The customer to staff ratio is increasing

Participant (GP3) responded that as recruitment policy decisions are taken at the head office
level by the top management, the branches have no control over the staffing numbers, and there
is no clear policy from head office but, the customer to staff ratio is increasing, thus leading to
more stress for front-line staff. This demonstrates that the recruitment policies are not in sync
with the actual staff requirements of the branches, and the policies are not based on the
feedback received from the branches but are based on the theoretical assumptions standardized
while implementing the self-automation technology (ATMs) in the branches. A feedback
mechanism is required to improve the policy making decisions.

151
•

Theme two: Banks recruiting new employees at a slower rate

Participant (PP3) commented that there is a huge gap in recruitment in the Indian banking
system as the recruitment was stopped due to sluggishness in the economy. There is a gap
between the recruitment of younger and technology capable employees and the older senior
employees, and it is only in the last three years that banks are continuously recruiting to make
up for that difference when the top management realised that older staff is opting for early
retirement, referring to the Voluntary retirement scheme (VRS). Participant (GP3) confirmed
this view and commented that banks are recruiting at a slower pace than the pace at which
people are retiring from the bank, thus creating a shortage of staff at the branch level.
Participant (GP3) summarized this viewpoint by the following statement:
Bank is hiring less people […] Let us suppose if 5000 persons are retired this
year, bank this year has recruited only 500-600 clerical staff […] Hum… This
year there is a vacancy of 200 clerical staff in our bank and I think roughly
there will be around 2000 to 5000 people were retiring from our bank this year
(GP3).
There is some reluctance on the part of the teller staff to perform added job roles as they do
not have a specific closing time and may not leave their desks for the day until the job is
completed. This means, while there is only an opening time for them to report, they are
overworked without, leave alone, being rewarded for that but is also not even recognised. They
are left with very little time to cater for their social life, which means there is no work-life
balance.
With a view to have an increased understanding of the pressures exerted on them, the
researcher expanded this question to gain more information on the pressures they have arising
out of long hours of work. Their responses revolved around (i) there has been an increase in
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the customer to staff ratio, leaving them to handle more customers with fewer staff, (ii)
recruitment policy of the banks creating a shortage of frontline staff.
Due to the pressures exerted by the management on them, the workload of the frontline
staff has almost doubled. It is deduced that it may perhaps be attributed to some of those who
are working in nodal branches (in subsidiary branches) with added responsibility to distribute
social welfare pensions and being asked to handle recovery related functions, which do not suit
their expertise. They air the view that they are not reluctant per se to perform the extra
functions, but what peeves them is there is no limit on the time (like the closing of banking
hours) because of which they are not able to leave their desks for the day until the work is
completed. They are neither compensated for the extra time nor is there any recognition of any
type. It negatively impacts their work-life balance. This is in line with the findings of Roy and
Viswanathan (2018), who recognized work-life balance as a major workforce challenge in the
Indian banking sector because of technological disruption in the banking business (Fig.6 in
Appendix 1).
What is of concern, which emerges out of the answers to sub-research question 4, is that
they have been pressurised to perform the additional functions, and there is a slowdown in the
recruitment for new employees. This is in accordance with the findings of Roy and
Viswanathan (2018) in their study of workforce challenges in the Indian banking sector, which
stated that as banks, especially public sector banks, must focus on the goal of financial inclusion
initiated by the Government of India, they should strengthen their HRM with special focus on
recruitment policies. Roy and Viswanathan (2018) noted that the rate of employee recruitment
and bank branch expansion was lower than the growth rate of deposits, advances and total
business of the banks.
It can be deduced that there are perhaps two root causes. First, there has been an increase
in the customer staff ratio, primarily arising out of lack of staff strength and second, there is a
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slowdown in the recruitment of new personnel. The researcher had inferred in the previous
chapter(s) that there is a decline in the recruitment to what can be termed as intensively routine
occupations of which the frontline staff in the banking industry is a prominent one. In other
words, the frontline jobs in the banks are vulnerable to computerisation. This is in line with the
observations of Williams (2017), according to whom it is a time of massive change for the bank
workers as automation and technology loom as great finance sector job-killers. Rajan (1990)
documented that there were job losses in the financial sector because of the introduction of
technology in the United Kingdom, and there has been a deceleration in the rate of employment
growth. He further stated that there had been horizontal job loading, involving the regrouping
of unrelated tasks under one job for the teller staff (Fig.7 in Appendix 1), thus signalling a
major change in the job redesign process at that stage.
The problem statement in chapter one mentioned that as the profit margins are decreasing,
banks are investing in installing smart ICT such as multifunctional ATMs in their everyday
banking system to automate and replace the highly structured and routine jobs of the frontline
teller or cashier staff in their branches, thus decreasing the overall per transaction cost for the
bank. This can eventually lead to job losses through redundancy at the lower level. This
technologically induced change can also affect motivational and job satisfaction levels of the
frontline staff, which can negatively impact the individual and organisational productivity,
which puts even more strain on the already shrinking profit margins of the banks.
The responses from the interviewees confirm the statement of problem as recorded by the
researcher in that the above-stated problem exists in Bank G and Bank P in the Indian banking
sector. This is in line with the findings of Chopra (1991) in his working paper, where he
concluded that the gap between the rates of discharge and employment confirm the laboursaving effect of new technology, which has resulted in a declining growth rate of jobs in the
finance sector. Yet another case in point is that of the observations of Dessler (1993) that a
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committed and motivated workforce is a sine qua non for the high-performance outcomes.
Organisational performance is not determined based on the systems and technologies alone but
by the staff performance as well, of which frontline staff is an integral part. Even though no
immediate job losses are imminent, yet the slowing down of the pace of further recruitments
will only accentuate the situation and contribute to the woes of the banking industry, especially
in India, where the nationalised banks are supposed to work not just for profits. There could be
an amount of socially inflicted damage arising out of an economically inflicted lack of a
generation of jobs. Thus, even though technology offer improvements, from the HRM point
of view, the banking sector is expected to face workforce challenges which are reinforced by
the findings of this research study.
To handle the issues arising out of resistance to change, it is deduced that because a
fundamental difference exists between the private sector and public sector banks (PSB), when
it comes to the HR functions, they are not as robust in PSBs as is the case with private sector
banks. This reduces the conduciveness of the PSBs towards the promotion of HR architecture.
This is an area that must draw attention at the level of the board and the political echelons at
the top, who have to appreciate the fact that they have to pay continuous attention to meet the
aspirations of their employees.

5.2.5 Sub-research question five
What initiatives are Bank G and Bank P taking to develop their frontline staff for this
organisational and technological change in a timely manner?
Responses from the participants clearly revealed that there were no specific HR initiatives
or training programmes initiated by the banks to align the skills of front-line staff with changing
job roles after the installation of ATMs in the branches. While there was a general refresher
training provided to front-line teller staff once a year, there was no training programme tailored
specifically for front-line staff. There was a general feeling among the respondents that a ‘one
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size fits all’ approach is used in the training programmes. The findings were classified into
three themes, including general training initiatives by the banks for new recruits, a one-size fits
all approach in training programmes and selective training approaches based on branch
workload.

•

Theme one: General training initiatives by the banks for new recruits

Participants (GP1) and (GP3) revealed that there is no specific training or refresher
programme designed for aligning the front-line staff with new job roles. Participant (GP1)
stated that although the bank has its own training college, only new recruits are invited to attend
the training programme on ATMs or other IT technology, and it is a short course only.
Participant (GP3) stated that training is organized for middle management people from circle
office, but branch wise, there is no specific training programme for the staff. He further added
that they must learn from their co-workers how to efficiently complete their new work tasks.
Participant (PP1) stated that training to cashier staff is provided only once, and other training
are general in nature. It depends on the mission of the management on what training they want
to run for the cashier staff. The comments of the participants above clearly indicate that banks
have not designed or implemented any specific training programmes before implementing the
job enlargement policy, and in some cases, the staff is left to sort out their learning themselves
which can be quite stressful and frustrating, especially if the staff member is not very
technologically capable.

•

Theme two: One-size fits all approach in training programmes

Participant (PP1) stated that their national training institution is not able to cater for the
training needs of all employees, and hence biweekly training is sometimes organized in some
special zonal offices, so there is one training only. Many branches have one zonal office, and
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participant (PP1) revealed that training programmes would be conducted in an important zonal
office, referring to a main city zonal office where staff from other smaller zonal offices can
also come to attend the single training programme. Participant (PP3) stated that there are
general training initiatives from the bank such as ‘induction training’ for new employees, and
after that, they are sent to a refresher training after every one or two years. (PP3) responded
that banks are now using online learning modules for training the staff, but it is more of a
general training module rather than for upskilling the front-line teller staff for this technological
change. Participant (GP3) responded that the bank should make a special division to provide
specific training related to additional tasks added to the job role of the teller staff and
specialised people (experts) should run these training, only then it will be taken seriously by
the staff. Respondent (GP3) emphasized this view by commenting:
Give training and be executing it (GP3).

•

Theme three: Selective training approaches based on branch workload

Participants were of the view that not every employee gets the chance to attend a training
programme organized by the training centres in their respective banks as the branch manager
may decline to release a staff member citing the increased workload in the branch as a reason.
There may also be some personal reasons for the employees to decline the training invitation.
Participant (GP3) stated that the HR department selects the employees for training and then
sends an e-mail to the branch (manager) to check whether that person can be released for
training. This will depend on the workload on the branch at that stage. The employee may or
may not get a chance to attend the training, thus leading to ‘dissatisfaction’. Participant (GP2)
stated that some cashier staff are reluctant to attend the training as they fear that some other
tasks will be added to their existing job role, thus indicating that they are not in favour of job
enlargement as proposed by the bank. This is in line with JCM, which states that individual
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differences such as growth-need strength has a moderating influence on the relationship
between core job characteristics, critical psychological states, and outcomes (Boonzaier,
Ficker, & Rust, 2001) and validates the point that job-design, such as skill variety, does not
increase the work motivation for everyone (Mcshane et al., 2016). Participant (GP2) also added
that junior cashier staff might have personal reasons such as the birth of a baby or family
reasons to decline an invitation to attend the training programmes, but the official reason is that
they do not want additional tasks added to their existing job role.
Even though the banks have been undertaking training initiatives for the new recruits, there
is a tendency to follow a policy of ‘one-size that fits all’, which is not motivational at all. It is
necessary to design and implement training strategies that are based on branch workload. Banks
provide training programmes through their respective staff training colleges to new recruits
and to those who are already in service on a rotational basis. The impacts of technology, for
instance, the installation of ATMs, is also covered in these training programmes.
A further deduction is that there is no training tailored to the frontline staff in a systematic
manner. While there is a refresher training provided to all the cashiers/tellers once in a year, it
is something that is given for the other staff as well; left to themselves the respondents stated
that they might not be interested in attending these training due to a fear that the post they were
occupying earlier might be filled in by someone else or it may interfere with their personal life.
There is also a feeling among the respondents that the training follows one-size-fits all
approach, which is not correct, and the training may not leave them substantially better
equipped than what they were before the training.
The literature provides substantial evidence on the advantages training confers both on the
employees and on the organisations in which they work. Klein (2001) and Chaudhuri and
Bartlett (2014) indicate that employees who have had the benefit of being trained show more
commitment to their organisation and further go on to show that the training and development
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programmes decrease turnover inclinations of the employees. Garrow (2004) stated that
training offers the scope to mediate as a ‘social exchange’ between the employees and their
organisations. It supports the advancement of the Social Exchange theory of Balu (1964), thus
suggesting that the emotional bond between employee and employer impacts the organizational
performance (Jehanzeb & Bashir, 2013).
Nevertheless, training cannot be viewed in isolation as a standalone activity, for it is an
integral part of the staffing process of which it forms a component containing a systematic
process with which the employees learn skills, sharpen their knowledge, refine their attitude
that would further their personal and organisational goals. Staffing encompasses itself
recruitment practices, training policies and, programmes suiting departmental structures are
part of the social systems, which are covered under STS. It includes such elements as job
analysis, recruitment, placement and training for development and performance appraisal for
improvement. It must take into account the changes which an organisation undergoes driven
by external macro-economic and political conditions, technological changes and, changes
within the industry (e.g., mergers), etc. They need strategic attention on account of the effects
they produce on the job contents and context in terms of redundancies, retention, redeployment,
etc. Thus, training can act as a ‘change agent’ in change management (CM) in the
materialisation of overall positive outcomes for the organisation and wellbeing of the
employees.

5.2.6 Sub-research question six
To what extent do frontline employees in Bank G and Bank P feel that they are
encouraged to participate in the change management process through participatory
decision making or by providing feedback on existing staff training policies and
procedures?
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The responses from the participants depicted that an ineffective communication strategy
exists. It arose out of a gap in direct communication between the frontline staff and the
management and got accentuated due to the expansion of the branches and a growing number
of staff in the banks as a whole. Policy decisions are made at the top management level only,
and the front-line staff or branch managers have no participation in the policy making process,
and the feedback system is quite ineffective. The responses from the participants are
categorized into three main themes, which are: a communication gap between management and
teller staff, only one-way traffic for teller staff, no input in policy making, and an ineffective
HRMS system for feedback or suggestions. Theme one is subdivided into two sub-themes,
including ineffective communication strategy and the problem being compounded by a large
number of branches and staff.
•

Theme one: Communication gap between management and teller staff

The responses indicated inadequate communication channels between top management and
front-line staff thus creating a communication gap. The organisational size of the banks is also
a limiting factor as India is the world’s second-largest population with employees from multiple
cultures and languages. The responses are categorised in two sub-themes below:
•

Sub-theme one (a): Ineffective communication strategy

Participant (GP3) stated that management has inefficient communication channels for
providing information about any policy changes to employees all over India, and sometimes
customers tell them about these changes as they read about them in newspapers rather than the
employees getting direct communication from the head office itself.
•

Sub-theme one (b): Problem compounded by a large number of branches and staff
Another point stated by participant (GP3) is that the number of branches and employees

makes it difficult for the bank to first communicate and then implement any changes at the
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lower level. To give an idea of the size of the bank, the respondent (GP3) stated that they have
nearly 80,000 employees spread over nine to ten thousand branches all over India.
•

Theme two: One-way traffic for teller staff: No input in policy making

Participant (GP3) stated that policy decision about these organisational changes are done
by top management only and not at the branch level, hence no input from branches is
considered. The respondent revealed that there was some conflict and resistance in the
beginning to this change, but once the management has implemented the policy, it must be
accepted by middle management and lower-level employees, “it is a one-way traffic”. This
response from the respondent clearly leads to the deduction that a lack of any participatory
decision making to facilitate the change management process exists and confirms that it is a
‘my way or highway’ approach followed by the top management in Bank G.

•

Theme three: Ineffective HRMS system for feedback or suggestions

Participant (GP3) reported that they have an HRMS (Human Resource Management
System) software, and the staff can upload their suggestions via this software, but there is no
certainty of action on that feedback, and there is no time frame provided for a response on that
feedback or suggestion. Participant (GP2) stated that as every branch manager has a heavy
workload of loan recovery and deposit mobilization, they do not have time and sometimes the
knowledge to share any information with staff members. The viewpoint generated by
participants indicated that they had no faith in the HRMS software system feedback/suggestion
mechanism, and there is no direct effort from either top management or middle management
to instil that faith in them.
This question is linked to research objective six of this research project, VIZ, whether the
frontline employees were encouraged to participate in the CM process, and its purpose was to
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assess the approach of the banking managements of the respondent banks in dealing with the
change mechanisms at the branch level.
The results showed that an ineffective communication strategy exists, arising out of a gap
in direct communication between the frontline staff and the management, and the problems
have been accentuated due to the expansion of the branches and a growing number of staff in
the banks. It has further resulted in an ineffective HRMS system that does not make provision
for feedback with the resultant outcome of lack of inputs on policy making. The hierarchical
structure of the banks got even more reinforced with the decisions thrust on the lower-level
staff, which is not good from an SHRM point of view.
It is deduced that the ineffective communication strategy arising out of a gap between the
frontline staff and the management could primarily be attributed to the hierarchical structure
being prevalent in the PSU Banks in India. It is in line with the findings of the 6D Model
(Hofstede et al., 2010), which states that India practices a high-power distance and hence
follows a rigidly hierarchical and top-down structure in various organisations. It is further
supported by the findings of Hay Group (2013) that much of the corporate leadership in India
pursue a ‘coercive’ leadership style (The Economic Times, 2013). The opinions of the
respondents only echo what has been stated by Lachman (1988), according to whom the
changes that take place are only peripheral in nature, while the core values of the workforce
remain passive only.
While there is evidence from the literature (Kour, Vaishali, & Andotra, 2016) that the
prevalence of transactional leadership and paternalistic leadership styles act as barriers to
change, which explains why this problem still persists in India. Moreover, leadership is a
behavioural process, which is governed by a host of factors, some of which are internal (e.g.,
conflicts, stress levels, etc.), while some others are external (e.g., the economic, political and
regulatory environment, and organisational policies).
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Given the fact that the style of leadership has a definite impact on the employees’
commitment, motivation, retention and the overall performance outcome of the banks, it is
deduced that a ‘democratic style of leadership’ is perhaps appropriate. Even though this is a
notch lower than transformative leadership, it confers advantages of working in teams and
groups, wherein the top management consult (including informal consulting) their subordinates
in decision making. It is all the more considered to be good as it would evoke the trust and
confidence of the subordinates.

5.2.7 Sub-research question seven
What are the most important strengths and weaknesses of introducing ATMs in the
retail banking space as perceived by frontline staff in Bank G and Bank P?
The participants stated that there is reduced scope for being engaged with the customers on
a face to base basis due to a reduction in the number of customers accessing the counter for
cash transactions, which has resulted in a lack of human touch. The inclusion of ATM machines
in the workplace has resulted in reduced teller staff at the counters, and their job role has been
enlarged with additional tasks added to their job role. The overall transactional cost for the
bank has decreased after the installation of ATMs in the branches. There is general acceptance
of this technological change among teller staff, and it is considered in line with the
technological development in the banking industry. Also, there is no turning back to the oldstyle traditional cash counters as it will create a huge workload for teller staff as they now have
more specialized tasks added to their job roles. Participants stated that the customers falling in
the category of senior citizens still prefer the traditional approach to banking, which to some
extent compensates for the loss of human touch, while the younger technologically capable
generation resorts more and more to the use of ATMs.
The participants perceive an increase in their value for their respective employers (banks)
due to their ability to play diverse roles (job enlargement). This is particularly perceived so in
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respect of those teller staff employed in rural and semi-urban branches, where the customers
are not very literate or equipped with technological skills and depend entirely on teller staff to
help them with using ATMs. The responses from the participants were categorized into two
major themes, which are: less human touch in the branch they work in and fewer customers at
teller counters. The second theme is further divided into two sub-themes which are teller
numbers reduced in branches as job role changes and transactional cost reduced by installing
ATMs.
•

Theme one: Less human touch in the branch they work in

Participants (PP1) and (PP2) stated that the numbers of retail customers visiting the
branches are reducing, which is creating a distance between the customer and the front-line
banking staff. Participant (PP1) termed this relationship as ‘human touch’, and the participant
depicted it as a ‘customer-bank relationship’. Participant (GP3) stated that even though
machines are helping in serving customers, still they must be managed by humans. The same
view is stated by participant (PP1), who suggested that in banking, some people like to meet
face to face and talk to a person rather than deal with automated technology. The participants
perceive this as a weakness for this automation technology from the relationship with
customers point of view.

•

Theme two: Fewer customers at teller counters

Participants (GP1), (GP3), and (PP3) stated that the installation of ATMs has reduced the
customer rush at the teller counters and perceive this to be a strength of the technological
change, which may lead to reducing workload for front-line staff. The responses further
illustrated two sub-themes:
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•

Sub-theme two (a): Teller numbers reduced in branches as job role changes

Participant (GP1) stated that the front-line staff is reduced from 3 to 2 persons to 1 person
only nowadays and the remaining staff is performing the extended job roles such as in loans or
administration department. Participant (PP3) stated that even if banks in India reduce the
number of teller staff in branches, tellers are irreplaceable as they will be needed unless there
is complete digitalization of transactions. It is deduced that fewer customer numbers at counters
directly impacted the number of front-line staff in retail branches and the perceived reduction
in workload for the front-line staff. Because reduced customer numbers were negated by the
reduced staff count, which validates theme 4 in sub-research question 2 (section 5.2.2.) ‘teller
staff number reduced leading to more stress on teller staff’.
•

Sub-theme two (b): Transactional cost reduced by installing ATMs

Participants (GP1), (GP2), and (GP3) stated that the installation of ATMs has reduced the
per-transaction cost for the banks, which is a strength of this technological change from the
perspective of the banks. Participant (GP2) stated that installing more ATMs will reduce the
transactional costs for the bank, leading to reduced cash dispensing related work for cashier
staff and hence they will be shifted to other departments in the bank. Participant (GP1) stated
that the per-transaction cost at the cash counter is INR 15/- as compared to INR 8/- at ATMs,
as calculated by the banks. Participant (GP3) stated that as machines can work continuously,
they can do more work than humans.
▪

Please explain what your reaction would be if banks decide to pull out the ATMs from
the branches and decide not to use this technology?
The responses from nearly all the participants indicate that ATM machines have been

accepted as a part of the workspace, somewhat out of necessity, by the front-line teller staff as
they fear that their workload will increase manyfold if banks decide to stop using the
technology of ATMs. Also, the advancement of technology in banking warrants that Indian
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banks use alternative delivery channels. The responses generated two themes which are
workload on teller staff will increase, and technology upgrades favour ATMs.
•

Theme one: Workload on teller staff will increase

Participant (PP1) stated that even for withdrawing a small amount of money, customers
would approach the cashier counter, which will increase the work burden for staff. Participants
(PP2) and (PP3) cited the example of demonetisation in India in 2016 when the government
announced the closure of ATMs overnight, and it resulted in huge crowds in the banks to
withdraw cash, which created problems for the front-line staff. Participant (GP3) stated that as
banks have already reduced the staffing at the frontline and are recruiting at a slower pace, the
removal of ATM machines will create HR problems as machines are compensating for that
reduced staff number. Participants stated that it will be difficult to work without ATMs as it
will unnecessarily increase their workload, and it is not possible to go back to the old ways of
banking.

•

Theme two: Technology upgrades favour ATMs

Participant (GP1) stated that alternative delivery channels like ATMs, internet banking or
mobile banking are the need of the hour, and we must accept them as we cannot go back to the
old ways of banking now. Participant (GP2) stated that as the customers are now used to ATM
technology as they have been using it for a long time, banks will lose their customers if they
stop using the ATM technology now. It is deduced that the introduction of ATMs as a
technological change has general acceptance in the bank G and bank P, which may be the
underlying reason for watered-down support of employee’s union calls to resist this change in
the workspace.
▪

Have you noticed any change in the customer’s preference in the last two years of
dealing with frontline staff?
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The findings implied that the inclusion of ATM technology in branches had impacted the
everyday interaction between customers and frontline staff. The customer age profile is a
defining factor in this change observed by the frontline staff. The responses were categorized
into two themes which are technologically capable people using alternative ways of banking
and older people like the traditional approach to banking: Human touch
•

Theme one: Technologically capable people using alternative ways of banking

Participants (PP1) and (GP3) stated that people who are well versed with technology do
not want to come to a branch for routine banking needs. Participant (PP1) further stated that
people at age 35 or below do not want to visit the retail banking branch unless they have a
specific purpose or want to use the in-branch ATM. Only people above 35 years of age need
some sort of personal touch in service, such as a smiley face. Participant (GP3) commented
that some customers do not know how to use the technology and hence come to the branch.
Participant (GP3) further stated that some customers become very aggressive as they do not
know how to use the technology properly and as there is less staff in branches, they do not get
prompt service to answer their queries.
•

Theme two: Older people like the traditional approach to banking: Human touch

Participant (PP2) stated that customers above 60 years of age do not like this automation
of services as they like to visit the branch and talk to the frontline staff as they want a personal
touch in the services, referring to ‘human touch’ as described above in theme one in this section.
The frontline staff advises them to use ATMs if they want to withdraw some money, but the
older people are not interested in using ATMs. Participant (GP2) stated the same view and
reported that people above the age of 50 want to approach the teller counter for having a chat,
and retired people want to spend some time in the branch for a traditional banking experience.
▪

Do you think that the introduction of ATMs has affected the value of frontline staff?
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Responses by the participants indicated that job enlargement has increased the value of the
frontline staff for the banks, especially in rural and semi-urban branches where the clientele is
not much educated. Participants stated the idea that frontline banking staff cannot be replaced
by self-automated ATM technology as they have their unique place in the banking system. The
responses from participants were categorized in three themes which are value has increased
with job enlargement, value has increased in rural and semi-urban branches, and human aspect
versus machine aspect regarding frontline banking services.
•

Theme one: Value has increased with job enlargement

Participant (PP2) stated that the value of the front-line staff has increased for the employer
(banks) as they have been promoted to a single-window operator, whereas they are not only
handling cash but also doing other important tasks for the bank as well (job enlargement).
Participant (GP2) confirmed the viewpoint recorded by participant (PP2) that the introduction
of ATMs has not affected the value of frontline staff but the improved knowledge because of
job enlargement had increased the value of front-line staff for the banks.
•

Theme two: Value has increased in rural and semi-urban branches

Participants (PP1) and (PP3) stated the idea that the introduction of ATMs in branches has
somewhat decreased the value of teller staff in metro or urban branches. On the contrary, in
rural and semi-urban branches, the value of teller staff has increased from the customer
perspective as these branches have a less educated customer base, who are not technologically
capable. These customers need the help of front-line staff for learning to operate the ATM and
hence value their service in this regard.
•

Theme three: Human aspect versus the machine aspect regarding front-line
banking services

Participant (PP3) stated that in the Indian banking system, the position of the teller is
irreplaceable as the banking system is not yet fully digitalized, and over the counter cash
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transactions are still required to be processed. Participant (PP3) stated that both machine and a
person have their own unique value in the banking system. While a person has a reputation and
a unique behavioural quality to connect with each other, machines have the advantage of
automation of repetitive jobs. Participant (PP3) emphasised this view by making the following
statement:
What a machine can do, a person cannot do. What a person can do, a machine
cannot do (GP3).
Since the number of frontline staff decreased after the installation of ATMs, there has
been a reduction in transactional costs. Due to the rapid infusion of technology via the
installation of ATMs, there has taken place a substantial reduction in the staffing, but this is at
the human cost of the tellers/cashiers, whose burden of work has substantially increased on
account of their being required to handle expanded roles. There is also a reduced scope for
being engaged with the customers on face to face basis due to a reduction in the number of
customers accessing counter services, and this has resulted in a lack of human touch. While the
customers falling in the category of senior citizens still prefer the traditional approach to the
way they bank, which to some extent compensates for the loss of human touch, the younger
technologically capable generation resort to more and more use of ATMs. It may be deduced
that it becomes difficult to meet their expectations, which is treated as a lack of customer
satisfaction for which the frontline staff are not directly responsible. Nonetheless, with job
enlargement, the frontline staff are valued better, especially in rural and semi-urban branches.
An important question was whether the ATMs could replace humans as a whole and
unsurprisingly, the response was a resounding ‘NO’.
The number of frontline staff discharging this role is bound to keep decreasing, and the
worry is that they may be engaged to handle sensitive roles for which they may not be fully
equipped. This could adversely impact the quality of services. There is a consensus among the
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participants that the transaction costs of banks have come down on account of the ability of the
machines to work around the clock. From the operational performance of the banks and
customer service, this can be seen as positive.
Nonetheless, the human touch is greatly reduced because frontline staff do not have the
time to communicate, which can lead to a void in terms of customer service among the senior
citizens in particular. Job enlargement has brought about a positive feeling as far as the
participants are concerned, as they believe their self-worth has gone up due to their ability to
play diverse roles. This is all the more perceived so in respect of those employed in rural and
semi-urban branches, where the customers show them due regard.
While all the above are important for this research study, the critical outcomes relate to the
following:
When the participants were asked to imagine a hypothetic scenario of a policy decision to
remove the ATMs, their response was not very welcoming, but rather they dismissed this
scenario on the ground that they would very much like the installation process to continue as
otherwise, it would increase their workload disproportionately in the capacity of a
teller/cashier. For instance, even for the withdrawal of small amounts of cash, the customers
would have to approach them, which they will not be able to manage in the long run and hence
installation of ATMs is a welcoming proposition.
On the debate and possibility of machines replacing human work, the striking response of
the participants echoed a sentiment that ‘machine is nothing but a machine’, which can never
replace a human and their touch, i.e., the personal interaction, which machine can never replace.
Thus, at least with reference to this research study, an answer to the age-old question of whether
machines can replace human beings is a resounding ‘NO’. We always need a teller/cashier, and
there would be a teller /cashier or frontline staff in every branch because what humans do,
machines cannot do. In other words, a human angle is a cornerstone of the teller’s job
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characteristic, which cannot be replaced by machines. Artificial intelligence (AI) can enhance
human intelligence (HI) but cannot replace it. Frey and Osborne (2013), in a working paper on
the future of employment with the Oxford Martin Programme, suggested that even though the
development of sophisticated algorithms and development in machine learning has resulted in
many non-routine tasks to be automated, the tasks involving creative and social intelligence
are unlikely to be substituted by computer automation in the near future. Similarly, Korzep
(2010) suggested that the technology can not fully replace the need for human consultation,
though it can change the description of a job and the way it fits within an organisation.

5.3 Broader Implications based on discussion
5.3.1 Change in the Job description
Banks in India no longer recruit exclusively for the position of ‘cashiers’ or ‘tellers. The
negative impact of this can be seen in the feeling of the frontline staff that there is more stress
on them due to, on the one hand, the increased quantum of customers barging-in at any given
day and, on the other hand, reduced staff strength due to the reduction in the overall numbers
because of which coping with them becomes a challenge resulting in an increase in the stress
levels.
The impact of the installation of ATMs should have brought about a reduction in stress
levels due to smaller workload but did not happen due to the ongoing reduction in the frontline
staff but actually showed a tendency to increase.
One of the objectives of this research project is to examine the strengths and weaknesses
of the technological disruption that the installation of ATMs is causing on the frontline staff.
While on the positive side, the emerging view is that they are able to engage themselves in
other productive roles, which provide the scope for acquiring additional skills, yet from what
pans out from an SHRM angle, which is a core purpose of this research study, the researcher
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has been able to draw an inference to the effect that an increase in the stress levels of the
frontline staff, due to the reduction in their numbers, is a major negative disruption this
technology has brought about.
This is in accordance with the findings of Brynjolfsson and McAfee (2011) that the job of
cashiers could be substituted by self-service technologies. The live video feed through
webcams in ATMs can enable the tellers to serve many customers from remote locations, thus
resulting in fewer tellers per branch in the banks (U.S. Bureau Of Labor Statistics, 2021).
Gordon (2012) concluded that the installation of cash machines in a reckless manner has
resulted in the substitution of labour. A possible and unfortunate fall out of the reduction in the
number of available jobs could be that these frontline staff might be forced to accept lowerskilled-lower-paying work, causing a vicious cycle of triggering an increase in their stress
levels not only at the work level but family level also. This is in line with the findings of
Gopalakrishnan and Swarnalatha (2015), who stated that due to a decline in the support staff,
stress levels are increasing in the public or private sector banks.

5.3.2 Human Touch Required
The respondents stated that whatever may be the plus points the ATMs may have, yet on
at least one count, it fails in that it is a machine and a machine only, which cannot replace the
human touch, which many customers still look forward to. Some of the needs of the customers,
for instance, application for a loan, cannot be automatically processed by the machine and
without the interfacing of humans. Given the varying needs of the customers, for instance, even
with a student loan, there is a distinction in those who seek a loan for domestic studies and or
someone who is desirous of pursuing their studies abroad, machines cannot provide ultimate
solutions. Thus, in such a situation, where the machines cannot do what a human does,
automation cannot be taken to be all-in-all, which augurs well for SHRM. This view is
supported by the findings of Curry and Penman (2004), who stated that the banking sector must
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maintain a balance between the traditional service qualities and automation as tellers play an
important role in influencing the levels of satisfaction in the retail customers. This is further
supported by the work of Ibbotson and Moran (2003), who highlighted that through the
traditional delivery of services, a good relationship can be built with the customers. Tyler and
Stanley (2001) stated that customers value human interactions while dealing with the banks.
Patrico, Fisk and Falcão e Cunha (2003) concluded that ATMs or mobile banking services
cannot operate in isolation and are complementary to offering the traditional services by the
banks.
However, at the same time, a disturbing fallout emerges from the concerns expressed by
the respondents, especially the frontline ones becoming susceptible to automation and
vulnerable to the negative fallouts, like feeling less secure about their jobs and reduced scope
for advancement. This is more distressing when considered in a scenario that the bargaining
powers of the banking employees have decreased over time. The advent of technology and the
pace with which the government and other authorities have been pushing for their
implementation have relegated collective bargaining to the background as a tool for bettering
the welfare of the employees. It is a debatable point as to whether this can be considered
detrimental to the balanced development of SHRM, except mentioning the outlet for the staff
to ventilate even their genuine grievances is getting narrowed, leading to dissatisfaction,
bottling up of resentment and the consequent rising in the stress levels.
While the older generation feels more comfortable when they personally visit the branch,
talking to the staff, because of their desire to retain the human touch, the younger generations,
Gen Y, are more technologically capable and prefer using the ATMs. Nonetheless, the older
generation’s appetite for the human touch is getting diminished because frontline staff no
longer have the spare time to engage with them in a dialogue that could satisfy them.
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5.3.3 Importance of OD as an intervention tool
An important intervention measure from a theoretical/conceptual angle considered in this
research study pertains to the timely need for introducing the OD measures. The timing of the
introduction of these measures is of relevance as inadequate use of this change management
(CM) tool has been seen to harbour negativity among the employees. Because they are unclear
regarding role clarity, security of their jobs, lack of opportunities for promotion, and not being
rewarded adequately for the additional burden they are taking, which all have been brought on
them due to the implementation of new technologies.
As per the findings of this research study, it may be deduced that the change approach
followed to implement this technological change in bank G and bank P is Lewin’s 3-stage
change model (Fig.5 in Appendix 1), whereas in the unfreezing stage, the ATMs were
introduced in the retail branches and the new job description for the teller/cashier job role was
created with job enlargement resulting in ‘single window operator’. In the movement stage,
organizational structures and processes were changed to achieve targeted outcomes, such as
reduction in transactional cost and frontline staff numbers in the branches. In the third and final
stage of refreezing, these changes are reinforced through implementing policies and
introducing rewards-punishment systems for making it a part of everyday working in the banks.
This model of planned change focuses on achieving organizational goals through introducing
technical subsystem changes. The social subsystem (human resources) is then supposed to
change around it, as required by the top management by means of implementing various
policies, procedures and training programmes.
No doubt, all the banks have put in place staff training colleges, but the nature of training
is varied, and there is nothing like training for a long period that focuses on the
cashiers/frontline staff exclusively. This could be due to the neglect or hesitancy of
management(s) to apply theoretical tools such as OD. Furthermore, no training is targeted
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towards the training of personnel branch-wise, and many are seen to learn from their coworkers, which is seen as on-the-job training.
Moreover, the choice of who would go for training and what they would receive are
determined by the HR department of the bank, which works from the top. It does not consider
the workload at the local level, as to whether the branch can afford to depute staff for the
training and how the staff to be trained are also placed personally. When the HR from the head
office decides, the staff cannot refuse to attend and would have to attend the training being
provided regardless of the consequences, real or perceived. There exists an apprehension on
the part of the cashiers that if they attend the training when they return, their position might
have been taken over by someone else.

5.3.4 Existence of a communication gap
The responses of the participants have not been that encouraging regarding the deployment
of OD measures. They believe there exists a communication gap between the management and
the frontline staff, and decisions are not communicated to them, and at times it is so bad that
they come to know of it from the customers. Policy decisions are communicated to the national
press first, and staff are either not directly communicated or come to know of it from the
press/media. In fact, a practical difficulty put forth in this regard pertains to the mega-size of
the banks. Since there are over 80,000 staff in their bank, spread over 9 to 10 thousand
branches. Banks in India are driven by a hierarchical system of functioning, where a top-tobottom approach is followed. This leads to the decision-making being done at the top, thrust
upon the bottom whatever may be the resistance. Of course, there is HRM software, where
suggestions to the management can be given, but to what extent their feedback has been given
attention and acted upon, it is anybody’s guess. It is sufficient to say that the HRMs system is
ineffective. There is a huge divergence between management theory and practice. The staff’s
training colleges do not seem to be integrating the theories with practice.
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5.3.5 Strengths and Weaknesses of installation of ATMs
It needs to be noted here that weaknesses can be argued as strengths and vice versa. For
instance, the reduced number of customers queuing before the tellers is considered as a strength
by the respondents, as it reduces their workload. However, it can equally be seen as a weakness,
as this takes away the human touch and customer-relationships a cornerstone of banking
becomes the causality. Furthermore, the number of personnel discharging this teller role has
been decreasing, and they may have to handle sensitive roles for which they may not be fully
equipped. This could adversely impact the quality of services. There is, however, a general
consensus that the transactional costs of the banks have witnessed a decline because machines
can work round the clock, whereas human beings cannot do this non-stop. This can be seen as
good from the customer angle. The responses on the hypothetical scenario if the banks decided
to remove the ATMs were surprisingly not the same as one would normally expect it would
be, i. e. the employees would welcome this as it would ensure that they will not be replaced by
a machine. On the contrary, they did not welcome it on the ground that they felt that it would
increase their work burden disproportionally, as for instance, even for withdrawal of small cash
(e.g.INR100), the customers would have to approach the tellers. It would result in a state which
they would not ultimately be able to manage, and hence they do not approve of the removal of
ATMs. It can be deduced that ATMs serve a purpose by being an alternative delivery channel.
Introduction and up-grading of technology is a fait accompli, and the customers are so used to
using the ATMs that it is not possible to deprive them of its use.

5.3.6 The impact of ATMs on the value of frontline staff
There is a positive outcome expressed by the respondents in that the ATMs have increased
the scope for job enlargement, which have made them suitable for playing multi-roles. This is
very applicable to rural and semi-urban branches, where the customers extend them special
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respect, at times, more so than for a manager. The researcher deduces that the roles played by
the frontline staff are irreplaceable and will remain forever. What at best or at worst can happen
is that there would be a reduction in this category of manpower, but it will not disappear. Tellers
are needed in every branch since, as what humans do, machines cannot do, particularly the
human angle, which is a cornerstone of any customer-facing role, and which cannot be replaced
by machines. Artificial intelligence (AI) can enhance human intelligence but cannot replace it.

5.4 Chapter summary
This chapter provides answers to the research objectives and considers the broader issues
that have implications for this research study. The discussions in this chapter acted as a
precursor for the final chapter, where conclusions were drawn and recommendations made.
This chapter gave form and shape to the project by examining the participants’ responses
in a critical manner and drawing inferences with reference to the aims and objectives of the
project. The researcher classified the results into themes and followed up with critical reviews
and appropriate deductions, which form the departure point for the conclusions to be drawn
and recommendations made. By integrating the literature, the researcher offered solutions
which could be considered by the banks that would go towards improving the HRM climate in
these banks. In the last chapter, the identified issues form the basis to draw final conclusions,
make recommendations and identify further research in this area.
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Chapter 6. Conclusions and Recommendations
6.1 Introduction
The Indian banking sector has been functioning in a very competitive and financially
constricting environment where the profit margins have been dwindling, and the commercial
banks were forced to invest heavily in technologies to shore up competitiveness and viability.
The installation of smart ATMs provided a competitive edge but also brought about new
problems for the banks. While this is seen as bringing about improvements in efficiency and
effectiveness of the delivery of banking services to the customers, it has another dimension to
it, which is the fear of it negatively impacting routine jobs, frontline staff in particular. More
specifically, the fears that emanate from such projections is that it may lead to extensive job
losses and the existing ones becoming redundant, causing negative effects on job satisfaction,
motivation and loss of income. It is not as if only these employees are likely to be impacted
because it can have unintended outcomes for the banks, such as dwindling margins, thus
resulting in a vicious cycle where everyone is affected adversely. This assumes critical
importance for the economy of the nation, as the banks play a complementary role in stabilising
and enhancing economic growth.
In this chapter, the recommendations include suggestions for further research that could
be taken to validate this research and actions that can be taken by the management to arrest the
fears of insecurity on the part of this workforce. In addition, strengths(s) and limitation(s) are
also addressed.

6.2 Research conclusion
There are numerous challenges, that the Indian banking sector must address, some arising
out of the legacy issues, the geography, and predominantly the changes in the way the
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technology is used in retail banking nowadays. The research conclusions are discussed by
means of addressing the results of the various sub-research questions in the next section.

6.2.1 Sub-research question one
Substantial changes have been occurring regarding the job roles of frontline staff. They are
no longer restricted to the narrow function of receiving and distributing cash only as
cashiers/tellers, but their job role has been enlarged to become a multipurpose assistant. It is
evident from the findings that there is no job enrichment for the job role of frontline staff in
Bank G and Bank P, and instead, there is a ‘job loading’. It is supported by Rajan (1990), who
stated that the evidence of horizontal loading involves grouping of unrelated tasks under one
job, and it has been evident in the banking sector (Fig.7 in Appendix 1). The frontline staff
acquired specialized skills to work in other departments of the bank, and the customers expect
more from them because they are now ‘single window operators ’. It is also concluded that the
frontline staff is facing a lot of pressure from top management to cross-sell the banking
products.

6.2.2 Sub-research question two
The impact of changes on the frontline banking staff has caused job losses and disruptions,
which may be temporary or permanent. The respondents were asked how apprehensive they
were on this count. The results indicated the worst scenario case of an undue number of job
losses, but they asserted that the role of frontline staff would not disappear. This is an
encouraging outcome and can be considered as a contribution to the body of research
emanating from this study’s results.
Furthermore, opinions are divided, as a certain amount of polarisation with two distinct
arguments from the literature review exist. One group of scholars project a dismal picture for
the frontline workforce in technology-driven employments, while on the opposite spectrum,
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there are those who think that the net effect of the technology is to displace employees in the
immediate future, i.e., temporarily, rather than permanently replacing them. For instance, since
the ATMs were started to be used in an extensive manner in the 1970s, the number of tellers
employed have more than doubled than the case was prior to the automation. But this is
countered with such arguments that (a) previously, increases in the jobs were driven by the
expansion of the opening of new branches, which trend has now decelerated, and (b) further
acceleration in technologies such as the introduction of video kiosks, would enable the
customers to interact with the frontline staff through webcams. This means that one staff
member from a central location can handle more customers, which replaces the need for
multiple frontline personnel.
The foregoing discussions show none of the experts, whether in economics, business or
technology, were seen to be drawing a conclusion that could suggest some degree of unanimity.
After considering the literature review and the findings obtained from the respondents, it is
concluded to better take a balanced view along the lines advocated by Curry & Penman (2004).
They state that even though there has been an increase in the application of technology in the
banking sector, it is better to maintain a balance between the traditional service qualities and
automated services. It is concluded that the tellers play a role in influencing the levels of
satisfaction of the retail customers, and hence they are important to the growth of the banking
industry. It is emphatically concluded regarding whether machines can replace frontline
humans, that the answer is a definite ‘NO’.
This implies that their role would continue to exist in one form or another. It is also
concluded that the value of the human touch in the frontline jobs would not totally disappear.
In the findings chapter, it was highlighted that ATMs are only machines, and they cannot
replace human beings as they cannot provide the human touch. This is amply supported by the
scholars such as Durkin et al. (2003), Dutta & Dutta (2009), Vanapariya and Ganguly (2010),
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who argue that when there is a person-to-person interaction, a strong bond emerges with the
customers; word of mouth still carries relevance to the banking industry. This is even more so
in respect of the services provided by the tellers who deliver value in terms of forging a strong
relationship between their banks and the customers.

6.2.3 Sub-research question three
There was no meaningful resistance to the installation of ATMs in that the unions were not
able to sustain their protests. There has been a general decline in the bargaining power of the
unions, and the frontline staff has shown little response to the moves of the unions to support
sporadic strikes, and they did not want to lose their wages should they participate in strikes.
The radicalism that was seen in the bank’s union during the 1970s especially after the
nationalisation, has been evaporating over time and its traditional function of mediating as a
bargaining tool, which brought about moderation in the approaches of management, currently
is almost non-existent. More so, the privatisation of banking has led to the conclusion that the
basic characteristics of unions and ‘Unionism’ is no longer seen to be a dominant factor in the
determination of the interests of the staff. It is also concluded that there was minimal resistance
to the changes in the job role of frontline staff, and the initial resistance tapered off as the
frontline staff realised that the induction of new technology may help them in reducing their
repetitive workload. It is also concluded that the frontline staff did not support the union’s call
to oppose the introduction of ATMs in the branches or to any resulting changes to their job
roles. This is not only understood by the interviewees but was supported as well in their
responses.

6.2.4 Sub-research question four
The enlargement in the job roles of the frontline staff has resulted in increased workloads
as well. Day by day, the pressure from the management has been increasing due to the increased
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burden of work, especially for some branches in the Government-owned bank, which have
been designated as nodal (one branch serving a large population) banking branches. Frontline
staff were also asked to handle specialised functions such as recoveries of loans, which is
considered to be completely unrelated to the job description of a frontline staff member.
Cashier staff is also reluctant to perform additional job roles as these additions are more of a
hindrance in performing their core job role of dispensing and receiving cash for the banks.
The work-life imbalance has also been reported by the respondents due to the work
overload and the existing managerial practices in these banks. The findings indicated that the
pressure to perform extended job roles stems from the fact that the customer to staff ratio is
increasing in these banks. It is concluded that the banks are therefore recruiting at a slower rate
as compared to the rate at which people either voluntarily leave the banking industry or retire
because of the age factor. This is supported by Roy and Viswanathan (2018), who argued that
despite the business growth for the banks, the number of employees in the branches is
decreasing. They further state that in the Indian banking sector, in the previous decade, at least
100,000 employees have left the banking industry through voluntary retirement schemes (VRS)
provided by these banks, but conversely, banks are very sluggish in their approach to
recruitment. As mentioned in the literature review, this is also confirmed by the projections
made by the U.S. Bureau Of Labor Statistics (2021) that employment for the frontline staff in
banks is estimated to decline by 12% between the periods 2018-2028.
It is concluded that the recruitment policies of the banks are managed by the top
management based on some theoretical assumptions only, and the feedback from the branches
regarding their workload or work-life balances is either not considered or ignored while making
national recruitment policies for frontline staff. It is also concluded that there has been an
increasing divergence between the management of frontline staff regarding the impact of
installations of ATMs on the job roles of frontline staff. It is also concluded that the planned
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change management model (Lewin’s 3-stage model of change) followed for implementing
technological change focused more on organisational wide change and lacked individual focus.
This is evident from the gap or divergence between the expectations of the top management
and the frontline staff in bank G and bank P.

6.2.5 Sub-research question five
There is no specific training programme designed to help the frontline staff handle
organisational and technical change. The general sentiment echoed by the participants is that
they are attending a training programme on their induction into work force only, and as such,
there is no tailored training programme to upskill them for technological change. It is concluded
that left to themselves, the cashiers/tellers would not opt for attending the training programmes
in order to (a) avoid the possibility of some other personnel replacing their position when they
are away on training and (b) to avoid the addition of another job role to their job description
thus clearly indicating there is a fear psychosis that exists. It is also concluded that the present
training programmes in Bank G and Bank P follow a ‘one-size fits all’ approach, and hence the
level of commitment from the frontline staff members for these training programmes is
diminishing. It is also concluded that there is a lack of enthusiasm for these training
programmes. The lack of a formal feedback system on the effectiveness of training
programmes is also noted by the researcher. This is an important factor in the ‘joint
optimisation’ of a socio-technical system, according to Margulies & Colflesh (1982).

6.2.6 Sub-research question six
The findings highlighted the inefficiency of communication channels between top
management and frontline staff in Bank G and Bank P, thus resulting in a communication gap.
It is concluded that the enormous size of the workforce and geographical spread are reasons
for the ineffective communication strategy. This situation may have some impact in reality, but
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the technological advances in the last decade have been enormous as well and have created
endless possibilities to create effective HRMS systems through internet-based online
technologies. The researcher concluded that ‘it is my way or highway’ type of approach
followed by the top management and the frontline staff has had negligible input in policy
making, which may be attributed to rigid hierarchical structures in PSU banks and the resulting
power distance. This can also be attributed to a coercive style of corporate leadership in the
Indian banking sector, as reported by a survey of Hay Group (2013) (The Economic Times,
2013). The frontline staff also lost faith in the existing HRMS system, as they did not see any
results from the previously provided feedback. The middle management managers at the branch
level have been overloaded with work responsibilities, and they either do not have enough time
or will to make any effort to develop some trust with the frontline workers. Thus, it is concluded
that there is an ineffective HRMS system prevailing in Bank G and Bank P, and the
management does not encourage participatory decision-making processes or any feedback on
the existing staff training policies and procedures.

6.2.7 Sub-research question seven
The findings indicated that technological disruption is accepted by the frontline banking
staff, and they do not want to turn back to working as cash dispensers or receivers only. They
even perceive an increase in their value as an employee for the bank due to their ability to serve
the customers in an enhanced manner, specifically so in rural or semi-urban branches. It is
concluded from the findings that the younger generation prefers to use the internet-based
banking facilities and would visit the branch for predominantly using the ATMs while the older
generation still likes the ‘human touch’. This is supported by the findings of Bhalla, Arora, &
Bansal, 2015 in their research paper on E-Banking in the Indian banking sector. It is concluded
that although the transactional costs are decreasing for Bank G and Bank P through the
installation of ATMs, these machines cannot replace the caring touch created by human
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interaction or critical thinking of a human mind, which is also identified by Korzep (2010). It
is also concluded that the ATMs would bring about a reduction in the number of frontline staff,
and due to expanded job roles, their stress levels would then increase. This can be considered
as a weakness of introducing ATMs in the retail banking space as perceived by frontline
banking staff in Bank G and Bank P in the Indian banking sector.

6.3 Recommendations
The recommendations are tailored to bring about better organisational change and
management practices in Bank G and Bank P in India.

6.3.1 Recommendation one: Change management approach
The planned change management approach followed for implementing technological
change in bank G and bank P lack individual focus, thus creating a divergence between the
expectations of the frontline staff and the management. It is recommended that to decrease this
divergence, a more individual-focused change management model should be considered for
implementing technological change in the banks. The researcher recommends the ADKAR
model of change as discussed (Fig. 2.2 on p. 52) because this model focus on individual change
and is based on the idea that organisational change is only possible when individual members
of that organisation change successfully (Prosci Inc., n.d.). As shown in Figure 6.1 below,
successful change has effective implementation at two dimensions: the project or
organisational side and the people side. The ADKAR model facilitates the successful
implementation of the people side, thus reducing the divergence between the organisational
and individual needs for change (Prosci Inc., n.d.).
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Figure 6.1: Two Dimensions of Successful Change

Source: (Prosci Inc., n.d.)

6.3.2 Recommendation two: Focused training programmes
It is recommended that integrating the Job Characteristics Model (JCM) into the training
programmes should be one of the top priorities of the HR departments of the Indian banking
sector.
It is also recommended that banks design tailored training programmes based on effective
feedback from the frontline banking staff in the retail branches and that the implementation of
these training programmes is carried out at the branch level by specialized trainers. It is
recommended that these training programmes should be linked to some incentives for the
frontline staff so that they are encouraged to be a part of this technological change. This
acquires significance in the context that imparting proper training to the frontline staff cannot
automatically deliver a product, and a human interface is required to accomplish it successfully.
This will also help in dispelling the fear psychosis attached to the training programmes as
reported by the respondents in the findings section of this research study.
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6.3.3 Recommendation three: Change management and OD application
It was found that there are inadequate applications of change management (CM) and
interventional tools, such as OD, for incentivising the frontline staff with tangible and
intangible rewards commensurate with the changing roles they play. For instance, the current
training tools of the bank management are generalised in nature, do not target job roles and are
top-to-bottom hierarchically, about which the staff can exert little choice. There is no
participatory mechanism in that there is no scope for feedback that incorporates the human
element. Intra-personnel conflicts are also not addressed. The collective bargaining powers
have also been decreasing.
It is recommended that to decrease resentment and increase productivity, the introduction
and implementation of OD intervention mechanisms should be considered. Neglecting the need
to equip personnel with change management (CM) skills would lead to undesirable
consequences, not only for employees but also the organisations themselves because they
would miss the opportunity to build ‘positive organisations’.
Besides, it is a proven socio-technical system (STS) that covers systems and processes that
go towards goal setting, training, appraisal and feedback. It has the flexibility to be
implemented in both short-term (4 to 6 months), which can be applied in respect of existing
employees and long-term (24 months), which can be useful for the fresh recruits. It is a taskoriented in-lab training and provides the scope for multiple interventional approaches.
It is of the utmost importance for the staff training colleges of the banks to introduce and
integrate well documented theoretical models in their training programmes of which OD as an
intervention tool occupies a strategic slot. Accordingly, as a recommendation, the researcher
compiled a model and then identified the types of interventions and the beneficial results that
are expected from such interventions, as shown in Table 6.1 and Table 6.2 below, which can
be considered by the banks that participated in this research study.
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Table 6.1: The Role Model
The Role

Managerial (including the
CEO/director) with primary
responsibility to plan and
implement actions for the
improvement of the system.
OD Team, which may be an
extension of the abovesaid
role/s and shares the
responsibility for the
implementation of OD
interventions.
Internal Consultant having a
pre-defined position within
the organization,
responsibility towards
training activities, but not a
manager with authority to
initiate OD interventions.
External Consultant
Not a part of the
organization but contracted
to provide and facilitate
consulting and training
services for improvement.

Distinguishing
Characteristics of the
Role
Has a defined place and
role in the organization,
enjoys legitimate
authority, combines
accountability with
responsibility

The Advantage

Visible position, with
accountability, ability to
multitask

Part of the system
understands the gaps in the
required skills-set, with the
know-how of how to carry
out OD in action.

Temporary within the
system, experienced in
handling a variety of
clients, can make them
highly visible

Being independent can
pinpoint conflicting factors
that insiders may fail to
recognize can offer
beneficial solutions.

Easy entry into the system,
result-focused approach
with effective
implementation of policies’

Internal Change Agent who The role is not formalized, They are guided by their
is an employee within the
without authority, exercise own values; they act with a
organization, without a
low visibility; they may
sense of purpose which is
formal authority from the
enjoy risk-taking as this
very effective.
organization.
role is risky in nature
Source: Adapted by the researcher from (Roberts, K. H., 1993)
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Table 6.2: Types of Interventions and Expected Outcomes
Interventions

Outcomes

Lab training, team building and similar
human process interventions

Attitudinal changes; motivational increase;
increased productivity

Implementation of increased autonomy and
participation

Higher job satisfaction, commitment,
lowered stress, lower turnover.

STS linked interventions (increased pay,
self-managed teams)

Low-stress levels, reduced absenteeism,
higher job satisfaction

Job enrichment and job rotation; being
challenged in the job role, engaged in
lifelong learning, being recognized for
achievements

Enhanced productivity, improved
motivation, self-worthiness, esteem need
met

Selective hiring of new personnel,
Profitable financial returns to shareholders,
Performance linked compensation;
gaining significant competitive advantage
extensive training; Flat hierarchical
structures; Effective communication
channels for providing performance
feedback
Source: Adapted by the researcher from (French, Bell, & Zawacki, 2004)
It is recommended that the benefits may be as follows:
➢ An improvement in systems and processes that have a bearing on goals, decision
making, human interaction
➢ Reduction in the stress levels, other physical and health-related symptoms,
lowered absenteeism, turnover, due to the employees having a sense of being
more in control, autonomous, participatory, recognised for achievements
resulting in better security and increased productivity
➢ An enhanced employee positive attitude, the building of commitment and
realising better job satisfaction
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➢ From the banks’ perspective (institutional), they derive better returns of the
capital employed (ROI) by helping to keep the costs under control and
improving the quality of human resources.

6.3.4 Recommendation four: Employee involvement programmes
Because there seems to be a sense of disharmony that prevails between the frontline staff
and the management, it is recommended that it could be bridged by management engaging in
direct communication with staff periodically and in a planned, scheduled manner. This would
act as a booster to the motivational levels of the staff and would promote much of the needed
intangible benefits, which the SHRM discipline is known to confer on the welfare of the
employees and, in turn, the functioning of the banks. The HRM would have to incorporate
employee involvement programmes as an ongoing exercise. It is recommended that they should
create a system that would encourage a spontaneous flow of ideas and suggestions from not
only their frontline staff but all the employees at the branch level to encourage learning
initiatives. More importantly, this should be complemented through recognition and reward
schemes.
For the above to become a reality, HR must move from a platform of standard practices to
diverse ones which consider the welfare of the staff. This must start with wages and service
conditions, which have to be bank-specific rather than uniform with the PSU banks as a whole.
It is the capacity to pay by each bank based on their profitability and the productivity of the
staff that should determine the pay structure and service conditions. In order to allay the
misgivings of the frontline staff, it is necessary for the top managers in HR or Operations to
establish a direct line of communication with them and keep them informed of the bank’s plans.
In other words, the flow of communication would have to be changed from top-down to
bottom-up.
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It is recommended that to improve matters, an HR audit would have to be carried out once in
two years or the time determined by the respective banks so that the management can take
stock of what has been achieved, identify the gaps and take appropriate remedial actions.

6.3.5 Recommendation five: Value human touch
It is recommended that measures must be introduced to promote the person-to-person
interaction, that is, the inter-personal relationship between the frontline staff and the customers
to have a stronger bond with the customers. This is even more so in respect of the services
provided by the tellers who deliver value in terms of forging a strong relationship between their
banks and the customers. This recommendation stems from the findings of this research study
which concluded that ATMs could not replace the caring touch created by human interaction
or critical thinking of a human mind. As frontline staff has reported increased stress levels
because of the ‘loading’ of jobs, this has resulted in limited interaction with customers,
specifically in nodal branches of PSU banks. It is recommended that the HRM team should
revisit their recruitment policy for the frontline staff and take into consideration the client
retention achieved by the ‘human touch’ of the frontline staff. It is also possible to derive
improved profitability by adhering to corporate social responsibility (CSR) goal like, for
example, ‘profits with a purpose’.

6.3.6 Recommendation six: Leadership style change
Although changes have been occurring both at the PSU and private sector banks in terms
of realignment of structures and systems to suit the technology (e.g., job redesign), the
realignment of the employees’ attitudes leave a noticeable gap. It appears to be substantially
higher between the PSU and private sector banks, with private sector banks having a more
aligned workforce and better HRMS in place. This can be attributed to the differences in the
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orientation of employees, the rigid hierarchy impeding the decision-making process, and the
lack of autonomy in PSUs (Shrivastava & Purang, 2009).
It is recommended that staff must be empowered through integrating the task processes
with skills as it would result in job enlargement and enrichment, which in themselves would
contribute to the innovative measures. This would enable the harnessing of technology by
viewing it as complementary to human resources and eliminating the fear of the staff perceiving
ATMs as something that would cause stress and harm to them and infuse positive thinking in
them that would mitigate the resistance to change.
For the situation in which the Indian banking industry is placed and with specific reference
to this study, a combination of participative and transformational leadership is recommended.
Collaborative and consultative leadership is recommended for the public sector banks as they
have more rigid hierarchical structures. When this is combined with transformational
leadership, it will go towards the accomplishment of the required change in employees’
attitudes. Thus, it fits in well with the implementation of change management strategies.
In this regards, an Action Plan in a tabular form is presented below in Table 6.3 below:
Table 6.3: The Action Plan
Problem

Action needed

Steps

Resistance

Need to motivate the staff

Control

Control both from the management
and staff is needed as all of them
would have to be involved in
managing the transition
With the government being a major
shareholder in PSU there is a
necessity to influence the political
domain as well

Keep communication channel
open Explain the need for
change Offer rewards
Planned change management
Building an effective feedback
mechanism

Power

All the stakeholders would have
to be taken on board
Participative and
transformational leadership

Source: Adapted by the researcher from (Kakabadse & Kakabadse, 2005)
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6.3.7 Recommendation seven: Structures to suit technology
The researcher recommends that the PSU banks should be freed from the controls exercised
by the government, then implement an effective SHRM model and execute management
practices that would reduce, if not completely eliminate, the ambiguity, complexity,
uncertainness, and the volatility employees face in these PSUs. This may lead to more effective
implementation of technological changes in these PSU banks as more uniform policies, and
better availability of resources will ensure better compliance from the frontline staff. The
decision to amalgamate PSU banks were taken by the Government of India in 2019, and the
merged entities witnessed an improvement in profitability for the financial year 2020-2021
(Sikdar, 2021). The HRM policies would have to be designed within the banks themselves and
with the active collaboration of the staff members. With the roles of the unions getting diluted,
the banks would have to take tips from academic scholars to design and implement specific
organizational structures, HR policies, and training programmes that are available and being
used.

6.4 Strengths and Limitations of research
The strengths and limitations of this research study is highlighted in the next sub sections.

6.4.1 Strengths of the research study
The researcher accomplished the objectives of this research study. The major strength of
this research study is that it identified a path which has not been taken by many researchers as
it explored the impact of a specific semi-automated technology, VIZ, ATMs (automated teller
machines) on a specific category of bank employees, VIZ, cashiers/tellers, otherwise known as
frontline staff in two banks in India. Most of the research studies so far have focused only on
the impact of ICT (information and communication technology) on the banking sector, which
included the impact of internet technology or online banking on the human resources in the
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banks. This leaves a huge gap in the literature, and this study can contribute towards providing
a credible base for future studies on this topic. For example, while the respondents understand
the utility of technology, they have expressed concerns relating to their bank management in
not exhibiting more proactive measures that would make them more productive. In a
substantive sense, the fear that the introduction of smart ATMs would altogether dispense with
the need for frontline staff is unfounded. It also emerged that there is a need for democratisation
of participative decision-making, especially in a context that the role of unions is becoming
less and less important. This research study reiterated the fact that employees, as part of the
social subsystem, are directly impacted by organisational changes, and they must be actively
involved in the designing and implementation of new task systems in a socio-technical system.
Another strength is that the results provided a balanced view of the issues that impact the
frontline staff on account of the introduction of ATMs in India. It provides answers to some
important issues that impact their future and then suggests remedial actions, which the banks
can take to bring confidence in themselves and mitigate the hardships they may face. The
human resources are capital, which has unique characteristics that cannot be replicated. It
would be in the interests of the banks to tap into them in positive ways so that both the
employees and the bank management can benefit in the longer run. In that sense, this research
project recognises both human beings and ATMs as vital resources for the viable functioning
and growth of the banking industry. This case study can provide a factual base for HR
professionals to facilitate a technological change impacting the frontline staff in the banking
sector.
The research results contribute to the knowledge in the literature by blending theory and
practice. Thus, they are capable of being used in a real-world setting, and they satisfy the
principles governed by action research (AR).
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6.4.2 Limitations of the research study
This research study considered India to be appropriate for the generation of knowledge in
this field, as there was no specific research study found elsewhere during the literature review
by the researcher. A larger, more comprehensive study, like a PHD project, may uncover much
more issues than the current study. This MBus study is extremely limited in scope with limited
resources, and future researchers should bear this in mind. Another major limitation is the
sample size which was limited to six participants only. Thus, the results cannot be truly
applicable in a generalised manner and to a larger population. This is a limitation that must be
kept in mind by the audience while passing criticisms or comments on this research project.
The travel restrictions faced by the researcher because of a terrorist attack in India also
posed a challenge, and the face-to-face interviews had to be replaced with over the phone
interviews. Face to face interviews have the advantage of providing more in-depth information
as the flow of information is better, and the visual cues have their own importance in the
interview process. India and New Zealand are in different time zones, and the availability of
respondents over the phone for interviews created issues of finding a suitable time in both time
zones for having an extended conversation. Two applicants, who initially agreed to be
interviewed in person, decided not to participate in phone interviews, thus reducing the sample
size. Phone interviews sometimes have technical issues and interruptions, which impact the
flow of information as the focus of the respondent shifts from the conversation. This may have
impacted the quality of recorded data.
The outbreak of Covid-19 posed additional challenges such as limitations on research
resources and disruption of work patterns. The intermittent lockdowns and restrictions from
between early 2020 and late 2021 threw up barriers on which humanly initiated controls and
remedies were not possible. Nonetheless, the researcher has overcome them by taking
initiatives with the cooperation extended by the academic staff members of Unitec.
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6.5 Future research possibilities
There is still a dearth in the literature that specifically study the impact of the ATMs on the
frontline jobs. It is recommended to carry out further studies with larger samples that are
directly relevant to the installation of ATMs and their impact on job losses. In other words,
because it is clear those traditional service qualities still hold their relevance, it is recommended
that they could gain strength from the results obtained through further research.
More specifically, future research would have to devise methods to measure objectively the
mediating points that are common between JCM and training programmes, which could serve
as predictors for the successful outcomes of change management initiatives. This will do away
with the tendency to measure the outcomes of training as a ‘standalone activity’ and
operationalize it with other parts of human resource management (HRM) that has relevance
with the overall performance of an organisation.
Other research possibilities are as follows:
•

Kucera (2017) stated that there must emerge more clarity on the economic feasibility
of investments in new technologies. In other words, it should spell out whether the
investment in new technologies is as profitable as existing labour-intensive alternatives,
which warrants further research.

•

Ekbia & Nardi (2017) raised the question of whether there is a generation of economic
value when a customer turns on to an ATM or uses automation and, if so, who
ultimately benefits from the use of digital capital. Additional research would help to
understand this in a better way.

•

Dauth, Findeisen, Südekum, & Wößner (2017) point to the consequences in terms of
the pressure if lower-skilled and lower-wage paying jobs are thrust on the workforce.
This needs further examination as it was not pursued in this research project, but it can
impact the quality of living of the employees.
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•

The human angle must be considered while implementing a technological change
because it goes hand in hand with the application of information and communication
technology (ICT) in the formative stages. It is recommended that future research from
a macro angle can take place in areas that can throw light on the following:
➢ In the creation of a better understanding of the resistance to the integration of
SAM into a human-technical interface with the help of STS
➢ To offer suggestions towards using ICT as a complementary force and not a
competing one with the human beings, this can include measures that impart
technology-related skills to the frontline staff
➢ To chalk out a road map for improving the job satisfaction of frontline staff to
enhance the productivity and performance of the employees

Also, this research should be replicated with a larger sample size to provide more credibility to
results. The number of participating banks should also be increased to remove any bias from
the research and have a more diverse view of the frontline staff.

6.6 Chapter summary
The goal of this research project was to analyse the impact of the introduction of SelfService Automation Machines (SAM) in bank branches on the frontline banking staff from a
human angle in India. The developed theory can be used to fine-tune training programmes for
the frontline staff to have enhanced job satisfaction and productivity at work. Therefore, the
aim of the research study was achieved, and the research questions were answered as well.
The findings of this research study confirm that the human angle must be considered while
applying the ICT strategies and throw light on the significance of SHRM in effectively
managing a technological change in the organization. Furthermore, socio-technical systems
theory provides the basic framework for the diagnosis and implementation of a required
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technological change and proposes that any effective use of new technology must result in
developing a high quality of life (Margulies & Colflesh, 1982).
This research project’s conclusion and recommendations based on the results contribute in
a modest way to the body of literature and practice. It does so by throwing light on the HRM
dimension of ICT applications, which would add value and also further kindle the interests of
scholars and practitioners to take up further research in this niche of business endeavour.
It was clearly demonstrated that the success of any business depends on a committed
workforce, and the banks should not forsake the brains of their employees to a computer or
ATM, however smart these machines may be. This research study’s results and
recommendations contribute in a modest way to the body of literature by throwing light on the
HRM dimension of ICT applications, which would add value and further kindle the interests
of scholars and practitioners to take up further research in this niche.
The researcher concludes this study with the notion that the success of any business depends
on a committed workforce, and the banks should not forsake the brains of their employees to a
computer or ATM. However smart these machines may be, they have been designed by a
human brain.
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APPENDIX 1: FIGURES
Figure 1. Socio-Technical System (STS)

Source: (Pretorius & Oosthuizen, 2016, p.17)
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Figure 2. Adoption of automated teller machines did not reduce teller jobs

Source: (Bessen, 2015, p.108)
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Figure 3: Hackman and Oldham Model of Job Design (JCM)

Source: Adapted from (Waddell et al., 2014, p.286)
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Figure 4: Basic Socio-technical Work System Model

Source: (Belanger, Watson-Manheim, & Swan, 2013, p. 1259)
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Figure 5: Comparison of Planned Change Models

Source: Adapted from (Waddell et al., 2017, p.36).
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Figure 6: Workforce Challenges Identification in Indian Banks

Source: (Roy & Vishwanathan, 2018, p.77)
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Figure 7: Horizontal loading of clerical work: Experience of banks

Source: (Rajan, 1990, p.27)
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APPENDIX 2: INTERVIEW PROTOCOL
Interview Protocol Project: An investigation into impact of ATM on Banking staff
Time of Interview:
Date:
Place:
Interviewer:
Interviewee:
Designation of the Interviewee:
This interview is conducted to research the impact of introduction of advanced ATM
machines in the banking space on the frontline banking staff (traditionally known as teller
staff).
Questions
1. When was the ATM machines introduced in your branch?
2. What changes have been introduced after the introduction of ATM machines in your job
role?
3. How have these changes impacted your job role?
4. How have these changes impacted on you on a personal level relating to your job
satisfaction?
5. How were you prepared for these changes by the bank, referring to training or refresher
sessions conducted by HR?
6. What was the level of training provided by the banks?
7. Do you think that introducing ATMs have affected your value as a frontline employee?
8. If the bank decides today that they will take these ATMs out of the branch and will no
longer use this technology, what is your reaction to that? Will it make your daily job role easy
or difficult? Why do you think so?

235
9. How is your manager/supervisor helping you in coping with the impacts as discussed in
questions 3 and 4?
10. Are there any specific views where you and your supervisor/manager have a conflicting
view regarding the input of ATMs in your daily job role?
11. What in your view are some strengths and weaknesses of introducing SAM in the retail
banking space?
(Thanking the participant for participating in the research and assuring him or her again of
confidentiality of the responses and any need of potential future interviews)
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APPENDIX 3: INFORMATION SHEET FOR PARTICIPANTS

Research Project Title: An Investigation based on Socio-Technical Systems theory and
Organisational Development Interventions on the impact of the introduction of Self-service
Automation Technology (Technically Advanced and Multifunctional ATMs) on the frontline
banking staff in India.
To: Potential Participant in this research project
My name is Dinesh Sood. I am currently enrolled in the Master of Business degree in the
Business Practice Pathway at Unitec Institute of Technology in Auckland, New Zealand, and I
seek your help in meeting the requirements of research for a Thesis course which forms a
substantial part of this degree.
This research study aims to investigate the impact of the introduction of self-service
automation machines in the form of ATMs in the bank branches on the frontline banking staff
(designated as cashiers/tellers) in a private sector and a public sector bank in India, to
recommend some strategies to improve the job satisfaction levels of frontline staff members
which may lead to enhanced productivity and performance outcomes for the staff members
as well as the banks. The findings of this research study can provide useful information for
fine-tuning the training programmes for the frontline staff members, so they are better
equipped to handle any changes in their work environment.
I would like to invite you to help me in completing this research study as it may create a winwin situation for you as a frontline employee and for the banks as your employer. I request your
participation in the following way:
1. An informal interview for approximately one hour will be audio-recorded with your
permission so that I can transcribe it at a later stage. I will send you the transcribed word
document via email so that you can make any changes to it if you would like to do so within two
weeks of receiving that transcription.
2. The interview will be scheduled at a date and time which is suitable for you and fits within
the researcher’s schedule of interviews in your city.
3.The venue of the interview will be meeting room no 123 in the XYZ hotel at address a13 Great
N ( actual address will be added once the hotel and meeting room is booked). The timings for
interview will be after work hours in the weekdays (5 pm to 8 pm) and between 10 am to 7 pm
in the weekends. Please contact the researcher to book a suitable day and time in advance. .
4. You can bring a friend or family member with you if that makes you more comfortable. The
accompanying family member or friend will not be part of the interview process and is not
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allowed to participate in the ongoing discussion in the interview. Your accompanying friend or
family member will be offered a seat in the café area outside the meeting room and
complimentary tea, or coffee will be offered. This is important to maintain the confidentiality of
the research so that your friend or family member cannot hear our conversation during the
interview process and hence is not privy to the research matters.
Please note that participation in this research is voluntary and is entirely up to you whether you
want to participate in this research or do not want to participate in this research. If you agree
to participate, you will be asked to sign a consent form. This does not stop you from changing
your mind if you wish to withdraw from the project. However, because of our schedule, any
withdrawals must be done within 30 days after receiving the final copy of the transcribed word
document for your interview.

The researcher will have a casual meeting with the respective branch manager prior to the proposed
interview to inform him or her about the academic nature of the research project and how it can provide
useful information for frontline staff members and the bank. Your name or any information that may
identify any potential participant will not be discussed in this meeting or any subsequent meetings with
management to ensure your anonymity in this research process. All information collected from you will
be stored on a password protected file, and only you, the researcher (myself) and our supervisors in
New Zealand will have access to this information. At no stage, your identity, or the identity of the
organisation you work for will be disclosed to anyone. Any information given by you and your identity
will remain anonymous in final research report any subsequent publications in research journals.

Please contact us if you need more information about the project. At any time, if you have any concerns
about the research project, you can contact me at my cell phone no in India 00919464235412 or in New
Zealand 0064212236381 or can email me @ sooddinesh5@gmail.com
Alternatively, if you wish to contact my supervisor in New Zealand, his contact details are as follows: My
supervisor is Alan Lockyer, phone 0064-9-8154321 ext. 8608 or email alockyer@unitec.ac.nz
I thank you for your time and hope that I can gain valuable knowledge from your experience.
My regards,

Dinesh Sood
UREC REGISTRATION NUMBER:2018 1071
This study has been approved by the UNITEC Research Ethics Committee from 25/07/2018 to
30/06/2019. If you have any complaints or reservations about the ethical conduct of this research, you
may contact the Committee through the UREC Secretary (ph: 09 815-4321 ext 8551). Any issues you
raise will be treated in confidence and investigated fully, and you will be informed of the outcome.
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