Running head: A REFLECTION ON CHANGE THAT OCCURRED AT M&T BANK

A Reflection on Change that Occurred at M&T Bank








[bookmark: _GoBack]	A Reflection on Change that Occurred at M&T Bank

Albert Baxter
ADS 710 Organizational Theory, Development & Strategy
Niagara University


In recent years, M&T Bank has undergone momentous and rapid change.  M&T Bank has pride itself as a regional financial institution with roots along the east coast of the United States, but the heart and soul of the bank rests in Buffalo.  In December 2017, Robert Wilmers, then CEO passed away.  Mr. Wilmer’s passing shuttered throughout the bank, but also in the Buffalo community.  “At his death, Mr. Wilmers was overseeing fund-raising for an expansion of the Albright-Knox Art Gallery in Buffalo, the sixth-oldest art museum in the United States. He was also awaiting the opening of a new prekindergarten center in Buffalo, part of a network of charter schools he had built through M&T to try to improve education for the city’s poorest residents.” (Flitter, 2017, Para. 12) Mr. Wilmers had been a champion for Buffalo and in parallel a champion for banking during an era when mismanagement dominated the executive offices of America’s big banks.  In 2011, Mr. Wilmers accused his peers, the CEO’s of the big five banks of engaging in a “pattern of investing in areas where they possessed little knowledge, appearing to seek dominance at the expense of leadership, and stating that they continue to distort our economy”. (Currie, 2017, Para. 4) The leadership that Mr. Wilmer provided M&T Bank and the City of Buffalo will be sincerely missed.  When a leadership position is vacated another person fills the void.  M&T Bank’s new CEO, Renee Jones took the reins a few months later and just as quickly Mr. Wilmers’ position was filled, sweeping organizational changes followed.    
The new vision was to become a more customer centric organization that was going to infuse technology with tradition.  A plan was implemented to refurbish or renovate over 250 branches.  In order to improve employee retention and reduce attrition to other banks, positions and roles were consolidated and paths for promotion redefined.  All hourly employees received a pay raise.  The slogan, Understanding What’s Important was adopted and a new customer database was implemented in the retail channel.  These changes and other swere to all due to the new leadership and vision.  
Prior to M&T Bank I worked for America’s largest Bank, Bank of America.  When I joined M&T Bank their competitive advantage had been their commitment to the community and their service to the customer, not for their compensation plans or technology, so when the list of changes was announced they were due. As a branch manager my role was to assist in implementation of the new systems and get the buy in from my staff.  The new concepts revolved around collecting customer information and logging data on customer interaction into a customer information management system.  This process was designed to increase sales opportunities for our existing customer and retain new ones.  In theory branch staff could reduce the number of interactions needed before a sale is made, with the extra time they would be able to focus on the customers financial priorities.  The reality was that the database management system was flawed and quickly became the subject of excuse for everything wrong in the branch.  From the customer service viewpoint, it hampered routine customer maintenance because the staff was so focused on answering questions to complete customer profiles in the data base.  The complaints were widespread internally and externally.  The customers thought the staff were constantly trying to sell them things they didn’t need or want.  The staff felt the push to fill the database was prohibiting them from having real conversation with clients.  As managers we provided feedback to the design teams and the executive management team with the expectation that the problems would be addressed and eventually resolved.  Unfortunately, the improvements came in short order and my attitude toward the retail channel changes soured.  I became an unwilling participant and in order to achieve the sales numbers that I was goaled for. I allowed my staff to use the old process to meet the metrics that drive their performance evaluations.   
As I reflect on my experience in relation to Kotter’s Eight Stages of Successful Large-Scale Change, it allows me to gauge where I was in the process and areas of deficiency. One of the dilemmas that I encountered was buy-in from my staff didn’t stick.  When the system didn’t work as intended the staff looked to return to the old system.  The bank’s culture was built on steep traditional values and the sales process hadn’t been changed in over a decade.  When the plan was rolled out there wasn’t a sense of urgency it was introduced as a natural progression that the banking industry was moving to.  As a manager and part of the guiding team, my failure was not providing my staff with the compelling evidence that this change was necessary for long term success.  The future of banking is not transactional, it is in the relationship between bank and customer.  A way to exemplify this would be to show examples of banks that no longer use a teller line and how the advancement in technology allow customer to interact in non-traditional ways via smart device.
My decision to allow my staff to revert to what they were comfortable with was made through a modern perspective lens.  The dashboard reporting indicated that the changes being implement were not having the immediate response and that revenue goals in the short term were more important.  While my decision was ethical it went against the strategic plan of the organization.  I could have used a symbolic perspective and looked to improve the change experience of my staff.  As the manager I needed to lower the bar or temper expectation to establish more short-term wins. In addition to the short-term I should have continued to provide feedback about the shortcomings of the new system and its effect on the staff.  By doing so I could have seen the frustration from a post-modern perspective and done more to counter the cynical attitude that was present.  I believe in empowering people to make difficult decisions if they believe it is the right decision and it is ethical, but I should have used the same concept to empower my staff to find a solution that would have accommodated persistent use of the new system despite its imperfections.  A problem with change is that perseverance is a requirement but is usually not the path of least resistance and without a clear vision the change initiative stumbles.  
The vision of the new CEO was lost in translation as it was passed down to the ranks, so the importance did not transcend.  The most memorable idea of influence the executive team reiterated was we were becoming a fluid and innovative organization like Apple.  The way I interpreted this message was advancement in technology not a change in sales process.  In retrospect there are several areas that I would choose to emphasize and request additional information to support change. 
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