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Transformation of management coincided with rise of IT and re-orientation towards the 

demand driven economy. IT facilitated the development of remote communication and 

data accessibility, while re-profiling the management methods, in meanwhile, customer 

focus has led to organization of customer-oriented establishments such as call centers. 

However, aside from benefits, including accessibility, convenience, and long term cost 

reductions, implementation of innovations in information technologies has yielded issues. 

Complete assimilation of technology proved to be difficult due to factors emerging from 

technological, organizational and environmental contexts. Namely, factors that are most 

applicable in the call center context are technology readiness and managerial obstacles. 

Another issue that had risen as a consequence of wide spread use of IT in the call center 

context is employee turnover. Although not directly linked to turnover per se, IT assisted 

in transformation of management methods, which, uncompensated, exert pressure onto 

employees, while often remaining unseen. Since pressure in addition to contributing 

factors is linked to stress, one suggests that stress is the leading cause of turnover at call 

centers. Accordingly, pressure to perform, along with applied control methods will be 

examined in this thesis. Thesis proceeds to investigate background information on these 

issues, followed by review of the relevant academic work, concluding with the case study 

in the banking sector aiming to look at specific issues in order to find practical solutions. 

Finally, a summary will indicate the proposed direction for issue resolution. 

 

Keywords: assimilation, call center, information technology, innovations, remote people 

management, turnover. 
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CHAPTER ONE 
INTRODUCTION 

 

 

”Information technology and business are becoming 

inextricably interwoven. I don't think anybody can talk 

 meaningfully about one without the talking about the other.”  
– Bill Gates 

  
 
 

Due to management’s on-going concern with rationalization of business in pursuit of 

expanding the company’s market share new technology has been put into contribution. 

Along with the market-driven policies the 1990s have given rise to entities such as 

consultancy for information systems, internet services, mobile telecommunication and 

call centers. Today’s management’s concerns have shifted from price and product 

differentiation to ability to provide on-demand quality products and services. In a global 

market for services, such as in the global banking system, we can observe the race for 

retaining customers and increasing the market share. Hence, customer satisfaction and 

ability to foresee customer needs are management’s top priority. However, new concerns 

arise for information technology (IT) and services that created a momentum for managing 

people according to strict business lines. IT-enabled evolving management methodology 

creates a framework of strict regulations which are used for employee evaluations to 

control efficiency and quality, while incarcerating employees into an ‘electronic 

Panopticon’ (Taylor and Bain, 1999). One needs to review call centers since they are the 

prime example of IT-influenced management methods. The latter however seem to cause 

organizational issues such as employee turnover. The problem of high level of turnover is 

quite common in the call center industry and needs further research. In comparison to call 

centers, the turnover in the Canadian service sector is half of that of the call centers 

(Akyeampong, 2005). This shows one needs to remedy the call centers’ managerial 

issues. Methods such as micromanagement do not obliterate the fact that employees are 

performing mostly monotonous, unrewarding tasks, while earning low wages and being 

measured against high standards. These are the major factors contributing to high 
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employee turnover across the call center industry. In addition, the rapid advancements in 

information technology and it’s availability to competition create the need for the timely 

implementation of innovative technologies and upgrades in corresponding training. The 

issue of technological assimilation in call centers is particularly important since call 

centers are the consumers of technology as well as the primary tool of ensuring customer 

satisfaction by means of utilizing this technology.  

 

The question of this thesis addresses the effect of implementation of innovation in IT at 

call centers. It appears that technology increases customer satisfaction by making banking 

more accessible and convenient. It gives customers more control over their banking 

services. At the same time technology implementation at call centers causes the 

questioning of simplistic management methods within the company associated with the 

call centers marketing logic. The marketing logic makes the employees and their 

management more remote from each other. This creates a less direct daily 

communication pathway, causing discontent with not necessarily technology-ready 

employees. According to Wallace (2001), the more the technology was used to reward 

agents the higher was the turnover. Similarly, the there is a positive correlation between 

technology-facilitated punishments and stress, causing turnover (Wallace, 2001). 

Although employee dissatisfaction does not directly cause turnover (Wallace, 2001) large 

proportion of call center employees do choose to pursue employment elsewhere. 

According to Bartel (2004), there is a positive correlation between employees’ 

understanding of bank products and their on-job tenure. Since those call center 

employees who have longer on-job tenures are more experienced and possess extensive 

knowledge of the company’s financial products and related services, low employee 

retention negatively affects customer satisfaction. This makes turnover an issue in need 

of addressing.  

 

I have selected the Scotiabank’s inbound department of Toronto electronic banking call 

center to qualify the issues brought by this thesis. I will look at the role of technology 

assimilation in application of remote management methods to see how it relates causally 

to operational issues such as turnover and issue resolution. Since call centers are services 

generated by the globalisation of market-driven economy, the question of customer 

satisfaction is key. The thesis focuses on the resolution of operational issues at call 
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centers. Hence, the following questions are to be answered.  

 

1. How does implementation of innovations in information technology at call centers 

correlate with customer satisfaction? 

Hypothesis 1: Innovative information technology that is implemented at call 

centers is positively correlated with customer satisfaction. 

2. What is the relationship between implementation of innovations in information 

technology and direct management methods at call centers? 

Hypothesis 2: Innovative information technology that is implemented at call 

centers has tendency to negatively correlate with direct management methods. 

3. How do direct management methods affect the employee turnover at call centers? 

Hypothesis 3: Direct management methods are negatively correlated with the 

employee turnover at the call centers. 

4. What is the correlation between the employee turnover at the call centers and 

customer satisfaction? 

Hypothesis 4: Employee turnover at call centers is negatively correlated with 

customer satisfaction. 

 

As there is very limited academic work that discusses call center issues (Taylor and Bain 

1999, Wallace 2001) and employee turnover in particular, the data used for this study is 

collected from published sources. Collected data was then sorted in terms of relevance, 

organized, and analysed. This thesis closely examined the factors that are believed to 

cause turnover, then analysed the proposed methods of tackling the issues. The remedy is 

then derived based on the combination of the cause factors. This study complements 

otherwise limited academic research of dealing with call center issues in context of 

Canadian financial institutions in domestic markets. In the following chapter, I begin by 

overviewing the Canadian financial services sector. The thesis then proceeds to review 

the literature on the call centers related to the service industry, including problems 

applicable to the banking sector, as well as discusses issues related to remote people 

management, IT implementation, and causes of turnover. The case study of the Bank of 

Nova Scotia follows and conclusions complete the thesis.  
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CHAPTER TWO 

CANADIAN FINANCIAL SERVICES SECTOR 
 

 

”As the builders say, the larger stones 

 do not lie well without the lesser.”  

– Plato 
 
 

 

To understand the position of Scotiabank in the Canadian banking industry, I overview 

the Canadian financial sector, looking at its contribution to economy growth. I 

concentrate on strategies as presented by the Bank of Nova Scotia. I will demonstrate the 

role these strategies play in creation or resolution of issues of employee turnover and IT 

assimilation. When discussed, Scotiabank’s call center perspective will be outlined in 

relation to the strategies.  

 

2.1 Sector: Financial Services 
 

Canadian financial services sector is composed of a number of players. They include 

traditionally differentiated services such as banks, trusts, loan companies, credit unions, 

and caisses populaires. Insurance companies, including companies that deal with life and 

health insurance, companies that deal with property and casualty insurance, along with 

exchanges, securities dealers, mutual fund companies also representative of the financial 

services sector. Moreover, leasing and finance companies, as well as independent 

financial services professionals such as financial advisors, pension fund managers, and 

insurance agents and brokers complete the list. Overall, the financial services sector 

makes significant contributions to the growth of Canada’s economy. Sector employs over 

600,000 Canadians (Statistics Canada, 2006), about 220,000 of which are employed in 

Toronto (TFSA, 2007), and has a payroll of over $35 billion per annum. Financial 

services sector also provides jobs to the overseas employees. In 2007 the amount 

employed overseas was over 58,800.  
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As this thesis is concentrating on the Canadian banking sector, it is important to note that 

the financial services companies have significant impact on the domestic economic 

growth. In Canada in 2007 finance and insurance, retail and wholesale trade, and 

construction were the main sectors contributing to economic growth (Statistics Canada, 

Dec 2007). The financial services industry alone has been contributing around 6 percent 

annually to Canada’s gross domestic product (GDP). In 2006 the financial services sector 

represented 6.05 percent of GDP. Financial services sector in Toronto generated 17 

percent of city’s GDP, which represents 7.7 percent of provincial GDP (TFSA, 2007). 

Financial services sector also contributes approximately $13 billion in taxes per annum to 

all levels of Canadian government. In addition, financial services sector in Canada is 

competitive and over the past few years technological innovations in combination with 

recent changes to the federal regulatory framework had stimulated a further increase in 

competitiveness throughout the sector. However, financial services sector is lacking 

domestic strategy differentiation, which is particularly notable among banks as there is no 

notable growth through creation of new markets (TFSA, 2007). 

 

2.2 Sub-sector: Banks 
 

Today the largest portion of the Canadian financial services sector is represented by the 

banks. As per 2003 industry reports, banks account for $1,257 billion in domestic assets 

or 56 percent of the sector’s total assets in Canada. Annual contribution of the banking 

sector to GDP amounts to about 3 percent or $35.9 billion (CBA, 2006). Also, in 2003 

banks reported 14.6 percent average return on equity.  

 

According to the January 2008 

reports presented by the Office of 

Superintendent of Financial 

Institutions, there are currently 73 

active banks in Canada. This is an 

upward movement from 69 active 

banks that were competing in 

Canadian financial services market that was composed of 2461 distinct companies five 
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Canadians' Primary Method of Banking  
(Source: Technology and Banking 

Survey, CBA, 2006) 
Figure 2.2
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years ago. It is important to highlight that these above-mentioned active institutions 

represent only 3.3 percent of 2203 distinct companies that presently operate in the 

financial services sector. Nevertheless, banks cumulatively manage over $2.6 trillion in 

assets (OSFI, 2008). This data is summarized in Figure 2.1 above. At present, the 

banking sector is comprised of 20 domestic banks (2008), which is an upward movement 

from 14 in 2000, as well as increase from 18 in 2003, but a downward movement from 22 

in 2007; 24 foreign bank subsidiaries (2008), which is a downward movement compared 

to 33 institutions represented in 2000, and down from 29 in 2003;  as well as 29 foreign 

bank branches (2008), which is an increase from 16 in 2000, a decrease from 22 in 2003, 

and an increase from 26 in 2007, for a total of 73 active banks (CBA, 2008).  

 

As per Canadian Bankers Association report, banking sub-sector alone employed 249,170 

domestic employees in 2006, about 80,200 of which were employed in Toronto (TFSA, 

2007). The sub-sector employment has increased from approximately 237,000 domestic 

employees that were employed by the banking sub-sector in 2003. This represented 

roughly 39.5 percent of all individuals that were employed across entire financial services 

sector domestically.  

 

2.2.1 Technology and Banking 
 

In the recent years there has been a visible 

impact of technology implemented in the 

banking sector. Whereas traditionally the 

primary method of banking was in-branch 

banking, or banking with a teller, this is now 

increasingly not the case. As per 2006 

Technology and Banking: a Survey of 

Canadian Attitudes, that was conducted by 

Canadian Bankers Association, (see Figure 

2.2), automatic banking machine (ABM) has 

taken the lead as a primary method of 

banking, facilitating banking transactions for 33 percent of Canadians. In-branch, or 
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teller, banking has assumed a second place as a preferred banking method for 29 percent, 

whereas the share of Canadians who prefer to have transactions done online has been 

steadily growing. As such 27 percent of Canadians bank online, which is a significant 

increase from a mere 8 percent in 2000 and a growth indicator when compared to 23 

percent in 2006. It is also important to note that 45 percent of banks’ customers report 

using online banking in 2006. This is a leap from 11 percent that reported the same in 

2002. Canadians preferring other banking methods make up the rest: in 2006 telephone 

banking was preferred by only 7 percent, which is a decrease from 8 percent in 2005, 

while only 2 percent of customers use all methods combined. This leaves only 2 percent 

of customers that prefer to have their banking done by other means (CBA, 2007).  

 

According to Bank for International Settlements (BIS) research conducted in 2005, 

Canada had 1,631 ABMs per one million inhabitants. This exceeds number of ABMs per 

capita in any other country. In comparison, in 2005 there were 1,335 ABMs per one 

million in the US, while there were only 310 ABMs per one million inhabitants in 

Sweden. At present, banks in Canada operate a network that includes nearly 9,000 

branches and 16,424 (2007) automated teller machines (ATMs). In terms of debit card 

use, Bank for International Settlements reported that 88.2 percent of Canadians used their 

debit cards in 2004, while 86.5 percent was using debit cards in Sweden, 76.5 percent in 

Netherlands, and only 67 percent in the USA. In 2005 Canadians made 95.1 debit card 

purchases per person. Second only to Sweden at 97.2 transactions per person, Canadians 

are among the highest debit cards users for purchases in the world (CBA, 2006). 

 

2.2.2 Canada’s Largest Domestic Banks 
 

Royal Bank of Canada 

(RBC), Toronto 

Dominion Bank (TD), 

Bank of Nova Scotia 

(BNS), Bank of Montreal 

(BMO), Canadian 

Imperial Bank of 
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Commerce (CIBC) as well as National Bank of Canada (NBC) are the six largest 

domestic banks in Canada that account for over 90 per cent of total bank assets or 

$2,255.7 billion (CBA, 2007). Cross comparison of these banks in terms of their assets 

and market capitalization is portrayed in Figure 3.3. In comparison, in 2003 the top six 

banks’ assets in US accounted for only 41 percent of total banking assets (TSFA, 

2007).Although domestic sources provide most of the earnings that are collected 

throughout the sector, in 2006 Canada’s six largest banks collected 41 percent of their 

earnings from foreign sources, which is an increase compared to 33 percent that was 

attributed to sources outside of Canada in 2003. Canada’s six largest banks employ over 

280,000 employees internationally, 81 percent of which, or nearly 227,000 are employees 

that are based in Canada (CBA, 2006). This represents a solid 91 percent of the entire 

banking sub-sector domestic employment and just over 36 percent of domestic 

employment within Canadian financial services sector. 

 

Technology has been an important component of growth in the banking in the recent 

years. According to CBA research, Canadians assimilate technology well. They believe 

that it facilitates convenience, saves time and they expect that banks will continue 

implementing new technology. As such, there’s been a trend in increase of spending on 

technology. Six largest Canadian banks have spent a total of $37.6 billion on technology 

from 1996 – 2006. While six largest banks spent $1.8 billion on technology by in 1996, 

the spending increased to $3.9 billion in 2003, and in 2006 represented $4.4 billion. 

 

2.3 Bank of Nova Scotia 
 

Bank of Nova Scotia, also referred to as Scotiabank, is the third largest commercial 

domestic bank, ranked by assets, and second largest by market capitalization (2007) in 

Canadian financial services sector. At the end of 2007 fiscal year the Bank of Nova 

Scotia was worth $411.5 billion in assets, which represents 15.8 percent of Canadian 

banking sector (2008). Scotiabank’s corporate goal is “To be the best Canadian-based 

international financial services company” (Scotiabank’s 2007 Annual Report). As such, 

Scotiabank is Canada’s most international bank, having presence in forty-seven countries 

across the globe, which implies that it works with the means and techniques of global 
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markets. This international reach of Scotiabank provides banking solutions to over five 

million international customers and facilitates overseas employment to over 34,000 staff, 

which exceeds the number of employees that bank employs domestically. From the call 

center perspective, this internationally wide-spread network of the bank provides them 

with the opportunity to delocalize services and minimize costs of the call center 

operations by opening the facilities overseas. This however raises issues which generally 

produce adverse effects such as customer dissatisfaction in domestic markets. 

 

To ensure market appeal, aside from providing international banking services, Scotiabank 

also provides a complete range of retail, commercial, corporate, and investment banking. 

Although each of Bank of Nova Scotia’s three lines of business makes significant 

contributions to overall growth of the bank, this study will focus on domestic banking 

segment. The summary of data related to all operating units, including International 

banking division and Scotia Capital can be found in the Appendix, Table 2.1. As it can be 

expected, in an effort to provide their customers convenience of global banking, 

Scotiabank is a member of several major ATM networks, as well as VISA International 

and some other key organizations, the compete list of which can be found in the 

Appendix, Table 2.2. 

 

Domestic banking steadily provides the largest share of income of the three business 

lines. In 2007, domestic banking contributed nearly 40 percent, or $1,550 million, of 

Scotiabank’s net income. Also, domestic banking is responsible for over 48 percent, or 

$6.1 billion, of Scotiabank’s total revenue. Domestic banking has a network of 2852 

ABMs and 1005 branches (2007), 35 of which have been opened within the past year. 

Compared to financial services sector, Scotiabank represents about 11 percent of 

Canada’s branch network and over 17 percent of ATM network.  Domestic banking 

division also services over seven million Canadians, which is about 39 percent of 

Canada’s workforce as per 2007 estimate, and fifty-six percent of Scotiabank’s global 

customer base. In terms of providing jobs to Canadians, Scotiabank employs over 21,800 

which represents roughly nine percent of all employment in the banking sector and just 

over 37 percent of all employment provided by Scotiabank globally. Also, in 2007 

Scotiabank spent $603 million on technology; in 2006, the share represented 12.5 percent 

of spending on technology by top six banks. To complement the network of branches and 
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ABMs that serve Canadians, domestic banking division also operates 99 brokerage 

branches that are managed by the Wealth Management Group, 6 commercial business 

support centers, 4 dealer finance centers as well as three call centers. The latter are 

located in cities across Canada: Calgary, Halifax, and Toronto, and cumulatively provide 

jobs to over 1,000 employees.  The Toronto call center will be studied in greater detail in 

chapter four.  

 

2.3.1 Domestic Banking Strategy 
 
To understand the orientation of the Bank of Nova Scotia toward the global market, the 

main policies for 2007 have been selected from their annual report. This report shows 

that the bank is committed to growth, both domestically and internationally, and to 

customer retention in all lines of business. Particular emphasis is made on retail and small 

business banking since these lines are responsible for largest share of revenue 

domestically. Let’s look at these strategies in detail. As per Scotiabank’s annual report, 

the domestic banking strategy consists of the core, which promotes large portion of 

domestic growth, as well as auxiliary strategies that safeguard the market positioning that 

Scotiabank currently enjoys and assist in capturing larger market scope. The core 

domestic strategy for growth is “expansion of client base in market and customer 

segments with high growth potential” (Scotiabank’s 2007 Annual Report, p.46).  

 

Since most of customer retention and service is done via the call centers, this policy has a 

significant effect on call center operations. Aside from having the specific rules and 

procedures for speaking to clients over the phone, call center employees are required to 

assist in expansion of client base. Some of this work is done by the outbound sales 

agents, who make cold calls to system-identified telephone numbers in the Scotiabank’s 

database. Important to note that contrary to common belief the persons contacted are 

often non-clients, but where clients in the recent past. Cold calling is emotionally 

demanding because of very high rejection rates, which impacts many agents, and due to 

pressure created by requirement to meet daily performance statistics. The inbound agents 

are coached to the notion that the best advertisement is the word of mouth; hence their 

input in providing no less than excellent customer service to their callers is what 
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Scotiabank deems standard. This demand also places pressure on agents, due to on-going 

but random monitoring of calls, which reflects on their performance statistics.   

 

Scotiabank emphasizes the importance of focusing on strategic partnerships and 

acquisitions, utilization of which can effectively increase revenue. In 2007, in partnership 

with Cineplex, the largest cinema company in Canada, Scotiabank had launched the first 

in Canada entertainment loyalty program called Scene. This program allows participants 

to collect points based on amount spent on purchases with their debit or visa card, and 

have these points redeemed at Cineplex movie theaters across Canada. Marketed for the 

younger audience, Scotiabank has captured a significant number of new customers that 

previously did not have bank accounts, by giving them an option to enroll in Scene. Also, 

Scotiabank had entered into a strategic partnership with the National Hockey League as a 

part of strategy for increasing the brand awareness.  

 

Although these alliances generally have little impact on the call center operations, the call 

center agents are still affected. Lack of information, its untimely arrival, or inability to 

access information upon customer’s demand negatively affects the customer experience 

resulting in customers calling agents “not knowledgeable”. These information delays 

often result in customers being more informed than the agents, when calling to inquire on 

some of the new services or occurrences. Agents have several sources of new 

information, including Scotiabank’s internal newspapers such as “Marketing at Glance”, 

“Scotia News” and “Scotia Experience”, as well as internal portal “Sharepoint”, and 

Scotiabank’s webpage that is designed for customers. There are two factors that affect the 

effectiveness of these sources: the time factor and the searchability factor. Although 

agents have access to these above-mentioned sources, where the information may or may 

not be available, the bank does not specifically allocate time for agents throughout their 

work day to read, leaving agents with having to do that “between calls” or on their own 

time. Due to wonders of automatic call distribution (ACD) and computer-telephony 

integration (CTI) technology, for agents working the day shifts there are rarely gaps 

between calls that exceed five seconds. Agents “own time”, meaning breaks and 

lunchtime, are strictly timed and IT-monitored, while only one of these sources is 

accessible form home. Another factor, searchability of information as the response to 

customers’ demand, also creates a problem. Since calls are monitored and agents have 
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strict regulations with emphasis on speed of service, a pause that exceeds five seconds 

while talking to customer results in marks being taken off during call evaluation, and 

putting customer on hold in excess of two minutes also adversely affects agent’s 

performance scores, agents are constantly under high pressure, which is intensified with 

information search. Due to paper sources usually being delivered following 

implementation with some delay, they are normally not used as prime source of 

information during time-pressured search. Sharepoint is a great source of emergency 

updates, but, although designed for agents’ use, it is often hard to locate information in 

due to poor search engine. Scotiabank’s website is the third source, however it is far from 

complete and is best used to locate updates for information such as rates, or branch 

locations. This information scarcity creates emotional pressure on agents, which is a 

stress-related cause of turnover, while the agents that choose to remain unaffected by this 

and take their time to search for information end up lowering their own statistics due to 

customer wait time as well as affecting customer’s experience with the bank’s service. 

 

Another major focus of Scotiabank’s strategy is expansions by means of acquisitions. As 

per Scotiabank’s Annual Report, in 2007 the domestic banking division has acquired 

three companies: the leading Canadian automobile financing company Travelers Leasing 

Corp. (TLC), Trade Freedom Securities Inc., as well as Dundee Bank of Canada (Table 

2.1), which was a Schedule I Canadian commercial bank that was launched in 2006. 

Scotiabank had also purchased 18 percent interest with Dundee Wealth (Scotiabank 2007 

Annual Report, p.46), a parent company of Dundee Bank of Canada. Dundee Wealth is a 

financial services firm worth $62.9 billion in assets and employing over 3,400 

professionals [84]. In terms of handling small business and commercial banking clients, 

Scotiabank toils to capture the primary advisor status and fine-tunes the business platform 

in order to add more value for clients. Scotiabank eagerly invests in increasing their 

advisors’ expertise and leveraging sales capacity. Whereas retail and small business 

banking provide as much as 66.3 percent or $4,046 million in revenue for the domestic 

banking business line (Scotiabank 2007 Annual Report, p.47), Scotiabank focuses on 

boosting new customer acquisition and building brand awareness. Aside from forming 

new strategic partnerships in 2007 Scotiabank had doubled the rate of domestic branch 

expansion by adding 35 new branches as well as added over 100 new advisors in high 

growth markets (Scotiabank 2007 Annual Report, p.13). 
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Although acquisitions, as partnerships, do not have direct effect on call centers, focus on 

acquisitions aims at acquiring new customer base. While responsibilities of the call center 

agents remain unchanged as a result of acquisitions, there are instances when new 

products or services enter “the menu” of the acquirer. For instance, with Scotiabank’s 

acquisition of the National Bank of Greece in 2005 (Scotiabank 2007 Annual Report, 

p.136) in order to be able to continue servicing acquired customers, Scotiabank needed to 

adopt the euro accounts, making it the first Canadian bank to do so. Although euro 

accounts, just like the US dollar accounts, are not presently serviced through the call 

centers, agents were still were expected to gain insight about this acquisition to be able to 

answer related questions and provide account information, should the customer call in to 

inquire. Hence, as described above, sufficient employee training, information availability 

and its timely delivery is relevant to stress reduction for call center agents. Another 

acquisitions-related issue is the IT assimilation. It is not unusual to expect that acquired 

companies need to be tuned into the acquirer’s network, including access to databases, to 

facilitate flawless information availability. Aside from implementation costs, IT 

assimilation faces issues of technology readiness, requiring acquired employees to adapt 

to new systems, as well as managerial obstacles, where management is required to learn 

new skills in relation to new technology, and possibly adjust the management 

methodology. Hence, adequate employee training is key in ensuring smooth adjustment 

to new technology. However, since it does not impact the call center used in the case 

study, the IT assimilation issues related to new acquisitions will not be concentrated on. 

 

A significant part of Scotiabank’s domestic strategy is the “commitment to deepening 

relationships with customers and helping them become financially better off” (Scotiabank 

2007 Annual Report, p.46). By increasing customer loyalty and satisfaction as well as 

working on increasing the share of the wallet with existing retail clients Scotiabank can 

improve their financial performance. Servicing over eight million calls annually [75] and 

being the primary contact point for resolving banking issues, large share of improving 

customer satisfaction and increasing share of wallet is attributed to call center operations 

of Scotiabank. Significance of Bank of Nova Scotia’s call centers in implementing 

domestic banking strategies will be further discussed in chapter four. In other words, 

there is a commercial drive underlying the bank’s strategy. It is based on securing 
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customer base, expanding financial offerings and services as well as actively pursuing 

new acquisitions in order to promote growth, as well as focusing on small business with 

strong growth capacity, and ensuring that commercial banking is always more tuned to 

the clients’ needs in order to secure existing client base.  

 

Deepening relationships is what call centers are all about. Call centers are designed to 

provide services as to enhance customer convenience as well as to increase customer 

satisfaction and loyalty. In the recent years Scotiabank’s strategic focus on increasing 

share of the wallet has portrayed itself through the “Two-card strategy”. The strategy is 

based on the statistic that most Canadians have too many credit cards in their wallet, and 

it is far from uncommon to have at least three cards. Strategy advocates the need to have 

only two cards: one for short-term loans and one for larger, longer term loans, both of 

which can be provided by Scotiabank. The appeal of this Scotiabank’s strategy is that 

many customers value rewards that are offered by their credit cards, and even if the 

interest rate is high, customers are unwilling to give up those reward structures, while 

having to pay more interest than they could otherwise. Call center agents were 

responsible for identifying bank’s customers eligible for potential switch from 

competitors, or for expanding services within the bank. Customer focus, when genuinely 

delivered with the aim to help “customers become financially better off” (Scotiabank 

2007 Annual Report, p.8), contributes to increase in customer loyalty as well as share of 

the wallet. However, the cost of this is the impact of IT-facilitated monitoring and 

adherence to targets on call center employees. 

 

To put Scotiabank in perspective, a detailed comparison to peers in the Canadian banking 

sector as well as to the financial services sector as a whole can be found in tables 2.3 and 

2.4 in the appendix. To elaborate on this, Scotiabank’s assets are equal to just over two-

thirds of its largest competitor, the Royal Bank of Canada, whose assets exceed those of 

Scotiabank’s by $193.5 billion [58, 60]. In 2003 Scotiabank’s total assets represented 

approximately 13 percent of total assets of the financial sector (Table 2.3). Scotiabank 

represents about 8.75 percent of the banking sector domestic employment (2007) and 3.5 

percent of total financial service sector employment in Canada (Table 2.3). Compared to 

its leading competitor, Scotiabank employs less than half of the amount employed by the 

Royal Bank. In terms of overseas employment, Scotiabank provides more than double 
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amount of jobs compared to the Royal Bank. In 2007 Scotiabank contributed nearly 6 

percent of domestic taxes paid by the banking sector (Table 2.3). In 2006, the amount 

contributed was almost 7 percent (Table 2.3). In terms of average return on equity, 

Scotiabank had performed 3 percent over the average of the banking sector in 2003, but 

over 5 percent below the peer group’s average in 2007 (CBA, 2007). In the recent years, 

Scotiabank had focused on domestic expansion and brand awareness. It raised the 

proportion of its branches by just over 11 percent by means of opening new branches. In 

2007 Scotiabank opened 5 domestic branches more (Scotiabank 2007 Annual Report, 

p.13), compared RBC, its leading competitor (RBC 2007 Annual Report, p.58). 

Scotiabank had also expanded its ATM network, which now represents over 17 percent, 

or one in six, of the domestic ATMs (Table 2.3). Scotiabank serves over 7 million 

domestic customers (Scotiabank 2007 Annual Report, p. 46), which is about 40 percent 

of Canada’s labour force as per 2007 estimate (Table 2.3), or 20 percent of total 

population, and focuses it’s strategies on further increasing the market share.  

 

Overall, Scotiabank is succeeding at retaining existing customers as well as enlarging its 

market share. Although the rivalry within the banking sector creates pressure for firms to 

innovate and improve, there is a serious issue which is portrayed through limited 

differentiation of strategies (TFSA 2007, FS Study 2007). As an example, let’s consider 

the credit card services, which is one of the leading drivers of bank’s revenue. As per 

Financial Services Study of June 2007 by TFSA, in Canada coefficient of variation across 

banks across credit products is 28 percent, whereas in US it is 131 percent. Similar, but 

not as shocking, is the difference between variation coefficients of residential mortgage 

products: in Canada it is 19 percent and 51 percent in the US. There are a number of 

differences that represent low strategy differentiation within Canadian banking sector and 

it is believed that this accounts for limited international presence of Canadian banks.  

However, two of the strategies that banks have in common is deepening the relationships 

with their customers as well as enlarging their market share. Both of these strategies are 

dependent brand awareness as well as on degree of customer satisfaction, the latter of 

which is primarily subject to quality of customer service provided by call centers. Let’s 

proceed by reviewing what the academic literature has emphasized when addressing the 

issues relating to customer satisfaction, including issues of call center turnover, 

technology assimilation, and remote management methods.  
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CHAPTER THREE 

REMOTE PEOPLE MANAGEMENT AND CALL CENTERS 
 

 

 

”If GM had kept up with technology like the computer industry has,  

we would all be driving $25 cars that got 1000 MPG.”  

– Bill Gates 
 
 

 

Although historically call centers are associated with the airline industry, today call 

centers are widespread across the financial services companies. The banking sector 

represents the second largest share in the call center industry in Canada after 

manufacturing (PricewaterhouseCoopers LLP, 2001; GTMA, 2001). Over the past 

decades banking sector has gone through a massive transformation. Traditionally, in 

Canada, the financial system was represented by five “pillars” that included chartered 

banks, trust and loan companies, co-operative credit movement, life insurance companies, 

and securities dealers. Today the distinction between members of these groups is blurred. 

Many companies assume several lines of business specialization. For instance, chartered 

banks now also act as trusts, offer loans, and deal with securities. Rise of capital and 

labour mobility was largely facilitated by evolving information technology. Rather than 

being restricted to competing in local markets, IT enables financial services companies to 

complete globally.  

 

Banking services are very accessible making the banking industry in Canada a 

competitive area of service. Demand-driven economy fuels the focus on customer 

satisfaction among the rivals in the financial services sector. Customer satisfaction hence 

becomes key instrument that facilitates the retention of existing customers, the 

enlargement of customer base and, as a consequence, the maximization of profits. 

Because service-oriented organizations such as banks concentrate on utilization of 

“relationship management” strategy (Bartel, 2004, p.184) in order to retain customer base 

over the long term, it is also important to retain knowledgeable, experienced personnel. 
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Rapid developments in information technology in the context of market-driven economy 

promote new solutions for increasing customer satisfaction and enhance efficiency of 

management techniques by allowing to remotely manage employees. Call centers, being 

significant players in ensuring customer satisfaction, are now accessible to customers 24 

hours a day, every day. In the financial services sector in particular, such accessibility 

facilitates access to banking services around the clock, which enhances the customers’ 

banking experience. In addition, call center industry is one of the largest employers in the 

North America. However, one of the issues that are plaguing call centers is the staff 

turnover. Negatively correlated with the customer satisfaction, attrition is the issue of 

prime concern among call center management. Another related issue – the assimilation of 

new technology – is derived from the need to stay ahead of the competition by 

implementing innovative products and technologies that satisfy the demands of the 

evolving customer base. Implementation is not only restricted by locating appropriate 

funding, it is subject to ability and willingness of organization’s employees to embrace 

the company’s organizational change as well as the methodology used to assimilate the 

new technology. 

 

 

 
“One Team, One Goal” 

– Scotiabank 

 

 

 

As described in the North American Industry Classification System, call centres are the 

establishments that employ agents who service inbound and outbound telephone calls on 

behalf of the employer. Call center agents are responsible for soliciting, providing 

information, promoting products and  services, taking orders, and raising funds (Vincent, 

2008). At the same time, they are responsible for handling multiple in-bound or outbound 

calls on daily basis. Call centers can be described by means of key characteristics. These 

include on-going performance monitoring (Frenkel et al., 1998), yet minimal interaction 

with supervisors and peers (Wallace et al., 2000). Also high stress is a distinct descriptor 

and is caused by a number of factors, such as high level of customer interaction 
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(Bennington et al., 2000). Call center agents generally have a low level motivation and 

have little or no control over the ability to change or improve work processes (Wallace, 

2001). All of these characteristics contribute to high level of turnover at call centers 

(Hallis, 2001).  

 

Call center concept has its roots in a federal level law suit that Ford Motor Company was 

involved in 1968. By court order, Ford in partnership with AT&T, developed a “1 - 800 

line” that would facilitate recall of faulty vehicles. However, the concept of call center 

was pioneered by the Eastern Airlines in the 1970s.  In search for a way to offer faster 

service to its customers, the company launched the world’s first call center. In 1972, in 

response to this conceptual breakthrough, Rockwell International designed and developed 

automated call distributor for Easter Airlines, known as Rockwell Galaxy. In 1981, 

General Electric established its first call center they called “Answer Center”. General 

Electric’s call center operations quickly expanded and in 1989 consisted of 52 call 

centers.  In mid-eighties AT&T conducted the largest in history outbound telemarketing 

campaign, that affected over 16 million households. In 1986, AT&T spent nearly 30 

million dollars promoting the use of “800” numbers. Subsequently, as a result of the prior 

years’ telemarketing campaign, AT&T published its book “Successful Telemarketing”. 

Historically, cost effectiveness, ability to provide customers with easy access, closeness 

and personal information are key components of customer needs (TARP, 2008). This is 

what established call centers as an essential part of customer service. No longer limited to 

airline and financial services industries, call centers provide technical help, customer 

support, and sales to name a few. While driving the demand for innovative technologies, 

call centers aim to improve customer service (TigerTel/UTR Research Group, 2007). 

 

As banking sector’ organizations aim to maximize profits, customer satisfaction focus is 

key in achieving this aim. Establishments such as call centers act as ambassadors on 

organization’s behalf, representing it to their customers. Hence, in order to be able to 

provide top quality customer service, while preserving efficient and productive 

operations, staff selection and staff satisfaction are of major importance. Hiring the right 

staff is often a pivot point in staff retention and trainability, both of which have direct 

effect on customer satisfaction. While staff retention is subject to a number of factors, 

including availability of information and technology,  as well as psychological factors 
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such as rewards and recognition, that may cause or prevent the turnover. Thus, as 

availability of appropriate technology and timely information, subject to adequately 

trained agent, can facilitate effective communication with customers, achieving customer 

satisfaction, availability of technology and information to agents, along with pressure-

compensating psychological factors, can in turn assist in reducing employee 

dissatisfaction and stress and as a result reduce turnover. 

 

Although banks emphasize their front-end operations by focusing on customer 

satisfaction, a large part of bank’s operations remains invisible to most customers, since 

most of the bank force is gained by placing assets in the financial markets. Reduction of 

volatility compared to that of the trading market, attracts a solid base of risk-averse 

customers who rely on banks for the stable source of cash as return on their investments. 

Because of recent media exposure of the banks’ investment in the market, the service 

aspects of the banks’ functions have been suppressed. Nevertheless, the claim that is 

being made in this thesis is that it is key to understand the quasi-industrial scale of 

relations with the customers, better exhibited in call centers. This systematic form of 

customer relations has created a series of issues that are at the measure of its importance. 

Although these issues are well known to the employees of call centers, these issues have 

not received much attention. 

 

Call center’s ability to provide cost efficient, standardized quality customer service is a 

primary drive for organizing such establishments in the service industry. Even without 

having to outsource to markets beyond the domestic borders, call centers allow to export 

services at relatively low costs, often from developing domestic markets. At the same 

time they participate in the local economic development, while providing jobs. 24/7 

operation allows maximum customer coverage, reachable by all customers, regardless of 

geographical remoteness from the call center. Call centers of financial services 

institutions, aside from their primary function as customer care line, also act as banking 

delivery channel. In Canada, telephone banking is considered a primary banking method 

by only 7 percent of banks’ customers. Nevertheless call centers like Scotiabank’s 

Toronto EBCC do take an overwhelming eight million agent-assisted calls per year, 

which is on average about 913 calls per hour every day. 
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Call centers utilize various types of technology, including computer system surveillance, 

which affects the management method as well as the agents. Among other functions, 

technology is responsible for scheduling and allocating work, such as calls and cases 

from specialized queues, as well as employee performance monitoring. The statistic is 

then delivered to the team’s manager who can access a team member’s performance 

based on key performance indicators (KPI) as provided by technology. These indicators 

include adherence to schedule, availability to take calls, speed of answering the phone, 

average call time, time taken by agent to complete the after call work, as well as agent-

specific call abandon rate. Manager can then provide objective feedback on quantity as 

well as quality of agent’s work, as compared to sales and service targets. Manager is also 

responsible for surveying their staff by completing random call screenings and screen 

drop-ins. This constant surveillance puts a lot of pressure on agents. Although aware of 

being surveyed, agents generally do not have access to these reports for self-monitoring 

purposes. Rather they have to wait for the manager to compile and distribute summary 

reports, which is normally done on the weekly basis. Another function of software used at 

call centers is to advise on products which need to be solicited to clients for soft sales. 

Technology then records whether the tip is used by the agent, and presents summary 

reports to the manager. Technology’s other capabilities include highlighting errors as the 

agent is completing forms or inquiries on customer’s behalf as well as recommending and 

facilitating employee training. This involvement of technology without question 

facilitates the ability to remotely manage staff. However, from agents’ perspective, 

technology-enabled surveillance contributes to high stress levels caused by other factors 

in the job and serves a cause of call centers’ top issue: high agent turnover. 

 

To understand the causes of call center issues, several factors need to be considered. The 

call center type of work, its role in the overall company as well as its relation to the 

employee’s wage, development opportunities within the company, and perceived work 

difficulty are the factors that demand to be understood.  According to Statistics Canada, 

demographic make-up of an average call center can be summarized as follows: mostly 

female, aged 25 to 54 (Taylor and Bain, 1999), high school graduate, working in a full-

time position, with job tenure of over 50 percent of agents not exceeding five years 

(Akyeampong, 2005). Although call center agent’s job is often perceived by industry’s 

outsiders as a white-color job, it can easily be paralleled to an electronic sweatshop 
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(Fernie and Metcalf, 1997) due to a number of factors. Actual as well as employee-

perceived staffing levels, along with call difficulty, information accessibility, and 

management method cumulatively contribute to agent stress levels, while demanding of 

employees to perform what has been described as “emotional labour” (Taylor and Bain, 

1999). According to call center research conducted in Canada, high stress levels are 

responsible for over forty percent of agents leaving their jobs within the first year of 

service (Akyeampong, 2005).  

 

As defined by Cognitive Science Laboratory of Princeton University (Wordnet, Princeton 

University, 2008), employee turnover is the “ratio of the number of workers that had to 

be replaced in a given time period to the average number of workers”. Turnover is 

typically divided into two categories depending on causing factors. Whereas involuntary 

turnover is caused by dismissals, layoffs, forced retirement, as well as local and sector 

economic conditions and labour market conditions, it cannot be directly controlled. It 

typically represents a small portion of the overall turnover. However, voluntary turnover 

plagues call centers: turnover rates exceeding 30 percent are far from uncommon (Taylor 

and Bain, 1999). Causes of voluntary turnover are determined as non-competitive 

compensation, high stress, unpleasant physical or interpersonal working conditions, 

monotony, and poor direct supervision (Adorno, 1998). The pressure created by lack of 

direct supervision, due to supervisor’s ability to remotely access all necessary statistics 

by electronic means, in co-ordinance with IT-collected key performance indicators being 

evaluated against targets is what constitutes a management method at today’s call centers 

and serves as yet another source of stress. It is necessary to mention that although 

management has access to all of the agents’ statistics and they share it with the agents, 

this typically occurs on a weekly basis. While it is technologically implementable to 

provide agents with ability to self-monitor, the agents have no means of knowing where 

they are compared to targets in between reports, which presents an opportunity for call 

center management to enable partial stress reduction in agents. There are several 

management methods for addressing those issues. Adorno (1998, 2000) advocates the 

necessity to focus on selection methods in an effort to reduce turnover by maximizing the 

fit between the job and the worker. Beckford (2008) proposed to redesign call center jobs 

to decrease monotony, as well as to improve management methods. She argues that 

improved performance could be subject to encouragement of employee development as 
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well as to recognition and awards. She also addresses the issue of pay at call centers the 

employees perceive as low. Preceded only by high stress, salary issues rank second as a 

leading factor responsible for causing the turnover (Anton and Rockwell, 2004). 

According to Greater Toronto Marketing Alliance (2001), for instance, an average wage 

of call center agent in Toronto is $15.73 per hour, or $33,096 per annum (Ian Martin Ltd., 

2005). It is more than double compared to the minimum wage. It also represents nearly 

70 percent of average annual income, $48,346, in Toronto (Community Social Data 

Strategy, 2003). As the starting wage of the bank’s call center agent is competitive across 

the call center industry, the organizations themselves have no incentive to satisfy workers 

who consider their pay uncompetitive.  

 

With growing importance of customer care work of well-trained, experienced agents 

carries positive impact on company’s revenue and reputation. Call centers are especially 

important to the banking sector since a lot of banks’ services are customers oriented. In 

Canada Financial services sector operates 18.5 percent or over 2400 call centers across 

the country, preceded only by manufacturing industry at 25.3 percent 

(PricewaterhouseCoopers, GTA Call Centre Study, 2001). Hence, banks are in a position 

to institutionally work with “impression management” techniques (Goffman, 1959) in 

order to acquire new customers. These techniques include “front stage” techniques such 

as marketing, but in the mean time the “backstage” of the services that are offered to the 

customers, remains an invisible portion of employees’ work. Aside from battling 

turnover, part of this backstage process is assimilation of new technology, which 

inevitably affects employees either directly or indirectly. While the need for employees to 

incorporate new technology as part of their jobs is a direct effect, the impact of 

technology assimilation on management methods is one of its indirect effects. 

Technology-facilitated surveillance technology, for instance, promotes micro-

management, which greatly impacts employees, not necessarily achieving the desired 

result of improved performance.  

 

On that note, in some academic work (Taylor and Bain, 1999) call centers are recognized 

to be the contemporary versions of Bentham’s (1787, 1995) Panopticon, where the 

central principle is for the supervisor to see, but to remain unseen.  Foucault (1975, 1995) 

elaborated his notion of power based on the Panopticon structure that was used in prisons 
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and subsequently in dorms and factories to ensure total control of the inhabitants and 

workers. Although initially developed in the late XVIIIth century aiming to create an 

impression of round the clock surveillance, its implication for modern administration and 

service orientated business poses serious challenge to this view of policies centered 

management methods. In this thesis, we refer not to the “Panopticon model” but to the 

concept of “remote management of people”. There are several reasons for that. “Remote 

management of people” includes reduced costs associated with needing fewer 

management personnel. Although treating call centers simply as the hand of customer’s 

policies yields the effect of a scare tactic that deters employees from embracing 

company’s service standards. However, there is also a significant issue of impact of 

remote management model implementation on the employees, which brings attention to 

the issue of staff turnover. Partially influenced by the “remote model of management” 

across call centers turnover reaches unbelievable heights, while staying relatively 

contained at just over the 30 percent mark in call centers of Canadian banks. There are 

significant costs that are associated with attracting, hiring and training new staff in order 

to make up for employees lost to turnover. Knowledge base eroded by high turnover goes 

hand in hand with decreased call center productivity. Customer service, affected by high 

employee turnover, inevitably results in lost customers and associated lost revenues. 

Aside from adversely affecting customer satisfaction, high turnover rates affect the 

employee morale within the organization, causing increased absenteeism, decreased 

productivity, and continued turnover.  

 

In the banking sector in particular, competition among banks for getting the larger market 

share has been facilitated by a large offering of products and services. As Bartel (2004) 

quoted: “Sales is now the name of the game in this industry” (Bartel, 2004, p.185). This 

clearly demonstrates a strong correlation between size of customer base and potential 

revenue. Hence, attempts to capture most customers require companies to be able to 

provide better services than competition. Deal with the customer mass by means of 

utilizing technology opened new banking delivery channels. Customers embrace the 

ability to access their financial accounts via automated banking machines (ABMs) and 

internet. Similarly, having customers bank through call centers allows banks to secure 

and deepen relationships with existing customers. Globalization of markets has created a 

new banking system, which aside from implementing policies that affect their customer 
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relations, also focuses on their long term and forward-looking strategies. Those strategies 

are indirectly related to the call center’s day-to-day customer interactions since they are 

designed to focus entirely on cost optimization. We suggest that the call centers 

concentrate some of the issues, limits, and possibilities of this market driven logic.  

 

3.1 Literature Review 
 

Being a relatively new phenomenon (Cross et al., 2008), call center industry has assisted 

in revolutionizing the service industry by giving it a customer-oriented perspective. 

Although Bennington et al. (2000) shows that customer satisfaction levels are slightly 

higher with in-person services compared to call centers, Vincent (2008) notes growing 

importance of call centers to Canadian economy in particular. Although academic work 

on call centers is limited (Wallace, 2001), in particular research that addresses issues of 

call centers in financial services sector in Canada, the research that has been done 

indicates common trends and common issues within the industry across the globe. 

Overall, academic work on call centers has focused on a number of areas, the most 

applicable of which are closely interlinked. Since issues with commitment, motivation, 

lack of opportunities for career progression and absenteeism (Bain and Taylor, 2000) are 

common characteristics observed at call centers, they are closely correlated with 

employee turnover (Cross et al. 2008). Turnover is of particular interest for a number of 

researchers.  Academics conclude that turnover occurs as a result of emotional labour 

(Leidner 1996, Taylor and Bain 1999), control systems (Fernie and Metcalf 1997, 

Frenkel et al 1998), and improperly formed psychological contract (Cross et al. 2008) or 

fit (Adorno 1998, 2000). As summed up by Wallace et al. (2000) having to deal with 

abusive customers, monotonous nature of work that provides no stimulation along with 

the non-standard nature of employment are three stress-causing factors resulting in 

turnover in call centers. 

 

In addition to the issue of technology-readiness that will be further discussed in this 

chapter, there are several factors that contribute to stress. One of these factors is necessity 

to perform emotional labour while dealing with aggravated customers, which accounts 

for about 30 percent of the calls (Wallace et al., 2000). With technology-enhanced switch 
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boards the “easy” calls are now dealt with by the technology, without involvement of the 

agents, resulting in more difficult calls for agents to deal with. Although this factor 

diffuses the monotony of the job, which is considered to be another factor contributing to 

stress, combined with the on-going surveillance facilitated by IT, it still serves as a cause 

of stress.  

 

It terms of agents’ necessity to perform emotional labour that requires agents to subdue 

own emotions, regardless of circumstances, in order to adhere to standardized levels of 

customer service, emotional labour is only contributing to the combination of pressures 

(Taylor and Bain, 1999) that create stress in the agents’ work environment. Control 

systems on the other hand account for the large part of stress-creating factors. Control 

systems in call centers are productivity-focused (Wallace, 2000) and largely facilitated by 

technology, with managers playing a secondary role in pressure creation. “Info-

normative” control (Frenkel et al., 1998) is achieved through on-going surveillance of 

telephones and computer screens, with purpose of collecting performance statistic. Along 

with the use of IT, high level of customer interaction provides another source of control 

(Leidner, 1996). This highly controlled environment is referred to as “carceral regime” 

(Taylor and Bain, 1999, p.103). This “electronic Panopticon” (Fernie and Metcalf 1997, 

Taylor and Bain 1999) regime has inspired software solutions suggesting “Total Control” 

over the work process (Fernie and Metcalf, 1997, p.2). While IT utilization enables focus 

on productivity and control, IT also affects the management technique by partially 

disengaging the leadership role of management to the statistics figure of productivity 

(Wallace, 2001). It results in poor direct supervision of employees, which causes turnover 

at the final stage.  Other factors that are associated with the situation that lead to turnover, 

include “high stress, unpleasant physical or interpersonal working conditions, monotony” 

(Adorno, 2000, 6). According to Adorno (1998, 2000) another major factor contributing 

to turnover is lack of fit between agents’ expectations and demands of the call center job. 

According to Cross et al. (2008) importance of psychological contract is overlooked by 

call center management, resulting in mismatch between employee expectations and actual 

demands of workplace. 

 

The other issue that has grown significantly in call centers is the assimilation of 

innovative information technology. According to some (Frenkel et al. 1998, Anton 2004), 
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availability of innovative information technology helped re-design the service sector. The 

literature on the diffusion of innovation describes stages of innovation adoption (Rogers 

1962, 2003, Van de Ven et al., 1986). It can be characterized as the spread of innovations 

across organizations.  Several models have been developed to describe innovation 

diffusion (Bass 1969, Mahajan and Peterson, 1985) and technology acceptance (Davis et 

al., 1989, Bagozzi et al., 1992) to assist in understanding motivations and obstacles for 

innovation adoption. These models will be further discussed in chapter four, section 4.3. 

Concept of assimilation of technology was first addressed in the work of Meyer and Goes 

(1988), who distinguished it from diffusion. As defined by Fichman (2000), “assimilation 

refers to the process within organizations stretching from initial awareness of the 

innovation, to potentially, formal adoption and full-scale deployment”. Another process 

that takes place is referred as “routinization” (Zhu et al., 2006). Particularly important to 

corporations using call centers, technology assimilation is motivated by competition 

(Anton 2004, Zhu et al. 2006) as well as potential increase in returns (Fichman, 1999). It 

shows that there is a gap between the corporation’s objectives and the motivation of the 

employees. Further, it was observed that assimilation process has “assimilation gaps” 

(Fichman, 1999). These gaps are characterized by the adoption of technology and 

inability to routinize it due to barriers like firm size, scope, regulatory environment, 

managerial obstacles and technology readiness (Zhu et al., 2006), as well as factors that 

determine innovation adaptability (Perry, 2006). Klein and Knight (2005) outline six 

factors that cause stagnation of innovation implementation: innovation unreliability, 

necessity for staff to acquire technical skills, resistance to change by both: subordinates 

and management, time investment, and job function re-design.  

 

Overall, according to literature there are three key issues that prevent the assimilation of 

innovative technologies. They are innovation adaptability factors such as compatibility 

with existing work procedures, complexity of tasks, relative advantage of acquiring 

technology and employee trainability (Rogers 1962, 2003; Perry 2006). Those factors 

play a role in organization’s decision process on whether to adopt a change. Routinization 

occurs when there is a connection between adopter’s personal characteristics and 

institutional characteristics. Hence, in the context of a call center of a large financial 

institution the following factors are most applicable: technological, in particularly 

technology readiness, and organizational, in particular managerial obstacles (Zhu et al. 
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2006). Although environmental factors such as competition intensity and the regulatory 

environment as defined by Zhu et al. (2006) are also important, they are less relevant in 

this case study. 

 

Remote management presents the third issue that this paper will handle in relation to the 

call center environment of financial institutions. Although there is not much literature on 

“remote people management” per se, there is a direction in management dedicated to 

handling issues of virtual teams. Development and assimilation of ICT throughout 

organizations provides the “infrastructure necessary to support the development of new 

organizational forms” (Powell et al., 2004, 6). This has given rise to the need to adjust 

traditional teams to fit the virtual environment (Shwarts-Asher et al., 2005). However, 

“social and managerial challenges now represent the major hurdles to successful adoption 

of this new organizational form” (Piccoli et al., 2004, 360). As discussed earlier, the 

“remote people management” utilizes information technology with aim to create a 

number of control sources (Fernie and Metcalf 1997, Taylor and Bain 1999). Particularly, 

being the case in the call center environment, some of the control is exhibited through 

continued surveillance. Although agent’s schedule adherence, availability and activity on 

the phone and on the screen is being recorded and monitored, it has been reported that 

agents do not mind to be surveyed (Wallace et al., 2000).  

 

According to the literature on call center issues, remote management, as well as IT 

assimilation, there are several factors to consider. In particular, managerial control 

methods, managerial obstacles, and technology readiness are factors that contribute to 

high stress levels in employees and result in high turnover rates at call centers. There are 

several remedies proposed by various studies. For instance, in reference to the issue of 

turnover, Adorno (2000) proposes to concentrate on the selection process while hiring 

staff. Mobbs (2002) in Limra report on call center turnover research advocates the 

expectation-lowering procedure during interview and selection stage. Hence these studies 

provide backup for Cross’ et al. (2008) suggestion that in order to attain a proper 

psychological contract between the organization and its employee, the organization has to 

ensure that appropriate expectations are formed by prospective employees during the 

recruitment stage. Let us proceed, first, with the determination of the role of technology 

and innovation in transformation of methods of management. 
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3.2 Role of Technology in Evolution of Management Methods 
 

In the years commencing with the rise of market-driven economy in early 1970s, 

technological advancements, in particular developments in areas of information and 

communication technologies, provided a new information infrastructure (Piccoli et al., 

2004). This had an impact on management method and caused its rapid evolution. As the 

issue of management professionalization diminished in its importance, company’s 

adaptation to ever-changing and competitive environment became a top priority (Zhu et 

al., 2006). Hence, organizations needed to reformulate their strategies in order to keep up 

with changing consumer preferences. Although technological innovations yield 

advantages such as cost reductions (Zhu et al., 2006, Rainnie et al., 2008), they also 

facilitate creation of issues that are in need of resolutions. One of such issues is the cost 

associated with technological upgrades, especially for large organizations (Goodhue et 

al., 1992). One of the solutions for controlling these costs is to allow more time to elapse 

following the release of a particular innovative technology. However, a company that 

should choose to reduce costs by these means risks losing competitive advantages that 

early adopters of technology enjoy (Rogers 1962, 2003). Another issue is implementation 

of these upgrades such that negative impact on revenues – and customer satisfaction 

levels – is minimal during the implementation stages prior to technology’s routinization 

within the organization. As such, methodology for implementing innovative technologies 

will be looked at in the following chapters. 

 

As an organization routinizes the technology, the effect on methods of management is 

often taken for granted. Today, information and communication technology is an 

inseparable part of business’ operation, and many of traditional management functions 

are now carried out remotely by means of information and communication technology. 

One of the most fundamental functions, controlling, is now involuntarily delegated by 

management to IT devices and software. The results are objective, reliable, and give a 

steady flow of information to the manager. The manager then analyzes data, summaries, 

and communicates feedback to his or her employees. Communication is often facilitated 

via information technologies, hence remotely directing and organizing work functions. 

Instances of remote people management range in degree of spatial dispersion. 
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Management functions can be carried out by monitoring and reacting to data collected 

from workstations of team members, located within the same building. The functions can 

also expand as far as managing a virtual team, where members are spatially decentralized. 

Range of spatial dispersion in this case is strictly dependent on availability of information 

technology. 

 

A major transformation of the industry in the recent years has been a trend to outsource. 

In an effort to minimize costs companies that are well-known in North America or 

Europe have been either opening in or relocating facilities to developing markets. In 

Canada, the similar trend is observed within the call center industry. Although some of 

the operations are moved out of Canada completely, there are also statistics which show 

that companies tend to open call center facilities in “smaller urban areas with higher 

unemployment and a relatively educated labour force” (Vincent, 2008, p.6). Beside its 

beneficial impacts on regional development, the primary appeal of outsourcing is low 

cost of labour, rent and inputs. But the success of outsourcing lies in utilization different, 

non-traditional management methods.  

 

“Remote people management” is not limited to outsourced venues. Sending an email to 

your employee who is working in a cubicle down the hall, or receiving an instant 

message alert of a robbery on the main floor of your branch are limited examples of 

personal remotely facilitated management. Communication devices and software promote 

formation of virtual teams in search of functional effectiveness. Innovations that facilitate 

monitoring and data collection allow to effectively manage employees regardless of 

degree of spatial decentralization. Organizations like call centers represent a clash of 

traditional management methodology and well-assimilated information technology 

environment. Managers’ traditional focus on micro-management of individual employee 

activities is the employee performance assessment made basis of productivity statistics. 

The thorough control creates a “control freak” kind of management which is detrimental 

to the employee’s atmosphere at work.  Management’s focus could be shifted to team-

building activities. But for that to happen the manager has to change his practices of 

control and put the delegate the responsibility for team productivity to the team of 

employees, rather than focusing only on individual employee performance results as 

assessed by review of KPI statistics.  
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Financial services sector in Canada assumes the third place of ICT investment per 

worker, preceded by real estate sector and information and cultural industries (Center for 

the Study of Living Standards,  ICT database, table S17, 2004), making innovative 

technology largely in demand. Hence, process of technology adoption is on-going, 

emphasizing the need for flexible, more educated staff, who can adapt to the evolving 

environment. In call centers particularly, this creates an issue, since educated, adaptable 

people are unlikely to stay in the high-stress, low-pay job. Some studies report that on 

average, call center employee quits within a period of time not exceeding one and a half 

years.   

 

A fiercely competitive environment where companies aim to widen their customer base is 

one of the drivers for innovation adoption. There are benefits for adopting process 

innovation early. In Scotiabank’s case, in 2007 they were first in Canada to launch an 

entertainment loyalty program. It aided them in appealing to and acquiring a pool of 

customers who the other banks previously did not compete for. According to previous 

studies (Rogers, 2003; Meyer and Goes, 1988) innovations undergo several stages of 

adoption prior to being implemented. These stages are as follows (Meyer and Goes, 

1988): 

 

1. Knowledge/awareness stage: apprehension, consideration, discussion; 

2. Evaluation/choice stage: acquisition proposal, fiscal evaluation, political-strategic 

evaluation; 

3. Adoption/implementation stage: trial, acceptance, expansion. 

 

When applied in organizations, this model is what guides organization’s the top 

management’s decision. Information that is collected during the stages of awareness and 

evaluation forms the basis for a decision to move to the stage of innovation adoption. 

Once the decision has been made, the implementation stage begins. Subject to trial and 

acceptance at first, the implementation stage moves on to expanding the adoption 

company-wide. Employees are then faced with a challenge of implementing technology 

with assistance of a “how to” manual. However, since employees generally do not 

participate in the first two stages of adoption process, they do not have the benefit of 
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knowledge on why the certain innovation is being adopted. This in turn causes 

implementation expansion delay. This implementation delay, or “assimilation gap” 

according to some studies (Fichman and Kemerer, 1999), prevents the routinization of 

implemented technology. 

 

In more recent studies Zhu et al. (2006) specify three stages for innovation assimilation 

that include initiation, adoption and routinization. Fichman and Kemerer (1999) argue 

that innovations that have been adopted by the organizations often do not get to the 

routinization stage of innovations assimilation process. Zhu et al. (2006) propose three 

types of factors that affect the shift to the routinization stage. Technological context, 

organizational context and environmental context is what is affecting assimilation of 

innovations. When applied to the case of call center of financial institution, the model of 

technology assimilations highlights the following issues. Technological context yields a 

challenge of technology readiness (Zhu and Kraemer, 2005), which, given adequate 

infrastructure and relevant systems, faces an issue of employees’ adequate technical 

skills, or misalignment between new technology and the user environment (Fichman and 

Kemerer, 1999). Organizational context outlines the importance of firm size and scope, 

as well as managerial obstacles. Being a relatively large call center operation, 

Scotiabank’s call center’s size and scope do not pose an issue since Toronto call center 

employs about 500 agents and managers and services only it’s Canadian customer base 

(CCEOC, 2006). However, managerial obstacles such as management methods can 

impact the technology assimilation. In terms of Scotiabank’s competitive environment, as 

the third context that is affecting assimilation, there are several domestic rivals with 

similar competitive strategies (TFSA, 2008), which significantly affects innovation 

diffusion (Rogers, 1995).  

 

Organization’s motivations for adopting innovations in IT are determined by the 

innovation’s capacity to support customer services, revenue generation, procurement, 

information sharing, and coordination with suppliers (Zhu et al., 2006). There are several 

relevant innovation characteristics that serve as either motivating or demotivating factors. 

Complexity of innovations may negatively affect the employees’ willingness to invest 

time in training. Compatibility of innovations to current processes, devices, or existing 

software may affect the organization’s choice of whether to spend on innovation. 
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Innovation’s yield of relative advantage in terms of increasing organization’s capacity for 

revenue generation and the like along with ability to put the innovation through a trial 

period prior to purchasing it also play a significant role in adoption of innovations (Perry, 

2006). In an effort to improve call center operations, there’s been a number of 

innovations implemented, ranging from automated call distribution technology to more 

complex integrated voice recognition (IVR) systems (Wallace, 2001). However, it seems 

that with implementation of computer-telephony integration, utilization of technology 

such as management information systems (MIS) as well as other agent monitoring 

software has created what perceived by call center agents as an “electronic Panopticon” 

(Taylor and Bain, 1999). This has had a great impact on call center agents’ decision to 

continue working with their employers. 

 

3.3 Remote People Management 
 

“Remote people management” is the use of methods and tools, including but not limited 

to the use of innovations in information and communication technology, that facilitate 

distant surveillance and monitoring, instant access to data, and communication between 

the manager and the employee, independent of degree of spatial dispersion. The 

functions, both the means of communication and the methods for controlling employees’ 

work, traditionally performed in person by managers, today are technologically mediated. 

Technology-assisted communication ranges from written to audio to video, each of 

methods having capacity for conferencing and mobile communication.  Also, technology-

enhanced accessibility to data yields faster and better informed decisions, saving the 

aggravation of having to go through piles of dusty bankers’ boxes in department’s 

archives. As human-computer interaction advances, it creates conditions for the managers 

to be able to remotely carry out their day-to-day activities rarely having to leave their 

office, since communicating, controlling, and organizing are at their fingertips.  

 

Remote management is largely facilitated by technology which creates ability to distantly 

control employees’ work. This is where the issue of turnover and its relationship to 

management lies. Since the employees are asked to be in control of the method of for 

dealing with clients and services, they are asked to be more responsible and more flexible 
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toward their task. The management, although understanding how that affect their own 

relationship to power, does not know how to incorporate those new employees’ 

responsibility into their management method. Instead, they focus narrowly on their 

statistical reports. It is the only obvious part to their own eye where they can influence 

the work of the employees as well as maintaining accountable for their practices. It is not 

a surprise to see the methods for distant monitoring of workflow and performance such as 

audio and video surveillance as well as data collection. At call centers these surveillance 

methods are also facilitated via computer system surveillance and seen by the employees 

as the method of control. Being readily accessible to the manager, the collected data is 

then organized into a database, creating statistical profiles for individual employee 

performance that are used in employee evaluation. Aside from collecting statistical 

performance-related data, computer surveillance system goes as far as monitoring key 

strokes and web-pages access. The tool itself is, not only designed toward the core 

business, such as the clients’ services offerings, but also toward inside control techniques, 

which are, naturally negatively perceived by employees.  

 

In summary, the issues that are encountered by the call centers, where most of the 

activities are managed remotely, are interrelated and are attributed to IT assimilation and 

employee turnover. Effectiveness of the IT assimilation is greatly affected by technology 

readiness and managerial obstacles. While the former is related to stress-causation in 

employees, and mostly attributed to psychological factors that include the need to make 

effort in order to acquire new skills as well as fear of failure and as a result fear of 

lowering self-esteem (Davis et al. 1989, Bagozzi et al. 1992), the latter is associated with 

the need for management to adapt to technology by acquiring new management skills 

(Zhu et al., 2006) and transforming the management style. According to a number of 

studies (Adorno and Binning, 2000) stress is a leading cause of employee turnover in call 

centers. In the following chapter I will present the Bank of Nova Scotia’s position within 

the banking sector in Canada. The case study itself is concerns the Bank of Nova Scotia 

where we will consider the issue of turnover and IT assimilation. Since issues such as 

insufficient employee training, lack of information and resulting from it stress and 

employee turnover have direct negative effect on the quality of customer service 

provided, this paper will further focus on call centers and issues demonstrated by the case 

study of the Toronto call center of the Bank of Nova Scotia. 
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CHAPTER FOUR  
BANK OF NOVA SCOTIA: THE CASE STUDY 

 

 

 

”The essence of strategy is choosing what not to do.”  

– Michael Porter 
 
 
 
 

 

There are several issues which were identified in the literature review above that are 

relevant in the context of the Bank of Nova Scotia’s call centers. Issues like the staff 

turnover as well as issues arising from handling technological assimilation are highly 

applicable in the Toronto EBCC context. From hereon, this chapter will proceed to 

overview the strategic focuses of the bank and applicability of these strategic focuses to 

its call centers. From thereon, the EBCC operations will be analysed in comparison to the 

call center market in Canada as well as in terms of causes of key issues. The chapter will 

conclude with analysis of solutions as well as proposed suggestions. Although this 

chapter will further focus on the Toronto EBCC of Scotiabank, the issues discussed here 

have a degree of generality that make them also applicable to other call centers.  

 

Like many call centers, Scotiabank’s Toronto electronic banking call center (EBCC) 

provides 24/7 customer service and the world coverage, although servicing only the 

Canadian client base. Being one of the largest clusters of financial services employment, 

Toronto hosts the education facilities for the Scotiabank’s Toronto EBCC. And although 

virtual call centers and remote workers are used by many call centers, for example 

IBM’s, as a method to lower costs, Scotiabank has a relatively large call center facility in 

Toronto, hence not using the advantage of delocalization of employees the reasons for 

which will be further discussed. 
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4.1 Strategic Overview 
 

As reviewed in one of the previous chapters, Scotiabank’s commercial strategies are 

customer focused. The global strategies do not specifically focus on participation of call 

centers in achievement of the company’s objective summarised in the philosophy of “One 

Team, One Goal” (Scotiabank 2007 Annual Report, p.5). The commercial strategy 

implies the bureaucratic infrastructure that aids in incorporating service units such as call 

centers towards achieving the Scotiabank’s goal. Serving only the domestic client base, 

call centers do not directly participate in the achievement of international objectives. All 

of the bank’s customer-focused strategies assume the call center inevitable participation 

and input. It is necessary to mention that the general policy strategies overlook the 

“ground floor” work that takes place in the bureaucratic infrastructure of the company 

such as in call centers. In other words, call centers, per se, do not figure in the general 

strategies since it is difficult to sell a forward-looking image of the banking sector with 

the “grey area” of its daily work taking place in offices. Demanding “commitment to 

achieving high levels of customer satisfaction to drive sales” [75] nevertheless is a direct 

reference to the personnel working also in call centers.  Scotiabank has differentiated its 

strategy from the domestic rivals by emphasising in-person customer-centric focus while 

rivals were concentrating on enlarging their technology-facilitated ABM and other self-

service networks. Customer-centric focus exhibited the bank’s orientation toward 

services. It also fit with the standards guiding Scotiabank’s call center operations.  

 

Although the bank’s overall strategies, by large, do not concentrate on call centers, there 

are more specific strategies that are tailored by the call centers and fit the bank’s overall 

goals. For instance, as per OCCEOC [75] report, aside from strategy related to customer 

satisfaction, Toronto EBCC places “emphasis on revenue driven sales and cost 

containment” as well as concentrates on “optimizing and leveraging technology to 

support sales”. Examples of such technology include system upgrade from the native 

environment to a more user friendly one, as well as implementation of software features 

that link the phone number from which the call has been dialled to a number on file. This 

technique feeds the customer’s card number, removing an infinitesimal segment of 

employees’ array of monotonous tasks of having to repeatedly ask each caller for their 
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card number. Other examples include system-assisted verification process, in which 

employee reads the system-prompted questions off the screen and enters customer 

responses, while the system compares them to data on file. Compared to the previous 

method, where the pressure of entire responsibility was attributed to agents to ask the 

proper verification questions, listen to customer’s responses, locate the data on file, and 

compare the responses to data in order to determine correctness. It is important to 

mention that not all data was available for every customer, resulting in agents hasting to 

find data which can be used to confirm caller’s identity, which produces certain amount 

of pressure.  

 

Because of pressures of the job, in particular the ones resulting from dealing with 

aggravated customers, as well as due to pressure created by managerial control and IT 

surveillance, the Toronto EBCC’s management distinguished the importance of strategic 

focus on employee recognition and rewards. This accounts for part of employee retention. 

Creation of a pleasant working environment, although not engraved in strategic 

statements, is nevertheless taken care of by the management. The effort is tangible: there 

are trees planted in the inner halls, comfortable couches in the “Quiet Zone”, pool table, 

TV and an X-box as well as a landscaped outdoor park nearby. Other details like 

sufficient employee parking, proximity to public transportation, on-facility ABM, 

cafeteria, fridges, kitchenette and a coffee shop are there for employee convenience. 

Managers have an open door policy and strive to be accessible should the employees 

need to discuss issues or bring forward suggestions. Although call center staff are not free 

to roam around the facilities creation of a pleasant, supportive environment aids in 

reduction of stress levels in agents which are elevated through various means of pressure 

exertion and control. 

 

4.2 Call Center Operations 
 

Scotiabank’s domestic call center operation consists of three 24/7 customer contact 

centers, that cumulatively employ nearly 1000 agents as well as  handle over 40 million 

calls and 120,000 emails annually, along with over 7.2 million agent-assisted sales and 

service calls (CCEOC, 2006). Scotiabank’s Toronto EBCC provides employment to over 
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450 customer service representatives (CSR) and over 50 management staff (CCEOC, 

2006). To better describe the scope of Scotiabank’s Toronto EBCC operations, it is 

important to compare it across the call center industry.  Greater Toronto Area (GTA) is 

the most call-center concentrated municipality in Canada, housing over 2,900 contact 

centers, which in proportion to Canada-wide network of contact centers, represents 22 

percent of all Canadian operations (GTMA, 2005). Also GTA employees 34 percent or 

126,000 of Canada’s total customer service representatives positions (GTMA, 2005), 

implying that Toronto EBCC provides less than half a percent of the GTA’s call center 

industry employment. Being directed by VP Dennis Migel, Toronto EBCC became the 

first bank to receive the “Best Contact Centre in the Americas in 2006” award. As per 

Contact Center Employer of Choice®, who issued the above-mentioned certification, 

Toronto EBCC was also the first call center to “have achieved the Platinum level 

designation on the first assessment” (CCEOC, 2006). However, Scotiabank is far from 

only institution that is faced with an issue of employee turnover, making employee 

retention and reduction of turnover one of the top management priorities.  

 

But what is it that is not going right that causes the employees to pursue employment 

elsewhere? In an attempt to understand this, let’s visualize a day at work of a call center 

agent. Upon arrival at their desk, agents log into the phone to mark their arrival time, 

while logging into the various applications on their workstation. In Scotiabank’s Toronto 

EBCC agents typically flip between five or six screens while communicating with their 

clients. These are the customer interaction session, session for case viewing, session for 

case creation, information portal called “Sharepoint”, an electronic notepad to record 

details of customer’s inquiries. Lastly “Interlink” is a specialized portal needed especially 

by agents on a “branch redirect” team. By the time all of the log-ins are completed, the 

agent, with the earphone covering one ear, enters the “available” mode on their phone, 

indicating that they are ready to receive the first inbound call of the day. Average call 

time is typically under ten minutes and morning tends to yield shorter calls. This is when 

everyone hurries to get to their work.  

 

As soon as the sound signal is heard in the earphone, the agent starts the greeting. 

Usually, the greeting is not elaborate, containing only the necessary information on the 

organization the caller reached, followed by the agent’s name and concluding with the 
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reason for the call. The call is being monitored and the data collected is used to assess the 

agent’s performance. The evaluation of performance is based on four random calls per 

month. Hence, the agent is expected to project the correct inflection, pace, and tone, 

including the “smile down the phone”. As the customer finishes stating the reason for the 

call, the system feeds the customer’s card number through. In order to ensure that 

problem was understood correctly the agent acknowledges the problem stated by either 

assuring to look after customer’s inquiry or by paraphrasing. Subsequently, the call flows 

into the customer verification stage. It is of prime importance for banks to know their 

customers not only to enhance the bank’s ability to appeal to their client base, but also to 

ensure the safety of clients and their bank accounts. Hence the verification procedure is 

quite detailed and the system is providing all the prompts. If the caller is not calling from 

the home telephone number, there are four questions that the caller is has to answer 

correctly to prove their identity. In a case when there is not enough data to verify the 

caller, agent has to refuse service. This verification system is an IT-enabled screen 

prompt which was successfully implemented and routinized by EBCC. Agents have no 

choice but to use it. That is achieved because the technology does not allow to access the 

subsequent screens if the required questions are not answered correctly. It is not 

uncommon, although, that some clients refuse to verify, yet demanding service. In some 

agents this causes stress.  

 

While answering the questions that the first caller raised, agent is scanning the urgent 

news posted on Sharepoint portal since last shift. But customers demand a lot of 

attention. So, typically, reading while responding to customer won’t work. Should a 

customer inquiry present some degree of complexity, and the agent is not able to find the 

appropriate information straight away, the agent will ask the customer to hold. It is 

necessary to note that as per EBCC procedures customers cannot remain on hold for over 

two minutes. Also, while talking to the customer the agent is not allowed to pause for 

longer than five seconds. Infringement of either of these affects the agent’s call quality 

evaluations. So, while customer is on hold, agent has to haste to find the appropriate 

information prior to the time when the two minutes are up. There are often cases when, 

due to a wide array of reasons, agent is unable to find the answer on their own. Thus, 

agent needs to contact the agent support team, the consultants. Although consultant teams 

of the three call centers are virtually integrated, there are times when they are not readily 
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available due to call volumes. In such cases agents typically search for answers on 

Sharepoint portal and check other available sources while they are waiting for the next 

available consultant. Inability to access information in a timely manner combined with 

the time pressure of the constantly monitored call flow causes stress in agents. Although 

making consultants available for agents to refer to is a great solution to information 

sharing, often there are not enough consultants available in order to provide quick, 

accurate responses. 

 

Resolving the customer inquiry is not the end of the call. Call center agents are also 

accountable for deepening the relationships with the customers they serve. As such, a soft 

sale should follow each resolved inquiry. As per previous examples, should the agents 

fail to adhere to this requirement the call quality scores are negatively affected. Also, this 

may cause non-achievement of the sales goals, affecting agent’s overall performance. The 

call center management implements innovations on the on-going basis. One of the 

examples of such innovations is the customer-specific screen prompts. These prompts are 

designed to aid agents with identifying the specific products that may be offered to 

callers. However, there are several problems that agents face, trying to assimilate these 

innovations. One of the problems is that agents do not use these screen prompts. Other 

problems include prompt appearing too early and too late in the call, agents not being 

able to find a way to approach caller regarding prompted products, or it is not appropriate 

to approach caller with the prompted product for one reason or another. All these issues 

result in prevention of routinization of innovation. Moreover, they participate in the 

stress-causation. 

 

Finally, to conclude a call agent inquires to ensure all of caller’s banking issues have 

been resolved. If the customer confirms, the agent then thanks the caller for their business 

and wishes them a nice day. Now the call is completed, but not the after-call work. 

Agents are expected to spend about ten to twenty seconds on the after-call work. This 

allows them to write a concise two-line long summary of the nature and content of the 

call. Should the same customer call back, the next agent receiving the call will have 

access to this summary outlining problem and resolution. The twenty or so seconds that 

are allocated for this are often more than enough. However, with the integration of 

“smarter” information technology, the more difficult calls are handled by agents, while 
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technology handles the easy ones. As per some researchers’ reports, complaints make up 

about 30 percent of the calls at today’s call centers (Wallace et al., 2000). This implies 

that more difficult calls usually have more associated with than mere brief record, 

although not without it. Roughly every third call requires agents to create cases in order 

to resolve issues brought forward by the customers. The time consumption of case 

creation depends on complexity of the case. Some may take seconds to complete, since 

they simply require that the agent states the key data and forwards to the appropriate 

queue, where specialists will handle them further. Other might take ten minutes or more. 

Although case creation cannot typically be done with customers online due to hold time 

limitations, some agents still compose cases with customers online. This technique is a 

vain attempt to preserve agent’s own statistic of key performance indicators (KPI). This 

tactic immensely – and adversely – affects the customer being serviced. This also 

indicates that the pressure exerted by KPI participates in stress causation in agents as well 

as negatively affects the customer service levels. 

 
To emphasize, the previous two pages were used to describe the call center agent’s first 

call of the day. Now there are at least nine more calls similar to this before the first break. 

This constitutes, on average, solid 60 calls per day. For an agent working eight hour work 

day the first break typically begins two hours – sharp – after the beginning of their shift 

and ends precisely within fifteen minutes. Every second of the agent’s absence from the 

phone is timed. Inconsistencies with the schedule are then addressed by the manager. The 

lunch begins in exactly one hour and forty-five minutes. It ends within precisely thirty 

minutes, and the second break occurs within – precisely – an hour and a half from the end 

of lunch. The work day finishes when the eight hours elapsed. However, customer calls 

do not exactly obey these rigid timelines. In fact, calls are rather random and 

unpredictable in length and content. Agents then have to be able to manage their on-the-

phone time with the off-call time in order to ensure adherence to strict timeline. Agents 

also need to ensure that they KPI are within accepted norms. This creates yet another 

pressure which may serve as a cause of stress in some agents.  

 
Stress has been identified as the leading cause for the staff turnover at call centers. It can 

now be summarized that stress occurs due to a number of factors, including physical, 

emotional and environmental factors. Physical factors include demands of the agent’s job 

 46 



such as prolonged periods of sitting, constant talking and listening, creating tension and 

strain. Shifting the concentration among several applications on the computer screen and 

the telephone causes eye strain in agents. Because jobs at the call center are highly 

specialized, the need for agents to get up from their desk is nearly entirely eliminated. 

The agents are also “attached” to their workstations by telephone cords. Combination of 

these factors may be regarded as “incarceration” and may increase the levels of stress. 

Emotional factors include awareness of being constantly monitored, requirement to 

adhere to rules while on call with a customer, inability to acquire sufficient information 

in a timely manner as well as repetitiveness and monotony of tasks. Environmental 

factors that participate in stress causation in agents include technology, implementations 

of IT innovations, as well as managerial control and other methods of management, 

exercised at call centers. All these factors participate in various extents of stress causation 

in agents. Over time, combinations of these factors cause employee turnover. Although 

staff attrition at the Toronto EBCC is reported at less then half of industry average and 

represents a timid 12 percent (CCEOC, 2006), compared to average attrition rates of 31 

percent (Sibson & Co.) throughout the Canadian call center industry, there is still an 

observable effect of the negative correlation between the employee turnover and 

customer satisfaction levels according to some customer surveys. 
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To illustrate what exactly this 12 percent attrition rate amounts to let’s look at the agent 

flow of one particular Toronto EBCC inbound team. Since the employee flow is an 

ongoing, naturally occurring process, the particular 24 months long time period will be 

considered. The time period starts at time t=0 when the new agents have been hired. For 

simplicity’s sake, let’s designate letter “N” to indicate novice-level agents. So, at t=0 the 

teams is assigned 3 N-agents, bringing the team composition up to 10 members. Out of 7 

members that existed on team prior to t=0, 4 have on-job tenure that exceeds three years, 

including tenures as long as seven and even twelve years of continuous employment, 
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while three remaining agents have been on team for over one year, yet less than three 

years. Again, for simplicity, let’s assign letters “E” and “I” to designate “Expert” and 

“Intermediate” level agents respectively. In 2 months, or at t=2, one of the I-agents has 

been re-assigned to a specialized team within the service department of the Toronto 

EBCC. In 6 month, second I-agent has been promoted to consultant-level position within 

the service department of the Toronto EBCC. In 18 months one of the N-agents quit the 

bank, at the same time last of the remaining on team I-agents accepted a promotion at 

another department of the call center. In 20 months second of the N-agents has accepted a 

promotion to a management-level position at branch banking division of the Bank. In 21 

month third of the N-agents declined a promotion within the Toronto EBCC, and 

accepted promotion at another business unit of Scotiabank, while one of E-agents 

accepted a promotion to a management-level position at the branch banking division of 

Scotiabank, thus leaving only three E-agents remaining from the team of ten as it was 

described at t=0.  

 
It is important to note, that regardless of such active rotations, and the total of seven 

members lost from the team, six of these agents were lost to internal turnover and only 

single agents lost to external turnover. It is also significant that the first of the N-agents 

that was lost by the company did not quit the job until precisely 18 months period. This is 

the minimum duration of employment agreed on by EBCC management with newly hired 

personnel. Moreover, five of the other six agents that were lost to internal turnover 

moved on to higher level positions. The sixth moved into a position with a specialized 

team by own initiative. This somewhat random example clearly exhibits the well-

controlled turnover process, facilitated by the management method; it also exhibits the 

external turnover rate of 10 percent, which supports the reports of Toronto EBCC 

attrition rates of 12 percent. The Toronto EBCC assimilates and utilizes a fair share of 

technology, no lesser than its peers, which inevitably exerts pressure on agents due to 

common call center practices such as surveillance and remote management. This 

example, however, indicates that the turnover rates at Toronto EBCC are highly 

controlled and management method is what is responsible for these results. At soaring 

turnover rates across the call center industry, what is it that differentiates the Scotiabank’s 

Toronto EBCC strategic approach and management methods that effectively contains the 

employee attrition? 
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4.3 Ensuring Organization’s Success 
 

Customer focus is a prime concern of service-oriented organizations such as banks. 

Increasing the market share by retaining and expanding customer base both globally and 

domestically is one of Scotiabank’s leading strategies. Handling customers is a primary 

task of a call center while the aim is to provide nothing but excellent customer service in 

order to retain the existing customer base and deepen their banking relationships. Banks 

also rely on the “word of the mouth”, when customers who were well-cared for tell their 

friends and family about their experience with the bank. But customer focus alone does 

not achieve the aim. To ensure organization’s success, organization needs to overcome 

issues that affect the effectiveness of customer focus, namely employee turnover and IT 

assimilation.  

 

Attracting, hiring and training new employees to prepare them for work of a competent 

call center agent is a lengthy and costly process. Over three months can elapse from the 

point when the position becomes available to when the agent is ready to assume the work 

duties. Scotiabank’s call center usually uses internal as well as external databases, along 

with employment agencies, to advertise positions as they become available. Hiring 

process at Scotiabank’s Toronto EBCC is completed in stages, composed of three 

interviews. The first interview is about forty minutes long and is conducted by a human 

resources specialist over the phone. This interview is designed to test prospective agent’s 

suitability for the telephone-based job. Second interview lasts for over two hours. The 

prospective agent is invited to visit the call center. Escorted by the human resources 

specialist, the potential employee is expected to complete a number of computer-based 

tests which include 180-question psychological fit test. The prospective agent also needs 

to pass a test designed to evaluate typing skills and knowledge of standard MS Office 

programs. Upon successful completion of the second interview the prospective call center 

employee is invited to participate in a panel interview. This interview with two of the call 

center’s team managers lasts roughly one to two hours. Managers ask standardized across 

the hiring campaign questions that fit the purpose of the position, and record detail notes. 

These notes are later thoroughly analysed and the competency levels of the potential 

agents are determined and compared against the position requirements. The decision to 
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hire is announce within two to three weeks from the date of the last interview. Overall, 

the recruitment process takes over one month.  

 

Upon accepting the job offer, the new hires are not prepared to commence their 

employment as agents; they are required to undergo a thorough, time-intensive, two 

months long training process, where they are to learn, mostly in theory, the systems that 

the call center is using as well as products and procedures related to over the phone 

customer service provision. According to some reports, the cost of acquiring one new 

agent, including cost of training, amounts to over $20,000. In addition to this direct cost 

there is a cost associated with turnover and subsequently new agents affecting customer 

satisfaction that may result in thinning of customers’ banking relationships and loss of 

revenue.  

 

The proposed methods for handling staff turnover include methods such as thorough 

selection, employee satisfaction, employee motivation, as well as self-efficacy approach. 

Also, according to Statistics Canada (2003), there is a correlation between innovative 

practices, such as teamwork, job rotation and profit-sharing, and reduction of turnover in 

the service sector. The emphasis on selection is advocated by Adorno and Binning 

(2000), where they argue that investing in selection process and hiring the right people 

that fit the agent’s job based on the psychological profiling will aid in combating the 

agent turnover at call centers. As was demonstrated above, Scotiabank’s selection process 

is quite elaborate and thorough, and it seems to be responsible for portion of decrease in 

turnover rates compared to the industry average.  

 

Employee satisfaction is another proposed method for tackling climbing turnover rates.  

Although there is no direct link found between employee dissatisfaction and decision to 

quit, employee satisfaction in combination with other methods yields lower turnover 

rates.  Contrary to common belief, pay is far from the only factor determining employee 

satisfaction, however profit-sharing seems to have positive impact of employee retention. 

Agents tend to value accessibility of information along with clearly communicated 

vision, values and goals. Management method is yet another important factor in 

employee satisfaction. Although in a call center environment all activity is continuously 

monitored, and information is collected and evaluated by means of technology, there is 
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very little contact between the managers and agents as well as among agents. Hence, 

teamwork environment facilitates emotional support within teams, attributing to creation 

of a pleasant working environment and positively affecting employee retention. Team 

work does not exclude managers, rather greatly involves them in creation of team 

atmosphere. Since, among performing other duties, managers are responsible for 

addressing concerns with the agent’s KPI data, which makes management seem overly 

results-oriented and impersonal, thus, it is often negatively perceived by employees as 

micromanagement. At Scotiabank, evaluations such as performance appraisals are based 

on balanced scorecard method, which is divided into four quadrants, making KPI-based 

numbers worth only a quarter of the overall performance. Performance is often dependent 

on adequacy of training the agent received and presence of plan for employee 

development. If development within the organization is encouraged by the agent’s 

manager, the agent is less likely to be lost to external turnover. Encouragement of on-

going employee development is also responsible for increase in employee satisfaction. 

Quoting Scotiabank’s Toronto EBCC vice-president Dennis Migel (2005):  

 

"The key to the Bank of Nova Scotia's agent development program is an ongoing 

revolving door training policy that is hands on. The bank has found that this 

fosters greater employee satisfaction as well as improved efficiency and service." 

 

The employee motivation approach yields yet another retention method. Rewards that 

employees value are often tokens that represent recognition. Scotiabank has both rewards 

and recognition programs, the latter of which is the online bank-wide portal, called 

“Applause”. Applause program is accessible by all regular employees who are able to 

recognize their fellow employees for their commitment to service standards. These 

standards are insight, commitment, respect, integrity, and spirit. Aside from having 

employees feel good to receive words of gratitude, this program is tied to reward points 

that can accumulate overtime. The more “Applause” certificates an employee receives, 

the greater are their chances to win the monthly draw of points. These reward points are 

also distributed by team managers, who allocate points based on achievements and 

performance. The rewards points can then be redeemed towards items in the “Scotia 

Rewards” catalogue. Overall, the recognition and reward structure at Scotiabank is well 

accepted and motivating for employees.  
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On a more theoretical note, Staples et al. (1998) proposes that IT-enabled remotely 

managed teams need to exercise a self-efficacy approach, when employees are 

encouraged to make own judgement of their abilities to execute particular behaviours 

(Bandura, 1981). This approach empirically showed that assessments of self-efficacy are 

crucial in influencing employees’ “remote work effectiveness, perceived productivity, job 

satisfaction and ability to cope” (Staples et al., 1998). Although designed with the virtual 

teams in mind, the self-efficacy approach can be also applied to the near-virtual, remotely 

managed call center environment. In the call center setting this can be achieved by 

equipping employees with tools that will provide them with access to information 

necessary to evaluate their abilities in terms of target achievement. Empowering 

employees of remotely managed organizations such as call centers by letting them self-

monitor will reduce perception of heavy managerial controls and will increase several 

important factors, including job satisfaction. In particular, the following solution is 

proposed. It has been discussed earlier that call center agents on- and off-call work is 

continuously monitored by means of information technology. The technology collects 

data, for instance KPI, and produces a summary report subsequently delivered to the 

manager. Now it is the manager who has to deal with the reports and address issues with 

agents. Many agents do not mind being monitored (Wallace et al., 2000). However, they 

have low tolerance for micromanagement. Since managers are required to communicate 

the deviations of agents’ KPI from targets, the agents perceive this as micromanagement. 

This produces a flaw in the management method and reduces employees’ job satisfaction. 

The function of dealing with deviations, however, does not have to be performed by 

managers and can be delegated to the agents. This can be facilitated by feeding real-time 

employee-specific information through the agent’s own monitor. It is key that this 

information is delivered in real-time or with a negligible delay, making the agent 

constantly aware of where they are compared to targets. Now this will empower the agent 

to self-monitor KPI and other performance-related data such as completed sales, allowing 

the manager to transform their role to become a guide and coach. This comes from the 

fact that the system of control is already very constraining and employees have agree to 

work under these conditions. They do not need another layer of control – the so-called 

“micro-management” – which is making the work conditions very uncomfortable. 

According to self-efficacy theory, these transformations of tasks will result in increased 
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agents’ job satisfaction. However, this assumes that there are no obstacles to 

implementing the innovative technology, whereas in fact, there might be several 

obstacles to handle.  

 

There are a number of theories that cumulatively describe lifecycles of innovations. Since 

these theories are not strictly relevant to IT implementation at call centers, the following 

is but a brief overview. Firstly, in effort to explain the reasons behind why certain 

innovations are being more readily adopted, the technology acceptance model (Bagozzi et 

al., 1992; Davis et al., 1989) has been developed. It showed that perceived usefulness 

(PU) along with the perceived ease of use (PEOU) are the prime determinants and 

decisions, guided by theses factors, are vaguely related to purchase price. Diffusion of 

innovation theory, developed by Rogers (1962, 1983, 1995, 2003), outlines five stages of 

innovation adoption, which include awareness, interest, evaluation, trial, and adoption 

itself. There are several models for innovation diffusion (Mahajan and Peterson, 1985), 

including fundamental diffusion models as well as flexible ones. The importance of 

mentioning this is that former is composed of external-influence, internal-influence, and 

mixed influence models (Bass, 1969; Teng et al., 2002). This implies that there are both 

internal as well as external contexts that influence the decision to adopt innovations.  

 

Now, whereas the term “diffusion” refers to the process of the communication, spread 

and adoption of new ideas among social communities (Rogers, 1962, 1983, 1995, 2003; 

Van de Ven et al., 1986), “adoption” refers to the decision made by an entity that implies 

that entity – either organization or a household – intends to use the innovation. As later 

seen from Zhu et al. (2006) assimilation of innovation model the process of assimilation 

is divided into stages of initiation, which is synonymous with awareness, followed by 

adoption, and concluded by routinization of use of technological innovation. Zhu et al. 

(2006) also outlines total of seven factors that affect assimilation, and organizes them into 

technological, organizational and environmental contexts. In the Scotiabank’s call center 

setting the technology readiness as well as managerial obstacles are the most applicable 

and influential factors that affect turnover. 

 

To overview the implementation process for innovative information technologies the 

following specifics need to be considered. Although there are advantages to 
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implementing technologies such as cost reduction, there are a number of challenges that 

are associated with implementation. Advanced software, for instance, may not 

necessarily be installed onto the existing hardware. Hence, this poses a challenge to 

ensure that the up to date hardware is available at the organization. Other challenges 

include innovation’s cost factor, trainability of potential users, and company’s scope. Size 

of enterprise where implementation takes place affects not only the cost factor, it also 

associated with the overall tendency for innovation’s implementation become abandoned 

prior to the process completion. Role of technology is inseparable from the call center 

operation. Technology implementation however requires time and often slowed down – 

or abandoned – due to obstacles. Setting aside the issues of cost in terms of purchasing 

new equipment of software, there are two major factors: the technology readiness and 

managerial obstacles, both of which have common bottlenecks of overcoming resistance 

to change. When it comes to assimilating innovative technologies, both workers and 

managers are required to learn new skills. In employees these skills are associated with 

the immediate use of the technology, along with contributing psychological factors such 

as fear of failure and fear of lowering self-esteem, cumulatively termed “technology 

readiness” (Zhu et al., 2006). In managers these skills are associated with need to adapt 

the management methods to incorporate new technology, otherwise termed “managerial 

obstacles” (Zhu et al., 2006). These two issues are common in the call center 

environments and participate in slowing down assimilation and even halting routinization 

of innovations.   

 

The example of agent-empowerment that was mentioned earlier is based on the self-

efficacy theory and relies on smooth technology implementations. Let’s first consider the 

effect of managerial obstacles. Strangely enough, the management is not likely to create 

obstacles in case such innovation is implemented. Being a nearly virtual environment, 

there will be only mild effect on management in terms of need for them to make core 

adjustments in their management methods. The workload that is produced by the need to 

complete on-going analysis of KPI and other agent-related data as well as subsequent 

need to address performance related issues is expected to be reduced, since the agents 

will take on portion of that load. This will enable managers to concentrate more on 

coaching and motivating their staff, and remove the need to excessively micro-managed 

their agents. From agent’s perspective, although it may at first seem that this will add to 
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the already-full agents’ “plate”, in fact it may assist in raising agent’s job satisfaction. 

Generally well-embraced, implemented technology that was described possesses a very 

gentle learning curve, since the KPI information that is to be fed through this technology 

is relevant and concepts are already known to agents, requiring them to only visually scan 

the indicators. It is also unlikely that the new hired agents would have trouble 

internalizing this technology. Visual, straight-forward design will ensure prevention of 

technology readiness obstacle in new agents.  
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CONCLUSION 
 
 

”No question is so difficult to answer  

as that to which the answer is obvious.”  

– George Bernard Shaw 
 
 
 
Call centers are a junction that connects customers to products and facilitates quick 

information exchange and painless issue resolution. Scotiabank’s call center is the key 

area of study since it is IT-powered entity which deals with a highly diversified customer 

base, while assisting with financial product selection, maintenance, and trouble shooting 

as well as facilitates the banking delivery channel in terms of banks’ round the clock 

accessibility. Although there is a high degree of remotely managed processes within the 

call center, banks’ call centers choose not to use virtual call centers or remote employees 

to ensure the security of clients’ databases. The exception is the agents of the Card 

Security Services who remain on-call and supplement the range of call center services. 

 

Regarding the issue of turnover at the Toronto call center of the bank of Nova Scotia it 

appears that although there is employee attrition of 12 percent as per reports, Scotiabank 

is successful at controlling most of the turnover. Compared to peers across the call center 

industry, Scotiabank reroutes most of potential turnover by exercising several key 

strategies that contribute to employee retention. Firstly, Scotiabank’s employee selection 

is thorough, resulting in a time-demanding, yet fruitful selection results. This addresses 

the critique that call centers do not pay sufficient attention to selection. Secondly, the 

hired agents undergo extensive training, as well as receive IT-facilitated subsequent 

training throughout their employment. This addresses the critique that call centers do no 

provide sufficient training to their staff. Thirdly, Scotiabank’s Toronto EBCC emphasises 

importance of customer satisfaction, motivating this by logic that happier employees will 

yield happier customers. In spite of management method being affected by assimilated 

IT, just like it is at the peer call centers, management strives to provide a pleasant 

working environment by promoting team work, direct supervision through regular one-

on-one coaching, weekly team meetings, daily huddles, as well as friendly and 
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convenient surroundings. Management method also involves ongoing employee 

motivation, which includes creation of supportive environment, encouragement of 

personal development within organization, as well as active employee participation in the 

rewards and recognition programs.  

 

While addressing the issue of IT assimilation at Scotiabank’s Toronto EBCC, it has been 

noted that although there are some technology readiness obstacles that are exhibited by 

employees, overall, employees are quick to adjust to the implemented innovations. Most 

of these innovations become effortlessly routinized, while the ones that encounter 

resistance are handled by the management via inquiry, asking employees to provide 

feedback on what is not working with the innovation. In term of managerial obstacles, 

although potentially they may present resistance, the implementations are generally 

smoothly flowing, and do not require management do radically change their management 

methods.  

 

In summary, innovative information technology that is implemented at Scotiabank’s call 

center is positively correlated with the customer satisfaction since it generally expedites 

processes, such as disputes, as well as offers convenience and accessibility of services, 

regardless of range of remoteness. Although generally information technology 

innovations that are implemented at call centers encourage remote management, and 

sacrifice direct management methodology, Scotiabank’s Toronto EBCC makes a 

conscious effort to retain a reasonable amount of direct management in order to increase 

employee job satisfaction. Since moderate use of direct management methods has 

positive effect on employee satisfaction, thus it also plays a role in employee retention. 

Lastly, aside from the adverse effect on organization expressed as costs of hiring new 

staff, the high level of employee turnover also results in revenue loss. This is proven by 

customer feedback since feedback clearly demonstrates that customer satisfaction is 

immensely and adversely affected by the high employee turnover. Hence, Scotiabank’s 

skill to retain employees and control turnover by redirecting prospective external 

turnover into internal is invaluable in withstanding the fierce competition for the market 

share and customer base of Canadian banking industry.   
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APPENDIX 
SCOTIABANK’S SUMMARY OF DATA 

 

 

 
Table 2.2 List of Scotiabank’s Memberships 

ATM Networks:  
CarIFS 
Interac 
LINX  
MultiLink  
NYCE  
PLUS (VISA) 

Canada Deposit Insurance Corporation  
Canadian Bankers Association 
Global ATM Alliance 
Visa International 
Mastercard (Caribbean) 
MAGNA Rewards 
SCENE Rewards 

Source of data: Wikipedia (2008) 

 

Table 2.1 Operating Units of Scotiabank (2007) 
Division: Domestic Banking International Banking Investment Banking 
Countries: Canada 46   
ABMs: 2,852 2,980  
Branches: 1,005 1,480 17 
Customer Base: 7 million + 5.3 million  
Employees: 21,800+ 34,000+ 300+  

relationship managers 
Other: Wealth Management Group: 

99 branches 
Commercial Business 
Support Centers: 6 
Dealer Finance Centers: 4 
Call Centers: 3 
Call center employees: 1000+ 
Internet Banking: Scotia 
Online 
Telephone: Telescotia 
Wireless Banking 

Regions:  
 Asia  
 Mexico 
 Caribbean 
 Latin America 
 Central America 
 

Scotia Capital Inc. 
divisions: 
 Global Corporate 

and Investment 
Banking 

 Global Capital 
Markets 

 

 Growth 
Total Revenue: $6.1 billion $4 billion $2.5 billion 
Total Income:  $1.6 billion $1.2 billion $1.1 billion 
New Branches: 35 (Canada) 86 (Mexico) 

19 (other countries) 
 

New Customers:  +530,000 or 10%  
Acquisitions: 
(full) 
 

Dundee Bank of Canada  
Trade Freedom Securities Inc. 
Travelers Leasing Corp. 

BVVA Crecer AFP  
BVVA Seguros  
 

 

Acquisitions: 
(partial) 

18% - Dundee Wealth  
 

99.50% - Banco del Desarrollo  
24.99% - Thanachart Bank  
55.00% - DB&G Ltd.  
10.00% - First BanCorp 

 

Partnerships:  
 

 Cineplex: SCENE 
 National Hockey League 

  

Source of data used in the table: Scotiabank’s 2007 Annual Report 

Table 2.3 Scotiabank’s Relative Significance in Canadian Financial Services Sector 
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Sources of data: multiple, 
including annual reports, CBA 
and OSFI data, etc.  

Bank of Nova Scotia Banking sub-Sector Financial Services 
Sector 

Percent of GDP  3% (2006) 6.05% (2006) 
6%(2004) 

Contribution to GDP    
$35.9B (2006) 
$36.8B (2007) 

$63.9B (2004) 
$72.5B of $1.198T(2006) 
$74.2B of $1.226T(2007) 

Total Assets 411.5 B (2007) 
292 B (2003) 

2.6 T (OSFI, 2007) 
1257 B (2003) 

 
2244 B (2003) 

Percent of Total Assets % of Banking sector  
15.8% (2007) 
23% (2003) 

% of FS sector’s assets  
70%+ (2006) 
56% (2003) 

 

Domestic Employees  
21,800+ (2007) 

210,548 (1996) 
249,170 (2006) 
54,960 (RBC, 2007) 

615,000+ (2006) 

Overseas Employees 34,000+ (2007) 16,800 (RBC, 2007) 
58,000 (2006) 

 

Total Employees 58,113 (2007) 
43,928 (2003) 

280,000+ (6 Banks, 2007) 
307,000+(Banking, 2007) 
71,760 (RBC, 2007) 

 

Payroll 2.3 B (2007) 
2.1 B (2006) 

20.1 B (2006) 
18.8 B (2005) 

 
35 B (2003) 

Contribution to Taxes 
(Domestic) 

519 M (2007) 
447 M (2006) 

8.7 B (2007)  
6.4 B (2006) 

 
13 B (2003) 

Active Companies 1 73 (2008) 
69 (2003) 

2203 (FCAC, 2007)  
2461 (2003) 

Average ROE 22.0% (2007) 
17.6%(2003) 

27.13% (6 Banks, 2007) 
24.6% (RBC, 2007) 
14.6% (2003) 

 

Branches (Domestic) 1005 (2007) 9,000 (2007) 
1146 (RBC, 2007) 
5,854 (2005) 

 

Total Branches 2331 (2007),  
1850 (2003) 

1540 (RBC, 2007) 
1386 (RBC, 2003) 

 

ATMs (Domestic)  
2852 (2007) 

16424 (2008) 
16190 (2007) 

 

Total ATMs 5283 (2007) 
3918 (2003) 

4419 (RBC, 2007) 
4468 (RBC, 2003) 

 

Customers (Domestic) 7 million (2007) 17.9 million (2007 est.)  
Total Customers 12.5 million (2007) 15 million (RBC, 2007)  
Sponsorship and 
Donations 

43 million (2007) 145.3 million (2007) 
40.7 million (RBC, 2007)  
103 million (2003) 

 

Table 2.4 Summary of Scotiabank’s Competitive Statistics (2007) 

ROE: 22.0% Total Net Income: 3994 million (peer total 19,108 mln) 
EPS growth: 13% Net Income – Domestic: 1550 million 
Productivity Ratio: 53.7% Net Income – International: 1232 million 
Total Customers: 12.5 million  Net Income – Scotia Capital: 1114 million 
Employees: 58113  Sales: 26.6 billion 
Branches and Offices: 2331 in 47 countries Total Assets at Year End: 411.5 billion 

Source of data used in the table: Scotiabank’s 2007 Annual Report 
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GLOSSARY 
 

ABM Automated Banking Machine 

ACD Automatic Call Distribution 

ATM Automated Telling Machine 

BIS Bank of International Settlements 

BMO Bank of Montréal 

BNS Bank of Nova Scotia 

CBA Canadian Bankers Association 

CIBC Canadian Imperial Bank of Commerce 

CTI Computer-Telephony Integration 

EBCC Electronic Banking Call Center 

HCI Human-Computer Interaction 

FCAC Financial Consumer Agency of Canada 

FINTRAC Financial Transactions and Reports Analysis Centre of Canada 

IRIS Image Recognition Integrated Systems 

ICT Information and Communication Technology 

IT Information Technology 

IVR Integrated Voice Recognition 

MIS Management Information Systems 

NBC National Bank of Canada 

OCR Optical Character Recognition 

OSFI Office of Superintendent of Financial Institutions 

PIN Personal Identification Number 

RBC Royal Bank of Canada 

TD Toronto Dominion Bank 

TFSA Toronto Financial Services Alliance 

TLC Travelers Leasing Corp. 
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