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Those banks that have already adapted their organisation and governance to today’s digital challenges 
tend also to have initiated corresponding changes in their talent attraction and development, and to have 
effected a shift in culture through channelled communication both internally and externally.

Conversely, private banks that are not as mature in terms of digital strategy have not yet carried out such 
organisational changes, nor have they introduced digital-specific HR practices or shifted their organisational 
cultures towards digitalisation.

Champions in organisation and culture exhibit the following characteristics.

 — Digital initiatives are steered centrally, with the creation of dedicated leadership and teams.

 — Senior management is closely involved through direct reporting, and there is strong governance around 
digital programmes.

 — Digital initiatives are actively communicated internally and externally, thus progressively embedding 
digital into corporate culture. 

 — HR has developed talent attraction and development strategies for digital skills, as well as awareness 
about digital risks.

 — IT strategy is well aligned with business strategy.

Figure 8. Relative positioning of banks in organisation & culture — HR capabilities & culture vs. 
organisational maturity

The organisational maturity level of private banks in Luxembourg is usually well correlated 
with their development in terms of HR capabilities and culture.
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Leadership and governance are crucial 
to establishing digital strategy

Only 38% of Luxembourg private banks have put 
a specific structure in place for digital initiatives — 
usually consisting of a dedicated digital team with a 
clearly identified person in charge. In some cases, 
a separate “innovation” team has also been set up, 
focusing mainly on technological market monitoring. 
This sort of structure is often seen among banks 
that either have their headquarters in Luxembourg 
or are universal banks with a digital unit that spans 
all business lines.

Nevertheless, not having a specific digital team 
in Luxembourg certainly doesn’t mean that 

In over 50% of cases, digital leadership and teams exist at group rather 
than subsidiary level

Figure 9. Luxembourg private banks’ overall organisational maturity

Figure 10. Heads of digital in the organisational structure

38%
of banks have assigned a 
specific leadership role in 

charge of digitalisation

62%
do not have a dedicated 
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digital is not on the agenda. More often than not, 
digital leadership and teams exist at group level, 
and Luxembourg entities can draw on tools and 
capabilities developed by the parent group.

In 75% of banks, the digital lead reports to either 
the head of private banking or directly to the CEO, 
clearly showing how far digital has risen up the 
business agenda, and highlighting that digital is first 
and foremost a client relationship topic for private 
banks.

Interestingly, only 12.5% of digital leads report to 
the COO or CIO.

 Nascent Somewhat mature Mature Very mature

38% 24% 14% 24%
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In some cases, a certain disruption of the traditional 
IT structure may be involved, as digital software 
developers may be positioned on the business side 
of the organisation. This is sometimes the case 
when digital developments are deployed using 
agile methodologies for software projects or in 
dedicated “factories” — although the maintenance 
of digital applications may in turn be handed over to 
traditional IT teams in the industrialisation phase. 

More generally speaking, half of the banks surveyed 
have adapted their structures and governance to 
the nature of digital projects, having implemented 
agile methodologies in parallel with the traditional 
“waterfall” approach to software development 
which remains more relevant for standard IT 
projects.

48%
of banks have implemented 
a dedicated digital project 
structure and governance

Figure 11. Extent of cross-functional business collaboration within banks
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improving

As a rule, the level of collaboration between the 
different functions within private banks mirrors their 
overall organisational and cultural maturity — i.e. in 
organisationally mature banks, efforts are combined 
across business lines to successfully deliver digital 
projects. Some banks point to the physical proximity 
of teams enabling better and more efficient 
collaboration.
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More flexibility needed

With regard to the IT function, 68% of private 
banks consider their organisation’s IT strategy to 
be aligned with its overall business strategy. The 
clearer the business’s digital strategy, the more the 
IT strategy and organisation have been adapted to 
deliver it. 

However, the relationship between the standard 
IT department — developing and maintaining 
what can in some cases be an old, or very old, 
legacy core banking system infrastructure — and 
the newly-created business tech-savvy digital 
teams can sometimes be a little challenging. The 
IT department may well be tempted to think that 

HR policies, including training and 
education, play an important role in 
shaping culture

Over 60% of banks identified a low level of local 
HR maturity towards digital. Even when digital 
momentum has clearly been created in the 
business, HR strategies have often not followed this 
development, with 50% of private banks still feeling 
that they do not have the right digital skills in-house. 

Figure 12. Alignment of IT strategy with digital demands from business

Figure 13. Flexibility of IT in responding adequately to challenges presented by digitalisation
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Champions usually have an in-house IT department that gives them 
a high degree of autonomy and flexibility

these digital natives hardly understand IT and do not 
abide sufficiently by the rules, while the latter may 
tend to view traditional IT departments as bound 
by outdated conservatism. This situation becomes 
even more complex when the IT is offshored or 
outsourced.

Geographic proximity does indeed facilitate 
operational agility, performance and speed to 
market for digital products and services. Those 
banks that depend heavily on their parent group 
do not necessarily get their specific needs 
implemented, and the digital roll-out roadmap is 
often not within their control.

Banks are combining external recruitment and 
internal training in an attempt to fill the gaps, but 
ramp-up is not always as fast as expected. External 
recruitment tends to be used for specific specialist 
skills, such as user experience or user interface 
designers.



30 Beyond the buzzword

Figure 14. How banks solve the issue of not having the right skills in-house

About half of banks are investing in targeted 
education for their employees, but this figure 
shouldn’t be taken at face value, as the coverage 
and depth of the training vary widely between 
banks. Less than 10% organise formal training or 
information sessions about specific digital topics or 
technologies — training at the majority of banks is 
usually limited to guidance on digital risks or how to 
use and behave on professional social media.

Most banks do not face any significant generational 
problems when it comes to digital acceptance. In 
fact, digital is often seen by relationship managers 
of all ages as an enabler rather than a constraint or 
a threat, especially for performing administrative 
tasks. Nonetheless, only a limited number of skill-
transformation programmes have been formalised, 
and very few digital change management initiatives 
have been launched to assist client-facing staff in 
fully embracing digital and adapting their ways of 
working.

From an employee standpoint, younger relationship 
managers may be keener on using digital tools for 
business development, among other purposes. This 
generation may therefore be tempted to choose 
their employer on the basis of its capability to offer 
state-of-the-art tools to both its private bankers and 
clients.

50%
have the skills

in-house 

50%
do not have right 
skills in-house

Solutions

Digital risks  

Most private banks feel they already have the right 
security guidelines and adequate practices in place 
when it comes to digital risks and cybersecurity. 
The general impression is that banks are trusted by 
clients on their ability to protect client information, 
as few bankers have been questioned by their 
customers on these issues.

Banks with strong guidelines on digital risks and 
cybersecurity have generally defined them at group 
level and imposed them on all group entities. These 
same banks have also set up training programmes 
to educate their staff members on digital risks.

Recruit from 
outside the firm

Train in-house 
resources

66% 83%
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58%
have specific 

guidelines

42%
do not have specific 

guidelines

Figure 15. Banks’ guidelines on digital risks

have educated their staff

47%53%

Figure 16. Education of staff on digital risks 

have not educated their staff
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Figure 17. Extent to which digitalisation is embedded into corporate culture

Figure 18. Internal and external communication on digital vision
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Company culture is a strong foundation 
for catalysing digital transformation

There is still some way to go for banks to nurture 
a truly digital culture — only about a third consider 
that digitalisation has taken root in their corporate 
culture. Banks emphasise the key role that senior 
management has to play in communicating and 
promoting such a culture — and in empowering 
local teams to experiment and launch new 
initiatives. Some groups have a strong innovation 
culture, but this does not always have a spillover 
effect on their Luxembourg subsidiaries.
A strong digital culture is initially created by the 
transmission of very clear and consistent internal 
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communication messages, raising awareness 
among staff about the organisation’s activities 
and success stories. Strategic brand positioning 
and external communications also create a very 
influential basis on which to build a digital culture. 

In Luxembourg, the banks that are actively 
communicating both internally and externally on 
their digitalisation developments are more often 
universal banks, with fewer than 10% of “pure” 
private banking players doing so. 


