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KEY OBJECTIVES

1. Learn what the industry benchmarks are for operations 
staffing

2. Understand the factors in determining appropriate 
operations staffing

3. Learn best practices in organizing and governing your 
Trust Operations Function
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Metric Small Medium Large Top Performers

Revenue Per FTE 242,261 268,170 303,155 $405,881

Accounts per FTE 87.1 59.5 115.6 65.4

Assets Per FTE $53,133,178 $58,418,248 $104,043,282 $84,813,475

Metric Small Medium Large Top Performers

Total IT Expenses % of Expense  
(Incl TAS) 8.9% 8.9% 5.3% 12.2%

Metric Small Medium Large Top Performers

Employee Growth 3.5% 7.7% 0.3% 3.5%

Operations FTEs / Total FTEs 24.7% 14.3% 16.0% 16.1%
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FACTORS AFFECTING OPERATIONS STAFFING

• Trust Accounting System?
• In-house / Out-Source?
• Admin Support and/or Middle Office?
• Size of your organization!!!
• Use of Technology
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FACTORS AFFECTING OPERATIONS STAFFING
Barriers to Operations Productivity
• Lack of training (lack of understanding why)
• Lack of consistent processes/written procedures
• Underutilization of System
• Turnover – lack of tenure
• Lack of Specialization
• Lack of coaching/mentoring
• No administrative support for department
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WORKLOAD METRICS

TRUSTCOMPARE DATA
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WORKLOAD METRICS
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Trust Operations Outsourcing Productivity
Under #1000 

Accounts
#1000 - #3000 

Accounts
#3000  + 
Accounts

Productivity
Accounts Per Total Departmental FTE 43 45 74
Accounts per Total Operations FTE 230 454 350
Accounts per Total Ops FTE + Admin Assistants 98 98 125



OPERATIONS STRUCTURE METRICS
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Trust Operations Outsourcing Structure Metrics
Structure
Total Ops FTEs as % of Total FTEs 24% 14% 24%
Total Ops FTEs + Admin Assistants as % of Total FTEs 46% 33% 53%
Ops Supervisors as % of Total Ops Staff 19% 20% 12%



Key Qualitative Considerations

Every organization is 
unique

You must remember the 
human aspect

Keep in mind that:
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Operations Model

• What is best model for trust operations?

There isn’t one!   
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TOOL KIT
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Depth Charting vs. Succession Planning

• Shouldn’t everyone do 
Succession Planning?

• When and why is Depth Charting 
most appropriate?

• What would happen if you lost 
one, two or three (or any) key 
people from your organization?

• Are you appropriately aligned for 
business continuity?
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The Benefits of Depth Analysis

• Drives training decisions
• Identifies future hiring needs
• Highlights need for job redesigns or restructuring 
• Satisfies regulatory concerns
• Satisfies Board of Director concerns
• Ensures that  you are being proactive
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Two Categories of Depth Analysis

Capability

Capacity
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Two Categories of Depth Analysis

Capability
• Who can do this better than me?
• What if I got hit by a bus?
• How well can this person do this 

function?
• Estimate capability of the person’s 

ability to fulfill the role and list as a 
percentage

• High % = high degree of 
effectiveness; Low % = lots of 
supervision and monitoring

• This % estimate isn’t about ability to 
learn—its their current experience 
and training for the back up function

Capacity
• Few organizations have 

individuals with excess capacity 
to take on more work—
especially managers.

• The limiting factor in capability % 
is the current workload of the 
individual.

• Another limiting factor are team 
dynamics like vacations 
/maternity & paternity leave -
Etc. 

• Ask about their capacity to take 
on additional responsibilities.
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Organizational Depth Chart Exercise
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How Far Do You Take the Depth Chart?

• Take the Charting process down to 
the next level of management.

• Consider your back-up’s “back-up” 
in terms of their capability and 
capacity to back up some of your 
functions.

• Below the management level the 
process is about identifying cross-
training and back ups for job tasks. 
(cross-training, and regular job 
rotations)
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Ways to Address Depth Capability Weakness

• Formal Training
• Cross Training
• Mentoring
• Hiring
• Job Redesign
• Outsourcing
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Ways to Address Capacity Weaknesses

• Hiring – What?
• Change culture – re 

target clients/client 
experience

• Structural changes
• Adding technology
• Outsourcing
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ABR - Building an Employee Pipeline

Support Staff
– Other financial services orgs
– Professional offices
– Local Social Connections
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Growing your Own!

Plan Ahead

– Depth Charting

– Succession Planning

– 5 Year Staffing Plan
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Sample Staffing Plan
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Growing your Own!

• Hire Fast

• Promote Fast
– Career Pathing with clear (non time bounded) 

opportunities
– Don’t “hold them back”
– Lots of Training!

Fire Fast – If you made a mistake!!!
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Defining Roles



Operations Structure - Core



Operations Committee



Please Complete Evaluation Survey

Want Copies of Forms Presented? 
Just Ask!

Want to learn about our Operations Consulting capabilities?        
Just Ask!
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Committed to your Growth and Profitability
People Development

Recruiting  & Selection 

Sales & Service Training

Sales Management Training  

Coaching!!!

Organizational Development
Strategic Assessments

Merger, Acquisition, Divestiture

Fee Projects

Brokerage & Trust Integration

Trust Benchmarking Services
TRUSTCOMPARE

COMPCOMPARE

PRICECOMPARE

Wealth Management Compliance 
Alliance

Trust Compliance Consulting

RIA Compliance Consulting

Brokerage Compliance Consulting

Organization Efficiency Consulting
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THANK YOU!
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