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EXECUTIVE SUMMARY
We, 【XYZ Consultants Ltd. Hong Kong】( hereinafter referred to as XYZ Consultants or We), as management consultants, are engaged to diagnose the current problems in relation to human resources management in Unibank (hereinafter referred to as the Company), and to provide the board of directors of the Company with a report with solutions (hereinafter referred to as the Project).

We have mainly looked into three issues: 1) the problems occurred because of the adoption of the marketing strategy of Unicall; 2) the HR management functions and activities relating to motivation and hygiene factors; and 3) the immediate remedial plans and a long-term solution. 

The implementation of Unicall brought changes to different areas in the Company, especially in the HR dimension. At least 35 unproductive changes (see appendix: List of Problems) of attitude or behavior of employees, (hereinafter referred to as the Problems), were identified. About 66% of the problems were hygiene factors, and 26% were motivators, according to Herzberg’s motivator – hygiene factor theory (1959), and another 8% was related to HR management functions (see Figure 4 and Table 1 for details). In terms of sources of the problems, about 51% of the problems were concerned with HR management, 15% with poor communication, 11% with technology, another 11% with poor performance, and 9% with personality (see Figure 5 & Table 2 for details). (Dr. D. Chan, 2018)  Regarding the areas affected by the problems, 49% of the problems were in relation to staff, 40% to system, and 11% to structure (see Figure 6 & Table 3 for details) (Dr. D. Chan, (2018) Apparently, most of the problems occurred were because of the failure, in terms of HR management, of coping with the strategies’ changes of the Company, and the changes from the industry and market conditions.  

The problems evidenced by undesirable attitudes or behaviors of employees became conflicts of interests between the Company and employees, undermining the operation and the development of the Company. Accordingly, the implementation of the Unicall strategy was hampered, and further, the introduction of the recently planned strategy, Uniline, would be affected. Up to now, HR executives have done little to solve the problems and the conflicts effectively. Having failure in foreseeing the demands and challenges from the above changes, HR executives had not discharged adequately their managerial duties as expected.

Based on the facts, the evidences, our findings and analyses, we have come to the above conclusions. Accordingly our recommendations are as the following:
1. A reshuffle of the HR management must be carried out, because of inadequate HR management. The existing HR executives should be replaced by more competent candidates.
2. New HR executives shall be responsible for remedying the current problems. An overhaul of the HR management system must be made. The new HR system should be comprehensive and shall focus on three major issues, namely, the solving of the existing problems, the redesigning of job, and the rebuilding of the corporate culture. 
3. A new marketing strategy, XYZ Consultants would recommend, is UniAuto which is a long term solution for the Company to go further automation in banking and financial services. The UniAuto would result in a capital expenditure of USD1.4 million at least and a reduction of about 30% of the work force. Upon implementation, improvement on productivity is expected; human errors in routine banking operations can be reduced; and the conflicts of interest between the employees and the Company could be better managed.

The first and second proposals can be regarded as the immediate solutions, and the third one can be taken as a long term strategy. As far as the new HR executives are concern, they can contribute to the sustainable growth of the Company by developing a fresh HR management system for the purpose of maintaining a productive work force to meet the needs of the development of the Company. In order to solve the current problems, it is suggested that both motivation and hygiene programs should be formulated, which would includes job design, education etc., on the motivation side; and training, compensation etc., on the hygiene side. A well balanced motivation and hygiene program should be developed and executed.

The rebuilt of the corporate culture is also needed, and great efforts are demanded to foster it, because a favorable corporate culture would enhance the cohesiveness of employees, and hence creating job satisfaction and the improvement of productivity of the Company. 

The ultimate objective of HR executives is to maintain a work force well prepared for the changes to close the existing performance gaps (see Figure 3) between the reality and the expected results from the current strategy of Unicall to the planned Uniline and further to UniAuto, a strategy as suggested by XYZ Consultants to be effected in two or three years’ time. When the HR management activities are rehabilitated, the Company will be sure to regain its vitality.








I. THE MANDATE
Recently, Unibank had implemented a marketing strategy called Unicall, resulting a major business restructuring, physical changes in working environment, and psychological changes of employees. Under the mandate dated 【 December 9, 2017】entered by the Company and XYZ Consultants, we were given the instructions to diagnose the causes and effects, and the nature of the current problems. The purpose of this project is to develop solutions by virtue of HR managerial functions to close the strategies’ gaps currently exist. We are required to submit a report with our findings and recommendations to the board of directors of the Company. Our services were performed on terms and conditions as agreed therein.  

This project focused on three issues: the analysis of the problems; the performance of the HR executives, and our solutions respectively. With due diligence, we had taken such an approach that we considered appropriate in this project. Where we started from the identification and recognition of the changes and consequences occurred after Unicall, followed by our analysis of the problems and recommendations. For the purpose of the project, we had conducted our own investigations and collected evidences as we considered necessary, and adopted methods and theories as relevant and applicable.

We would like to take this opportunity to extend our thanks to those in Unibank group, who had given us generous support and convenience for the project. 





II. THE COMPANY
Unibank was incorporated in the United Arab Emirates (UAE) with a long history dated back to the late 19th century. With its market niche in providing personal banking and financial services for small trade businesses and individual clients, the bank has been operating successfully and evolved into a major player in local banking and financial sector with branches in major parts of the cities and places in the country. The bank also provides personal assurances, mortgage loan facilities and stocks trading services. Unibank has currently maintained a work force of more than 200 staff with compensation packages in compliance with local regulations.

The vision of the Company is to develop into an integrated major national commercial bank with creative and diversified banking and financial services through innovated technological applications.  

The mission of the Company is to provide institutional and individual clients with full range of innovated and convenient banking and financial services, and to create values to its shareholders, customers and employees with societal responsibilities.









II.1 Organizational Chart
The Company is organized on functional basis with various departments performing different functions as shown in Figure 1 below. 
Figure1. The Organizational Chart of the Unibank Group
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The main business departments are operation, and marketing; and the other departments also play very important supporting functions. The marketing department is in charge of formulating marketing strategies, and developing action plans as well as its marketing mix which includes policies and decisions on products, price, promotion, place and people/customers (5 Ps). The operation department provides core banking services and it is the profit center, from where most of the Company’s revenues are generated. The HR department is responsible for maintaining the most valuable resources of the Company, a work force of more than 200 staff to ensure effective operation of the Company. For companies like Unibank, the HR management activities would require about 30% of the total top management efforts, playing a critical role in the Company. 


II.2 Business Spectrum
Before and after the implementation of Unicall, Unibank provides the same business as the following:
· Personal banking for individual clients
· Personal insurance
· Mortgages
· Stock dealing
· Financial services including loan and trade credit facilities for small companies
Before the Unicall, the above business and services were provided by Unibank headquarters and its subsidiaries. After the Unicall was put into operation, a restructuring was taken place and many small branches or unprofitable business were liquidated. New services model as call centers were established, using new technologies to provide telephone banking services to its clients, whilst maintaining the main offices and branches. Obviously, one of the impacts of the Unicall resulted in a physical change in working environment for the employees who had been located in many small units or branches before. 









III. INDUSTRY ANALYSIS
Recently the bank’s market share had been shrunk because of severe competition by aggressive new market players with new products or services, and brands; which caused immediate threats to Unibank’s revenue. In order to cope with these market changes, the Company was able to seize the opportunity to enter the telephone banking business and a new marketing strategy was developed to deploy and reallocate substantial resources to profit centers named Unicall. This new strategy had successfully helped improve the bank’s revenue with a major restructuring of the bank’s business. Accordingly, the Unibank closed down those small and unprofitable unites, and the company implemented new technologies such as direct line banking terminals. But such changes caused some HR problems with impacts on operation. 

Currently there is a global trend of going automation in the banking and financial sector.  Over the past years, local banks and international banks encountered difficulties in maintaining their market shares, and had recorded declining revenues. There are many reasons, among which are lower growth rate of GDP of major countries, fluctuation of interest rates by central banks, high production costs, new products or services, and new comers from outsiders. 

Firstly, the competition among the banking and the financial institutions become even more intensified both in the local and international markets and industries. 

Secondly, one of the major trends in the banking and financial sector is that leading international banks began to adopt strategies to go further automation in banking business for cost-cutting purpose. (Reuters 2017)
In Japan, one of the top financial institutions announced that they would cut about 19,000 jobs, about 25% of its work force and close down about 100 (1/5) business locations by 2025. (Reuter 2017)
Mitsubishi UFJ Financial Group (MUFG) has chosen automation to cope with difficulties for the purpose to increase efficiency. (Reuters 2017) The company has plans to reorganize about 30% of its operation for automation by 2024. Such plans shall apply software or artificial intelligence to routine paperwork, and such paperwork would require a work load of about 9,500 staff. (Reuters 2017)

Thirdly, it is about the Basel III rules (the international banking organization), which requires financial institutions to take more precaution measures to reduce financial risks. Such requirements result in liquidity constraints of banks. 

Several professional consultants had expressed their opinions on automation by saying “Artificial intelligence (AI) seems to be everywhere. We experience it at home and on our phones. Before we know it—if entrepreneurs and business innovators are to be believed—AI will be in just about every product and service we buy and use. In addition, its application to business problem solving is growing in leaps and bounds. And at the same time, concerns about AI’s implications are rising: we worry about the impact of AI-enabled automation on the workplace, employment, and society.” (McKinsey---By Michael Chui, James Manyika, and Mehdi Miremadi, 2016)

Deloitte also had their own opinion with their quotation as “Will advances in robotics, artificial intelligence, and quantum computing make machines so smart and efficient that they can replace humans in many roles today? The answer, if you believe the assertions of many experts, seems like a yes.” (Deloitte July 19, 2017) “This is primarily because the wave of automation we are witnessing today is a byproduct of multiple technologies that have accelerated in the past few years to such a degree that we are reaching a tipping point in terms of superior performance and cost economics. (Deloitte July 19, 2017)

 “Some traditional banks are starting to automate using AI. The decision is already helping to cut costs and increase accountability, and while some of the capital saved will be invested in more automation infrastructure, a portion will go to redundancy payments for employees replaced by the “Digital Transformation”.” (By Krista Grace Morris - November 2, 2016)  “Dutch lender ING employs more than 50,000 people worldwide but warns that by 2021, bank automation technologies will replace about 7,000 full-time jobs.” (By Krista Grace Morris - November 2, 2016) “The banking institution stated that the projected cuts will be mainly from the Netherlands and Belgium with 2,300 and 3,500 jobs, respectively. As a result, the company will invest €800 million over 5 years to satisfy a cost reduction program, and see a savings value of €900 million a year.” (By Krista Grace Morris - November 2, 2016)

“Accenture, a professional AI technology based in USA, suggested that the machines and AI will become an element of our workforce, and will create many possibilities in banking and financial industry. According to one of their surveys, the finding suggested that about 86% of bank managers will expect the popular use of AI, and they are convinced that AI’s competitive edge will reduce costs substantially.”(2016 Accenture Technology Vision for Banking, www.accenture.com)

[bookmark: _GoBack]It could be reasonably expected that in the next decade, automation or AI technologies will be widely used in banking and financial sector in the world as whole. Accordingly we would suggest Unibank to follow the industrial development trend, and adopt a new strategy by going further automation hence the strategy called UniAuto. Naturally UniAuto shall be developed from the planned Uniline. Nowadays, such technologies are available and the implications have been seen in some countries. 




IV.   INTERNAL ANALYSIS
IV. 1 SWOT Analysis 
For the purpose of the project, we had undertaken a SWOT (Andrew, 1967) analysis on Unibank, and the results are as follows:
	Strength
	Weakness
	Opportunities
	Threats

	· A established long history of existence
· A  solid market share 
· A secured customer base
· An experienced work force
	· Inadequate HR management 
· Lack of training of staff 
· Out dated technology in banking business 
· Lack of technical staff
· HR problems 
	· New banking model
· Automation, digital, and AI
· Possibilities for business expansion 

	· Loss of competent employees
· Fierce competition
· Stringer regulations




A long history with a well known brand is the reason for continuing business and development, and the secured market share and a solid customer base are the valuable sources of revenue. The experienced staff is the guarantee for growth. The Company has maintained a strong position in its market niche with strong competitive edges. 

From the above analysis, we can see that Unibank has many opportunities, because we are in big data era today. Unibank should consider the application of advanced technologies such as the Artificial Intelligence, which would reduce substantially cost of labor, and improve corporate productivity. In addition, business expansion at home and broad will become possible, because of the digital and AI technologies. 

The weaknesses of the Company are mainly due to the dysfunction of HR management. Better HR systems and programs are needed to meet the changes brought about by new policies of the Company. But the HR management activities in the Company were apparently very weak; therefore more resources are required in this area, including investment in the training of staff. Nowadays, HR executives are expected to play an even more important role in organizational development, which would take up as much as to one third of the total top management activities to assure the success of business. If the HR management functions were enhanced, the Company would have a stronghold to cope with threats or changes ahead. 

Obviously competition, such as new market players or new brands or services, from the industry and the market constituted the direct threats to the Company. Industrial rivals are now not only competing for clients, but also for talented or skill people from the labor markets. Such problems had become imperative in Unibank, because of the increase of the turnover of staff. In particular, high-tech talents are imperative for the Company. In house legal experts are also needed, because more strict compliance regulations are expected from the Basel III.










IV.2 Marketing Strategies
Marketing strategies of the Company include decisions on products or services, pricing, promotion, place/distribution, and the people/customers (the5Ps). (Effective Small Business P.172) In addition, such strategies also had impacts on several other areas in the Company, such as the system, the staff, and the structure. (Dr. D. Chan, 2018).
Two marketing strategies are currently being implemented in the Company, the existing Unicall, and the planned Uniline. And the third one is called UniAuto which is suggested by XYZ consultants as a long term marketing strategy as showed with Figure 2 below: 

Figure 2 Strategies profile

After the adoption of Unicall using call centers for providing telephone banking services, which results in the deployment of new technological applications and major business restructurings of its banking services models, some other obvious changes in the Company are physical changes in working environment and the psychological changes of employees. These problems came out after the Company changed its marketing strategy from the traditional banking mode with many offices or small branches to centralize the operation. The strategy brought about some undesirable responses of employees evidenced by their attitudes or behaviors. The action for cost saving by call centers caused closures of small and unprofitable branches, creating labor redundancies, redeployment of existing employees, and necessity to recruit new staff to work in call centers. HR problems are observed accordingly.

The Company had planned to adopt another marketing strategy called Uniline, a strategy to market its services through on-line banking. Uniline is a planned strategy for next change, which will use internet technologies and the environment for banking and financial business. It is also expected that HR managerial activities are demanded to accommodate future changes. 

UniAuto is a strategy for long term solution, it is also an approach suggested by XYZ Consultants to follow the prevailing industrial development trend. (Fast follower strategy - Dr. D. Chan, 2018) It is suggested that Unibank should follow a strategy to match the development of the market (Dr. D. Chan, 2018)

The idea of this strategy is to reduce costs of labor, and to replace the labor intensive banking model with more unmanned facilities. The strategy will lead the Company to improve accountability and compliance by the regulations. The strategy shall consider the use of digital, automation and AI technologies in banking and financial services. 

The advantages of automation is so encouraging, the actual application have been taken place in many international banks or financial institutions, particularly in Japan and the Europe. Maintenance of talents in these aspects will become even more important. 

The proposal for the UniAuto is the product life cycle concept (Operations Management P.134).  The product life cycle include the phases like introduction, growth, maturity, and decline, where XYZ Consultants would suggest the adoption of UniAuto as an option to extend it services cycle, but such strategies could cause the strategies gaps if HR management activities of Unibank failed in solving the HR problems at present and in the future, as Figure 3 shown below.

Figure 3 Strategies gaps (Jauch & Glueck, Business Policy and Strategic Management, P. 24)
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The problems, and accordingly the strategies gaps, caused by Unicall strategies can be attributed to the poor execution of the strategy in terms of HR functions. 

IV.3 HR Problems Analysis 
In order to solve the problems, analyses on the nature, the needs, the drives, and the syndromes of the employees’ behaviors must be made. If the hidden needs of employees’ behavior became aware, then remedial or motivations programs would be developed to adjust those behaviors.  So it is the purpose of the project to find out solutions to close the strategies gaps of the Company as shown above.

In the case of Unibank, after the adoption of Unicall, about 35 employees’ response or behaviors were observed. These problems were interpreted and classified in accordance with different theories from different perspectives. According to Herzberg’s hygiene and motivation needs theory (Herzberg 1959), these changes can be classified into three categories, with 46% are of hygiene nature; 40% of motivate nature, and 14% can be directly attributed to HR management problems. Evidence showed that most of the problems were attributed to the failure of management functions by the HR executives who had failed to handle effectively those conflicts.

The classification of needs underlying the changes of attitudes or behaviors of employees is shown with Figure 4 and Table 1 below:
Figure 4 Classification of the underlying needs 


Table 1 Classification of the underlying needs
	Nature of problems
	Number of observation
	%

	Hygiene Factors
	23
	66

	Motivate  Factors
	9
	26

	HR Functions
	3
	8

	Total:
	35
	100


HR functions: 8% (Note: This category is not relevant to the theory of Herzberg. The inclusion is for analysis purpose only.)
The problems were identified from several sources, namely, technology, working environment and psychology of employees. The sources of the conflicts between the staff and the Company were classified and shown with figure 5 and table 2 below. (Dr. D. Chan, 2018)
Figure 5 Sources of conflicts


Table 2 Sources of conflicts (Dr. D. Chan, 2018)
	Sources of conflicts
	Number of observation
	%

	Technical
	4
	11

	Administrative procedures
	18
	51

	Personality conflicts
	3
	9

	Poor communication
	5
	15

	Different interests
	1
	3

	Poor performance
	4
	11

	Total:
	35
	100




The internal area of the Company affected by the problems (4S model Dr. D. Chan, 2018) is shown with Figure 6 and Table 3 below:
Figure 6 Area affected by the problems


Table 3 Internal areas affected
	Areas affected
	Number of observation
	%

	Staff
	17
	49

	System
	14
	40

	Structure
	4
	11

	Total:
	35
	100



The 35 problems mentioned above were analyzed and classified into the above three dimensions, the underlying needs, the sources of conflict and the affected areas in the organization, which all suggested the failure of HR management activities of the Company.  


IV.4 Costs analysis
Unibank currently employed more than 200 staff, and the individual average salary is about 94,000AED. If banking automation programs were applied, about 30% of the labor costs (in terms of salary only) would be reduced, with a cost saving amounting to 5.31 million AED.  Note:【(AED 72,000 + 92,000 ) /2 + (85,000 + 105,000) /2】/ 2 = AED 88,500 * 200 staff * 0.3 = AED5.31 million  ( assumed 30% labor cut, calculations based on the information and data in the case material and from the industry practice). And such funds could be used for automation purpose, which equals about USD1.4 million.

IV.5 Functional Analysis of HR Management 
Because of the ever changing market conditions and technological advancement, Flippo E. suggested that HR executives are obliged to contribute to achieve the objectives of the organization by maintaining a competence work force to meet the needs of change and development of the organization. Their responsibilities would include those management functions, such as planning, organizing, directing and controlling of HR activities. Their routine duties would be related to staffing, training, compensation and separation of employees in order to meet the requirements of changes of technology and market conditions. (Flippo, Personnel Management, PP.21 to 22)

Nowadays the top management activities for HR issues would require about 30% (Flipp P.8) of the total top management efforts to assure the success of business. HR executives are expected to play an even more important role in organizational development. According to Herzbeg’s theory, there are several dimensions under the two categories of motivation factors and hygiene factors respectively. The role of HR management is shown with Figure 7 below:



Figure 7 Role of HR executives
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(Flippo E. 1986, Personnel Management, International Student Edition, Sixth Edition, McGraw-Hill, Inc., Singapore, P 46)

In Unibank, the responsibilities of the HR department would include procuring, developing, compensating, integrating, maintaining, and separating human resources to achieve the objectives of the employees, the Company, and the society. Because of the change brought about by the strategy of Unicall, HR executives were even more demanded to manage the change in the complex of HR resources issues. It is expected that HR executives should play an important role to enhance the Company’s productivity. Based on the analysis herein, it is obvious that there are some important issues, to that the HR executives should pay attention.

One important issue is to understand the human needs, and the impacts on individual behavior. According to Herzberg’s hygiene and motivation needs theory (1959), human’s needs can be classified into two categories, one is of the motivate nature, and the other is of hygiene nature. In an organization, hygiene factors considerations for employees are essential, and could help remedy employees’ dissatisfaction.

Upon observation, about 40% of the problems of the Company are of the motivate nature, and 46% are of hygiene nature. Herzberg suggested that those motivators would include achievement, responsibility, recognition, advancement, and work life etc. The hygiene factors are working conditions, supervision, employees’ relationship, compensation, company systems, and economic security etc. Adequate use of motivators would have positive effects on job satisfaction, and hence contribute to creativity and productivity of employees, and ultimately would facilitate business performances. On the other hand, great attention should also be paid to those hygiene factors, because the absence or deficiency of these factors would result in job dissatisfaction by employees. However, hygiene factors do not necessarily have the motivation effects. The ideal work situation would be a well balanced degree of efficiency of these two types of factors that would exist in the organization. Under this framework, further investigation and analysis into those problems are suggested, and more unique and relevant factors could be discovered before the HR system can be overhauled. 

The second issue is about the appraisal of job performance of employees. Since the problems observed are not productive to the Company, remedial measures should be taken. The suggested approach is O.B.M. Model, the Organizational Behavior Modification, which is a five step problem-solving model including 1) identification, 2) measurement, 3) functional analysis, 4) formulation of intervention strategies, and 5) evaluation of improvement. (Luthans1986). Because of Unicall, the business model was changed from traditional to Call Centers, which lead to cutting labor force and closures of offices. The purpose of the job performance appraisal is to find out the areas of inefficiency, so that correction measures can be applied.   

The third issue is about motivation. Luthans (1986) suggested a basic motivation model. Where the model starts from the basic needs, the desire for something to be satisfied, as human beings; and goes through drives, a device to alleviate or remedy needs; and meets goals, the situation where a need is alleviated and a drive is reduced. This implies that when undesirable behaviors come out in an organization, HR executives should try to understand the underlying goals, drives and needs of such behaviors. And accordingly, adjustments or remediate programs can be made to restore behavior productively.  One of the strategies for adjustment is to develop a program with a well balanced treatment of motivate-factors and hygiene-factors guided by the theory and Herzberg’s.

The forth issue is the job design. It was discovered that about 46% of the problems are relevant to hygiene factors, which can be attributed to job design, the characteristics of which includes variety, autonomy, task identity, feedback, dealing with others, and friendship opportunities. (J.Hackman & E.Lawler, 1971) “Hygiene factors prevent dissatisfaction, but they do not lead to satisfaction (Luthans, P201).” In the case of Unibank, the job design was not clearly defined, causing confusions and overlapping operations in Call Centers. It is imperative that job design should be carried out again by new HR management executives. 

The fifth issue is the rebuilt of the corporate culture. Because of the changes by Unicall, new comers and relocated staff will form their new relationship; and inclusion of new values, different personalities, and culture changes will be inevitable in the new working environment. The existing corporate culture might be changed and the new corporate culture should be necessary to be rebuilt in order to cope with such changes. Once a favorable and productive culture, (a set of general attributes of people, learned, shared, and adaptive, defined by Luthans 1986), is established and persisted; the Company will have its core value which leads to enhance the cohesiveness and the competitiveness of the Company, because ‘Culture dictates what people learn and how they behave.” (Luthans, P 34)  In addition, a company needs to build its own personality, which is the corporate culture. Corporate culture help satisfy the needs of employees, because it offers order, direction, and guidance in many situations. It is an invisible hand to influence peoples’ behaviors in all dimensions in their life. (Schiffman L. & Kanuk L. Consumer Behavio, seventh edition, P.323)

The sixth issue is the HR system which needs to be revamped. From the previous discussion, it is apparent that existing HR department and executives were accountable for the dysfunction of HR administration in the Company. HR executives had failed in discharging their duties adequately, in particular in those five areas mention above. The failure causes job dissatisfaction, under productivity, low morale, unsolved conflicts, possible labor disputes, possible trade unions intervention, and the strategies gaps as a result.  With regard to the UniAuto, new HR executives should have foreseen the changes to ensure a well prepared work force for the new challenges in future. 

As suggest by the above theories, HR executives could be able to develop new HR systems with focus on both hygiene factors and motivation factors or the hierarchy factors suggested by Maslow. In particular, job analysis and design should be carefully carried out, in order to meet the changes brought about by the implementation of the three strategies. 

The purpose of the overhaul of the HR system is to ensure the organization to take a modern approach to manage changes and develop human resources. The modern approach is called organization development. As Bennis suggests that Organizational Development (O.D.) is “a complex educational strategy intended to change the beliefs, attitudes, and structure of organizations so that they can better adapt to new technologies’.
When the needs are understood and motivated, employees’ behavior are possible to be adjusted with appropriate programs.

The last but not least, it is the UniAuto suggested by XYZ Consultants, as a long term solution to cope with labor costs, marketing requirements, competition, human errors, employees’ training, and  productivity problems as well. Based on the environmental review of the company, the change to this strategy for the company were justified because it keeps up with the market development at the time. 














V.    FINDINGS AND CONCLUSIONS
For the purpose of this project, we took a top-down approach to tackle the problems from the HR managerial perspective, rather than looking into specifically individual issues, because these problems were interrelated. Some problems came from the same sources but also affected by other factors, so when we tried to solve a particular issue, we may not be able the remedy the other. Based on the facts, evidences, and our analysis herein the report, we have obtained the following findings and conclusions:
1. The implementation of the new marketing strategy Unicall has caused two significant changes, one is the physical changes in terms of working environments and business restructuring, and the other is the psychological changes in terms of working attitudes or behaviors of employees. The problems arose mainly from the sources of technological changes and business restructuring after the adoption of Unicall.
2. The problems can be explained by the theory of hygiene factors and motivation factors by Herzberg and other relevant theories. According to Herzberg, we found that about 46% of the problems can be attributed to Hygiene factors, and about 40% of the same are concerned with motivation factors. These major groups of problems are related to training, job design, and motivation. 
3. The existing HR management system is not acceptable, and not adequate to meet the needs of changes of the Company and the environment.
4. The HR executives have failed in discharging properly their managerial functions. Such dysfunctions had hampered the implementation of the Unicall and the transformation to online banking and automation. 
5. The Company has been lack behind the industry’s trend to apply new technologies in banking and financial business. 



VI.     RECOMMENDATIONS
In order to close the strategies gaps between the reality and the expectation, we would suggest the following strategies and action plans;

Based on the discussion above, we have come to our conclusions. We would recommend the board of directors of the Company the proposals as follows:
1. We would suggest a reshuffle of the HR executives, because they have failed to perform their managerial functions adequately and have been unable to foresee changes brought about from Company’s strategy changes and the changes of the environment.
2. We would propose an overhaul of the whole HR system of the Company. Because of the problems addressed in the project. We hold that Unibank should develop a new HR system which should be relevant and accommodate sufficiently to the changes of the new strategies of the Company and the changes in the market conditions and the environment as a whole. The immediate possible solutions to resolve the problems would include acquiring competent HR executives to develop programs to overhaul the Company’s HR systems and redesign ones which suit best the present, planned and the futures strategies of the Company. The suggested redesign of the HR system would focus on the work content of job positions for the purpose of providing staff with benefits of job variety, closer personal relationship, significance and autonomy of job performance, fair treatment of complaints. Researches evidenced that such enrichments would contribute considerable improvements to corporate performance to achieve win/win results between employees and the Company. (Flippo. PP.110, 479) The overhaul of the HR system should focus in particular the job analysis and design, which would include such areas like procurement procedures, training, job evaluation, appraisal, career development, organization, induction, and counseling. (Flipp P.124)
3. We would recommend the Company adopt a new marketing strategy, the UniAuto, to implement the automation in banking business, because of the current changes of the market and the fierce competition. Our SWOT analysis showed that the Company should capitalize on its comparative edges to go automation. One of the technologies solution supplies is Banking Automation in UK. The company has business in about 30 countries and had completed more than 15,000 projects since 1984. The company’s email address is http://www.bankingautomation.co.uk/

However, our project would have some limitations. Regarding to XYZ Consultants’ suggestion to revamp the HR management system, further investigation about the problems in term of scope and type must be undertaken. When XYZ Consultants suggested that Unibank should adopt the strategy to go automaton, but it should be careful that unibank should take a selective approach to decide in which area they should invest. Cyber security shall be an important issue for Unibank, substantial losses will occur if the Company does not have the effective protection for the Automation system, because this strategy involves extensively with high technologies.












VII.    LETTER OF MANDATE
Letter of Mandate
Ref.  No.
Date: 【December 9, 2017】
The Board of Directors
Unibank, United Arab Emirate

Dear Sir or Madam,

Re: HR Management Consultancy on HR Problems

We are pleased to submit this Letter of Mandate for your consideration and acceptance. Our services are outlined as follows:
1. Parties to this Mandate
Unibank, United Arab Emirate
Address:
【XYZ  Consultants Ltd. Hong Kong】
 Address:
2. Purpose of the services
It is agreed that our report shall be used for internal reference only and it is subject to our General Service Terms.
3. Services to be provided
Our professional services are outlined as follows:
1. To diagnose and analyze the existing human resources management problems of the Company; and to identify the cause and nature of those problems.
2. To propose strategies and plans for resolving the problems.
3. To suggest alternative marketing strategy or actions in relation to HR management.
4. Submission of the report
Our draft of the report will be submitted to the Company within two months after your confirmation of acceptance of this Mandate. The final version shall be on your schedule.
5. Fee and Expenses
As arranged
6. Confidentiality and Independence Statement
We maintain a strict policy of confidentiality for our clients on documents, information and conversations we obtained during our engagement.
We hereby declare that we have no present or prospective interests of conflict of any nature with the Company.
7. Law & jurisdiction
Any disputes arose from this Mandate shall be governed by the laws of _____ and subject to the jurisdiction of courts in_______ (place).  

This Letter of Mandate is subject to our General Service Terms.

Yours faithfully,
For and on behalf of                                               Confirmed and Accepted by
【XYZ Consultants Ltd. Hong Kong】                    Unibank, United Arab Emirate
 Signed                                                                  Authorized signature & Company Stamp
Director                            
VIII.    GENERAL SRVICE TERMS
General Service Terms
Our consultancy services will be performed in accordance with professional standards. We assume that all information or documents you have provided to us are true and correct. Our engagement shall include due diligence, collection of necessary documents or information, and our own research as well, for analysis purpose. 
Our report is prepared to the board of directors of the Company for consideration of immediate or future actions. Our report including information and documents we have collected shall not be disclosed to any third parties, in whole or in part, without our consent. 
All information or documents we received from you shall be retained by us for at least three years.
Our engagement shall be modified subject to agreements reached by both parties.












IX.    APPENDIXES
List of problems
1. Lack of training for  using computer systems 
(Hygiene - training)/technical/staff
2. Inefficient time management for each enquire 
 (Hygiene - training)/poor performance/staff
3. Unable to answer inquiries properly 
(Hygiene - training)/poor communication/staff
4. Inappropriate attitude towards clients  
(Hygiene - training)/personality/staff	
5. Inconsistency answers to identical questions
 (Hygiene - training)/poor communication/staff
6. Duplicated business activities between internal staff  
(Hygiene - training)/poor communication/system
7. Inability to extract accurate information 
(Hygiene – training) poor performance/staff
8. Rudeness 
(Hygiene – training) Personality conflicts/staff
9. Different answers
 (Hygiene – training) Poor performance/staff
10. Branch staff have to telephone the call centers 
(Hygiene –training) poor performance/staff
11. Kept “on hold” 
(Hygiene – training) poor performance/staff
12. Call centers to complain 
(Hygiene – training) poor communication/structure
13. New recruits unhappy with standardized pay structure, payment system 
(Hygiene – compensation) administrative procedures/system
14. Loner time for transactions
(Hygiene – training) technical/system
15. Inflexible for dealing complex accounts
(Hygiene – training) technical/system
16. Putting on hold
(Hygiene – training) technical/system
17. Staff complaints
(Hygiene – company policy) administration/staff
18. Job discontent by staff 
(Hygiene – working conditions) administration/system
19. Increased pressures, discontent 
(Hygiene – job design) different interests/system
20. Isolated from their colleagues
 (Hygiene – job design) administrative procedures/structure
21. Unhealthy rivalry within and between shifts
 (Hygiene – job design) administrative/staff
22. Resentment 
(Hygiene – job design) administrative/staff
23. Informal break 
(Hygiene- job design) administrative/system
24. Battery hens 
(Motivator – job design) administrative/structure
25. Little control
 (Motivator – job design) administrative/structure
26. Constant surveillance
 (Motivator – job design) administrative/system
27. Informal ways to control the number of calls
 (Motivator – job design) administrative/staff
28. Redirected to numbers to appear busy 
(Motivator – job design) administrative/staff
29. Redirection 
(Motivator – job design) administrative/staff
30. Backlog 
(Motivator – job design) administrative/system
31. Redeployed staff unhappy 
(Motivator – job design) administration /system
32. Formal recognition
(Motivator – recognition) personality/staff
33. Lost staff 
(HR management) administration/system
34. Inadequate staff for growing demand 
(HR management) administration /system
35. Training programs under strain
 (HR management) administrative procedures/system
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Nature of problems
Nature of problems	Motivator	Hygiene factor	HR function	9	23	3	Technical	Technical	Administration 	Personality	Poor communication	Different interests	Poor performance	4	0	0	0	Administration	Technical	Administration 	Personality	Poor communication	Different interests	Poor performance	0	18	0	0	Personality	Technical	Administration 	Personality	Poor communication	Different interests	Poor performance	0	0	3	0	Poor communication	Technical	Administration 	Personality	Poor communication	Different interests	Poor performance	5	Different interests	Technical	Administration 	Personality	Poor communication	Different interests	Poor performance	1	Poor performance	Technical	Administration 	Personality	Poor communication	Different interests	Poor performance	4	Percentage of problems affecting internal areas 
Internal areas affected by strategy changes	Staff	System	Structure	17	14	4	
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