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[bookmark: _Toc1721304126]Introduction
Haven cares insurance is a specialist insurance claims organisation. They currently operate two call centres in South Wales; one based in Cardiff and the other based an hour away in Swansea. After successfully resolving a large range of people management challenges at the Swansea site, I have proudly been appointed as a Human Resources Officer to support the management team at the Cardiff site. This site employs roughly three hundred staff. The majority of whom work as claims handlers within a target driven and very high-pressure environment. However, the operation at the Cardiff site is facing several significant workforce challenges, impacting both employee experience and organisational effectiveness. Moss (2024) explains that a positive employee experience is crucial to any organisation. It allows companies to retain their employees based upon the positive experiences they are having within the workplace.
[bookmark: _Int_7qdxCs4S]Some of the key issues identified include continuous high levels of employee turnover, suggesting disengagement and dissatisfaction amongst employees. Furthermore, there are elevated rates of absence, most of which are related to common illnesses such as colds or flus and also mental health. This could indicate underlying issues such as stress, poor working conditions or insufficient organisational support. There is also evidence of declining poor performance and amongst longer serving employees there seems to be increased long term illness. This points too possible burnout, reduced motivation over time and a lack of development opportunities. Herzberg’s two factor theory can be thought of here, as written by Nickerson (2025) Herzberg’s theory suggests that job satisfaction is influenced by two distinct factors: motivators and hygiene factors.
According to Watson (2025). Employee wellbeing is how employees feel about their expectations, duties, working environments and levels of stress, causing effect on an employee’s happiness and overall health. 
This essay argues that the implementation of a strategic, evidence-based wellbeing approach can play a critical role in addressing the challenges faced at the Cardiff site. Improving both individual employee outcomes and overall organisational performance. 

















[bookmark: _Toc148159533]Organisational Context: Call Centre Environment In South Wales
The call centre environment within South Wales is characterised by very high levels of performance monitoring, strict targets and significant emotional labour. Sustained psychological restrain can also occur as often employees are required to handle a continuous flow of customer interactions, involving complaints and disputes. Moreover, this can cause long term damage to an employees personal and professional life (Cappelli, 2026). The repetitive nature of call handling tasks further contributes to fatigue and increases the risk of burnout, particularly where autonomy and task variation are limited. As stated by CIPD (2025), uncomfortable working conditions can lead to decreased motivation making employees much less likely to be engaged with their work. 
These pressures are evident within the Cardiff site, where high performance expectations appear to contribute to both absence and employee turnover. Persistent stress, combined with limited opportunities for role development can lead to disengagement, particularly among long serving staff. While experience can enhance employee performance, as hinted by David Kolb’s learning theory (1984), it can also result in stagnation if roles remain unchanged, reducing motivation and increasing withdrawal behaviours such as absence.
[bookmark: _Int_a6SIxItx]The regional labour market in South Wales also shapes organisational dynamics. The perception that call centres are associated with lower income creates challenges for staff retention, as employees may perceive limited financial progression or seek alternative opportunities when they come available. However, at the same time, strong community ties may influence patterns of absence, with employees potentially placing higher value on family and local obligations.
Critically, generic HR inventions may be insufficient in this context. Effective strategies must account for both the specific demands of call centre work and the socio-economic characteristics of the South Wales labour market to address the underlying causes of disengagement and workforce instability.
[bookmark: _Toc1503706290]Understanding Wellbeing: Theoretical Foundations
Employee wellbeing can be understood through several key theoretical models that explain how workplace conditions influence motivation, satisfaction and performance.

[bookmark: _Toc1102886369]Maslow’s Hierarchy of Needs
Maslow’s hierarchy of needs proposes that individuals must satisfy basic needs, such as safety and belonging before progressing onto higher level needs like esteem and self-actualisation (Ocean, 2023). This highlights the importance of psychological safety, inclusion and recognition. If employees feel undervalued their motivation and engagement are likely to decline. 

[bookmark: _Toc788465355]Herzberg’s Two Factor Theory
Herzberg’s two factor theory distinguishes between hygiene factors and motivators. Hygiene factors, including pay, working conditions and job security, do not necessarily increase satisfaction but can cause dissatisfaction if inadequate. Motivators such as achievement, opportunities for growth and recognition, actively enhance job satisfaction, as summarised by Kurt (2025). Evidence of high absence and staff turnover often points towards failures in hygiene factors, such as poor working conditions or insufficient pay, while also indicating a lack of meaningful motivators.

[bookmark: _Toc622309968]Job Demand Resources (JD-R)
The job demands resources model provides a more comprehensive perspective by emphasising the balance between job demands and resources. Writings such as the one written by Plum (2025) states that high job demands, such as workload, emotional labour and strict performance targets, can lead to stress and burnout when not matched with sufficient resources like managerial support, autonomy and training. 

While these models effectively explain the link between wellbeing and organisational outcomes, they have limitations. They tend to oversimplify complex human behaviour and may not fully account for individual differences, such as personality or cultural background. Therefore, although useful, these frameworks should be applied with flexibility and consideration of specific organisational contexts.














[bookmark: _Toc916092888]Link Between Performance and Wellbeing
The relationship between employee wellbeing and organisational performance is increasingly recognised as both direct and multifaceted. Research from the Chartered Institute of Personnel and Development highlights how improved wellbeing enhances employee engagement (CIPD, 2023). They highlight that employees with higher levels of wellbeing are more productive, demonstrate stronger commitment and are much less likely to be absent from work. 
However, absence alone does not fully capture the impact of poor wellbeing. The concept of presenteeism, as explained by Lee (2025), is where employees attend work despite being physically or mentally unwell, presents a significant but often hidden cost. In organisations such as the Cardiff site, employees may be present but operating below optimal capacity, leading to reduced efficiency and diminished service quality. This is particularly relevant in roles requiring high levels of customer interaction, where mental health challenges such as stress and anxiety can impair cognitive functioning, decision making and interpersonal skills. 
The financial implications of poor wellbeing are therefore twofold: direct costs associated with absenteeism and indirect costs linked to presenteeism and reduced productivity. Operationally, frequent absence can disrupt workflows, increase workload for remaining staff and necessitate temporary staffing solutions, all of which can strain resources and impact overall performance.
Despite this, it is important to critically evaluate the assumption that all wellbeing initiatives automatically lead to improved performance. Some organisations engage in what has been termed “wellbeing washing”, where superficial or symbolic initiatives are introduced without addressing underlying organisational issues such as excessive workloads, poor management practices or lack of autonomy, as written by Pritchard (2023). In such cases, the intended benefits are unlikely to materialise. For wellbeing strategies to be effective, they must be embedded within the organisational culture and aligned with broader strategic objectives. This requires a holistic approach that integrates wellbeing into leadership practices, job design and performance management systems, ensuring that initiatives are both meaningful and sustainable.


















[bookmark: _Toc1209509408]Employee Development as a Driver of Wellbeing
Employee development is a key driver of wellbeing, specifically in high pressure roles such as customer service or claims handling. Skills development helps reduce stress by increasing employee confidence and competence (Noe, 2020). When staff are better equipped to manage complex or emotionally demanding interactions, such as difficult customer calls, they are much less likely to experience anxiety and burnout, Anderson (2025). Training in communication and problem solving allows employees to respond more effectively, lowering the emotional strain of their work. 
Career development is equally important, particularly for long serving employees who may experience stagnation (De Vos, Akkermans and Van der Heijden, 2019). Without clear progression pathways, individuals can feel undervalued or stuck, which negatively impacts motivation and wellbeing, as summarised by Grey (2024). Providing structured opportunities for advancement, such as promotions and role variety, helps maintain a sense of direction and purpose within work.
These approaches align with established motivation theories. Frederick Herzberg (1968) identified development as a key motivator that enhances job satisfaction through personal growth. Similarly, Abraham Maslow (1943) created the hierarchy of needs theory. It highlights how development supports esteem and self-actualisation needs. Enabling employees to feel accomplished and fulfilled.
The psychological benefits are significant. Employees who receive meaningful development opportunities tend to show increased confidence, reduced anxiety and higher engagement levels. This not only improves individual wellbeing but also contributes to a more positive organisational environment. 
For context within the Cardiff site, development initiatives should focus on practical areas such as emotional resilience, customer conflict management and digital or claims systems. This ensures training is directly relevant to job demands.
However, development must be carefully implemented. Tokenistic or generic training is unlikely to be effective. Additionally, if training is introduced without adjusting workloads, it may increase stress rather than reduce it. Strong managerial support and realistic scheduling are essential to ensure development genuinely enhances wellbeing.

















[bookmark: _Toc1532894309]Proposed Wellbeing Strategy for Cardiff Call Centre 
A comprehensive wellbeing strategy for the Cardiff call centre should operate across organisational, managerial and individual levels to address the root causes of stress, absence and turnover.
At the organisational level, a detailed review of workload and performance targets is essential to ensure they are realistic and do not contribute to excessive pressure. This is explained well by Triba (2024), she summarises that realistic targets are important to employees as they provide clear direction and enhance engagement and motivation. To improve employees work-life balance, flexible working options could be introduced, such as hybrid or adjusted shift patterns. Absence management policies should focus more on support than punishment, this encourages early intervention. Improving the physical environment can reduce illness and enhance overall comfort, adding things such as better lighting and improved ventilation. 
At the managerial level, team leaders play a key role in employee wellbeing. They should be effectively trained in mental health awareness and supportive leadership styles to recognise and respond to employee needs. Regular check-ins should also be implemented, focusing not just on employee performance but also on wellbeing. This will help build trust and open communication (Gallup, 2025). Janikian (2025) states that when employees trust their leaders, they are more willing to communicate openly, work collaboratively and remain engaged in their roles.
At the individual level, employees should have clear access to support mechanisms such as Employee Assistance Programmes (EAPs), mental health resources and wellness initiatives like exercise schemes or flu vaccinations. These initiatives empower individuals to manage their own wellbeing more effectively.
Development should be integrated throughout the strategy. Clear career pathways, along with coaching and mentoring, can enhance engagement and reduce turnover, by giving employees a sense of progression. This also supports performance through improved skills and motivation, while health-focused initiatives help reduce absence.
However, this specific strategy requires careful consideration. There are cost implications, particularly in training and workplace improvements and implementation of this strategy may face some resistance. Ultimately, the strategies success depends on a genuine shift in culture towards prioritising employee wellbeing as a long-term organisational investment rather than a short-term expense.















[bookmark: _Toc211387380]Evaluation and Measurement
Evaluating the effectiveness of the wellbeing strategy requires clear and measurable indicators. Key metrics include absence rates, which can reflect improvements in employee health and turnover rates, which indicate levels of retention and job satisfaction. Declines in both strongly suggest that wellbeing initiatives are having a positive impact.
Employee engagement surveys are also essential; this offers direct insight into how staff perceive their work environment, leadership and development opportunities. Regular surveys allow organisations to track changes and identify emerging issues. In addition, performance KPI’s, such as productivity, customer satisfaction and call handling efficiency, help assess weather improved wellbeing is contributing to better organisational outcomes.
HR analytics supports a more data driven evaluation by identifying trends and relationships between wellbeing initiatives and employee behaviour (Marler and Boudreau, 2017). For example, analysing links between training and performance or absence can highlight what is most effective.
Finally, a continuous improvement approach is crucial. Data should be regularly reviewed and used to refine strategies, ensuring the organisation remains responsive and that wellbeing initiatives continue to deliver long-term benefits.





[bookmark: _Toc1356395954]Conclusion
In conclusion, employee wellbeing should not be viewed as optional but as a clear strategic priority that directly influences organisational success. There is a clear link between wellbeing, employee development and performance. When employees feel supported and are given opportunities to grow, they are more engaged, productive and resilient. In a call centre environment such as Cardiff, this requires a tailored approach that recognises the specific pressures of the role, including high workloads and emotional demands.
However, the success of any wellbeing strategy ultimately depends on genuine organisational commitment. Superficial initiatives are unlikely to create meaningful change. Instead, long-term investment, supportive leadership and a culture that prioritises employee wellbeing are essential to achieving sustainable improvements in both employee experience and organisational performance.
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