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Employee wellbeing has become a central concern for organisations operating across high pressure environments and beyond, but particularly within call centres where work is often characterised by performance monitoring and repetitive tasks. Havencares Insurance- an SME which operates a call centre in Cardiff employing approximately 300 staff- is currently experiencing several people management challenges, including; high turnover, elevated absence due to mental health and illness and declining performance among longer serving employees. These issues indicate deeper structural and managerial problems as opposed to isolated incidents.
This essay examines how a strategic wellbeing approach may address these challenges. Argues that wellbeing must be embedded within organisational systems- rather than implemented through isolated interventions. Also, analysing the relationship between wellbeing and performance (recognising both its benefits and limitations) whilst emphasising employee development as a key component of wellbeing. The analysis is based around the specific organisational and geographical context of a South Wales call centre, recognising how internal organisational factors and external socioeconomic conditions impact employee experiences inside their respective workplace.

[bookmark: _heading=h.k4szphm6mb8h]Organisational Context and Drivers of Wellbeing
Call centre environments create structural conditions that shape employee wellbeing and- in turn- actual organisational outcomes. At Havencares, the combination of strict performance targets and continuous monitoring is likely contributing not only to stress and disengagement, but also to burnout and employee turnover if not correctly managed (Holman, 2009). Additionally, the requirement for employees to engage in heavy emotional labour over long periods, particularly when handling customer claims, increases the risk of emotional exhaustion. This suggests that any wellbeing strategy must go beyond surface level support and instead address how work is actually carried out on a daily basis.
High absence rates at the Cardiff call centre are unlikely to be driven solely by individual health issues, but instead by underlying organisational factors- such as repetitive work and limited role variation. Applying the SCARF model (Lynn, 2026), it is evident that reduced autonomy, low certainty and perceived unfairness within a highly monitored environment are likely to trigger threat responses, increasing stress and reducing motivation. This indicates that Havencares should prioritise redesigning elements of the role, such as increasing autonomy or flexibility, rather than relying solely on reactive wellbeing interventions. The key here is to be proactive not reactive.
Similarly, high turnover inside the call centre is likely to reflect structural issues rather than short term dissatisfaction. Limited opportunities for career progression and lack of recognition suggest that employees may not see a long term future within the organisation. For longer serving employees, this may lead to career stagnation and declining motivation, which- in turn- impacts performance. This highlights the need for a wellbeing strategy that both facilitates clear pathways for development and progression opportunities, not focusing purely on monetary retention incentives like bonuses- but attempting to phase out a transactional relationship with work.
These organisational challenges are intensified by the South Wales context. Economic inactivity rates in Wales remain higher than the UK average, with lon term sickness being the primary cause of inactivity for over 30% of individuals (Welsh Government, 2025). This suggests that organisations like Havencares are operating within a labour market where ill health is more common, increasing the likelihood that employees may be managing ongoing health related challenges while in work.
As a result, wellbeing challenges cannot be addressed through workplace interventions alone. Instead, Havencares needs to take a more preventative approach that recognises how conditions of work interact with wider socioeconomic factors affecting its workforce.


[bookmark: _heading=h.n9oai5lakf1h]A Strategic and Integrated Wellbeing Approach
While a strategically integrated wellbeing approach is needed to address the issues at the Cardiff site, it is important to recognise that strategies like this can be resource heavy and may not deliver immediate results (National Institute of Health, 2018). They require both financial investment and significant attention from managers, which a call centre of this size may find difficult to manage, however while a wellbeing strategy may be costly for a small organisation, the long term impact of doing nothing- particularly continued absence and turnover- is likely to be far more damaging.
I would implement a programme that focuses on both the underlying causes of stress and the day to day experience of employees. Rather than introducing isolated wellbeing initiatives, my approach would focus on redesigning work, improving management capability and embedding wellbeing into core HR processes- much like the CIPD advocate for (CIPD, 2024).
At an operational level, the first priority would be to address workload and job design. I would pilot a self rostering system within one claims team over a three month period, allowing employees to select preferred shifts within agreed service constraints. This would minimise disruption while testing impact before wider rollout. In addition, I would introduce monthly job rotation within teams, allowing employees to move between roles such as call handling, administrative tasks and follow ups. While this is likely to reduce fatigue and disengagement (National Institute of Health, 2021), it would require initial training time and short term productivity adjustments, which would need to be factored into resourcing plans.
While these interventions are likely to improve autonomy and engagement, they may also create operational challenges in maintaining service consistency. For this reason, a phased pilot approach would be used before wider implementation. Alongside this, I would review performance metrics to ensure they are realistic and balanced, limiting excessive monitoring- while maintaining accountability. However, reducing monitoring may raise concerns around performance visibility, meaning that clear alternative performance indicators- such as quality assurance and customer feedback scores- would need to be introduced.
To improve retention and address turnover, I would implement structured career development pathways for claims handlers. This would include a 6 month development framework, incorporating monthly one to one development conversations, access to targeted training and a mentoring system. While development opportunities are widely associated with improved retention- (World Economic Forum, 2022). They, again, require both financial investment and manager time, which may also be limited by the nature of both a pressure environment and the financial capabilities of the business. For this reason, I would prioritise development for high turnover teams initially, before expanding the programme more widely. Alongside this, development options would be flexible, recognising that not all employees seek progression, but may still benefit from skill development or role variation.
Furthermore, I would ensure wellbeing is embedded both vertically and horizontally within the organisation. While aligning wellbeing with organisational objectives can strengthen accountability (McKinsey, 2025), there is a risk that it becomes overly performance driven. To mitigate this, I would integrate wellbeing metrics such as absence rates, engagement scores and retention into organisational performance indicators, while maintaining a clear focus on the actual employee experience. However, embedding wellbeing across HR processes requires coordination and leadership commitment-  potentially competing with organisational priorities.
Finally- In balancing prevention and support- I would prioritise preventative measures while maintaining support systems. Preventative actions would include manager training and job redesign, support would include strengthening access to employee assistance programmes while also facilitating occupational health referrals and mental health support services. However, while preventative approaches are more sustainable, they require upfront investment and may not produce immediate results. I would also explore the use of AI support tools, such as chatbots, to provide accessible wellbeing support at scale. However, these tools should assist rather than replace human interaction, particularly in managing more complex wellbeing issues. (Mental Health Foundation, 2025)
Evidence from The Enterprise Research Centre suggests that only a limited proportion of SMEs invest consistently in employee wellbeing, often due to resource constraints and competing operational priorities. While this presents a challenge, it also creates an opportunity for Havencares to differentiate itself. By adopting a more proactive and structured approach to wellbeing, the organisation can improve both retention and attraction in a competitive labour market (ERC, 2025).


[bookmark: _heading=h.l3gyngr15m0a]Leadership and Management as Drivers of Wellbeing 
A critical element of this strategy is improving management capability, as poor management style is a key driver of workplace stress (CIPD, 2023). While training managers can improve leadership effectiveness, it does not guarantee behavioural change in practice. To address this, I would implement a structured leadership development programme focused on building the skills required to manage wellbeing effectively.
This programme would include training in emotional intelligence, communication and explicit conflict management- enabling managers to better recognise and respond to employee needs (Maldonado and Márquez, 2023). However, developing these skills requires time and reinforcement, short term training alone is unlikely to be sufficient. For this reason, the programme would include ongoing support and opportunities for practical application with a heavy emphasis on reflection. It would also incorporate real life scenarios relevant to the call centre environment, ensuring that learning is directly applicable.
Leadership development is also widely recognised as central to organisational effectiveness, particularly in shaping employee behaviour and performance (Northouse, 2021). To embed compassionate leadership, I would introduce clear expectations around management behaviour, including regular one to one meetings and proactive check-ins. However, although this approach can improve relationships and trust, it may increase managerial workload, particularly where spans of control are large. Managers would therefore need appropriate support and realistic expectations to ensure that these practices are sustainable. This aligns with the principles of compassionate leadership, which emphasises listening, understanding and acting to support employees (West, 2022). More recent work also highlights how compassionate leadership is increasingly important in addressing stress and moral strain within modern workplaces (Felter and Thomson, 2025).
In addition, I would address perceptions of fairness by introducing greater transparency in decision making. Clear communication of expectations and consistent standards application would help reduce these feelings, which are known to negatively impact engagement and performance (Mubashar et al., 2022). However, despite transparency improving trust, it may also lead to increased criticism of managerial decisions, requiring managers to be consistent and confident in their approach.
To ensure accountability, I would incorporate wellbeing related behaviours into manager performance reviews, linking leadership performance to wellbeing outcomes- reinforcing its importance within the organisation. However, measuring leadership behaviour can be subjective, and care must be taken to ensure that evaluation criteria are fair and evidence based.

[bookmark: _heading=h.euutqrs0g9bv]Wellbeing and Performance
Improving wellbeing at Havencares is not solely an employee focused initiative, but a performance strategy. While evidence suggests that higher levels of wellbeing are associated with improved engagement and productivity (De Neve and Ward, 2020; Gallup, 2025), this relationship is not guaranteed. For example, wellbeing initiatives may improve employee satisfaction without translating into actual performance improvements.
To combat this, addressing the underlying causes of stress and disengagement in the organisation can improve attendance and overall productivity. However, these outcomes depend on how effective the implementation process is. If interventions are not aligned with actual practices, they are unlikely to create meaningful improvements. This reinforces the importance of integrating wellbeing and performance rather than treating them as sole initiatives.
There is also a risk that wellbeing and performance may be seen as competing priorities. In high pressure environments, employees may feel as if wellbeing initiatives are conflicting with performance expectations if messaging is unclear. For this reason, performance management processes would need to be redesigned to ensure that expectations remain clear while also supporting employee wellbeing.
Therefore, the issue is not only whether performance is achieved, but how it is achieved. While focusing on outcomes alone may drive short term results, it can undermine comprehensive wellbeing and long term sustainability. By incorporating regular feedback and supporting employees in meeting expectations, Havencares can pair wellbeing with performance in a sustainable manner.

[bookmark: _heading=h.1hb31vgc3x6q]Employee Development as a Driver of Wellbeing 
[bookmark: _heading=h.a9u14kliphrp]Employee development would form a central component of my wellbeing strategy as effective training and development are key to employee capability and supporting long term performance (Noe, 2020). While development opportunities are generally associated with improved engagement and motivation, they do not benefit all employees equally. Some individuals may experience development as additional pressure, particularly where it is linked to performance expectations.
Despite this, I would introduce structured development programmes, including- skills training, mentoring and opportunities for versatility within the organisation. These initiatives would provide employees with greater variety and a new sense of purpose. However, their effectiveness, once more, would depend on the organisation’s ability to allocate time and resources without increasing workload pressures.
In addition, I would implement personal development plans for all employees, ensuring that development is tailored to individual needs. While this approach supports inclusivity, it requires managers to have the skills and time to deliver meaningful development conversations, which may be a challenge in a busy call centre environment.
To ensure effectiveness, development initiatives would be integrated with performance management processes. Despite the risk that development becomes overly performance-focused. This can improve alignment between development and organisational goals. Ultimately, a balance would need to be maintained between supporting employee growth and meeting organisational objectives

[bookmark: _heading=h.3is7u863h3g8]Conclusion
In conclusion, the challenges facing the Cardiff call centre at Havencares Insurance are embedded in both structural and managerial factors, shaped not only by the nature of call centre work but also by wider socioeconomic conditions within South Wales. An integrated wellbeing approach offers a viable solution, but only where it moves beyond sole initiatives and instead focuses on redesigning work, strengthening management capability and embedding wellbeing across the organisation as a whole. By aligning wellbeing with performance objectives and balancing both preventive and supportive measures, Havencares can begin to address both the causes and consequences of high absence, declining performance and- ultimately- turnover of staff.
However, as identified throughout, these interventions are not without drawbacks. Their effectiveness depends on factors such as; route of implementation, leadership capability and real organisational commitment- particularly in balancing operational demands with employee needs. Leadership and employee development play a pvotal role in this process. Effective leaders shape how work is experienced on a daily basis, while development opportunities can re-engage employees and improve long term wellbeing (provided they are flexible and meaningful).
Fundamentally, the success of a wellbeing strategy depends not only on what is implemented, but how it is applied. The key issue is not simply whether performance is achieved, but how it is achieved, as this directly influences employee wellbeing and long term organisational sustainability. For Havencares, adopting a proactive, (but integrated) informed approach will be essential in creating a more resilient and engaged workforce. Ultimately, supporting more consistent and sustainable performance outcomes over time. 
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