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Executive Summary

Unicall is facing a serious motivational problem at the Call Center, which has a very negative impact on staff morale and service quality.  This consultant’s report aims to analyse the root causes and provide practical solutions to enhance the overall motivation.  The approach of the analysis and recommendations is research-based with evidence.  In addition, some well-established theories and models are adopted to add credibility and further advance the consultancy impact.

This report uses Herzberg’s Motivation-Hygiene Theory, Fogg’s Behavior Model, etc. to analyse various causes of demotivation.  It is found that there are deficiencies in both hygiene factors and motivators.  At Unicall, the growth of telephone banking service, the understaff of call operators, the constant surveilliance with highly standardized workflow, the high demand of labor market, the rigidity of pay scale, the lack of appraisal system, the unharmonious  workplace, all these contribute to a very low morale, that in turn heavily affects the service quality and work efficiency.  In order to makeover, changes have to be carried out in different aspects.  Re-organising the Call Centre into clusters (by product or service types) can raise the service quality and efficiency by more focusing to address specific needs of different customers.  Job enrichment can be done by re-designing the work contents, for example, giving operators more authorities and financial incentives for business referrals.  Work life balance can help boost up the employees’ morale, this can be achieved by providing more recreation activities and flexible holidays.  As Unicall does not have a performance appraisal system, it is time to structure a fair, flexible and transparent performance evaluation system for recognizing employees’ contribution.  Career planning is suggested to cultivate a longer term commitment from employees while they know their future in the Company.  Finally, continuous trainings on knowledge, skill set and most importantly, stress management are the crucial support system for all the staff members.

The implementation starts from a dedicated change management plan and a task force headed by senior management.  Re-organisation is the first concrete step of the changes plus continuous communications and trainings to form a new culture and norm for Unicall.
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UNICALL:  Recommendations for Enhancing the Motivation of the Employees at Call Center
1. Introduction

Monotonous work, stressful environment, adverse working condition, lack of career development opportunities, etc. are proved to be the underlying reasons of high attrition rate at call centers (Budhwar, Varma, Malhotra & Mukherjee, 2009).  Unicall is suffering from low morale problem that leads to many symptoms like customer compliants about the efficiency and service quality.  The low morale actually reflects the underlying motivational problem.  This report addresses the issue of motivation of the employees at Unicall.  Motivation is a complex issue and involves many different factors.  The motivational problem is analysed critically by using well established theories and models.  Motivation could be related to appraisal system, job nature, workplace human relationship, etc.  A system thinking and holistic approach are needed for looking into the underlying causes, most importantly, that helps structure an action-oriented workable solution.
2. Current Situation - demotivation of the employees

After the launch of Unicall for the first six months, the business started picking up because of the advantages of telephone banking experienced by customers.  However, this leads to overloading problem as the recruitment cannot catch up with the growing demand for the telephone banking service.  Simultaneously, the rapid recruitment put pressure on the induction and training functions, which eventually makes the service quality of newly recruits deteriorated because of insufficient training.  All these problems are reflected in the staff’s unfamiliarity of the operations, resulting in prolonged, inconsistent and inaccurate services provided to customers.  The situation is worsened as many enquiries for simple transactions actually come from the branches to Unicall.  Furthermore, the monitoring systems add psychological burden to the staff members that some of them use the trick to block the incoming calls.  Hence, the number of complaints is increasing, which are related the service quality, including but not limited to the rudeness and inflexibility of their working attitude.  

Actually most of the problems seen in the current situation are the symptoms, the root cause is the motivational problem. Furthermore, the morale is low as the employees are demotivated by not only the short of hands, but also by the appraisal system because there is no performance management system in place and as yet the idea. 
3. Analysis of the Motivational Problem at Unicall
3.1 Theories and models for analytical framework
In order to explore the motivational problem in a systematic manner, some relevant theories and models are employed to enhance the credibility of the analysis.  In general, as per the mainstream, the forces for motivation can be divided into internal (intrinsic) motivators and external (extrinsic) motivators.  The intrinsic motivators act as a “pulling force” while the extrinsic motivators act as a “pushing force”.  It is important that these forces are complementary for driving action.  Using different theories and models can offer an all-rounded and solid understanding of the nature of motivation and hence helps to design a more comprehensive motivational mechanism with an improved appraisal system.
Herzberg’s Motivation-Hygiene Theory
Motivation-Hygiene Theory is also known as Two-Factor Theory or Dual-Factor Theory, it was developed by Psychologist Fredrick Herzberg in 1959.  The Theory states that there are certain factors that cause job satisfaction while a different set of factors cause dissatisfaction, and they act independently with each other (Herzberg, Mausner and Snyderman 1959).

Herzberg (1965) found that employees will not be satisfied by low-end provisions called “hygiene factors”, such as minimum wage, safe and clean working conditions, etc..  But with the higher-end provisions which are termed “motivators”, e.g. job content, nature, achievement and recognition, they are delighted with higher job satisfaction.  The hygiene factors are more extrinsic while the motivators are more concerned one’s intrinsic need.  The gist of this Theory is that the presence of hygiene factors will not make employees satisfied but dissatisfied if without them.  On the contrary, the presence of motivators will satisfy employees, while they will not be dissatisfied without motivators.  These two sets of factors operate independently, increase of satisfaction by motivators will not reduce the dissatisfaction caused by lack of hygiene factors.  Therefore, in order to increase employees’ motivation, both hygiene factors and motivators have to be in place, In addition, for maximising the impact, eliminating dissatisfaction should come first before creating motivators (Herzberg, 1965). 
Though it looks similar to Maslow’s Hierarchy of Needs, Herzberg’s Motivation-Hygiene Theory, however, offers more insights and dimensions as Maslow’s just provides a simple one-dimensional interpretation of the different levels of needs.  The most important advantage of Herzberg’s is the considerable empirical evidence to confirm its validity (House and Wigdor,1967).
 
Fogg’s Behavior Model

Fogg’s Behavior Model (Fogg, 2009) focuses on the individual level (Figure 1).  It shows that three elements: Motivation, Ability and Trigger, must converge at the same moment for a behavior to occur.  Motivation and Ability can be traded off, i.e. if motivation is very high, ability can be low.  The focus of the challenge in this analysis is motivation, so the element of motivation in Fogg’s Behavior Model will be examined in detail.  

Fogg’s Behavior Model highlights three core motivators: 1. Sensation, 2. Anticipation, and 3. Social Cohesion.  Each of these motivators has two sides: Pleasure/Pain for Sensation, Hope/Fear for Anticipation, and Acceptance/Rejection for Social Cohesion.  According to Fogg (2009), the first core motivator:  Sensation (Pleasure/Pain) is an intrinsic factor, it is a primitive response and it functions adaptively in the activities related to self-preservation and propagation of genes.  The second core motivator:  Anticipation (Hope/Fear) is characterized by anticipation of an outcome (incident).  It is an extrinsic factor because it is the result of an incident.  Hope is the anticipation of something good happening, while Fear is the anticipation of something bad, e.g. loss.  The third core motivator:  Social Cohesion (Acceptance/Rejection) controls much of social behavior and is an extrinsic factor.  People are motivated to do things that win them social acceptance or avoid being socially rejected.  Both sides of each core motivator can either facilitate or prevent certain behaviors.
Deterrence Theory and the Concept of Avoidance

Deterrence theory and the concept of avoidance are used for further analyzing the second core motivator: Anticipation (Hope/Fear).  Classical deterrence theory was first formulated by Beccaria (1809) and Bentham (1843) and holds that crime is deterred by threat of punishment.  Becker (1968) used economic theory and fiscal psychology to expand the deterrence theory.  Becker’s neo-classical deterrence theory contends that those considering an illegal act utilize probability of detection and financial value of the penalty to undertake a cost benefit analysis of the crime.  The concept of avoidance is associated with the general theory of deterrence and is where offenders expend resources on activities to decrease both the chance of detection and any anticipated punishment by reducing the probability of that punishment, or by limiting the penalty if detected (Nussim and Tabbach, 2009).  The extrinsic nature of the second core motivator, Anticipation, in Fogg’s Behavior Model is connected with Deterrence Theory and Concept of Avoidance as they refer to external incidents, therefore they can be viewed together as a whole (Figure 1).
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Figure 1. Combination of Fogg’s Behavior Model, Deterrence Theory
and Concept of Avoidance
3.2 The Hygiene Factors at Unicall

Unicall’s major hygiene factors are fairly good.  It is situated in a nicely decorated, pleasant and airy open-plan offices with good basic facilities like a snack and sandwich service, a rest room and a kitchenette for the preparation of hot drinks and snacks.  According to Herzberg’s Motivation-Hygiene Theory, this set of extrinsic factors is up to standard that it should not make the employees dissatisfied.  However, with good hygiene factors alone, it is not enough to make the employees satisfied and motivated to do better, especially in this overloaded period.  
Deeper Analysis of Unicall’s hygiene factors
Not all the hygiene factors are in good shape.  Among them, one hygiene factor, standard workload, has been distorted by the surging demand of telephone banking service and the understaff that leads to staff dissatisfaction and demotivation.   For those redeployed employees, the nice working environment may not appeal to them as they were used to work in branches which are acquainting to them.  But now they need to adapt to a new workplace, and some of them may need to travel an extra mile in daily commute.  Therefore, nice environment is a satisfactory hygiene factor to the new recruits but are not to the redeployed staff.  In other words, for redeployed staff this hygiene factor is in deficiency that demotivates them.  Job security, another hygiene factor, is also deteriorating - the morale in Unicall has been further affected by the rumours of the possibility of job losses because of the outsourcing work abroad.  Another anxiety comes from the development of Uniline, which is an online banking system and perceived to be able to take over more of Unicall’s business.  Again, the staff at Unicall are not satisfied and further demotivated.
3.3 The motivators at Unicall

As for the motivators, there are quite many deficiencies in the case of Unicall.   Although the absence of motivators will not dissatisfy people, without them the employees do not perform well, or just do the minimum.  For example, the job content at call centre is perceived as stressful and isolated; according to the two surveys conducted 6 months and 9 months respectively after the launch of Unicall, the employees felt the pressure and were discontent with the overall workflow.  Looking into the details of the complaints, the problems can be categorised into three aspects:
1. Isolation from other colleagues leading to a certain unhealthy rivalry both within and between shifts.  Friendliness is lacking in the workplace that results in loneliness.
2. Demanding and mechanical workflow with little control on the break time between calls that make them feel like “battery hens”.
3. Constant surveillance via monitoring calls for productivity, quality and accuracy checking that lowers the trust between employer and employees.
All of the above problems in these three aspects represent the deficiencies in motivators.  They even contribute to the worsening phenomenon that some operators redirect calls to new recruits or unpopular staff members, making them very busy and having a backlog.  Supervisors know the situation but find it very difficult to detect.
Some younger-aged new recruits believe that their quality and effectiveness of work are better than other, they are not content with the rigid and standardised pay scale.  Because of this, they feel their skill are not recognised or rewarded, this feeling is aggravated by high demand of call centre workforce.  Quite obviously, the existing pay scale is not attractive and is viewed as a kind of hygiene factor, at least by those younger staff.

Comparing Fogg’s Behaviour Model, actually the first core motivator, “Sensation (Pleasure/Pain)”, is similar to the motivators in Herzberg’s Motivation-Hygiene Theory because they are intrinsic factors.  And the second “Anticipation (Hope/Fear)” and third “Social Cohesion (Accept/Reject)” core motivators are like hygiene factors which are extrinsic.  Pain is created by the isolated and hostile workplace, boring and heavy workload and lack of trust.  Fear results from lack of job security.  Lastly, working at Unicall is a relatively underpaid job, which is generally not acceptable in the society.
Adopting the Deterrence Theory and Concept of Avoidance for analysis gives a different perspective of the problems.  The fear comes from the worry of being laid off, that the employees work like “battery hens” under the strict monitoring system though this will eventually diminish their motivation.  It is very obvious that the employees just fulfil the minimum job requirements without heart for the purpose passing the job evaluation.
4. Recommendations for Unicall
Holman, Batt & Holtgrewe (2007) found that call centers do not need to follow a cost-minimization approach with high level of standardization, the management and human resource practices can vary according to different institutional factors, business strategies, and operational choices.  For instance, the nature of banking service belongs to a relatively high-end service, therefore, making more use of customer relationship technologies, paying higher wages, using team work more extensively and employing a great proportion of full-time permanent staff could enable the operators to provide better quality service and to meet the more complex needs of customers (Holman, Batt & Holtgrewe, 2007).   Findings also indicate that the organizational commitment of employees and job satisfaction have a significant impact on delivering service quality, in which the affective component of commitment (i.e. the employee’s emotional attachment to the organization) was found to be more influential than job satisfaction (Malhotra and Mukherjee, 2004).  The affective component in turn is intertwined with job satisfaction, that is without job satisfaction, the affective component will not last.  The following suggested measures aim to increase staff members’ satisfaction and affection, which in turn to boost up the overall motivation.
Re-organisation to clusters

The current operating setup of Unicall is a single large call centre.  Though less pooling effect, there is evidence showing that adoption of specialization by clusters in call centres can increase the operating efficiency and service quality because of better addressing the different needs of customers by product or service types (Jouini, Dallery & Nait-Abdallah, 2008).  In addition, Jouini, Dallery & Nait-Abdallah (2008) further pointed out that dealing with limited size of clusters allows a much better workforce management as compared to those one single large call centers.   Therefore, it is recommended that Unicall should divide their current one single large call center into clusters by product and service types, e.g. general banking enquiries, transfer of funds, wealth management products, etc., to let the incoming calls diverted to these respective clusters.
Job design
Call centers are often labelled as the organizations with tight technical and procedural controls that demotivates employees (Kinnie, Hutchinson and Purcell, 2000).  However, job satisfaction can be raised by giving more appropriate delegations to operators for facilitating their daily workflow (Kinnie, Hutchinson and Purcell, 2000).  For instance, operators can be granted the authorities to refund credit annual fee, approve temporary overdrafts within certain limits, etc. This does not only raise service quality by providing first time resolution, but also create respect for operators by the appreciation from customers.  Furthermore, if there is more involvement, participation and autonomy in the job design, job satisfaction will be raised.  According to Wegge, Van Dick, Fisher, Wecking & Moltzen (2006), if call centers could evolve into more customer-responsive business units, the staff will be more motivated.  For instance, adding “referring business” task in handling calls may on the one hand, operators may feel the achievement for successful referral, on the other hand, job satisfaction can be further enhanced if some financial incentives may be given to them on success basis.

It seems that quite a number of call center operators do not consider their work as a career option, the commitment is therefore generally low, which leads to a shortage of skilled and trained labour (Budhwar, Varma, Singh & Dhar, 2006).  More different flexible work options should be offered, like part-time and job rotation, this could help to reduce the impact of staff attrition.  


Work life balance
The physical facilities of Unicall are already quite good, but there is room for diversification and improvement.  Other than the rest room and the kitchenette, more relaxation areas and supporting facilities may be added, for example, crèches, gyms, gardens, breakout areas providing video games, TV, table football, pool tables, etc.  Occasionally, “Theme Day” is also a good idea to create a fun working environment, for example, dress up like a celebrity with spot prizes given to top performers (Suff, 2000).  More than half of the employees rated flexible working hours as one of the top three benefits of working in a call center (Adecco, 2004).  Therefore, a more flexible working arrangement is recommended.  For example, self-rostering gives freedom to employees to work out a mutually beneficial work schedule, annualized hours allow employees accumulate the overtime hours for future use - accumulation at peak seasons and utilization in off-peak periods or for emergency within a year.

Performance appraisal system
This is an absolutely important motivator for performance.  Performance appraisal affects financial and non-financial rewards.  A fair and transparent appraisal system can promote the recognition of achievement to the staff members.  Performance measurement, financial reward and non-financial reward for the proposed performance appraisal system are discussed below.

Performance measurement
The measurement must be directly linked to what is most concerned for the organization.  In Unicall, it seems that service quality is the hottest issue.  Therefore, over focusing on the quantitative parameters of productivity metrics like “number of calls handled” may not make sense.  This may be due to the ease of extraction by technologies, but is often detrimental to service quality (Suff, Reilly and Mercer, 2005).  A more specific measurement of customer satisfaction is desired, which can be carried out by post-call interviews and surveys.

Financial reward
It is highly recommended to tie the bonus incentives to the results of performance measurement which consists of both quantitative (productivity metrics) and qualitative measurements (customers’ feedbacks).  Human Resources personnel should review and benchmark the industry’s average to see whether the current pay scale is comparable to the market competitors’ for recruiting and retaining talents.  If necessary. “market catch-up” should be done.

Non-financial reward
Many management theories suggest that financial reward is not enough to satisfy the higher need of individuals.  In Maslow’s Hierarchy of Needs, self-actualization and esteem are the higher needs of human being (Maslow and Lewis,1987).  Herzberg’s Motivation-Hygiene Theory indicates that the need of recognition as a motivator.  And Fogg’s Behavior Model points out that the first core motivator “Sensation” drives a person’s action by giving him/her intrinsic pleasure, which is found in one’s achievement and recognition.  Therefore, non-financial rewards like a simple and direct praise by supervisors, a mention in company journals or an award certificate to individuals and teams can effectively recognize employees’ work and achievement.
Career Planning

Call centres are often viewed as lack of opportunities for promotion and advancement (Belt, 2002).  But career progress is a kind of intrinsic motivator that gives employees a sense of achievement and recognition.  Employees should be provided with a clear road map of their career advancement at the outset.  For instance, when and how one can become a cluster supervisor, cluster manager, centre manager or even progress to senior management in other departments, etc.  In addition, the current career progression route may need to change and add more flexibility to recognise the outstanding employees.  For instance, a fast track for star employees with outstanding performance can be used to shorten the years of service required for career advancement.
Enhancement of training
Skill set training

Historically, “customer waiting times” has been considered as a very crucial measurement of service quality.  But the recent research shows that customers actually put more value on “first call resolution” and “perceived operator competency” (Aksin, Armony & Mehrotra, 2007).  Therefore, skill set training programs should be designed for these attributes.  On the other hand, more trainings on transferrable skills like communication skill and compliant handling skill should be given, and these trainings can be co-organised by universities with some sorts of qualifications upon completion.  This can motivate employees to learn as these skills not only help in daily performance, but also are very useful one day if they want to change to another job (Suff, Reilly and Mercer, 2005).

Stress management courses
Skill set training is important but not enough.  Training courses specifically designed for call center staff to handle stress must be on the top of agenda.  In a research at call centres done by Lewig and Dollard (2003), they found that the emotional demand (emotion labour) of call centre has strong correlation with job satisfaction and emotional exhaustion.  The emotion labour is defined as “the effort, planning, and control needed to express organisationally desired emotions during interpersonal transactions” (Morris and Feldman, 1996, p. 98).  The result shows that high level of emotional dissonance (e.g. displaying positive emotion when dealing with aggressive or angry customers) creates high level of emotional exhaustion which leads to job dissatisfaction (Lewig and Dollard, 2003).  Dollard, Dormann, Boyd, Winefield & Winefield (2003) also suggested that social support and training designed to develop “role separation” are crucial to help service workers to cope with this kind of stress.
5. Implementation Plan 
by using Lewin’s Change Management Model
Kurt Lewin’s (1958) Change Management Model (the “3-step model”) is selected for the backbone behind managing the implementation process of the changes because of the Model’s simplicity and practicality.  Developed more than fifty years ago, although the model has attracted some criticisms, today the 3-step model is still widely applied by change consulting market practitioners.  Levasseuri (2001) said that “…… don’t let the apparent simplicity of Lewin’s model fool you. It is a truly elegant and infinitely practical guide to the host of complex and sometimes baffling issues inherent in the change process. ….”.  The main criticisms include: assumption that organisations operate in a stable state (Dawson, 1994; Garvin 1993); suitability limited to small-scale change projects (Harris, 1985; Miller and Friesen, 1984); overlooking the importance of organisational power and politics; and approach driven top-down (Dawson, 1994; Wilson, 1992).  However, in the article “Kurt Lewin and the Planned Approach to Change: A Re-appraisal,” Burnes (2004) argued that while the criticisms appear to be true when reviewing the 3-step model in isolation, they are not valid when the 3-step model is viewed in conjunction with Lewin’s Planned approach.  Burnes (2004) commented that the 3-step model still serves as a good foundation for understanding the change process and change management.
Brief description of the 3-step model and its application to Unicall
Step 1:  Unfreeze – Lewin (1958) believed that the stability of human behaviour is based on a quasi-stationary equilibrium supported by a complex field of driving and restraining forces.  This equilibrium needs to be unfrozen before the old behaviour can be discarded and new behaviour successfully adopted.  
To unfreeze, a dedicated program, Unicall Makeover Program (UMP), should be in place to formalise and coordinate all the above-mentioned suggested actions.  This can convey a clear message to the employees that top management has endorse the changes and empower all the change agents, e.g. supervisors and managers.  In addition, a task force comprising senior management from both the Call Centre and the Bank should be set up to run UMP for the purpose of enhancing its credibility and let the employees see the top management’s support and determination.  Top management are the key persons to drive new corporate culture.
When the employment market for call centers in the United Arab Emirates becomes more mature, more consultation and negotiation with the employees before implementing changes for the purpose to achieve better job satisfaction (Holman, Batt & Holtgrewe, 2007).  Therefore, a communication plan should be in place to engage all the staff members.  Firstly, an all-staff town hall meeting can be arranged for the senior management in the task force to directly and formally announce UMP and its details, a Q&A session at the end can facilitate two-way communication.  Then several break-out sessions are arranged for different sections to have an in-depth discussion on their specific issues.  If needed, one-on-one consultation is also appropriate for the staff with special concerns.  Communication is crucial in the changes because with the participation of different levels of employees, they will feel the ownership and buy in the changes.
Step 2:  Change – Uncertainty is created as a motivation for change, but it does not necessarily control or predict the direction of change (Schein, 1996).  People always aim to resolve uncertainty and look for new ways to do things.  Lewin (1947) said that one should seek to take into account all the forces at work and identify and evaluate, on a trial and error basis, all the available options.  It is an iterative approach which enables groups and individuals to move from a less acceptable to a more acceptable set of behaviours (Burnes, 2004).
Re-organisation should be the first step of concrete change.  The Call Centre is to be divided into clusters which specialising in different products or services.  As each cluster has a supervisor and a manager, it means that more positions for these posts will be available for those performing staff who also support the changes and can act as change agents.  The change agents become change leader and role models for other staff members.  Other new measures and practices are to be rolled out in order.
Step 3:  Refreeze – The organisation needs to arrive at a new quasi-stationary equilibrium in order to ensure that the new behaviours are relatively safe from regression.  Lewin (1958) saw successful change as a group activity.  Cummings and Huse (1989) commented that refreezing requires changes to organisational culture, norm, policies and practices.
The change of culture and norm starts from documentation of new policies and operation manuals.  These can be used to refreeze the changes because the staff can have handy and clear references and instructions for new practice, particularly, on the new measures and workflows.  Various training and refresher courses are used to reinforce the new mindset and skill set from the changes.  Regular meetings regarding the post-implementation of the changes need to be held at least on quarterly basis to continue the two-way communication.  This is essential for the management to show their care and support, and it is a very important way for discovering problems in an early stage before it is too late.  By doing all these, the new corporate culture of “putting customers and employees first” will then be formed as time goes by. 
Retention of a change management consultant

Unicall may also consider to retain an experienced and reputable external change management consultant to guide the whole process with professional and impartial opinions.  The consultant may act as mediator for the employer-employee relationship also helps boost up the confidence of change agents.

6. Conclusion

Solving the motivational problem does not have a single silver bullet because it is caused by a range of complex causes, different measures are to be adopted together to address the composite outcome of many different sub-optimal factors interacting with each other, e.g. meeting unreasonably demanding performance targets under an unsupportive working environment (Taylor, Baldry, Bain & Ellis 2003).  After a detailed analysis of the various causes leading to the current low morale and depressed working environment, a series of actions are recommended to makeover the demotivated situation.  Re-organization of the whole call center into smaller specialized clusters can better serve the different needs of customers with higher efficiency as well as easier for internal management.  Enriching the job design with the contents giving more appropriate authorities and sales incentives to the operators definitely can improve the monotonous nature of the work.  More work life balance by adding more recreational facilities, flexible holiday arrangement and fun working environment, etc. can help enhance the well-being of employees.  A fair, flexible and transparent appraisal system should be in place as soon as practicable because this is directly related to recognizing employees’ achievement, that is to fulfill higher needs of them.  Career planning is complementary to appraisal system, and it offers employees a big picture of career advancement in both the short and long run, that will help improve the attrition rate.  In order to raise the service bar, skill set training is a must to support the future cluster operations by providing call center operators with more professional and specialized knowledge and skills.  Last but not least, stress management skills are actually practical and essential for the operators at Unicall to tackle daily challenges as they have been facing difficult customers and cases from time to time.
Lewin’s Change Management Model (3-step model) is used for a guidance in the implementation stage.  First thing first to unfreeze the current state, a dedicated program “Unicall Makeover Plan” (UMP) and a task force need to be specifically set up with senior management from different functions.  Adequate and effective communication with all the staff members is the key to success, therefore, various channels like town hall meeting, breakout sessions, even one-on-one consultation are deemed necessary.  The concrete change will start from re-organization of the Call Centre into cluster that new management and supervisory teams will be formed, and most of them can act as change agent to facilitate the change process.  Lastly, to refreeze the change, that is to set a new culture and norm.  Formal documentation of new policies and work procedures, regular trainings and meetings at different levels can help to make the changes lasting and solid.  To continue the two-way communication can also help to show top management’s continuous care and support as well as enable discovering problems as soon as possible.  Figure 2 shows a timeline for the important milestones.  In this change management exercise, Unicall may consider to retain a reputable external change management consultant to act as mentor, change agent, and mediator for better result. 
Improving motivation and enhancing the organizational identification of call center operators can help to overcome the reputation of call centers as “electronic sweatshops”, “satanic mills”, or “battery farms” (Wegge, 2006).
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