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1. Executive Summary

As the consultant, we propose to formulate a ‘Competency-based Pay’ structured with ‘Board-banding’ and further enriched by integrating the ‘Individual Performance-related Pay Progression Scheme’ into the monthly pay package offered to the employees. 

Further to this, decretive bonuses should be payable by the year-end. Two bonus schemes inclusive of the Individual-based Bonus Scheme and Team-based Bonus Scheme amounting to about 20% of annual salary are obtainable, with the individual bonus weighted about 50% to individual performance and 50% to team based performance, while certain non-financial rewards are options for Unicall to choose.

The proposed reward schemes include several compensation packs, each having positive and negative impacts upon the employee performance. One of the likely implications of the proposed changes to the pay structure policy will be the impacts on the recruitment processes. Thus, introducing a fair and transparent reward scheme is crucial, as perceived unfair treatment and non-transparent reward schemes have been the drivers for employees to resign from Unicall. Management should make the employees understand what expects of them, and how they can earn rewards within their reach. To resolve this urgent problems facing Unicall, we propose to launch reasonable reward schemes with clear guidelines to help supervisor to accurately measure and appropriately reward employee performance.

Ideally, performance appraisal should be accurate, far from subjective views on the evaluation of employees’ performance. However, it sometimes results in rating errors. The success of any compensation schemes relies on supervisor’s leadership to implement (UGent & UGent, 2012), and to make employees feel either financial or non-financial rewards reasonable, fair and consistent, otherwise employee morale or management credibility may suffer (Cronin, 2005).
As long as employees of Unicall feel satisfied with the brand new performance management system and appraisal schemes, the credibility of the reward schemes will not be a question.
2. Introduction

The consultancy report is composed of two parts. Part A starts with an introduction to the Performance Management System (PMS), the implementation process, and the approaches to executing the performance appraisal process, with particular reference to the appraisal problems and the possible avoidance measures.

Part B presents a Reward Management with financial rewards to be paid either monthly and/or yearly, and also outlines some non-financial benefits which are commonly offered by the counterparts in the industry for Unicall to choose.
3. Situations

Unibank is in the process of expanding its services, such as combining mortgages and insurance functions to provide an integrated one-stop-shop service, while Uniline needs urgently programming staff and others with knowledge of the banking and financial services to run its initial trials for the expansion development of business. However, Unicall has lost a number of employees to other call centres that have offered better career prospects. 

4. The Problems 

4.1 Unfair Treatment

Employees of Unicall are dissatisfied with a number of human resources issues. Some re-deployed employees feel unhappy about their new job roles and arrangements assigned to them, with the increased work pressure, while some new young newly recruited employees believe that they perform better and more effectively than others do. 

4.2 Non-transparent Appraisal Scheme

The standardized pay structure appears not so ‘attractive and competitive’ that the existing reward scheme does not recognize or reward individual skills, efficiency and efforts, while remuneration rate for the supervisor’s grades begins from 85,000 AED to bar at 105,000 AED.

Under the existing pay structure policy, any newly recruited employees are under 6-month probationary period at a fixed starting rate of 72,000 AED with annual increments to the top scale of 92,000 AED. After that, further increases will wholly rely upon promotion. 
4.3 Biased Reward Mechanism

Deployment and promotion decisions are of subjective nature, with no records of employees’ performance, qualifications and/or personal preferences as objective evidences for assessing their competencies accurately, and some are concerned about their likelihood of employability, and expect a formal recognition for their skills to be possibly transferable to other potential employers. 

Part A - Performance Management System 

5. Introduction

There are reasons to prove that employee dissatisfaction is mainly of no performance management system available. As a result, employees in their belief feel not properly awarded. Such feelings are so demoralizing, demotivating, discontent of the existing systems, and may hinder the eagerness to work and the employees may resign.

As the consultant, we will like to propose a Performance Management System for future HR system at Unicall, with clear appraisal procedures and consistent reward schemes established to help improve and encourage employees’ performance to support the client’s strategic goals.

5.1 Performance Management System 

Performance Management System (PMS) is a ‘systematic process, by which the overall performance of “Unicall” can be improved by improving the performance of individual employees’ (Juneja, 2018), while it can be defined as ‘a process which continuously identifies, measures, manages, and develops the performance of employees in the organization’ (Juneja, 2018), This process is meaningful, being a continuous two-way communication between supervisor and subordinates about work expectations, goals, and performance. They share responsibility for completing the necessary steps to track and evaluate performance progress throughout the yearly cycle (Plessis & Niekerk, 2017). Generally, performance management functions encompass functional activities, such as jointly setting goal and continuously and frequently communicating progress during phased review, giving feedback and coaching for continuous improvement, executing employees’ development plans, and eventually rewarding note-worthy performance (UGent & UGent, 2012).
5.1.1 Objectives 

It is crucial for Unicall to have a PMS in place to identify, recognize, and reward employee’s outstanding performance, thus enabling HR to recruit and retain the high-performing employees in the achievement of sustainable growth. To achieve the success, many organizations invested enormous sums to acquiring a formal performance management system. 

5.2 Performance Management Process

In assessing employee’s performance, management of Unicall should clearly understand the entire performance management process, as follows:-

a) Initial Performance Planning (Develop a performance plan with mutually agreed performance expectations and standards);

b) Coaching and Counselling (Provide positive feedback, guidelines and help for employees to improve performance);

c) Performance Appraisals – (Hold Interim or Mid-point Progress Review and End-of-Year Performance Review to ensure employees are well-developed accordingly, as well as correctly rewarded).

5.2.1 Initial Performance Planning 

The Initial Performance Planning aims at linking individual employee’s expectations to the mission, values and goals of Unicall (UCR, 2015). During the first 30 days of the review period, supervisor should review subordinate’s current job duties and responsibilities (thereafter referred to as ‘Job Analysis’). Then, supervisor should work together with subordinate to discuss about an achievable set of performance expectations and standards for the upcoming review period (i.e. 12 calendar months between April 2018 and March 2019).
With the specific performance expectations and standards well established, employees can acquire a clear understanding of what performance is required of them, to plan their work activities best for the performance likely to improve, while supervisor can monitor closely the subordinate’s performance to decide when and what coaching and counselling are needed for guiding them towards the set goals (Nikpeyma, Saeedi, Azargashb & Majd, 2014).

5.2.1.1 Setting Performance Expectations and Goals 
How can the employee’s expectations and goals link with the mission, values and goals of Unicall?

Setting Expectations - Through job analysis, job tasks may form to align with the organizational mission and the job itself, while the provisions of acceptable behaviour and performance measurement methods can be in a mutual agreement. This implies that the organizational mission can provide a direction for developing performance expectations and standards.  During the formulation process, we should describe employee’s performance expectations in measurable and observable terms, on how does a job perform to a fully satisfactory level that is reasonably attainable, mutually understood and collaboratively developed, in line with the organizational mission (UGent & UGent, 2012).

Setting Goals - In setting goals for individual employees, supervisor should be on “SMART” approach (UCR, 2015) taking into account all performance elements and the provisions stated in the employee’s performance plan toward achieving goals of Unicall. This is to suggest that the performance plan should be: 
a) Specific: Goals are specific and clearly defined. 

b) Measurable: Outcomes to be rated against quantifiable standards. 

c) Attainable: Goals are achievable and realistic. 

d) Relevant: Goal to be linked to the organization’s mission 

e) Timely: Goals are time-bound, while the results are in terms of schedule with due dates, deadlines, or cycles for actions. 

5.2.2 Coaching and Counselling

Coaching and counselling are continuous process of informally discussing and evaluating employees’ progress toward achieving performance objectives. As a coach, supervisor will clarify what subordinates want, and take the time to find out what successful performance means to them, while in the counsellor's role assisting subordinates in resolving problems by exploring options to make them feel clear about their goals, and valued by the organization (Plessis & Niekerk, 2017).

As a result, successful coaching and counselling rely on supervisor’s constructive performance feedback to subordinates.

5.2.2.1 Performance Feedbacks 
Performance feedback is part of the monitoring process of PMS, which helps improve employee performance at workplace and suitability for new assignment or promotion. In the review period, effective and timely feedbacks on employee’s performance can provide a foundation for discussion about employee development. However, the feedbacks supervisor provides should be specific, aiming at improving employee’s weaknesses, such as in the Mid-point Progress Review providing positive comments for subordinates to improve, exploring and acknowledging employee success, but avoiding negative feedbacks. For example, telling that they are doing well because of exceeding the goal by 10%, which is more effective and constructive than simply telling them that they have done a good job (Performance Guide, 2005).
As revealed in a study by Suff, Reilly & Mercer (2005) that most of employees working in the call centre industry will receive monthly feedbacks on their performance (Suff, Reilly & Mercer, 2005). Impliedly, it is more likely to be deficient, when there is only one formal feedback within 12 months of an appraisal system.

Call centres tend to have more than one formal performance reviews, whereas Unicall should arrange at least two formal performance discussions for subordinates over the review period of 12 months. Formally, supervisor provides feedbacks for subordinates during the Interim or Mid-point Progress Review and the End-of-Year Performance Review, but conducting more interviews in the case of those employees who fail to meet the pre-agreed performance expectations and standards, or in the exceptional circumstances that those with performance in excess of expectations. What’s more, supervisor should provide timely feedbacks on subordinate’s performance, so that they can take corrective and/or preventive measures immediately when there is an area requiring improvement (Gale, 2012). 

To a better success of the performance appraisal, there should be formal and informal performance feedbacks at frequent intervals. No wonder why coaching and counselling play a key role in building relationships between supervisors and subordinate (Nikpeyma et al., 2014).

5.2.3 Performance Appraisals (Interim or Mid-point Progress Review and End-of-Year Performance Review)

Performance Appraisal

Performance appraisal is part of PMS to identify measure and evaluate the employee’s perfor​mance, and to discuss the overall performance with the employee in determining whether the employee should receive a financial reward for the performance, and the employee's development needs (Suff, Reilly & Mercer, 2005).

5.2.3.1 Interim or Mid-point Progress Review

About six months since end of April, supervisor will conduct a formal Interim or Mid-point Progress Review. In the review, supervisor will provide feedbacks to subordinates about his/her strengths, weaknesses, and work performance and/or accomplishments over past six months of the review period.

5.2.3.2 End-of-Year Performance Review

Prior to the End-of-Year Performance Review, a completed but unsigned Employee Appraisal Form is given to supervisor for discussions during the review meeting. The purposes of the annual review are to provide an official rating of performance for each subordinate over the past 12 months, review the set goals and task performance, and set the subordinate’s performance expectations and standards for the next cycle of 12 month period (Gale, 2012). Once the review is completed, both supervisor and subordinates will sign the Employee Appraisal Form. 

5.3 Performance Management System - Implementation Process

5.3.1 Performance Management Program

As there is no PMS in place, Unicall should develop a new one. Tentatively, the review period of the Performance Management Program is of 12 consecutive calendar months, proposed to commence on 1 May 2018, and to end on 30 April 2019. The following steps are of PMS process for making a success of the appraisal schemes.

Step 1: Initial Goal Setting 
By end of June 2018, supervisor and subordinate should complete the Initial Goal Setting.
The initial goal setting and review process is a collaborative process with intent of aligning the employee’s goals to the goals of Unicall. Prior to end of June 2018, subordinate should complete the first draft of the Goal Setting and Review Form, and submit to supervisor before the initial interview.

In the interview, supervisor and subordinate will discuss the draft, the plans and resources needed (including but not limited to the action plan, training, and budget & staffing) for achieving the goals. Both supervisor and subordinate, having reviewed and agreed upon the final draft of the Goal Setting and Review Form, will sign the form, and retain a copy for future reference throughout the review period.

Step 2: Interim or Mid-point Review of Goals 
By end of December 2018, supervisor and subordinate should complete an interim or mid-point review of goals for discussing and re-assessing the goals set in June 2018.

In the review meeting, goals are under review, revised and re-prioritized whenever deemed necessary, or eliminated formally. In addition, supervisor and subordinate will discuss the progress toward achieving the goals, an extra effort, support and/or resources if needed.

What’s more, supervisor may provide written feedbacks for subordinates on the Goal Setting and Review Form as part of the Mid-point review of goals. Again, both supervisor and subordinate should retain a copy of the Goal Setting and Review Form for future reference.

Step 3: Self-Appraisal Form to Complete
By end of March 2019, subordinate should complete and submit a Self-Appraisal Form to supervisor.

Supervisor may use the Self-Appraisal Form to prepare for the final performance appraisal, on which specific descriptions of the employee’s accomplishments over the review period, and the challenges along with any training and development opportunities that the employee need to complete in the upcoming review period are described. 
Based on the information given in the employee’s Self-appraisal Form, supervisor should arrange development opportunities for subordinates, and assist them toward the goals as stated in the performance plan.

Step 4: Performance Appraisal Form to Complete
Performance Appraisal Form is a comprehensive instrument for supervisor to evaluate subordinate’s performance during the review period. 

By end of April 2019, supervisor should complete an initial draft of the subordinate’s Performance Appraisal Form taking into account subordinate’s performance over the review period and the completed Self-Appraisal Form. 

Supervisor should maintain the Critical Incident Files (CIFs) relating to subordinate is performance to ensure that who has already evaluated his/her performance for the review period. 

Appraisals with the overall performance ratings of either ‘Consistently Exceeding, Not Consistently Meeting, or Not Meeting Expectations should be confirmed to Human Resources by end of April 2019. Thereafter, Human Resources will review and return the appraisals to supervisor prior to conducting the performance interview.

Step 5: Performance Appraisal Interview 
By end of April 2019, supervisor and subordinate should meet to discuss the initial draft of Performance Appraisal Form. 

In the normal circumstance, supervisor should give one-week-notice and a copy of the performance appraisal to subordinates in advance of the meeting. Supervisor should conduct the performance appraisal interview in a private room. Whenever it is deemed necessary, subordinate should seek clarification on any part of the performance appraisal, and may add own comments to support specific ratings prior to its finalization (Plessis & Niekerk, 2017).

Step 6: Final Performance Appraisal Form to Complete
On 1 May 2019, supervisor should send the signed copy of the Performance Appraisal Form to Human Resources as per deadline to indicate the approval. 

Both supervisor and subordinate should keep the copies as a tool during the upcoming goal setting process. 

In conclusion, performance appraisal is an ongoing process, requiring both supervisor and subordinate to identify necessary training and appropriate development needs (Gale, 2012). During the performance review process, a formal review of performance may take place, supervisor may hold more one-to-one meetings informally to meet the subordinate’s needs for feedbacks on their performance, and most importantly, every employee has a set of objectives to achieve (Nikpeyma et al., 2014), in line with the organisational goals of Unicall. 
5.4 PMS Documentation
Performance Management System requires records to file, and forms to complete for the following timelines:-
a) Initial Performance Planning,

b) Interim or Mid-point Progress Review,

c) End-of-Year Performance Review

5.4.1 Goal Setting and Review Form

Using the Goal Setting and Review Form, supervisor and subordinate should discuss, review and identify goals for the upcoming review period. The quantity of identified goals will depend mostly on the role of job position. 

The employee’s initial goals should be set by end of June 2018, taking on the SMART approach to formulating the performance goals. In the meeting, supervisor and subordinate should discuss progress. The Goal Setting and Review Form provides a text box where supervisor may give additional comments concerning progress toward goals, any change to the goals established before June 2018, or any other with respect to work performance.

5.4.2 Self-Appraisal Form 

Self-Appraisal Form allows employees to describe their accomplishments and challenges, such as completing successfully critical assignments, attending specific trainings, or assuming any responsibilities outside the scope of job position description, and to outline the needs for training and development opportunities. Employees should complete the form, and submit it to supervisor by end of March 2019. Employees should provide the following information for self-appraisal.

a) Job description,

b) goals and objectives from the previous performance appraisal, if available 

c) Previously-agreed employee performance expectations

5.4.3 Performance Appraisal Form

Performance Appraisal Form is used for supervisor to evaluate employee’s performance by choosing a choice from a five-scale rating with 5 being the highest score, and providing written comments to reflect subordinate’s performance for each goal, competency, and accomplishment they set in the beginning of the review period.

In the Performance Appraisal Form, supervisor will rate the subordinate’s performance relative to the five core competencies, including (i) Accountability (i.e. initiative and ownership of responsibilities), (ii) Collaboration (i.e. mutual respect, integrity and honesty with co-workers), (iii) Communication skills (speaking and writing skills needed for job position), (iv) Commitments to organizational values and service quality, identified as vital to the success of all employees (UCR, 2015). In evaluating subordinates, supervisor should consider whether they have properly demonstrated the levels, as required by the strategic plans, goals and mission of Unicall.

5.4.4 Probationary Appraisal Form 
Employees should complete the probationary period before attending the annual performance appraisal. An evaluation should begin from midway through the period, to allow the employees to correct any behaviour that may not be meeting performance expectations and standards before the probationary period ends. In the event that an employee is new to a position but having worked in other department(s) for some time, both the current and the previous supervisor should complete part(s) of performance appraisal, with respect to the period under his/her supervision.

In the Probationary Appraisal Form, there are five core competencies for the employee to achieve, as in the Performance Appraisal Form. Supervisor should determine whether the probationary employee could fulfil the performance expectations for the job position with respect to the competencies. The form includes two rating options only, either ‘Meeting or Not Meeting Expectations for each competency. This means that supervisor should recommend, either confirming employment as a regular employee, extending the probationary period or terminating the employee’s employment. Lastly, supervisor should sign the Probationary Appraisal Form and return it to Human Resources about one week before the end of the employee’s probationary period (Tyson & Doherty, 1999).
5.5 Performance Appraisal Problems and Avoidance Measures

5.5.1 Problems with Evaluators 

PMS lacking credibility should fail to motivate employees to improve, such as a supervisor for giving feedbacks is perceived of not a trustful rating official (UGent & UGent, 2012). To resolve this, Unicall should choose the right types of evaluators amongst the choices, appropriate to the mission of Unicall. However, there are drawbacks from each who rate and assign a rating to reflect employee performance. Table 5.5.1 (Problems with Evaluator or Rating Official) below describes the problems with each type of evaluators or rating officials.
Table 5.5.1 - Problems with Evaluator or Rating Official
	Types of Evaluator 
	Problems with Evaluator or Rating Official

	Immedi​ate Supervisor

	Immedi​ate supervisor is a logical choice because he/she knows what the subordinate’s job contents are, and how well they perform. 

However, other evaluators with the least personal bias may provide more valid information than the supervisor does. 

	Co-workers or Peers


	The time which supervisor works with subordinate may be far less than co-worker’s or peer’s. Likelihood that peers or co-workers are more preferable.

However, poor relationship and/or individual bias may affect how they rate their peers.

	Subordinates
	Evaluation by Subordinates may give good insight into the managerial practices. 

However, some subordinates may bias against their supervisor.

	Self-assessments


	Employee self-evaluates himself/herself by drafting own appraisals, and discussing the proposals with supervisor. This can make the subordinates feel fairer with the least surprise and/or defensive behavioural responses (Performance Guide, 2005).
However, employees tend to either under-estimate or over-estimate individual’s ability to do a job or their job perfor​mance over time.

	Customers
	Customers serve as evaluators, who can be colleagues from other working units within organization having frequent and direct contact with the employees under assessments. 

However, poor relationship and/or personal conflicts may affect how they rate their colleagues.

	360º Evaluation
	The 360° evaluation analyses individuals’ performance from the whole views, such as viewpoint giving from immediate supervisor, co-workers/peers, sub​ordinates, customers and self-evaluation. 

Feedbacks given from them are to evaluate and develop the employees. 

However, this option is rather time-consuming and costly.


In choosing the right choices from the different types of evaluators for employee’s performance evaluation, management of Unicall should avoid the common evaluator errors of Halo effect, Distribution, Similarity, Proximity, Recency, Contrast and Attribution, particularly Personal bias and stereotyping are the most influencing ones (Lunenburg, 2012).
Since multi-source feedbacks can be available from different types of evaluators or rating officials for assessing and providing employees with valuable comments on how they perform better over the review period. The 360° evaluation seems the right choice, as it can provide a more comprehensive analysis of an employee by the in-depth insights from different viewpoints within Unicall (Tyson & Doherty, 1999).
5.5.2 Avoidance Measures 

5.5.2.1 Performance Appraisal Measurement Methods

Performance appraisal if being accurately measured, employees can be aware of where they can improve better, otherwise the performance appraisal scheme will suffer. To achieve an accurate measure, the performance appraisal method should be specific, valid and reliable, aligned with the mission and objectives of Unicall (Brewer & Hayllar, 1991).
Amongst the options available for measuring performance appraisal, ‘Critical Incidents’ and ‘Management by Objectives (MBO)’ seem the most appropriate means of handling the problems (Gillen, 1999). Both Critical Incidents and MBO work quite well for developmental objectives, while others like Ranking Method, Graphic Rating Scale or Behaviourally Anchored Rating Scale all work better for administrative decisions (Majid, 2016).
5.5.2.2 Critical Incidents

It is a method of measuring performance appraisal, by which supervisor throughout the review period should make notes of positive and negative critical incidents about the subordinate, coupled with coaching to monitor performance through feedback giving to praise progress (Nikpeyma et al., 2014)
Critical incidents including but not limited to an appreciation letter from clients, or a complaint / warning letter that should be kept in the employee’s personal file as objective evidences to be used by the supervisor. With the valid and reliable records and on-going coaching year-round as measures, employees show no surprise over each rating of, or comments on their performance, thus reducing the likelihood of defensive behavioural responses or disagreement during the for​mal performance appraisal reviews (Gale, 2012).

5.5.2.3 Management by Objectives
Similar to Critical Incident method, employees will receive on-going feed​backs on how they are performing, but meeting at scheduled intervals. That is why Management by Objectives (MBO) is a continuous process of developing employees, by which supervisor jointly set objectives with subordinates for the upcoming period, while evaluating performance and rewarding them according to the achievable results. MBO is a 3-step process of firstly setting individual objectives and plans, secondly giving feedback and evaluating performance, and lastly rewarding eligible employees when meeting the set level of performance.

5.5.2.4 Evaluator Training

Once accurate methods of measuring performance appraisal are in place, the next will be training the evaluators on how to use the measurement methods, with emphasis on the common problems that may arise from appraisers and appraises themselves during the process of performance appraisal (Brewer & Hayllar, 1991).

Part B - Reward Management
6. Introduction

With no transparent reward schemes established, we as the consultant will like to propose a Reward Management to Unicall for success in this competitive recruitment market.

6.1 Reward Management
Reward management is to map the reward system to the employee’s performance level for each job, employee’s goals and the organizational capacity of Unicall, and to keep records of all events (Abourizk, 2016). Reward can be a benefit, facility and/or personal development (Aslam, Ghaffar, Talha & Mushtaq, 2015). Some may expect financial benefits, such as a higher salary, while others may seek for non-financial benefits such as facilities of accommodation, transportation, even career development as rewards. 
To make reward management effective, Unicall should establish appropriate pay incentive schemes, including variable pay and bonus systems as a tool to reward job performance or achievement, which in turn encouraging and motivating employees to work towards the organizational goals of Unicall (Abourizk, 2016).
6.2 Reward Strategies (Monthly Financial Rewards) 
Pay structure is a financial benefit built for different job positions according to the pay structure policy of an organization (Ali & Yousaf, 2018). Pay structure policy differs from company to company, purposefully for ‘promoting recruitment, encouraging employee performance, and managing career progression’ (Ali & Yousaf, 2018).
Presently, Unicall has a workforce of 200 employees, and more in the near future, but the standardized pay structure makes employees feel non-attractiveness and non-competitiveness of the monthly remuneration.

6.2.1 Competency-based Pay

Competency-based pay is so-called skills or knowledge pay, the pay structure policy of which is different from that of performance-based pay. It requires employees to demonstrate specialized knowledge at workplace (West, Fisher, Carter, Gould & Scully, 2005).
In other words, individual employees expect to possess a kind of role-related competencies under this pay structure. Adams (1999) during a survey of competency-related reward found that many organisations preferred to adopt competency-based pay structure to others.
Other than productivity, efficiency and seniority, performance remains one of the cornerstones for the success of customer satisfaction (Suff, Reilly & Mercer, 2005). Organisations using competencies as a means of deciding base-pay levels will expect whether employees will apply competencies to meet certain performance expectations and standards, including ‘call-handling skills, experience and product knowledge’ (Thewlis, 2005), rather than merely achieving efficiency goals, as in the case of performance-based pay (Suff, Reilly & Mercer, 2005). Since co-relationships do exist amongst the service attributes of ‘employee satisfaction, service quality, customer satisfaction and profitability’ (Marr & Parry, 2004). 

Advantages and Disadvantages of Competency-based Pay 

Disadvantages are of significant financial resources for training costs, while defining and measuring competencies are of subjective nature. With no doubt, supervisor bias may affect the competency assessment process, but enabling staff development to link directly to the service objectives in enhancing employee’s promotion opportunities.

6.2.2 Broad Banding 

Broad Banding spreads out the level of competence within a grade to help increase pay levels for employees according to their levels of competency, responsibility, and of job assignment (Suff, Reilly & Mercer, 2005). 

Some call centres merely adopt a pay range with top and bottom limits for a job position, but some taking on a different approach, such as adding ‘job categories, job families and job profiles’ to create more levels of roles to play as customer service adviser (i.e. Coach and specialist roles) (IDS, 2004). For example, McDonald adopted broad banding as a compensation scheme by applying a wide range of jobs and salary levels within a grade. An employee whose job falls on one of the grades, a pay range will list out different salaries for that grade for determining his or her salary (Ahsan, 2017).

6.2.3 Recommended Base Pay (Competency-based pay plus Broad Banding)

Unicall’s standardized pay structure is not so competitive enough to attract or retain new recruits. It is the time for Unicall to revise the current pay structure to best suit the organizational change. 

Base pay level should be a measure of whether an employee can achieve both customer and supervisor satisfaction at work, rather than operationally measuring efficiency which is not indicators of service quality or customer satisfaction (Marr & Neely, 2004).

A combination package of Competency-based Pay plus Broad-banding as compensation is proposed, as opposed to the current pay structure (Neathey & Reilly, 2003). This proposed pay structure may provide more pay rates for Human Resources to hire or retain employees with varying competencies. 

6.2.4 Performance-related Pay Progression Scheme 
Pay progression is a kind of pay development through rating performance for job assignment, with intent of encouraging high performance and retaining experienced employees (Ali & Yousaf, 2018)
Generally, pay progression relies on the following factors: 

a) Seniority,

b) Individual competency,

c) Merit based performance on supervisor’s recommendation,

d) Team performance,

e) Organizational performance, 

f) Market rate

To promote Unicall’s recruitment attraction, employee retention and motivation, pay progression may serve as a tool, by which an employee can earn a higher salary due to his/her role within a pay range of a certain grade under the proposed pay structure. There were evidences to suggest that pay progression through job ranges related closely to individual performance (IDS, 2004). MM Group was an example, operating on a pay system that employees could earn a base-pay according to their experience and/or competency, however further pay increase will only be only awarded to those having achieved an expected level of performance (IDS, 2004).
It is time for Unicall to abandon the standardised pay structure, replace the automatic increments with this performance-related pay progression scheme, to reward excellent employees and to encourage performance improvement, rather than years of service. 

Performance-related pay progression scheme is a monthly payment to eligible employees on top of the base pay. The approach to determining criteria for this scheme is to take individual performance into account (Cronin, 2005). 

During the yearly End-of-Year Performance Review, supervisor should assess employee’s work performance by a set of performance expectations and standards, as well as the individual objectives set by end of June 2018 while in the initial goal setting interview. If applying across the board, it can make call centre a more attractive and rewarding job, which in turn helping the centre to recruit, retain and reward the best employees (Wynne, 1995).
This performance-related award is an integral part of the performance appraisal process, linking to the annual rating of records (Nikpeyma et al., 2014). Employees whose summary rating at the conclusion of the review period may be eligible for receiving a performance award payment of up to some percent per monthly, i.e. 10% of the monthly salary. 

6.2.5 Conclusive Summary

After having critically evaluated the HR functions of Unicall, we as the consultant will like to recommend that Unicall should abandon the standardised pay structure and the automatic increments, replaced by the competency-based pay structure integrated with broad banding. This can make the monthly base-pay levels of employees more competitive in the recruitment market. What’s more, the proposed pay package is better value-added with the performance-related pay progression scheme to reward excellent employees, and to encourage performance improvement, rather than years of service. 
6.3 Reward Strategies (Yearly Financial Rewards - Bonuses and Incentives)

6.3.1 Bonuses 

6.3.1.1 Individual-based Bonus Scheme

Individual-based Bonus Scheme is regarded an additional financial reward, usually coupled to customer satisfaction and service quality, than to productivity (West et al., 2005). It is a more preferable choice to non-financial rewards, such as ‘flexible hours, subsidised meals and pension’ (West et al., 2005).

6.3.1.2 Team-based Bonus Scheme

Team-based Bonus Scheme is more effective for promoting team spirits and cooperation than individual-based incentives, thus having a significant impact upon organizational performance. 

Individual and team based bonuses are regarded the two most common means of rewarding call centre employees (Adecco, 2018), through which Unicall may double the benefit of the employee earnings (Cronin, 2005). An employee may receive two bonuses yearly of up to about 10% the employee’s annual salary payable at year-end, based on the individual and team measures of performance relative to customer satisfaction and service quality through questionnaire surveys.
6.3.2 Incentives

6.3.2.1 Profit-sharing Scheme

Many call centres either pay a bonus or operate a profit-sharing scheme (IDS, 2004). Unicall may operate a profit-sharing scheme to pay on top of the individual and team-based bonus schemes. A performance target is set for the next 12 month, if reaching the target, a certain percent, such as 1% of the amount above the target will be sharing amongst all employees. However, payment levels may vary, depending on individual, team and/or company performance. Such an additional bonus package should reduce the number of employee turnover (Suff, Reilly & Mercer, 2005).

6.4 Reward Strategies (Non-financial Rewards) 
A number of call centres also offer various types of non-financial benefits to motivate and reward employees, such as giving gift vouchers, discounts at local stores, and subsidised meals (West et al., 2005), but not limited to annualised hours, flexible working hours, or self-rostering.

Based on ‘Annualised hours’, employees may work longer hours daily during business peaks, so that employers can avoid excessive overtime payment for relieving employees, whereas, employees can work shorter days or take more days of leave during off-peaks. 

According to Adecco Call Centre Census, employees ranked ‘Flexible working hours’ an attractive benefit (Adecco, 2018). Therefore, employees may find this arrangement work well with their life-styles or families. (Gill, Ingerson & Thakur, 1973). What’s more, ‘Self-rostering may help prevent abuse of sick leave, as employees may schedule their working days themselves. This means that employees may choose their off-duty days ahead of the next monthly duty rostering, so that they can plan ahead for meeting their holiday needs.
There are evidences to suggest in HR surveys that employees valued these kinds of benefit, and they were in a number of occasions more effective than financial rewards (West et al., 2005). As a result, Unicall may choose amongst the choices to meet the operational needs.

6.5 Conclusion

Annual bonuses linking to a set of individual-based, team-based and the company performance targets may worth up to 20% of annual salary payable at the year-end for every eligible employee, while the suggestions for non-financial rewards are of optional choices for Unicall.

Conclusively, the proposed Performance Management System (PMS) tied to the performance appraisal and reward schemes should make employees improve at achieving the organizational goals of Unicall. It is highly likely that the proposed pay package can make the compensation closely relate to the performance of Unicall’s employees. We, as the consultant of our valued client ‘Unicall’ will like to propose that the suggested changes should apply to all employees for those who are able to achieve or even exceed the mutually agreed level of service performance (Suff & Reilly, 2006). Most importantly, rewarding employees should be timely after they have met the desired competencies and performance expectations and standards, as suggested in the revised PMS Policy.
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