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[bookmark: _Toc507677435]Executive Summary
With UAE aspiring to be an international financial centre, with a large number of market players in the financial industry, attracting and retaining the right talent and the management of human capital is an imperative for the financial services sector. This report will investigate how Unibank in UAE should tackle this item.
The rapid formation of the call centre function in Unibank, many facets of human resource management have not been well planned out. This introduced a number of issues including: Job design, staff selection, recruitment, development, compensation and performance management. All of these are interlinking facet of a system of management that includes attracting external resources to join the organisation or extracting maximum value from existing staffs through improving the efficiency and output.
In Unibank, all of these areas are generally lacking which introduces all of the complaints from staff and management in relation to staff morale and difficulties in extracting output from staffs. This report has introduced recommendations including the implementation of a 9-Box model to categorise existing and potential staffs, which will also aid and can be used in job design, selection and recruitment. Furthermore, performance management is also based around the 9-Box categorisation, which is inside an integrated framework that will contribute to the designs of remuneration and compensation.
Finally, an alternate option has also been recommended to resolve some of the named challenges, outsourcing, as it stands, have both pros and cons attached. Some of these traits have also been analysed and discussed during this alternative recommendation.
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[bookmark: _Toc507677436]Introduction
United Arab Emirates (UAE) begun their economic development from the humble beginnings of a fishing and pearl economy following the discovery of oil in the 1960s. During the 1970’s, approximately 60% of the UAE GDP were based on the oil sector, however, as oil reserves decrease, the economy began its diversification to reduce its dependence on oil, from the 60% to 40% in the 1980s and around 20% to the beginning of this millennium. (Al-Sadik & Tawfik, 2001) 
This have started the development of sectors such as trade, manufacturing, construction and tourism, which was made possible by favorable factors such as a Stable political and social environment; organized and effective planning and regulations; private sector involvement; and setting up of free trade zones. (Shihab, 2001; IMF, 1998)
To complement the development of the various industry sectors of the economy, over the past decades, UAE have begun their journey to be the financial centre of the Middle East, a position that’s held locally as well as internationally, by a growth of 10% annually. (Al-Malkawi, Marashdeh, & Abdullah, 2012)
As such, there are a large number of different financial institutions operating in UAE, ranging from banks to insurance firms, and fund managers.
In the banking sector alone, there are over 23 domestic banks and 28 foreign banks, of which, most are situated in Abu Dhabi and Dubai. For foreign banks, UAE limits these to a maximum of 8 branches per bank, and in fact, it has been studied that there is a total of 106 branches of these foreign banks, making an average of 4 per bank.
The domestic banks have a total of 263 branches, at an average of 12 per bank. With a 3 million population, this indicates that each branch serves around 7813 people, making it a very congested market. (Awamleh, Evans, & Mahate, 2005)
The implication of this background means that Banking industry does not have a long history in comparison to other International Financial centers, such as London, New York or Hong Kong. And as such, the native population of banking professionals, or their related professions, will be much smaller than the other international financial centers.



[bookmark: _Toc507677437]Issue Analysis
In the analysis of Unibank, a number of issues have been highlighted and is explained below. 
The concept of competing for talent was brought to importance by management consultants McKinsey & Co, in the report “The War for Talent” (2001), and have been revisited by industry journals, such as Fortune Magazine as well as scholar articles, which details a need to have a relevant strategy in response to this “war”. (Faulconbridge, Beaverstock, Hall, & Hewitson, 2009)
The term “People Strategy” is defined as a set of optimized people management policy and processes, with distinct dimensions and alignments for measurement, which is required for delivering the business strategy. (Gratton & Truss, 2003; Miles, Snow, Meyer, & Coleman, 1978) 
More commonly used amongst practitioners, American Kaplan (2007) also explained that people strategy, otherwise known as HR strategy, encompasses the human capital resources required succeeding in the business strategy. (Christiansen & Higgs, 2008)
It is this strategy that differs from traditional administrative functions for HR, rather than a backoffice process, the people initiative is seen as a part or a compliment to the business strategy and company mission, from an overall system view of HRM, and how this relates to the firm’s performance. (Gratton & Truss, 2003; Kaplan, 2007; Christiansen & Higgs, 2008)
Boxall and Purcell (2003) identified notable differences between the European and American approaches to Strategic HR management. Americans in general tends to adopt an approach that is implicitly managerial in nature, focusing on the benefit to shareholders, while European scholars focuses on balancing the interests of multiple stakeholders, i.e. employees, unions, governments, and the general public. Importance of context is generally focused on by the Europeans, while; the Americans tend to focus on “best practices”, leading to standard KPI and scorecards.  (Delery & Doty, 1996)
The functional view of HR is often classified into the following activities with varying amount of research dedicated to each function. An analysis of this is categorized below:
[bookmark: _Toc507677438]Issue in Job Design. 
Job Design is an identified issue in Unibank case. In the preliminary explanation, “Many feel that they are like ‘battery hens’ working in an intensive manner, with little control over the number and types of calls which they receive and limited opportunity to recover from one call before receiving the next.” Indicates that while the roles are clearly defined, there is a general mismatch between the employee expectation of the job role and that which is required for the bank’s operation.
The changing work environment due to different forces, such as globalization has seen researchers proposing changes to employment arrangements and measures to the job that are “valid, comprehensive, and applicable across contexts”. (Edwards, Scully, & Brtek, 1999)
Since the core value for employing staff is to increase productivity, areas that affect employee performance, such as participation and satisfaction, is one of the key decision areas to consider in job design. (Locke, Alavi, & Wagner, 1997) However, knowledge inside the domain is still a major variable on the effect on performance. (Scully, Kirkpatrick, & Locke, 1995)
Perceived fairness also plays a role in satisfaction, with procedural justice providing mediation between task satisfaction and participation, for example, it was found that employees closely participated inside the change process; it enhanced their openness to workplace change. (Roberson, Moye, & Locke, 1999; Wanberg & Banas, 2000) 
[bookmark: _Toc507677439]Issues in Selection 
“The call centre staff are also beginning to complain about aspects of the work. Unibank carried out a staff survey 6 months after the start of the operation and again after a further 3 months and the findings of the second survey reflect the increased pressures by revealing a higher degree of discontent than that noted in the first survey.” This indicates that during the recruitment and the formation of teams, the selection of staffs is an issue. This is further supported by the summarized findings that “Workers say that they often feel very isolated from their colleagues, which leads to a certain unhealthy rivalry both within and between shifts”.
Personality framework is used as predictor of employee effectiveness for selections. The well accepted one includes Goldberg’s  (1990) “Big Five”, and is supported by scholars as having relevance in predicting task and contextual performance (McManus & Kelly, 1999), leadership (Judge & Bono, 2000), career success and employment status. (Boudreau, Boswell, & Judge, 2001) 
Researchers found that extraversion and agreeableness, of the “Big Five” framework, predicted positive transformational leadership behavior; while other dimensions such as conscientiousness, were non-significant.  (Judge & Bono, 2000)

Other selection topics has focused on the selection interview effectiveness (Barrick, Patton, & Haugland, 2000), test-taking motivation (Sanchez, Truxillo, & Bauer, 2000), applicant reactions to selection systems. (Ryan & Ployhart, 2000) 
[bookmark: _Toc507677440]Issues in Recruitment 
In labor market with insufficient resources and where there is a large number of opportunities facing employees, the attractiveness of employers is a key determinant in the talent attraction. Potential candidate’s responses are affected by a number of factors, including whether they view the job as identity “blind” or “conscious”, whether compensation was individual or group performance based. (Highhouse, Zickar, Thorsteinson, Stierwalt, & Slaughter, 1999) 
This is similar to the difficulty of recruitment and retention by Unibank, especially in its workforce, summarized in the finding “Some are concerned about their employability and want formal recognition for their skills which would be transferable to other similar employers, of which there is an increasing number in the region. Indeed Unicall has already lost a number of its staff to other local call centres which have a more varied clientele and better career prospects”.
From another perspective, recruiters would use different type of information about the candidate to determine and distinguish between the “Person-Organisation” and “Person-Job” fit, however greater importance is traditionally placed on the “job” fit. (Kristof-Brown, 2000) 
[bookmark: _Toc507677441]Issues in Training and Development
Training and development are often focused on both self and team performance. 
For example, self-management skill training provided sustained improved performance for sales people. While task and team-based models provided positive team processes and performance, this includes activities such as job rotation, training interventions and feedback for a common understanding within the teams. (Frayne and Geringer , 2000; Mathieu et al., 2000) 
Socializing and induction is also another organization behavioural training for new hires. It had been shown in previous studies that orientation programs provided positive effects on the new hires commitment and loyalty, and that they are more socialized in terms of firm history, mission, values and other staffs. (Klein and Weaver, 2000)
[bookmark: _Toc507677442]Issues in Compensation 
Unibank also have issues in a fixed compensation scale, which is similar to a civil servant or government job system. With overall low salary, as the findings indicate “Pay scales are standardised: there is a starting rate of 72,000AED which applies to newly recruited staff during their six month probationary period, after which they are placed at the bottom of a 4-point scale which rises by increments to 92,000AED”, compared to the market average of 140,000AED for a teller (DubaiFAQ, 2018)
This should also be compared to the government employee wages, for example, in Sharjah, a city more closely aligned to Al Ain then Dubai or Abu Dhabi, government employees have a minimum salary of AED 11,000 per month and minimum pension payment for retired workers is AED 11,000 per month, making it AED 121,000 per year.
Many studies have been performed on compensations, with measuring the effects of bonuses, such as those based on time, i.e. end of year, leads to more challenging goals set but lower performance when compared to self-set goals.  (Wood, Atkins, & Bright, 1999) 
While there are also negative effects from pay for performance, with a previous study from Deckop et al. (1999) finding that organization citizenship worsened for low value commitment employees, demonstrating the fact that when there is misalignment between employer and employee interests, the performance-pay model provides a “disincentive” for employees to provide extra effort.
While benefits studies highlighted company offers are perceived as a source of benefit or reward, as is the case of Dulebohn et al. (2000) retirement plan study, where employee plan preferences were studied for the retirement plan choices available. Furthermore, work-life model researchers have found that when employees find value in what the firm offer is particularly important in driving their performance efforts for the firm. (Lambert, 2000)
Pay dispersion and fairness is also an area where research found that hierarchical pay can lead to feelings of inequity and create motivational problems, more specifically, it is negatively related to performance for people lower in the pay distribution but positively related to performance for those higher in the distribution. (Bloom, 1999; Heneman & Judge, 2000)
[bookmark: _Toc507677443]Lack of Performance management
Unibank have a very big deficiency in performance management, as the summarized findings mentioned “There is no performance management system in place and as yet the idea of an appraisal scheme has not been developed.” 
This closely ties in with the problems of Compensation and Job Design and Selection. 
Past studies had recognized the role of the employees’ contributions, that contributing to an organization’s strategic success means they need to go above and beyond responsibilities defined in their job descriptions. (Lam, Hui, & Law, 1999) (Morrison & Phelps,1999)
Research suggests that performance management should involve measurement, evaluation, and development of performance beyond what is derived from the traditional job analysis, where function derived the job’s characteristics. (Griffin, Neal, & Parker, 2007)
Mayer and Davis (1999) showed that a performance appraisal system comprised of a self-appraisal, communication of expectations, and employee participation enhanced employee trust in management.
Griffin et al (2007) identify uncertainty and interdependence as both features of context that organizations must manage to be effective, which identifies the behaviours that are valuable for firms and their effectiveness. 
Uncertainty influences the extent to which work roles can be formalized and hence determines whether staffs can be effective by simply complying with the requirements of a work role. 
Interdependence determines the extent to which work roles are embedded in a broader social system and hence determines whether staffs can be effective by simply managing the responsibilities of his or her role as an individual within an organization or also needs to act to support the broader social context of the organization.


[bookmark: _Toc507677444]Recommendation
During the past 10 years, the importance placed in having outstanding people or talent, in a firm has varied as according to the economic cycle. 
Renewed interest in talent management post “internet bubble” economy and the prolonged 9-11 inactivity, we see the gradual rise in the topic as the general global economy heats up from 2004.
As a result, we will see how the bank of this case study reacts with their HR strategy in this environment, following the functional breakdown as studied in the previous literature reviews.
The bank has approximately 200 employees across the company which consists of around 4 cities in UAE. The group HR should identify the following 5 phases inside the talent strategy which bear resemblance to the functional breakdown as reviewed in prior literature.

[bookmark: _Toc507677445]Job Design. 
The bank shall define the first phase of their strategy as “Key Role identification”. 
It should closely resemble the function of Job design as this is the phase where, according to the business strategy, key roles are identified to assist in the creation of the team structure and its succession plan to reduce business continuity risks and associated cost. 
This may be the result from an inability to fulfill the need internally, via activities such as promotions. 
It is also in this phase that planned business targets are analysed and a talent pipeline is created to map to the business roadmap. This is using the same business strategy / HR strategy mapping concept. (Gratton & Truss, 2003; Kaplan, 2007)
In layman’s terms, this is the phase where the annual “headcount” is decided for each function and group, with a resulting Organizational Chart created for each area. Within the annual review of the organization chart, this would be reviewed against the “MTO” (Medium Term Outlook), which is an agreed view of the business within the next 3 years, i.e. the business roadmap. Combined with this, various staff management teams, including HR, Talent Management, Resourcing and Organizational Development should help to support the various line management teams in identifying the roles that are to be added or removed in supporting the business strategy.
An example of the focus of this phase is strategically and tactically important roles. For instance, a tax specialist where limited numbers qualify, regional or district manager roles in a region with emerging local competitors, or a trader with niche market understanding.
Succession planning is most valuable when done for leadership roles that are key to business strategy and in short supply.
[bookmark: _Toc507677446]Selection. 
During Talent Identification phase, the bank should perform what is otherwise studied as Selection in prior analysis. 
The bank should implement a “9-box” tool for this phase, which helps to identify those with the demonstrated performance and future potential to grow into key roles for internal candidates. 
For external candidates, the typical system of partnerships between Talent and Recruitment and the line managers will be used to source candidates externally. 
This is done through both direct and indirect means, i.e. advertising directly with campus recruitment and also employing the work of recruitment agencies and headhunt firms.
[image: ]
Existing staffs are also categorized into 1 of the 9 boxes which coincides with the MTO planning for the succession within the same team or function. 
However, the information captured inside the HR management systems means that the assessment is equally valuable for reference in fulfilment of vacancies in other areas. 
All of these are only possible with the consistent application of the 9-box tool across the bank, performed with an understanding of the employee’s aspirations, proposed career path and mobility and knowledge of the individual’s potential.
Within the 9 categories as shown above, each category shall have the following definition:
Transitional
This category is not linked to performance or potential scale, or new in role, such as less than six months, new to current role or current role is materially different to the previous role. Otherwise it is also used for those where there’s insufficient information to place the staff in anywhere else.
Future Talent 
This category is for consistent strong performer with pontential for higher performance. It is also for those who displays exceptional potential for rapid vertical progression and aspires to and has capability for further 2 level promotions within MTO.
Key Talent
This category is for consistent outstanding performer who excels in current role and who displays exceptional potential for rapid vertical progression. They should also aspire to and has capability for further 2 level promotions within MTO. More importantly, they should be currently ready for increased level of complexity in the current or new role.
Inconsistent Performer
This category is for those who shows promise for success but held back by inconsistent performance. For these individuals, a performance improvement plan should be in place and their performance should be managed up or out within the year.
Performer with Potential
This category is for those who are consistent strong performer and aspires to and has capability of one level up promotion within the MTO, or a role of increased scope or complexity. 
They should be competent in current role and shows potential to achieve more if provided with a new challenge.
Emerging Talent
This category is for those who are consistent outstanding performer excelling in their current role and aspires to and has the capability of a one level promotion within the MTO. They also consistently show the ability to take on new and different challenges.
Underachieving
This category is for those who are consistent poor performer. They would already have a Performance Improvement Plan in place and subsequent review have been completed. Where they are still underperforming, they will likely be managed out of the organization.
Strong Performer
This category is for those who are consistent strong performers, who are core to the business and have achieved their optimum level of vertical promotion. They are likely to still have the ability to improve performance in the current role or a role of similar scope and complexity.
High Performer
This category is for those who are consistent outstanding performers, are highly valued and are core contributor to the business. They are able to take on wider remit based on capability, experience and aptitude which could be within their current specialization or in a related one. In exceptional cases, depending on extent and complexity of a broader remit, they may warrant a one level up promotion.
[bookmark: _Toc507677447]Recruitment. 
Recruitment is an integral part of succession planning and talent review inside the bank. In the Talent Review meeting, the strength of the succession pipeline is evaluated. As such, this meeting may be combined with the Succession Planning meeting.
Succession Planning is done as and when the business requires and, at a minimum, during the annual talent cycle. The process identifies potential successors for key roles to meet the future resourcing needs of the business.
An integral part of the process is to consider the development needs that identified successors have against key roles. It is also important to consider mobility status.
There are three key stages in Succession Planning: i) agreeing key roles – which will have been completed as part of the key role identification process; ii) identifying succession candidates and iii) connecting succession plans to resourcing
This is done to increase the number of internal or external appointments to key roles with a “right skills, right role, right time” approach to resource business plans, improve the calibre of senior leadership and ensure a talent pipeline, preferably of internal candidates, is identified to meet the future resourcing needs of the business and reduce the risk associated with having key positions vacant on succession plans.
External successors can be identified but should not be named on succession plans to comply with data protection legislation. Internally, besides promotions directly within the team, review the talent pipeline of high potential individuals identified in other parts of the organisation or incumbents in jobs that historically have been the source of effective leaders. One of the most significant feeder pools is the green box talent pipeline. 
It also exists to identify opportunities to cross reference names between succession plans to give the broadest view of potential successors.  Lateral moves may provide potential candidates with the development they need for their next career step
The bank aims to promote and develop from within, aiming to achieve a mix of 80/20; internal/external successor.  
External hiring may be necessary where there is a limited supply of specialist skills, which can only be identified through a retained search. 
This search can be done via direct and indirect means, such as direct advertising in job boards, newspapers and campus road shows, and also via third parties, such as recruitment agencies and headhunt firms.
[bookmark: _Toc507677448]Performance management
A key phase of the strategy is “Talent Calibration”, which is a meeting in which leaders meet to agree the 9-Box placement decisions for employees based on merit and a shared understanding of the capabilities required for delivering on the MTO of the business.
The Talent Calibration is based on the performance management function as identified in the literatures and is used for comparing employees against internal and external peers in the market to improve future resourcing ability and to ensure consistent meritocratic-based decisions that are aligned to the future succession plans. 
It is also designed to ensure visibility and discussion of strategically significant groups (e.g. female and local nationals in emerging markets) that may fail to be identified as successors due to unconscious bias, providing an equitable organisation as part of a mature organization behaviour.
Managers from different teams will assess the completed 9-box breakdown of their teams against other managers, with background on the targeted employee’s performance, work history and aspirations, strengths, development areas and potential next roles. As the business strategy and external environment change, the capabilities required for success will shift and these will be reflected by movements in the 9-Box. Managers would also mark those who appear in red boxes so that robust performance improvement plans can be put in place.
This semi-annual exercise is then undertaken to ensure the employees are performing accordingly and not in the red boxes, and for those who are, performance improvement plans are given to the staff to elevate them to non-red boxes.
[bookmark: _Toc507677449]Training and Development
Training and development is about building individual capabilities to meet current and future organisational needs and individual aspirations, which the bank called “Career development” phase.
The objective of this phase is to ensure employees receive development appropriate for their current role and the roles they have been identified for on succession plans, in line with business needs and the individual’s career aspirations. It is also to identify key capabilities and development gaps to progress to the next level, and to develop associated action plans.
The Training involved is categorised into three parts: On the job; Coaching; Formal Programmes.
On the job training includes: 
Developing coaching skills by mentoring a member of the talent pipeline. It can also involve expanding current job tasks, such as allowing the talent to chair team meetings, or provide the opportunity to manage a special project with exposure to something new.
A “buddy” system between a specialist and a new hire should help with the staff onboarding and exchange learning and also allow for the talent to take responsibility for another area or other people. This can be done by work shadowing people they could learn from.
Another aspect of on the job training will include production of case studies, research and presentations, and gain experience of other businesses or products such that the talent can work more effectively or cross sell.
Delivering technical updates, providing tuition or a lunch and learn session can also be part of the on the job training.
Coaching includes:
Communication between the talent and the coach in providing regular feedback on development areas. The coach should also seek to understand the staff’s career aspirations and assisting in planning the next career steps and open doors by making introductions to widen the staff’s network.
The staff should also be coached into writing their career development plans, and the coach can also work as a mentor, who could provide opportunities or exposures in different circumstances such as events. 
Where there are any performance gaps, the coach should help the staff identify and address those gaps. Specific actions to address those gaps should be assigned.
Formal Programmes includes formal education, such as academic or professional studies, which forms a vital part of a skills upgrade, especially with regards to the positions where industry and certification are required for regulatory reasons. 
In addition, attending conferences or other learning forums, and those Continuing Professional Development (CPD) requirements for maintaining the industry certification are also part of this category of training.
These three categories of training should be distributed in the following way:



To succeed in this phase, management need to implement actions as required in developing individuals, typically aligned to business strategy by:
· Holding regular development and feedback conversations with individuals 
· Provide opportunities and support aligned with individual’s career development plan
· Encouraging the participation of the training programs whether it is internally held or by CBT (Computer based training) or through external, academic channels. 
This should then provide a pipeline of strong successors who are able to develop into the roles they have been identified for on the organisation’s succession plans, with a set of identified development actions in Career Development Plans to achieve timely succession and mitigate any succession risks and issues.
[bookmark: _Toc507677450]Outsourcing
An alternate approach to tackle to problem of Unibank is to outsource the call centre function to either an on-shore or off-shore service provider.
One of the difficult challenges in outsourcing is how to manage the impact to people, especially in relation to the transition management between both parties, and people are likely the most important factor in a transition.
Outsourcing should not be seen as a process of discarding staff loyalty and experience in favour of a cheap solution, but rather a major change to the operation of the firm. Several typical responses to outsourcing are generally found to be negative. 
This can be summarised by Das (2012) story of the outsourcing done by Harrods in London to Delhi in chapter 20 of his book: “A regional radio station in Yorkshire reported in a rather blunt manner that the local community which had earlier operated the Harrods call centre was deeply concerned; trade union officials in London quickly issued a statement expressing reservations about British companies shifting their ‘back office’ to India. Another newspaper raised questions about whether the distinguished customers of Harrods would be able to understand the English spoken by Indian boys and girls.”
This response from the community and the staff is an attitude that is to be expected. In Unibank’s case, the setting up of the call centre was already a transition, albeit internally, between different business units of the bank. In the same challenge as outsourcing, the transition did not happen smoothly and professionally, thereby introducing the root cause of the issues we see in the current case. Introducing outsourcing partners will alleviate some of these issues, firstly, as outsourcing is not a new phenomenon, experienced firms can be found as partners who have already resolved many of the same challenges for different clients in their portfolio.
Outsourcing to centres such as those from Pakistan or Malaysia may introduce further synergies as the environment is closer culturally, with the Islamic banking practices and background and the same calendar for public holidays being common traits. This will lead towards a quick solution in resolving Unibank’s challenges, however in the same manner as Harrod’s who responded “Indians speak English just as intelligibly as the citizens of Yorkshire”, Unibank management would also need to be fully aligned and back such as move to outsource the function to an external third party.
[bookmark: _Toc507677451]Conclusion
UAE have an economy that is focused in building financial services industry, such as attracting banks and investment firms to operate in the region. With interests from these industry players, their staffing agenda is an issue that these companies cannot take lightly.  
The case study of one of the leading banks in the region has shown that a talent strategy is important and is established inside this firm. It also shows that the talent strategy is focused on business strategy alignment, as it is repeatedly reminded of this focus in every phase of activities.
The concepts of training and development, performance management, selection, recruitment and job design are all embedding inside the bank’s talent strategy and the focus is mainly on developing talent internally through rotation and promotions of existing staffs more than attracting external members, as shown in its 9-box model. In making the workforce mobile and flexible, the bank should have a resource pool that is accustomed to the company culture and standards.
Therefore, staff retention and turnover rates is one of the traditional HR success measures, along with staff satisfaction from global people surveys, in determining the success of the talent strategy in supporting the business strategy.  It is by the active management of their workforce in this manner that the bank believes will give it a winning edge in the competition for talent against other players in the market.
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