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The Executive Summary
In accordance with the instruction from the top management of Unibank, we confirmed that we have examined the work flow, made relevant enquiries and obtained information as we considered necessary from employees of the Unicall for the purpose of providing our recommendations on improving the business environment especially the Human Resources policies and people management on staff morale and work efficiency in the Unicall telephone call centre.  

Having detailed investigation, we are able to identify the problems that exist in Unicall and highlight those problems with higher priority, which is classifies as Deficiency in Human Resources function and Internal staff problem.

Before going into detail analysis on these two problematic areas, an external and internal audit by means of PESTLE and SWOT analysis respectively have been conducted so as to fully understand the situation and ensure the favourable business environment of Unibank in the UAE and to pinpoint the operational discrepancies of Unicall before making the recommendations.  In brief, the external audit indicates a favourable business environment for Unicall to run the business where the local economy is recorded with steady growth and aggressive objectives of the UAE government in promoting and implementing the concept of smart city in the UAE.  Emphasis would be placed on the weaknesses and threats obtained from the SWOT analysis so that effective recommendations can be focused on.

A mind map has been created in Figure 1, page 13 demonstrating the full picture of the problems that required immediate attention by the Unibank and Unicall.  Thereafter, the 

problems together with their suggested solutions are discussed which are summarized as follows:

	The Problem
	Solutions

	(A) Deficiencies in 
HR function
	· The implementation of corporate VMV
· A good leader is urgently required in Unicall
· Review on HR policies includes performance appraisal, motivation and incentives scheme, staff retention and training needs.

	(B) People management related problems
	· Correcting the mindset of redeployed and new recruits
· Equip staff with proper service attitude and rebuild team spirit



In the conclusion, we also include the recommendation for the need for a change, i.e. to review the whole company directives and competitiveness in the industry and the importance of good leadership to build the team spirit under the support of the achievable statements of the corporate VMV.




1. The Mission / Objectives

The Background and Business Environment:
The purpose of this report is to pinpoint the problems that are facing the Unicall, a telephone banking section of the Unibank in the United Arab Emirates (UAE), together with some recommendations in solving these problems so that the Unicall business can be adapted to such fast changing e-banking business environment under the current unfavourtable situation where staff morale is low.

Unicall was established in the mid 1990’s where severe competitions were happened in the financial market.  This was the mother company Unibank’s strategies to switch its account management and enquiry function to Unicall for direct and convenient communication with her customers.  As a result, many unprofitable and smaller branches had been closed and staff redundancies occurred in Unibank.  Worst still, Unicall planned to relocate outside Al Ain which had also seriously affected the morale of existing employees and resulted in anxiety, and also discontent with company’s new strategies in response to the implementation of electronic banking services in the financial market.

Unicall is facing a difficult situation where staff performance was unexpectedly worst that led to many complaints from both external customers and internal staff.  Due to the deficiencies in operating telephone banking call centre, top management of Unibank has decided to seek solutions from our consultancy firm to make recommendation to improve the situation.  The following examines the root causes of these problems and suggested recommendation to rectify the discrepancies.


2. The Investigation and Findings
For better understanding of the problems exists in the Unicall, it is necessary to review the existing company policies to identify the root causes of the discrepancies.  In addition, employee is one of the main intangible assets of any organization, therefore emphasis shall be placed on the People Management particularly when the staff morale is low in the Unicall that hinder the productivity and efficiency in the working environment.  The followings highlight some critical problems that exist in UniCall:

(A) Deficiency in Human Resources function
(i)   There is no corporate Vision, Mission and Values for staff as a career direction.
(ii)   Did not set up the staff performance assessment scheme.
(iii) In the lack of training that most of the existing staff of Unicall is clearly    incompetent for making good use of the computer system; and no preparation of the launch of the new services (i.e. mortgage and insurances) of the Uniline.
(iv) Staff motivation and incentive are overlooked.

(B) People related problem
(i)   Staff isolation – unhealthy rivalry both within and between duty shifts;
(ii)   Staff resentment towards the constant surveillance monitoring system;
(iii) Poor staff also redirect calls to one of the engaged line, pretending to be busy and give themselves an informal break from all incoming calls;
(iv) Redeployed staff remain unhappy to perform Unicall duties as being too impersonal;
(v) Those young new recruits believe that the pay structure that they are entitled do not fully recognize their skills and efficiency, some of them even have left 


Unicall and being employed by similar local call centres with better career prospects;
(vi) Unibank is planned to recruit new competent employee from outside UAE e.g. from India, Bangladesh and the Philippines so as to cope with the establishment of the Uniline services.  A rumour about further job losses in Unicall as Uniline is likely to combine more services of UniCall.


3. The Analysis

3.1	The External and Internal Audit
We first look into the business environment of Unicall e.g. the existing situation of technology developments in the banking industry so as to assess the likely impact of impending changes of the business unit.  It is therefore necessary to conduct an external audit to identify the trends in a particular market segment to understand the position of Unibank in such fast changing finance market sector in terms of its products and services in UAE. 

The PESTLE Analysis is recommended in order to understand the business environment in the UAE as it is important to ensure company’s business direction and knowing what competitors are responding to such fast changing business environment with regard to software development in e-Banking.   Besides, SWOT Analysis will be adopted to audit the people management of Unicall. 

3.1.1 The “PESTLE Analysis” ( External Audit)
 “PESTLE” is a kind of auditing methodology which is covering the studies on the Political, Economical, Social, Technology, Legal and Environment of the business environment, in that case, the UAE.  

The political situation in the UAE is quite stable.  Even if there is no democracy, the citizens of the emirates enjoy a relatively high freedom of speech. 

Economically, the economy of the UAE is relatively wealthy since the oil finds in the 1960’s.  The Emirates become self sufficient due to land reclamation where 6% of the total territory of UAE is cultivated and the GDP in the rate of 3% is from agricultures that UAE peoples enjoy sufficient fruits and vegetables.  UAE has enjoyed a trade surplus, in the late 1990’s, averaged at about 30 billion dirhams (about US$8 billion, where the currency of UAE is fixed to the US Dollars) and further increased to a range of 35 to 40 billion dirhams in the early 2000’s.  Banking, insurance and human resources are the sectors that have recently seen a growth in its emiri work force.  

Social stability is an open question in the EAU as one-fifth of the total population is natives to the region.  The society is dominated by Asians, other Arabs and some westerners whom have been dominating the image of public life in the emirates.  Foreigners will never obtain citizenship according to Emirati law.  The growth of UAE has attracted its original peoples returned and account for one-quarter of the total population is emirates.  The indigenous population most likely be stabilized at between 1.5 and 2.5 million, however, the projection of UAE population will reach 10 million in year 2050 as there are more future developments than in any other countries.
Technologically, with the full support of the UAE government in pushing the grand scheme of “Smart Cities”, it is most likely that UAE cities will gradually become one of the smartest cities via digitalizing government services and automated traffic-light systems.  The smartest are creating technology to do everything from improving security and remotely monitoring infrastructure, the tools adopted by the authorities in establishing a smart city include “Autodesk’, “3D models”, “Autodesk’s Recap” in town planning field where simulations and analysis can be repeated to achieve the best scenarios for planning and development of a smart city.

The legal system of the UAE is based on the British laws, civil law system with influences from Islamic, French, Roman and Egyptian laws (Shoeb Saher 2016). This reflects the legal system is coping with the modern society in the western European countries.  Particular attention shall be made to “verbal abuse”, “false allegation crimes” and “dress code violation’ where cultural differences would be occurred in the banking industries with multi-national staff.

Environmental problems happened in the UAE mainly attributes for the exploitation of natural resources, rapid growth of population and high demand on energy consumption.  The impact on global warming also an added environmental problem exists in the UAE.  

In summary, the PESTLE analysis reflected that the business environment is suitable for the banking industry mainly because of the political situation is stable with recorded economic growth, advance technologies are fully supported by the government, the legal system is well established and population growth is also expected in the UAE.  However, the social structure and environmental issues would be less influencing to the business environment that could be considered in a later stage.
3.1.2 The “SWOT Analysis” ( Internal Audit)
Having conducted the external audit to the business environment of the EAU which is in favour of the financial market to operate banking business with economic growth and technological advancement fully supported by the EAU government, it’s time to examine the internal audit of the Unibank, particularly to the Unicall to pinpoint those problematic issues for immediate remedial actions.

The SWOT analysis would be adopted to understand the current situation and hence the position of the Unicall in the market.  SWOT represents Strengths, Weaknesses, Opportunities and Threats toward the company.  The following SWOT matrix tabulates the findings in the Unicall for necessary follow up actions deemed appropriate.

	
Strengths:

· Strong support from mother company (Unibank in the EAU).
· Manpower establishment (existing 200 full time staff) is sufficient to achieve service quality.
· Launching of the Uniline online banking service to retain existing customers and also attract more customers in the fast changing digitalized banking sector.
· Pleasant, airy open-plan, nicely decorated office providing with basic facilities including a snack and sandwich service, a rest room, a kitchenette for hot drinks and snacks.






	
Weaknesses:

· Existing staff consists of redeployed old staff, and new recruited young age groups, that relates to the unsolved problem of poor service attitudes of the redeployed and under-paid of the new young recruit. 
· Lacks staff motivation in terms of a good appraisal system, pay structure, incentives bonus scheme…etc. 
· In the absence of a good leader to do the right thing first.
· Very low staff morale to improve the efficiency at work.
· Insufficient technical knowhow to operate computer system in answering queries of customers.
· Some poor service attitude staff exist in the Unicall that pretended to be busy by transferring their lines to other engaged lines to enjoy an informal break.
· There are only 4 desks equipped with headsets, microphones and operate terminals for each desk which is insufficient to cater for the Unicall service and the future Uniline service.


	
Opportunities:

· The growing economic environment enhances the business opportunity to expand.
· The launch of the Uniline would certainly higher up the service quality of one-stop service for existing customers of Unibank and even attract new customers to enjoy the convenience banking service on a 24-hour basis with no physical constraint in terms of locations and traffic.
	
Threats:

· High staff turnover began as Unicall has lost a number of her staff to other local call centres due to better career prospects.
· Anxiety of existing staff to take up the on-line banking system (Uniline) as one stop service.
· Rumours about the possibility of further job losses in Unicall as existing staff are worrying that their jobs would be taken up by outside UAE applicants for the job opportunity in the new launch Uniline online banking service.
· Cultural differences may hinder good team works if new recruits from outside UAE countries.




Since the purpose of this report is to pinpoint the problems exists in the Unicall and suggest solutions to tackle them for further improvement to cope with the launch of the Uniline service, the following analysis would emphasis on the finding of the Weaknesses and Threats in the SWOT analysis of Unicall and recommendations are made to tackle the findings with higher priority.

The following Mind Mapping model is formulated with due regard to the deficiencies derived from the weaknesses and threats for a clear picture of the current Unicall services.
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(Figure 1 : Mind Mapping of Deficiencies of UniCall)




3.2	 Problems with priorities
As shown in Figure 1 above, it is clear that the problem areas are very much lie on software system and people-ware management of Unicall, it also reflects that the deficiency in Human Resources policies and people management is the two critical problems for immediate improvement in Unicall with the highest priority as effective HR policies associated with competent employees is the key success of any organization.


3.2.1 Deficiency in Human Resources Functions
From the corporate perspective, the HR policies is very important as this is the power to drive business running as it involves the management of staff and hence productivity, and become one of the important factors to the success of a company.  It is recommended to look into the HR policies of Unibank in terms of the followings:

(1) 	The Vision, Mission and Values; 
(2) 	The Leadership of Unicall; and
(3) 	HR policies toward employees
(i) Performance Appraisal
(ii) Motivation and Incentives
(iii) Staff Retention
(iv) Training needs




(1) The Vision, Mission and Values
Firstly, there seems in the lack of a clear corporate statement on Vision, Mission and Value (hereinafter referred as the VMV) of the company.  This is crucial that every employee in the company should be well aware of this statement as being their directions and objectives in serving the company.  Without such statement, employee might have lost their direction and treat their daily duties as a routine works and discharging their duties without job satisfaction and challenges.  Therefore, it is recommended that Unibank including the Unicall and the forthcoming Uniline should emphasis on its VMV which must be conveyed to every employee for a clear mission of their job.  Discussion forum or suggestion platform, by using the goal setting mechanism such as SMART Goal Statement, shall be held and established for respective teams to fine tuning their service mindset toward the company VMV, this is certainly an effective tool to ensure effective communication channels across the workforces in the company.   Since the electronic banking industries are under keen competition nowadays, aggressive VMV shall be established in the Unicall so as to maintain its competitiveness in the market especially when the Uniline is targeted to launch in the foreseeable future in providing comprehensive financial services in the e-Banking sector.  Such changes and its concepts behind should be made known to all employees in the Unicall so that they can try their very best not only to achieve the company goals but also personal career objectives. 

As reported in the PESTLE analysis above, the UAE government is fully support in building a smart city particular in Dubai, hence all entrepreneurs including the banking sector should equip themselves to cope with the fast changing mode of business environment in the UAE.  This implies advance technologies shall be invested and employee shall be professionally trained to handle the new and advance digital technologies in keeping abreast of time of the electronic and digital world, in other words providing customer service with fast and convenience.  There is also a potential threat of implementation of Artificial Intelligence (the AI) which may replace the duties of some existing staff.  Otherwise, Unibank including the Unicall and the Uniline will be fallen behind and become a loser in the market very soon.  Therefore, top management of Unibank should produce a clear and achievable VMV and communicate to all employees for compliance and set their own career objectives in the company.  The following suggested VMV is for reference only:

Vision:	“To provide one-stop effective banking services in a smart city of UAE”

Mission: “We care about your banking needs and welcome to experience our distinguish services with simply a dial button”

Values:	1.	Integrity
			2.	Customer(s) First
			3.	Professionalism – Provide Smartest Service in the Smart City
			4.	Unibank - a place for high flyers

With the fixing of a commonly acknowledged and mostly agreed corporate VMV, this certainly rectifies the missing directives of the company and set achievable objectives for employees to fulfill so that the business of Unibank could be sustained in such a fast changing market and could also strike for the best services by competent staff to enhance company branding and business growth.


(2) Leadership of Unicall
Secondly, a good leader is of highest priority and urgently required for the Unicall to build a strong team especially when the staff morale is low and new young recruits are leaving the company.  

The merits of a good leader differ from a good manager where a good leader can build a cohesive team with strong team spirit and complete those tasks effectively in a harmonious way.  In Unicall, the total employee is 200 staff which includes 3 call centre managers and 1 deputy manager in which one of the managers is always contactable via mobile phone.  It reflected that each shift would have a duty manager to supervise the duty staff.  However, the current practice reflected that the manager may not be an effective manager in supervising his/her subordinates that result in staff grievances on pay structure, rumour on further job losses, leaving of the young new recruits, the uncomfortable feeling being monitored by surveillance cameras, complaint from customers of long waiting time on complicated enquiries, poor service attitudes of some sub-standard staff by transferring the new incoming calls to other engaged lines in enjoying an informal break…etc.  All these contribute to the sub-standard service quality of the Unicall as the duty manager cannot detect or handle these questions.  

On the contrary, a great leader inspires, empowers and recognizes their subordinates by setting good examples, setting up values and business ethics in building a strong team work of the business unit.  A leader is doing the right things to achieve the tasks, in Unicall case, a good and capable leader is urgently required to reform the team spirit and professionalism of the call centre in terms of staff morale, training on effective computer skills, bench-marking the pay structure of existing staff with competitors in the market, release staff anxiety on job security due to the launch of the Uniline business being merged with Unicall, coaching and retention of the new young recruits with competence and so on.  

Surely, these remedial actions takes time to achieve but the top priority shall be the understanding of each staff, identifying their strengths and weaknesses so that different types of responsibilities could be perfect matched with their skills and personal objectives.  In addition, with the announcement of company’s VMV, a good leader could also promote this VMV with his subordinates so that all employee are fully understand the values behind their jobs and trying their best to heading for the same direction of the Unicall and the future Uniline of the Unibank.  Open and transparent communication channels shall also be established among the Unicall for front-liners and the leader and the supervisors and managers.  Regular review meetings shall be held with frontline staff so that improvements on the work process and customers’ need could be reflected for the leader and the managerial staff to response.  Recognizing staff’s contributions and suggestions would without doubt enhancing job satisfaction which would be further discussed in the people management related problems of this report.


(3) Revision on HR Policies
The existing HR policies governing the employees shall be reviewed to include:
(i) Performance Appraisal;
(ii) Motivation and Incentives; 
(iii) Staff Retention; and 
(iv) Identification of Training Needs.  
(i) Performance Appraisal
Systems of the performance appraisal try to set a standard in formalizing the efficiencies of work so as to provide a key index for individual employee and management of an organization to evaluate the achieve outcome.  Normally, appraisal system provides a base for standard rating so that it enhances the appraisers to assess employees’ performance standard whether they meet the required standard or not.  According to Randell et al. (1984), there are three board categories of appraisal these include: (i) reward reviews, (ii) potential reviews and (iii) performance reviews.  Randell further elaborated that performance reviews could achieve the best result of assessment.  These reviews should be by referencing to the previous appraisal reports whether these meet their committed objectives and fulfilling the training needs and so on.  Direct relation could be found between pay and performance.  Not only does performance appraisal offer many advantages for the organization, but individuals often see benefits in the process for themselves, as suggested by Torrington and Weightman (1989).  With the use of performance appraisal, feedback can be obtained for employees to review their performance, job reassurance, recognition of work outcome, job encouragement that satisfaction that help staff to perform better in the higher levels.  It also serves as a practical guidance on employees’ future career development in an organization.  

Unibank, as a whole should recognize the advantages of conducting the performance appraisal for the organization and for the staff under the execution of the Human Resources Department.  Those managerial grade of staff shall be the appraiser to assess the performance of their sub-ordinates on a regular basis, say annually.  However, in the current situation, appraisal could be held on a quarterly basis to closely monitor the work performance of Unicall’s staff.  This appraisal could be appraised by the managers, immediate supervisors, self-appraisal, appraisal by peer group, and/or the HR department.  The design of the performance appraisal form shall be avoidance of personality measures and also setting objectives over the coming year.  Details of the appraisal shall be the responsibility of the HR department and which is not described in this report.

(ii) Motivation and Incentives
In better understand the relationship between motivation and incentives, the Motivational Theories should be discussed.  McGregor’s Theory X (McGregor 1970) described average human inherent with a dislike of work which he will avoid if he can.  Manager agreed with that would regard incentive schemes as a tool to control workers.  McGregor’s Theory Y, on the other hand, described human being would exercise self-control to accept responsibility to achieve goals.  Manager support this viewpoint would be less likely to look for incentives for control and more concerned with clarity, reasonableness and employee involvement.  Therefore, different managers hold different approaches to payment arrangement with regard to motivation and incentives.  

Therefore, managers of Unicall should understand their employees well before adopting Theory X or Theory Y as mentioned above.  Certainly, different type of employee prefer different type of recognition, some prefer public recognition and compliment from senior management but some may prefer recognition in payment terms, this shall lie on respective manager to decide the means of motivation.  

However, a good leader may motivate his team to achieve the best result without any form of incentives due to the good relationship with his sub-ordinates with trust, respect and loyalty.  Fielder (1967) opined that a leader who is categorized as a least preferred co-workers (LPC) tends to be permissive, human relations-oriented and considerate, but a low LPC leader tends to be concerned with getting the job done and less interested in the reactions of sub-ordinates.  This echoes the power of a great leader in mobilizing his team to complete the tasks with good relationship as he is emphasis on the feeling of his subordinates.  Very obviously a good leader of being relations–oriented will render every possible ways to understand his staff, train, coach and guide his team mates in different ways.  However, if certain processes have been done but the team members still cannot catch up with the requirement, then the leader should decide giving up such team members so that his role as a good leader to achieve the best possible outcomes for the company can be fulfilled.

(iii) Staff Retention
Employees are the valuable and intangible asset of an organization which is one of the factors attributes to the success of a business.  Very often staff retention relates to job satisfaction of individual staff in which staff with higher degree of job satisfaction retains in the company whereas staff with lower degree of job satisfaction tends to leave the company as far as he get an offer from other company.  However, due to Marslow’s Need Hierarchy (1943), underpaid employees who are hardly afford to eat would concern more on their pay level rather than developing their true potential toward their jobs.  Once employees are reasonably paid and have sufficient job security and also their social needs are satisfied, then they are less interested in the pay and conditions of their work.  However this situation is not happening in Unicall especially to those existing and redeployed staff.  This only affects those young new recruits.  Since some of these young recruited are leaving the company due to more attractive package and career development in other similar companies and this is a serious problem that Unicall must be responded in stopping such unhealthy scene.  

The following strategies could be considered to retain those competent staff including the existing and those young new recruits:

1. Hire the best and forget the rest 
The staff selection process must be of high quality level so that those successful applicants being offered a place in Unicall shall be closely monitored by means of Management Trainee Program, Mentoring Program, and so on, so that these young and competent new recruits can stay in the company and being promoted to a higher grade within a foreseeable period of time, say 5 years. 

2. Give your employees the metrics they need
It is obvious that every employee is searching job satisfaction which implies that their talents and capabilities are being used in a way that makes a difference to their business units.  When employees recognize their performance outcomes are being fulfilled, they begin to develop a sense of belonging and feeling that the company is their company.

3. Be the best in the market
Taking up the role of a market leader in the business could help establishing the branding position of the company and results in reducing the staff turnover rate.  This is because employees of such company could not find any other better career prospect in the industry.  For Unicall case, re-engineering to the work flow and a change in the business strategies e.g. the launch of Uniline together with rectifying people management problems will certainly improve the business with effective and customer-oriented strategies.  

4. One Cohesive Strategy
Staff retention must be one of the main focusing strategies on people management. Allocation of company resources towards retention of good and potential staff should be of higher priority than other marketing expenses and brand building campaign.  Creating good relationship among the workforces by caring their needs, respecting their ideas, creating a good working environment, i.e. good hygiene factors would be an effective way to keep the best employees in the organization.

5. Make way for your employees to Promote
Investment on talented employees shall generate good returns to an organization in the long run.  Therefore, opportunity shall be given to potential employees to grow and expand their capacity.  Coaching and mentoring would be the best strategy in staff retention and provide a clear career path for selected employees to entre into the succession plan of a company.  Therefore, Unicall shall provide opportunity for those potential employees to take up the role of higher responsibility. 

(iv) Identification of Training Needs
Due to the increasing demand from customers in handling day to day complex banking matters, staff of Unicall should be trained regularly so as to upkeep their knowledge and skills in successfully discharging their duties.  The next questions would be what training topics and who to decide.  Stephen Robbins (1978) suggested the Identifying Training Needs (ITN) model and achieves a correct ITN through the following four questions:

1. What are the organization’s goals?
2. What tasks must be completed to achieve these goals?
3. What behaviours are necessary for job holders to complete their assigned tasks?
4. What deficiencies job holders have in the knowledge, skills or attitudes required to perform the necessary behaviours?

Robbins further suggested concentrating on Knowledge, Skills and Attitudes (KSA) to categorize the aspects of the deficiencies that may be identified.  “Knowledge” is what the employees need to know in order to achieve the goals the job specifies, like the learning driver needs to know the highway codes.  “Skills” are what the employee has to possess in order to do the job, like the ability to keep the balance between clutch and accelerator.  Finally “Attitudes” are what the employee needs to display in connection with achieving the tasks, like respect for other road users.  

In this regard, identification of training needs should be conducted for Unicall staff and classify which categories they belong in order to formulate the training topics required to improve their job skill-set.  

3.2.2 	People Management related problems
Apart from the above analysis which is mainly focus on corporate perspective with regard to formation of a clear VMV, the benefits of good leadership, deficiency in HR policies and so on, it’s time to look into the daily operational problems arising in the workforces of Unicall.  According to the SWOT analysis, it can be grouped into the following three points which are discussed as follows:
(i) Incorrect mindset of the redeploys and the new recruits;
(ii) Incompetence in handling complex account problems; and
(iii) Poor service attitudes and team work spirit

(i) Incorrect mindset of those redeployed staff and young new recruits
The mindsets of Unicall staff, especially those redeployed staff, towards their employment status require clear clarifications, career counseling and encouragement from the senior management with a view to correct their mindset on their job security in Unicall.  Since these staff are fully aware of their limitation and computer knowledge in handling the advance technologies in the call centre and later on the launch of the Uniline one-stop banking service shall affect their job security as well.  In addition, Unibank is also actively considering recruiting oversea employees from the India, Bangladesh and the Philippines under its resourcing strategy.  Such act further threatens the mindset of staff towards job security that they worry about losing their job by the time Uniline is established.  All these worries are the result of poor communication among the staff within the Unicall and the Unibank especially those supervisors and the managers of Unicall.  Proper channels of communication such as employees’ enquiries, suggestion forms, regular meeting with Unibank senior management, informal gatherings and so on, should be emphasized and keep all employees reminded repeatedly.  That is, staff should be able to reflect his / her opinions or questions toward the company objectives and operation arrangements via their managers so that effective communication channels can be formulated to stop any incorrect and destructive guess by individual staff about the policies and strategies of the company.  
However, for those new recruits with younger generations, there might be a conceptual mismatch between their expectations on pay levels and their alleged outstanding capabilities.  This situation could be explained by the Skill-Will Matrix and managers shall adopt this approach to understand their subordinates in depth.  Managers should know their subordinates’ background including their experience, education and training attended, so that managers can assess their degree of motivation, their aggressiveness to success, the service attitudes and their mindset towards the job.  

The Skill-Will Matrix is shown in Figure 3 below for better indications.
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Figure 3: The Skill / Will Matrix



Managers of Unicall could use this matrix to identify the position of those young recruits and follow up with the coaching works for those with (1) High Will but Low Skill, (2) High Will and High Skill and (3) Low Will with Low Skill and (4) Low Will with High Skill.

Those who fall into quadrant (1) requires guidance and on the job training from the manager to perform their tasks.  These are normally enthusiastic beginner who is new to a particular task / role.  Managers shall use directing and coaching skill to build their skill.  For example, teach them the manner and attitude in picking up and answering a call and the magic words to end the conversations with customers.  Remember the names of customers and offer further services to him in the next time. 

Those who fall into quadrant (2) i.e. High Will and High Skill are classified as a skilled worker who is looking for more opportunities to grow and develop his career.  In that case managers shall provide full delegation and freedom for these employees to do the job by setting the objective only and not the method.  Certain appreciation toward his performance shall be required as recognition.  Encouragement shall be given to them for taking up the responsibility and involve in decision making process.  This kind of employees shall also taking appropriate risks to explore their strengths in handling more stretching tasks.  For instance, pay attention to other team members during the working hours to see if any improvements can be made or suggested to senior management to response for the sake of effective work flow and better customer services in Unicall.

For those falls into quadrant (3) with Low Will and Low Skill, this could be a beginner to a task, project / role or they may have less confidence because they have already tried and failed.  Otherwise this kind of staff possesses negative attitude toward his duties and has no will to succeed in his position, hence no commitment at work, thus respective manager may advise this kind of subordinates to serious think about leaving the company for better job aspects that suit their wills and skills in other company. 

For those fall into quadrant (4) are those skilled workers with experience in the job, however they may have hit a plateau and need a new challenge, or is being affected by other factor.  Managers must find out the reasons for such low willingness and low motivation at work either a boring task or different management style or some personal factors.  Close monitoring and instant feedback shall be given to this type of employees.  Job enrichment or job rotation could be considered for them to see if a change can be a practical solution to arouse their motivation to work smarter for the company.

(ii) Poor service attitudes and team work spirit
Service quality is the key to success in nowadays business particular in the banking service industry.  Staffs with good proactive personality and customer service mindsets and skills are normally outstanding employees in an organization in which lots of compliments and appreciations from customers would be lodged.  Unicall is facing a serious problem of reactive staff with poor customer services and individualism within the office, e.g. rude service being complained by customers, young new recruits have no sense of belonging in the company, poor staff redirect their lines to others, anxiety for job loss due to the launch of Uniline…etc.   This situation can be solved by training and coaching with regard to changing staff habits and mindset and followed by observations certainly such process takes time and effort from the management.

According to “The 7 Habits of highly effective people” by Stephen Covey (1989), his model begins with achieving the Private Victory that an individual should build the habits of “Be Proactive”, “Begin with the end” and “Put first things first” to become an effective people with positive mindset and skills.  In that case, staff of Unicall should be educated and coached to equip with such kind of habits to make Unicall and later the Uniline a success.  

Be proactive means we are responsible for our own lives and our behavior is a function of our decision.  Proactive people carry their own weather whether it rains or shines makes no difference to them.  They are value driven but are still influenced by external stimuli, whether physical, social, or psychological.  On the contrary, reactive people are very often affected by physical environment.  Their attitude and performance will also be affected by weather condition and their social environment, i.e. they become defensive or protective when people treat them bad or well respectively.  

As a solution to strengthen the team work and to cure the low staff morale of Unicall, it is necessary to introduce the “7 Habits” as a tool for each employee to rebuild or rethink themselves in terms of becoming a proactive people with positive thinking and not be easily influenced by other peoples and difficult environment.  

The second habit is “Begin with the end in mind”, it means that employees should clearly understand where they want to reach or what they want to achieve before they start their move as this provide them a correct direction towards personal and company goals.  As discussed in the paragraph 3.2.1 above, producing a company mission statement should be better asking every employee in the company to take part in this process so as to being involved to create the mission statement. This is because without involvement, there is no commitment.  For those new recruits who are young in the company should be given enough guidance to achieve their goals supplemented with friendly relationship in orientation and training.  Until they become mature in the organization, higher responsibilities shall be assigned so as to enrich their job satisfaction with involvement and commitment.  By the time a well recognized mission statement is in effect, this certainly creates a great unity and tremendous commitment in which employees will govern themselves and don’t need someone else directing, controlling and criticizing.  

“Put first things first” is one kinds of effective time management.  Different response to time could be varied from different age group among the 4 generations, categorized as Traditionalist (1925 – 1945); Baby Boomer (1946 – 1964); Generation X (1965 – 1980) and Generation Y (1981 – 2000).  Managers of Unicall must understand the time concepts of each generation before assigning the job to them. For example, rude attitude in answering complex account enquiries shall be handled by or transferred to mature staff with patience, normally those traditionalists or the baby boomers to handle.  Generation Y could be an observer for those mature colleagues to handle such detail enquiries so that a good team work could be established.  

It is strongly recommended that staff of Unicall should equip with these three habits first so as to strengthen their mindset with positive thinking and hence the ability to handle more complicated duties upon the launch of the Uniline.  However, building one’s habit take a long time and managers or supervisors should monitor the situation and coach their subordinates to achieve the company mission statement not only to achieve company goals but also improve the relationship among the peer groups.  Once the situation is improved, the rest of the “7 habits”, i.e. “Think win-win”, ”Seek first to understand , then to be understood”, “Synergize” and “Sharpen the saw” should be introduced to all employees to build a strong team with commitment and value-driven staff.  


4. Recommendation - The Need for a Change

Having detailed investigation and analyzed the problems that affecting the business of Unicall, although some practical solutions have been suggested this solely up to the decision of the top management to implement.  Since people management place a crucial part to the success of a business, Unibank should have invested on her employees to equip them with appropriate tools to discharge their duties.  Once top management has decided to implement a change to the company in terms of creating a VMV, review on HR policies, investing on people management and so on, such decision shall be make known to all staff so that those who want to stay with the company and transform themselves to be competent enough to continuously work for the company or giving chance for those reactive employees style to leave the company so that the team spirit could be largely improved.  Most importantly, the 7 habits as mentioned above should be emphasized not only for the benefits of the company but also for transforming individual staff to work and live positively towards a right direction with proactive manners. What Unicall urgently need is a good leader / boss (not just a manager or supervisor) to communicate and motivate his/her team members. 

Peter F. Drucker (1995) opines that he is not comfortable with the title call “Manager” as it implies responsibility for particular assigned tasks which might not have much concern over people.  Oppositely, calling the name of “Boss”, which emerged in the First World War, could be best referred to the role of mentors who back up their mentees with directives and decisions to complete their assigned tasks. A new transformed organization, for instance the Unibank and Unicall need to go beyond senior-junior polarities to a blend with sponsor and mentor relations.  In the emerging industry like e-Banking, the relationships within the organization should be mutually understanding and responsibility rather than a combination of rank and power. Unicall needs a leader that is able to learn the strengths of the men and women to whom he/she assigns duties, as well as those of his / her peers and boss.  One cannot make decisions for the future.  Decisions are commitments to action and actions are always in the present, it is the only way to make the future.  However, leaders / executives are paid to execute effective actions to cope with the changes in an organization.


5. Conclusion

Drucker (1995) reflected that “Theory of the business” shall include three parts, i.e. assumptions about (i) the environment of the organization – refers to society and its structure, the market, the customer and technology; (ii) specific mission of the organization; and (iii) core competencies needed to accomplish the organization’s mission”.  Therefore, in coping with the proposed changes to improve the people management of Unicall,  apart from building a corporate VMV, reviewing on the HR policies, assigning a good leader to build the team spirit of Unicall, identifying the training needs of existing staff and so on, Unibank, being the mother company of Unicall and Uniline should understand the business environment and promote the corporate VMV with a committed mission statement and ensure employees are competent enough to accomplish such mission under the guidance of a good leader. 


·  End  -
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