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Executive Summary
This paper is a consultant report in which the case study analysis of the company ‘Unicall’ has been conducted in details. This was undertaken to evaluate the people management issues that the company was facing and thereafter determine the key issues affecting its profitability. This was done, so that appropriate changes in procedures and policies could be implemented for future circumstances. Among the numerous issues that were observed in the organization, the key issues considered were the risk of organizational changes and problems related to all the aspects of employee resourcing. Having an understanding of the issues that were generally faced by the call centres, appropriate conclusions were drawn and recommendations were made. The method that has been used for this analysis is qualitative research with the help of secondary resources. Hence, considering the major changes in HR policies of the company and the organizational culture, an implementation plan was suggested in the later part of the paper. The adherence to which could enable Unicall and the companies facing similar situations to ensure service quality, customer loyalty, employee satisfaction and commitment which may result in successful future endeavours.
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1. Introduction
Call centres have become very important in an economy for many years and have been significantly increasing in the recent context. According to Melnick et.al. (2012), the importance of call centres dramatically increased in the year 1878 and since then these operations are prominently establishing its operations even in the financial sectors. These call centres are used for supporting both the outbound as well as inbound opportunities for telemarketing the companies on a global scale. Considering the financial sectors, the businesses use call centres for promptly reviewing the customer details along with their preferences so as to undertake sales activities effectively through the means of telemarketing. Their major applications can be in retail banking, operations for credit cards, insurance and for retail brokerage (Melnick et.al. 2012). Having a brief understanding of the importance and applications of the call centres, this paper highlights the complexities that are involved in a corporate environment especially considering the case of Unicall. Unicall is a call centre of Unibank which was established with the motive of entering into the telephone banking industry within the region of UAE.
This paper is a consultancy report wherein the main research objective is to provide appropriate recommendations to the company for effectively dealing with the problems they are facing. Hence, in the initial part of the paper, the research-based literature review will be undertaken followed by, outlining the research methods used for analysis. Thereafter, the two key issues that were faced by the company shall be critically analyzed by understanding the internal as well as the external environment of the company. One of the prominent issues the company was facing at that point of time was employee resourcing and hence certain unforeseen effects of the major changes took place in the business. Unibank, in order to enter into the call centre sector, had made major changes in its human resource department, even though it tried to redeploy some of the employees but redundancy took place. In addition, it hired some new staff but was unable to handle the requirements as a whole. The main problem as highlighted in the context of changes mostly took place at the time of employee resourcing. Employee resourcing is actually a term used for an array of approaches and methods used by the employers of an organization for the purpose of resourcing which involves change management, administration, performance and staffing activities (Iles, 2013). Thus, as per the case is concerned, the employees neither were enough to handle the workload nor were happy with the appraisal system of the company. The training team was overburdened and hence the employees lacked the competence to operate the computers and solve the problems of the customers. All these contributed to the dissatisfaction of the customers as well as the employees, which in turn proved to be highly disadvantageous for the company. 
After the detailed analysis of these issues, the arguments have been examined considering the case study of Unicall. Thereafter, appropriate recommendations will be provided for improving its conditions and mitigating the key problems outlined. Furthermore, appropriate conclusions will be drawn considering the entire research conducted, so that the companies facing similar complex environment can effectively deal with the support of the provided recommendations so that its objectives can be met efficiently. 
[bookmark: _Toc506550380]2. Literature Review
[bookmark: _Toc506550381]2.1. People Management Issues in an Organization
[bookmark: _Toc506550382]2.1.1. Global Consideration
There are various issues outlined in the case of the Unibank, which are related to people management such as employee resourcing problems, the risk of organizational changes as well as improper strategic management of the organization and the employees. In addition, if the company implements the future strategies i.e., to cater to the increasing need of online banking, then monitoring issues can be generated while outsourcing the employees and also may result into the problems of diversity and cultural differences in the organization (Pilbream & Corbridge, 2010). All these problems can be related to the improper HR management of the employees. According to Farndale et.al. (2009) there are various issues that are faced during the business operations. Hence, the issues that are related to the HR functions are the competitive pressures that the organizations face while selecting the appropriate talent pool along with the identification of the problems related to international mobility and the issues that may be faced while adapting to the new markets (Farndale et.al. 2010). 
It is further observed that to maintain the competitiveness of the market, companies try to recruit employees having a high level of skills particularly required for the international markets. However, some of the organizations fail to meet this requirement and thereby faces failures. Moreover, the preparedness of the staff is also another prominent issue, the lack of which is highly disadvantageous for the organizations. Hence, it can be opined that the role of HR functions is highly vital for the management of global employees (Farndale et.al. 2010). According to Schuler et.al. (2010), the challenges that might be faced by the organizations significantly affect its strategic activities and usually focuses on the management to ensure hiring right talent in the right position and at the correct time in the dynamic working environment. In addition to the factors that have been highlighted, changing demographics were among the prominent factors of the challenges that persisted in the organizations. The other factors included meeting with the demand of the employees having specific competencies to cater to the needs of the changing environment and supplying these skilled talents as required (Schuler et.al. 2010). 
[bookmark: _Toc506550383]2.1.2. Well-being in the Workplace
In the context of the case, another problem that has been highlighted is the well-being of the employees in the workplace. The employees were unhappy with the organizational structure and its appraisal system. The employees were not given proper training for the technological changes, due to which various customers complained about the delay in basic problem solutions or enquiry. Moreover, the employees were not recognized as per their skills and abilities which kept them unsatisfied with the company. Moreover, the senior management was unable to tap the root cause of the calls being on hold, and all these proved that the well-being was not highly considered by the organization (Pilbream & Corbridge, 2010). In accordance with Harter et.al. (2002) employee engagement must be critically considered in an organization to cope up with the challenges. These challenges may involve job dissatisfaction, lack of employees’ commitment along with the emotional and the overall well-being of the employees. All these issues regarding the workplace can be effectively dealt by providing the employees with tangible benefits such as personal development opportunities, pension and other additional benefits (Harter et.al. 2003).
If the employers are able to provide employees with all these benefits and a positive environment in the workplace, job satisfaction and enhanced individual performance can result in positive outcomes. In addition, it will automatically result in efficient handling of tasks, employee retention and positives results of the entire organization (Harter et.al. 2003). Similar was the opinion of Dulagil (2012), wherein the well-being of workplace was considered to be an important aspect of the contemporary organizations. The increasing necessity of hiring employees having specialized knowledge can be effectively met only when the employees are emotionally and mentally capable of engaging with the organization. On the other hand, the employees seek for those organizations/ which are meaningful in accordance with those, which caters to their personal developments. Therefore, in order to retain the efficient employees and increase their productivity, it is necessary to enhance employee engagement (Dulagil, 2012). 
[bookmark: _Toc506550384]2.1.3. Ambiguity and Organizational Complexity
In the recent context, organizations are observed to deal with uncertain environment along with great complex situations. These complex situations arise from the difficulties faced at the time of decision-making. The complications in making decisions in the organization increase with the lack of appropriate proportion of resources such as time, finances and individual attention. This scarcity in turn results in increased amount of conflicts among the employees thus, it is highly essential for the organization to make their working environment simple. Moreover, the ambiguous nature of organizations cannot be denied which is probably due to the complexity, deception and unpredictable aspects of the working environment. This ambiguity can hence be generated from the availability of incomplete information or there might be problems in its proper interpretation. However, in order to deal with these rapidly changing situations in the workplace, the organizations should learn from their mistakes as quickly as possible to maintain its competitive advantage. Therefore, organizations should make their environment simple by developing better organizational systems and adapt to the technological changes for dealing with the information available in a profitable manner. In addition, the complex issue itself can be broken down and dealt with it by particularly concentrating on a smaller section by the specialized individuals. Despite all these steps taken for controlling the workplace, issues may arise and hence, effective and efficient strategies must be implemented to anticipate and deal with the unforeseen events (Bolman & Deal, 2008). Similar opinions have also been made by Maznevski et.al. (2007), that complexity is present in the modern organizations more often. The main cause of such complex environment is due to globalization of the operations that are mostly observed in the organizations (Maznevski et.al. 2007).
The major factor that creates complexity in today’s organizational environment of is diversity, which directly affects it's internal as well as the external environments. The executives therefore need to strategically tackle the changes that must be undertaken while internationalization is being carried forth. The internal considerations that have to be made are appropriate decisions while conducting HR pool and the necessity to have more variety in the human resource and other management systems. In terms of external considerations, the organizations must strictly comply with the needs of the customers and value their cultural differences as well as legal, political and economic factors that affect their environment. The other factors include interdependency, ambiguity and flux (change). All these factors collectively contribute to the complexity that persists in an organization (Maznevski et.al. 2007). Hence, Steger et.al. (2007), opines that, in order to manage these situations, the managers of the organizations need to implement an awareness system, which indicates these complexities from beforehand. This implies that forecasting system is the requirement of the organizations. In addition, proper risk management should be facilitated by the excellent workforce, highly considering the global processes to produce sustainable improvements in the organizations (Steger et.al. 2007).
[bookmark: _Toc506550385]2.2. HR Issues in Call Centers
Particularly considering the case of Unicall, there are various issues evident in the call centres and they are a greater level of absence and higher employee turnover rates. The primary reason for such higher rates is that usually the employees have issues regarding work-life balance wherein 40% of them reports that they felt exhausted and stressed after their working hours. Therefore, this shows that the importance of motivating the staff of the organization has increased to mitigate this type of problems in an effective manner. It was also found that if the management highly considered the job design of the employees, it leads to higher level of employee well-being. Another prominent issue highlighted was the emotional aspects of the employees which were associated with the discretionary efforts in the workplace. Therefore, it can be noted that the employees that must be recruited should consider a certain level of emotional aspect so that they can effectively deal with different kinds of customers. However, they must be able to suppress their feelings at certain times in order to have a balanced state of mind and sustain within the organization. In addition, the problem of the employees to reach their target has also been considered as one of the reasons for their stressful situations. Thus, it is important for the companies to be transparent while hiring employees so that efficient staff can be recruited according to their requirements. The other problems entail employee autonomy, improper staff development and lack of opportunities, all of which hampers their well-being within the workplace (Akroyd et.al. 2006). Therefore, it is highly important to determine the manner, in which the work organization and HR practices collaboratively affect the attitude, well-being/stress and behaviour of the employees (Catanheira & Chambel, 2012). 
The usages of call centres have hence been prominent in the service industry, wherein there are service encounters. However, this increasing concern has raised the issues associated with the lack of proper service management, decreasing service quality, employee satisfaction and loyalty (Malhotra & Mukherjee, 2004). Thus, it is highly essential to develop effective instruments that enable the HR-involvement practices in a profitable and systematic manner. Moreover, the perception of the employees regarding their work must be made positive so that their attitude and behaviour will be favourable for maintaining a positive environment in the workplace. In order to facilitate this type of work environment, it was observed that many organizations hold weekly meetings with the operators wherein the issues and problems in the workplace were discussed. The other aspects discussed in the meetings were related to the career of the employees, their claims and the recommendations for improving the performance of the employees and the organization as a whole (Catanheira & Chambel, 2012). Therefore, on an overall basis, it can be opined that the key issues to be highlighted are employee resourcing and the unforeseen events of organizational changes, which directly and indirectly affected the employees’ perception and behaviour, in turn influencing the overall performance of the organizations. 
[bookmark: _Toc506550386]3. Research Methodology
In this section of the consultant report, the method in which the research was conducted has been discussed in details. It can hence be stated that the research was conducted with the help of case study analysis of the company named ‘Unicall’. Thus, the main aim of this report is to provide appropriate recommendations to the similar type of companies for managing changes and similar issues in order to attain success in the future endeavours. Case study analysis had been undertaken in this research as this method enables the researchers to understand in details about the complex issues, which has already been researched to provide more experiences considering the issues. In particular, this research method was used for evaluating the real-life situations in the contemporary world. According to Zainal (2007), it has been stated that this method is highly controversial in nature, especially when the collection of relevant research data is concerned. However, this method is highly recognised in the studies conducted in social science wherein detailed analysis of a particular social behaviour needs to be undertaken. Hence, with the help of this method, the researchers are able to provide a holistic approach to their research thereby providing in-depth investigation. This method also proves to be helpful in examining the behavioural problems that a homogenous group of people faces. Therefore, it can be noted that this method enables the researchers to obtain results beyond statistics which is usually gained from a quantitative approach. It helps the researchers to understand the specific conditions and situations in a behavioural context through the perspective of the actors. Thus, on an overall basis, it enables the evaluation of the phenomenon as well as its outcomes with the help of a complete observation, analysis and reconstruction of the cases that are being investigated (Zainal, 2007).
The type of research that was considered in this study is the qualitative one. Specifically, based on the case study of Unibank, human behaviours and the relation of employees with the organizations such as call-centres were critically examined. This was done in order to understand the key issues affecting the overall performance of the organization and in the later part to provide appropriate strategic recommendations for its reduction and mitigation. Hence, as per Runeson & Höst (2009), case study analysis usually considers qualitative data because it provides an in-depth description of the issues. This method can be proved useful only if the main objective of the study is exploratory with flexible research design (Runeson & Höst, 2009). Therefore, critically considering the people management of the call-centres such as the Unicall, a qualitative method proves to be highly effective for understanding the complex environment. In order to conduct this study, only secondary sources had been used, which included books, peer-reviewed journals, magazines and trusted sources particularly considering the case of call centres. 
[bookmark: _Toc506550387]4. Analysis of the Key Issues
[bookmark: _Toc506550388]4.1. Overview
Unibank was a financial institution in the UAE, which was established in the late 19th century. With the passage of time, it became one of the most popular banks, which performed functions such as financial services and personal banking for the individuals as well as the businesses. The company soon observed that the competition in the sector was increasing, as a result of which it decided to enter into the telephone banking industry. This was the time wherein ‘Unicall’ was established. There were some major organizational changes due to which numerous employees of the Unibank were retrenched and only a few were selected for getting redeployed in Unicall. However, the company was in need of fresh and capable faces, selected through the recruitment procedure as well as through proper training and development programmes organised for the redeployed employees. Later on, it had around 200 employees who operated for 24 hours on a shift basis. The first few months were comparatively tougher to capture the market but with constant efforts of the management, the company was able to sustain. Soon it was realised that those employees were inadequate in number, as a result of which the business was facing numerous problems. It has been considering the need for further recruitment, but with a problem evident in its training and development programs. As a result, various complaints of the customers have been increasingly reported regarding their calls being kept on hold for a simple query as well. Furthermore, there were certain technical issues regarding proper operations of the computer systems which was the cause of another issue i.e., the inaccuracy of information and solution provided to the customers by the operators (Pilbream & Corbridge, 2010).
The employees themselves were unhappy in the workplace because of their constraints and generally complained about their working environment. In this context, the company conducted two surveys in which, high level of discontent could be observed. Some of the employees even complained about the intensive work of the company, as a result which it was found that they manipulated the calls informally, thereby decreasing their quality of services to a large extent. Even though the company constantly monitored the calls and the employees so that their performances and productivity can be regularly evaluated, but the higher authorities were unable to exactly identify the problem. The new recruits believed that they were not getting rewarded as per their skills and abilities and the redeployed employees were unhappy with the type of services they had to provide. They thought that their work was impersonal. This shows that neither the redeployed employees nor the newly recruited ones were happy with the internal environment of the organization. As per the company’s external environment, the insurance and mortgage services were also increasingly growing its importance, as a result of which the company decided to establish new operations along with Unicall named Uniline. For this, the company decided to outsource the employees (Pilbream & Corbridge, 2010). In the above case, it can be noted that the main problem that caused all these issues in the organization was the risk of unforeseen changes. The company faced major changes which led to all the people management issues which can hence be termed as the employee resourcing problems. Considering these key problems and issues that the company faced, the critical analysis shall be provided in the following parts of the paper.
[bookmark: _Toc506550389]4.2. Employee Resourcing
Employee Resourcing (ER) is a part of human resource development activities that involve a diverse set of considerations. These activities may involve recruitment and staffing activities, performance management and appraisal of the employees as well as the administrative activities involved in the organizations. In addition, change management is also considered as it is the vital aspect of resourcing appropriate change agents. The issues that can be related to the improper employee resourcing are changes in the perspective of the employees’ towards their work, their ethical considerations and decreased level of commitment, which can be termed as the internal factors affecting the organization. As per the external environment is concerned, the activities such as staffing, recruitment and selection have become more difficult with the influence of the changes in the labour market. The allocation of human resources, their discharge and transfer activities have increased because of the changing labour market condition. In addition, the political and economic factors also influence the ER activities of the organizations. Moreover, in case of a diverse workplace environment, the organizations must value the cultural differences and provide equal opportunities to all the employees. However, most of the companies are unable to value these differences, thereby resulting in various workplace constraints, in turn, contributing to the employees’ dissatisfaction with their work life. The other issues that have been highlighted in this context are excessive bureaucracy, decreased quality of customer services and reduced employees. All these issues when faced by an organization shall, in turn, create its productivity to decrease thereby affecting their economic conditions (Iles, 2013).
Hence, it can be noted that similar kind of situations persisted in the case of Unicall. To be specific, the ER issues that were highlighted in the case study are lack of proper appraisal system, strains in the existing training and induction programs, lack technical knowledge, employees’ dissatisfaction and lack of reward system (Pilbream & Corbridge, 2010).
[bookmark: _Toc506550390]4.2.1. Lack of Proper Appraisal System
In accordance with this issue, Holman et.al. (2002) stated that performance monitoring highly affected the emotional labour and the well-being of the organizations such as call-centres, particularly those located in the UK. There were various factors which affected the well-being of the workplace with the most prominent one being employee performance. The performances of the employee in the call-centres are usually monitored through continuous surveillance in terms of quantitative indicators such as number and length of calls. The management often records the calls so that their quality of services could be assessed. Hence, it is highly essential to maintain the time interval and manage the complexities that exist in the call-centres so that proper appraisal can be done (Holman et.al. 2002). Thus, in case of Unicall, if it does not comply with these requirements, the employees shall be dissatisfied with the workplace, which in turn may affect the overall wellbeing of the organization. 
According to Pilbream & Corbridge (2010), the company did not have a proper system for performance management and therefore lacked the development of an appraisal scheme. However, in order to monitor the quality of the services provided by the employees to the customers, the company conducted two surveys, in which it was observed that there was a rivalry present in the employees between the shifts. In addition, the employees were under constant surveillance, in which their calls were being monitored intending to determine their productivity and accuracy of the information provided by them (Pilbream & Corbridge, 2010). Hence, as per the case is concerned, lack of proper appraisal system was highlighted by some of the employees of the organization and besides it was observed that improper method of performance management was implemented.
[bookmark: _Toc506550391]4.2.2. Lack of Reward System
For a company to strategically manage the human resources, the work design needs to be developed, which should involve performance monitoring as well as work discretion dimensions in an integrative manner. Particularly considering the case of call-centres, those which involve sales must have a higher level of performance monitoring. This is because the employees require motivation to increase sales which can further be obtained through proper remuneration and rewards. The employees can also be provided with incentives in monetary terms, which can further be linked with their individual performances (Wood et.al. 2006). Having an understanding of the importance of reward system in the call-centres, it can be noted that Unicall was unable to recognise it and therefore, did not consider the development of the appraisal system by itself. This was the main disadvantage of the company which made the employee dissatisfied with their work leading to decrease in their performance and productivity. This, in turn, hampered the overall outcome of Unicall (Pilbream & Corbridge, 2010). Therefore, it is opined by Mukherjee & Malhotra (2006) that, in order to meet the requirements, the role of clarity is also highly essential in improving the performance of the call centre along with the maximization of rewards. The role of clarity among the employees enables them to possess cognitive mastery in the causal structure of the internal and the external environment of the organizations. This, in turn, increases the job satisfaction, commitment and performance of the employees. The organizations can also implement reward system based on the level of service quality with the consideration of role clarity among the employees (Mukherjee & Malhotra, 2006). 
[bookmark: _Toc506550392]4.2.3. Strains due to Overstaffing
In the case of Unicall, the organization also faced the problem of overstaffing when more recruitment was required in the organization. This posed strains in the induction programs as well as the training and development activities in the organization. The immediate requirement of the company was to recruit more employees so that the customers can be provided with instant support. This infers that they might not get a proper environment to help them attain the necessary skills and knowledge so that their overall performance can be enhanced. This overburden and inappropriate knowledge gained by the employees can have a significant impact on the productivity of the employees and the profitability of the organization as a whole. This was evident when the employees were unable to utilize the computer systems and were unable to provide information for a simple query asked by the customers. As a result of this, the employees took a lot of time to interrogate a single customer (Pilbream & Corbridge, 2010). 
Similar was the opinion of Fukunaga et.al. (2002), that when all the agents are engaged in handling the calls, it is obvious that the customers have to wait until the agents are available. This creates a certain level of frustration among the customers, thereby leading to their dissatisfaction. In order to curb this issue and improve the reputation of the company, it is necessary to increase the employees so that the waiting time can be decreased. On the other hand, the business must be aware that it is not overstaffed because it will lead to some employees remaining idle at the time of decreased customer calls. Therefore, it is highly essential for the call-centres to hire the required amount of competent staff so as to avoiding the threats of both understaffing as well as overstaffing. This shall further decrease the operating cost of the company and optimize the business profitability to a large extent (Fukunaga et.al. 2002). Hence, staff scheduling must be done carefully so that its cost of operations may not increase to an extent of getting proved as disadvantageous for the company.
[bookmark: _Toc506550393]4.2.4. Lack of Technical Knowledge
In the case of Unicall, the employees gave different answers to the same query asked by the customers either after a long hold or by taking significant time. All these delays and constraints eventually resulted that the calls were being increasingly kept on hold even for a small query. However, not only the customers but the branch employees were also kept ‘on hold’ for a simple lacked adequate flexibility to provide the perfect solution or information (Pilbream & Corbridge, 2010). Moreover, O'Sullivan (2007) opined that adopting the technological advancements is the main challenge in a business. For an instance, if the knowledge tools within the work envioronment of a call centre take time to answer the queries of the customers, then the newly recruited employees is may fail to perform effectively due to the lack of  technical knowledge as well as level of confidence. It is often observed that the employees or the technicians lacked computer skills and the general knowledge of their services or products. In order to address this issue, call-centres invest a huge amount of money in training these employees but still, they are unable to provide them with enough knowledge to handle the customers’ queries and hence, it is essential for the company to implement updated knowledge tool to help the employees in answering the questions of the customers. Hence, it is essential for the management to keep a check over the employees lacking the technical knowledge so that they can be provided with immediate help and the customers’ queries can be answered within lesser time (O'Sullivan, 2007).
[bookmark: _Toc506550394]4.2.5. Employees’ Dissatisfaction
According to Latha & Panchanatham (2010), the Business Process Outsourcing (BPO) sector has been growing in importance in the global context. With this, a study was conducted, wherein the score of the psychological and physical well-being of the employees were detected to be lower than the average along with job satisfaction. It has hence been found that the Burn out Stress Syndrome (BOSS) has been increasing among the employees in the field of computer operations, which further leads to the harmful effects of stress. These may include pessimism, loss of energy, inefficiency, a higher level of dissatisfaction, lower immunity against illness and absenteeism. Moreover, the key reasons for such high-level dissatisfaction are the presence of abusive customers, poor relationships within the organization and increasing negligence of the management towards employees’ welfare. All these ultimately results into the stressful environment in and around the workplace for employees, thereby leading to their dissatisfaction. In addition, stress can also be caused by unfavourable working conditions, unfeasible policies of the company as well as the presence of organizational politics. All these situations can collectively create an unfavourable internal environment for the employees leading to a decrease in productivity (Latha & Panchanatham, 2010). 
Similar was the case of Unicall, wherein it was reported that tension among the employees of different shifts persisted and that some of the employees were manipulating the calls and some were overburdened with the workload (Pilbream & Corbridge, 2010). Hence, it was opined that even though call-centres provided huge employment, the employees were often unable to determine their career path and developmental aspects in these companies. Therefore, it is essential that the call-centres must first figure out the source of stressful situations in the organization. It was also found that the source of stress among the management executives of the call-centres were, workload, providing proper job feedback and providing growth opportunities to the employees. Thus, it was suggested that ‘open door’ type of organizational policies must be implemented in the call-centres as well as trying to provide immediate solutions to issues and problems of the employees so that job satisfaction can be achieved and politics in the workplace can be reduced at least to some extent (Latha & Panchanatham, 2010). 
[bookmark: _Toc506550395]4.3. Risk of Organizational Changes
In the case study, the organization had major changes i.e., from being Unibank to a call centre ‘Unicall’ and then the incorporation of ‘Uniline’. These changes have proved to be disadvantageous for the employees, especially the redeployed ones because it was difficult for them to cope up with the changes in roles and tasks that they performed. Moreover, they were not able to match up to the level of new employees considering enthusiasm and the zeal to work in a stressful environment as call-centres (Pilbream & Corbridge, 2010). Moreover, Bakker et.al. (2003), found that in call-centres, Repetitive Strain Injury (RSI) and increased exhaustion could be observed among the employees due to emotional demands, computer problems, task changes and work overload. All these largely resulted in stress, personnel turnover and absenteeism (Bakker et.al. 2003). Similar instance was evident in the case of Unicall, mainly in terms of task changes and workload. 
[bookmark: _Toc506550396]5. Findings
Having an understanding of the key issues that Unicall faced, the overall findings that can be drawn from the analysis is that there were two major types of people management issues evident in the case. The first was the organizational changes, resulting in the variation of the activities and tasks for the redeployed employees which created stress and dissatisfaction among them. Moreover, the redeployed employees were observed to be less flexible than the newly recruited ones which created difficulties in the proper functioning of the company thereby leading to reduced profitability and its overall performance. Another prominent issue was related to employee resourcing that integrated numerous human resources problems such as the unavailability of proper remuneration and reward programs, dissatisfied employees and lack of technical competence & appraisal systems along with that of overstaffing, which resulted in poor performance of the company to a large extent (Pilbream & Corbridge, 2010). 
All these problems decreased the level of performance of the company, thereby leading to the decrease in brand image among the customers in the market. Specifically, the case highlighted that the new recruited employees thought that they performed better than the older employees, as a result of which they complained about the lack of proper reward system. The main reason for these complain was that they thought they were not remunerated in accordance with their skills and competencies and if a standard system was implemented, this problem would not exist in the company. Similar problem was faced by the employers at the time of difficulties while measuring the performance of the employees. All these problems in turn increased the level of dissatisfaction among the employees which further led to similar situations amid the customers as there were complains of the employee being rude at the time of problem-solving. The employee also lacked flexibility to handle all kinds of queries and took more time than was expected because of increased pressure in the organization. Moreover, some of the redeployed employees were unwilling to perform new tasks and roles which again affected their level of productivity and commitment towards the organization. Another reason for such situation was that the customers were kept on hold for a long time, which interactively reduced the brand image of the company. It was also stated that the existing programs of induction and training was being overburdened with increased amount of employees to cater to the needs and requirements of the organization. This in turn decreased the overall performance of the company. In addition, the lack of computer proficiency also contributed to the declining trend of the financial performance due to lesser number of customers served in linger time interval. All these problems mainly associated with employee resourcing, which was the main reason for the decrease in the overall performance of Unicall (Pilbream & Corbridge, 2010). 
[bookmark: _Toc506550397]5.1. Organizational Changes
According to Latha & Panchanatham (2010), organizational changes are evident especially in the sector of call-centres, which comprises job security, clarity, satisfaction, interpersonal relation, promotion and workload. These factors were collectively studied in a survey, wherein information regarding call-centres in India was taken in deep consideration. The primary information was collected from questionnaire survey conducted among 100 employees as respondents. After the survey it was found that the changes within the place in the workplace was one of the primary sources of stress in the medium level as shown in table 1 (Latha & Panchanatham, 2010). Hence, it can be argued that last-minute changes in the organization also created stressful situations among the employees. A complex task involved in the call-centres can therefore require higher level of skills and competence, for which the employees receiving the calls may not be able to provide appropriate solution to the questions of the customers due to the lack of historical data. Hence, the management must ensure proper scheduling of staff such that each and every problem of the customers is addressed with utmost competence. The employees should also be flexible to changes and only then can the company attain its objective of being successful. Therefore, it has been opined that the corporate culture is such that it can provide guidance to the behaviour of the employees, thereby supporting them towards quick adaptation of the organizational changes. These changes may be because of technological advancements, management practices and skills requirements, when the internal environment changes are concerned. Moreover, changes in the outsourcing industry shall have a direct impact on these organizations considering the external environment (Adizes, 2003). Similarly, as per Gupta et.al. (2008), in the recent context, the external environment of call-centres particularly in the banking sector considered the transition from being transaction-driven to a channel of up-selling or cross-selling. This is hence a major change that has taken place in the call-centres of banks in the recent context. Furthermore, calls are not only dedicated to provide information about the queries of the customers but also to generate future sales of services and products of the company. Thus, utilization of standardised processes must be ensured in the organization, thereby carrying forth necessary changes in the organization (Gupta et.al. 2008). 
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Table 1: Job Stressors
Source: (Latha & Panchanatham, 2010)
On the contrary, it has been found in another similar study conducted in India that, changes were observed not only in the work context but also in the daily functioning of the call-centres along with the feelings associated with the cultural adaptation of the employees. Some of the employees considered these changes to be positive while others expressed their discontent regarding the experiences such as the economic changes. This was because the remuneration that was provided to the employees did not meet up to their expectation. All these aspects therefore contributed to the dissatisfaction of the employees in the workplace, thereby hampering the productivity of the entire organization to a large extent (Pal & Buzzanell, 2008). 
[bookmark: _Toc506550398]5.2. Employee Resourcing
[bookmark: _Toc506550399]5.2.1. Lack of Reward, Appraisal Systems and Employee Dissatisfaction
In the context of banking and call-centres, it was stated that, the profitability of the companies was directly associated with employee satisfaction as well as their loyalty. It was also argued that the dissatisfaction of the employees was linked to the failures, thereby resulting into higher rate of staff turnover. Therefore, it was ultimately observed that, all these considerations resulted in poor rewards as well as the availability of induction and training by the company in turn affecting the customer services (Malhotra & Mukherjee, 2004). However, it was found in many call-centres that performance management was closely linked with the monitoring of both the length and response time of calls. Hence, most of the companies used this information to improve the efficiency of the employees and rewarded them as per their performances. It was also argued that most of companies focused only on the number of calls to evaluate the performances and service quality, which can prove to be unfair at certain instances. In some of the call centres, it was also observed that employees were rewarded according to their targets, which is indeed an effective method. It was hence reported that 79 call centres implemented team-based reward mechanism. However, the employees may not be able to get access to the remuneration according to their own skills and competencies which can further generate dissatisfaction (Akroyd, K. et.al. 2006). Having an understanding about the importance of appropriate remuneration, reward, appraisal system and related dissatisfaction, in the case of Unicall it was obvious to come across major issues. This was because it did not have any kind of reward facilities and standardised performance appraisal systems in use.
[bookmark: _Toc506550400]5.2.2. Lack of Required Competence
It is highly important for the employees to possess necessary skills and competencies for obtaining positive results in the call centres. This compliance has hence been increased in the recent years due to the increasing demand for knowledge employees. The employees or the technicians, who once had to provide assistance to the customers of single product or service, now need to deal with the entire product line. Immense pressure has been levied on the management of the call centres i.e., to enhance the skills of first-level employees/technicians, thereby keeping them updated according to the technological advancements. Thus, in a study wherein call centres of India, Mexico, Latin America, Canada and many more countries were examined, the main problem detected was the lack of technological as well as product knowledge amid the employees. It was also observed that there were employees, who lacked computer skills, which is required for answering the customers’ questions. As a result of which, these companies provide training facilities wherein they were taught to use various types of strategies to correctly answer the questions. However, in order to provide detailed answers to the intricate queries, various companies had to develop formal knowledge tools, which further helped them to perform better in the complex environment of call centres (O'Sullivan, K., 2007). However, it was observed by Wegge et.al. (2006) that, to facilitate their operations in a correct manner, employees need to seek the attention of the customers and answer to their questions with the incorporation of the required skills, which may range from listening skills to questioning, speaking and computer skills (Wegge et.al., 2006). 
Hence, individual attention to each query can take a while, resulting in increased waiting time which dissatisfies the customers. Hence, the employees should not only possess the required competencies in skills and knowledge but also be quick in providing solutions. For instance, employees may have to deal with about 100 customers in an 8 hours shift. It was further argued that in order to handle a huge number of customer calls, some call centres usually are scripted which does not necessarily require skills. However, the importance and necessity for frontline employees to have required skills and knowledge cannot be denied in order to perform challenging interactions so that competitive advantage can be attained (Wegge et.al. 2006). In this complex environment, developing the skills of the employees was observed to be one of the main aspects to meet the job demands. This can further be done with the obtaining immediate feedback from the customers however it was argued that this requirement is not valid in the case of call centres providing mass services (Holman, 2002). Therefore, similar finding was extracted from the case study of Unicall wherein, various employees were unable to operate their computers and hence failed to provide the customers with suitable solutions to the queries. 
[bookmark: _Toc506550401]5.2.3. Overstaffing
Overstaffing and understaffing are the growing concerns of the call centres in the recent context. It has been opined by Moreira-Matias et.al. (2014) that, the extreme events of overstaffing reduces the waiting time of calls while understaffing leads to the reduction of the operating cost, thereby highlighting the problem of proper workload forecasting in the call centres. In a study conducted by Whitt (2006), it was found that in certain cases, overstaffing would be a more feasible option than understaffing as with the problem of understaffing, there will be more number of waiting calls thereby increasing dissatisfied customers. However, it can be opined that overstaffing is a problem because staff may remain idle but it may not affect call centres as can be affected by understaffing (Whitt, 2006). Hence, relating to the case study, understaffing was visible primarily in the case of Unicall but later it was found that the company was about to face overstaffing which may not be that problematic with respect to understaffing. This overstaffing can therefore incur extra cost for providing induction programs, training and developmental activities but the return on this investment may not be profitable as expected. 
[bookmark: _Toc506550402]6. Recommendations
In the case of Unicall, it is evident that there is a huge requirement of having a transparent reward system and has performance-based remuneration critically considering a standardised performance appraisal system. Hence, it can be suggested that the company should comply with these requirements. In addition, the newly recruited and redeployed employees are required to be strategically trained with the help of an appropriate training and development plan. This program should be capable to make the employees competent enough to handle all the situations and questions with ease considering the continuous technological advancements. According to Maznevski et.al. (2007), companies who are facing complex situations such as in a global context can manage the unpredictable situations with an awareness system. Hence, a forecast system which can make the management aware of future changes can be implemented to comply with the complexity. This must be initiated by identifying the factors which affects the organization in a considerable amount so that changes and effects caused by these factors can be predictable in the future. This infers that the complexity must be simplified to few key issues so that the employees can comply with the values and purpose in the organization and focus on its core processes. This, in turn, shall lead the managers to cope up with the changing complex environment of the global organizations of today (Maznevski et.al. 2007). 
In case of call centres, HR control practices can be used for dealing with people’s management problems. This can be best utilized in the call centre which has its priority in increasing call quantity because with controlled practices such as ‘traditional performance monitoring’ the company can have positive outcomes. In this process, the employee has scripted dialogues for specific questions, which shall not require higher level of skills, while the company can also adhere to the minimum interaction quality as well as maintain accuracy in providing appropriate information. Moreover, with the mere adherence to specific procedures and rules, the company can detect misconduct and assure desired employee behaviours. On the contrary, if the company prioritise its compliance to service quality then ‘HR involvement’ practices should be implemented wherein the main focus is given to the provision of high-quality services to the customers with the employees being motivated and empowered to do so (Catanheira & Chambel, 2012). Moreover, as per Bat & Moynihan (2002), it was suggested that ‘high involvement practices’ must be implemented in these situations so that the management can adopt a set of practices which enhances the skills of the employees and increase opportunities for using their skills. This, in turn, creates an opportunity for acquiring incentives as a reward for their efforts and organizational commitment (Bat & Moynihan, 2002). Hence, Unicall can implement one of this practices depending upon their priority and encourage the chosen practice through its HR policies. Therefore, as per Schuler et.al. (2010), this practice is highly advantageous for companies operating in the global or intercultural context. Hence, the company must implement HR planning and forecasting policies along with the staffing and performance assessment policies. In addition, ‘training and development’ as well as compensation policies must also be included in the HR policies of the organizations (Schuler et.al. 2010). 
[bookmark: _Toc506550403]7. Conclusions
Having an understanding of the complex environment of the call centres, both internally and externally, it can be opined that the complexity involved in managing Unicall was a huge challenge for the management. It was understood from the critical evaluation of the case study as well as relevant literature that there may be various kinds of issues. However, analysing the key issues evident in the case of Unicall were unforeseen effects of changes in the organization as well as issues related to employee resourcing. Therefore, it can be recommended that the company can best be suited to implement high HR involvement practices so that service quality can be improved. In addition, the management should introduce and develop HR policies which complies with the requirements, such as strategic ‘training and development’ plan, performance-based appraisal and reward systems. 
Thus, considering these requirements, the action or implementation plan for addressing the key issues of Unicall involves primarily to design strategic ‘training and development’ program in the initial first week. This must be integrated with the development of an adaptive organizational culture within the first 2 weeks. This can be possible by encouraging practices of high involvement for another 2 weeks. Thereafter, performance-based appraisal and reward systems must be adopted by the company in the next 2 weeks of interval wherein all the policies must address the key issues of Unicall. Furthermore, for another one week, workload forecasting technique must be implemented to understand the demand and supply of the workforce required for both Unicall and Uniline. Thereafter, appropriate recruitment must be carried forth in the next one-week interval. This will not only create positive work culture but will also result in higher productivity and profitability in the company. This should further be followed by regularly monitoring the changes taken place in the organization so that the improvements can be tracked within the next one week. Furthermore, consistent feedback from employees as well as customers should be collected in the following one week. This should be accompanied by the proper evaluation of the findings so that necessary changes in the future could be incorporated into the policies and practices of the HR department and the organization as a whole. Therefore, it can be concluded that, with the incorporation of this changes, a positive outcome can be obtained with full optimization which will prove to be advantageous and can help the companies to maintain a successful endeavour. However, this plan is not only beneficial for Unicall and Uniline but also for the other companies facing complexities in managing people. This plan can better be illustrated through the Table 2 below.
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Table 2: Timeline for the Implementation Plan
[bookmark: _Toc506550404]
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for the respondents. As far as the interpersonal relations are concerned, 37
percent of respondents experience medium stress, 27 percent experience
high stress and 36 percent experience low stress.

Table 6: Job Stressors of Respondents

Stressors Frequencies
Criteria Medium
Job Feedback 20
Working Conditions 53
Job Clarity 23
Job Security 50
Job Satisfaction 50
Politics at Workplace 50
Work Load 13
Promotion 32
Inter Personal Relations 37
Changes in Workplace 55
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