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Unibank





Report on
Unicall Operation Review
and its Strategic Implications

Executive Summary
The review exercise of Unicall’s current operation status has surfaced manifold operational issues, particular in human resource management. While these operational problems are being addressed, recommendations on strengthening the planning process on strategic level are also suggested in this report, for the purpose enhance Unibank’s long term competitive abilities in the market.
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[bookmark: _Toc506966809][bookmark: _Toc506984968]A. Introduction
Subsequent to the unsatisfactory result of the second survey of Unicall’s operation performance, we were requested to conduct a review on the existing Unicall’s operation flow together with the difficulties in programmer recruitment for Uniline development.
While we are reviewing the operation problems, we found that they are all interwoven and originated from unprepared planning on strategic level. To alleviate the problems, we suggest to address the source of the problems on strategic level, in turn to resolve the existing issues in Unicall and Uniline in orderly manner.
[bookmark: _Toc506966810][bookmark: _Toc506984969]B. Identifying of Problems and Consequences
Having got a walk through exercise in the Unicall operation and reviewed Uniline plan, there are numerous problems be identified.  Unless the problems can be solved in right and quick manner, the increasing customers’ dissatisfaction will have adverse impact in our business such as shifting their accounts to our competitors.
There are major six problematic issues in our current Unicall operations and the process of Uniline system implementation.  They are listed below with their relevant symptoms for further analysis.
[bookmark: _Toc506966811][bookmark: _Toc506984970]B.1.	Lack of appraisal and the pay scale reward system has not tied up with performance management
· Problematic pay scale of staff (general staff and supervisor)
· Pay increment bases on period of service, not performance
· No performance system
· No appraisal system for feedback to staff
· Routine monitoring system by constant surveillance for productivity, accuracy and quality of work
· Dissatisfaction of new and young staff about standardized pay scale without recognizing their efficiency
[bookmark: _Toc506966812][bookmark: _Toc506984971]B.2. Lack of strategic training plan and insufficient resources
· Redeploy of branch staff in call centre without sufficient retraining on new skill set
· Redeployed staff not happy about impersonal work nature
· Induction and training program / resource in strain
· Different operators provide different answers to customers
· Branch staff lack of training, e.g. new account opening procedures
· Lack of training in using of computer system causing customer long waiting time
[bookmark: _Toc506966813][bookmark: _Toc506984972]B.3. Work Design Problem
· Staff is inflexible in dealing with complex account problem
· Staff has no choice on nature of incoming call – they have to access to all accounts and products
· Staff has increasing work pressure and feeling of isolation from colleagues
· Physical setting of seating
· Staff is working in intensive manner like battery hens without controlling number and types of calls
· No rest time between calls
[bookmark: _Toc506966814][bookmark: _Toc506984973]B.4. Human Resources Problems
· Lacking labour supply and difficult to recruit operators
· Difficult to recruit programmers with banking and financial services to develop phone banking system
· Limited resources placed on supervisors and centre managers levels
· Insufficient operators in early evening and weekends
[bookmark: _Toc506966815][bookmark: _Toc506984974]B.5. Failure in organizing Teamwork
· Unhealthy rivalry within and between shifts
· Resentment of staff to control number and time between calls
· Redirect calls to soak new and unpopular members
· Supervisors are aware of this but difficult to detect
[bookmark: _Toc506966816][bookmark: _Toc506984975]B.6. Non-transparency and lack of communication with staff in charge implementation
· Expand to mortgage and insurance in Unicall as one-stop service
· Online banking to run parallel with Unicall
· Rumors of job losses of Unicall to be outsource aboard
· Phone banking will take over Unicall business
In view of the above problematic issues, there are several adverse impacts on our operation, in turn to cause for high turnover rate in Unicall.
[bookmark: _Toc506966817][bookmark: _Toc506984976]B.7. Consequences in Unicall operation and Uniphone plan implementation
· High turnover rate – good staff will transfer to other employers in the region as they have more varied clientele and better career prospect
· Knock on effect that customers go to branches for enquiries instead of using Unicall
· Customer dissatisfaction for long-waiting time, inconsistent answer, causing them to shift their accounts to competitors
[bookmark: _Toc506966818][bookmark: _Toc506984977]
C. Strategic and operational overview and analysis
[bookmark: _Toc506966819][bookmark: _Toc506984978]C.1. Strategic planning overview and analysis
The problematic issues identified in Section A are largely symptoms in nature that caused by the short sight of seeking in short-term profit or cost-reduction. Neither a strategic long term transformation of Unibank’s operation to win an edge over its competitors nor a well-prepared change implementation can be found.
[bookmark: _Toc506966820][bookmark: _Toc506984979]C.1.1 Short term view in cost cutting / profit seeking
It is fully understood that Unibank’s personal banking and financial services for individual customers and small businesses are facing fierce competition within the banking industry itself and from the new entrants, such as supermarkets and other well known brands.  In U.K. Tesco and Virgin Finance have successfully entered into the financial industries due to their existing retail networks and well known brand goodwill (Bagaria, 2013).  In addition, the competitors in the banking industry have deployed latest communication and information technologies to facilitate communication and contact with customers.
The sole objective of the Unibank management is to boost the profit / reduce the costs by closing down small and unprofitable branches.  In replacement, Unicall was set up for customers’ account enquiries and transaction processing. It would be argued that the closing down of unprofitable branched is reducing bank customer face to face contact opportunities, and therefore losing the chance to get service and product sale.  From the information provided, Unicall is a call centre set up for in-bound calls and mainly for the purpose of account enquiries. It seems that although the costs can be reduced in short term to help for boost the profit, the loss of branch sales channels will certainly fetter the long term business growth. In particular, the design for Unicall has no out-bound call set up to compensate the reduction of physical contact channel with customers for services and products introduction.
[bookmark: _Toc506966821][bookmark: _Toc506984980]C.1.2 Failure to integrate human resources strategy with the overall strategic change
The shift of customers’ enquires and transactional process are fundamentally significant strategic changes. It should be implemented with the support of well-planned human resources strategy. The unprepared planning and implementation will certainly bring up a lot of operational problems in the call centre and cause for customers’ dissatisfaction. In long run, the diminishing of the bank’s goodwill, our customers loss to the competitors will result.
[bookmark: _Toc506966822][bookmark: _Toc506984981]C.1.3 No overall strategic plan for transformation
It is doubtful whether the top management has a long-term strategic view to cope with the competitive environment in the banking industry. It is the current trend that banking services are delivered to customers in form of multiple channels, e.g. branches, ATM, call centres and on-line services. To implement the change in piecemeal manner without an overall strategy and vision (Patel and Brown, 2016) will only produce sub-optional result. In fact, new entrants from outside of the banking industry and multiple delivery channels inside the industry itself are two major disruptive factors bringing huge impactful change on the banking industrial landscape. Top management must always be alert with the latest development of the state of act of technologies and the move of the competitors, in turn to formulate short, medium and long terms transformation plans. It would be on the bank’s disadvantage to bring up significant moves without considering external environments and internal resources constraints.
[bookmark: _Toc506966823][bookmark: _Toc506984982]C.1.4 Lack of Communication with involved staff
To be successful for change implementation, clear communication to all involved parties must be carried out tactfully, in particular to those be affected. Clear communication to the Unicall staff will help to stop the rumors of overseas outsourcing and eliminate the worries of job loss.  In fact, full plan of integration of Unicall and Uniline should also be disclosed to all internal stakeholders. First, this can help to avoid any unnecessary rumors, second, it gets all involved departments to be well informed and make themselves be ready for the coming changes.
[bookmark: _Toc506966824][bookmark: _Toc506984983]C.2. Operational Overview and Analysis
The human resources and operational problems that identified in B.1 to B.7 sections are so far more complicated than that the management can expect. In the first glance, they are all isolated problems that can be fixed one by one. In fact, these problems are all interwoven. The management are simply providing a nice and well decorated office environment to fulfil the hygiene factor to avoid staff dissatisfaction. The core of the current problematic issues is how to put all necessary motivation factors be in place. Apart from pay-scale reevaluation, all other problems are in link with Unicall staff’s psychological factors causing dissatisfaction (Sachan, 2007). For example, if we only adjust the pay scale without putting appraisal system in place, and linking it to subsequent annual salary adjustment, the effect will be very limited and short term. First, the isolated one-off pay scale reform will only satisfy part of the staff’s requests. Second, the staff will still have feeling of inequity for annual salary adjustment based on length of service but not on work performance. The second example is not possible to improve team work without adding any investment on human resources in training on management and supervisor levels. It is mindful that the role of operation leaders is extremely important in team building. It is not possible to sort out the problems in isolated manner.
The diagram shown below in Figure 1 indicates the interrelations between the problems:
[image: ]


[bookmark: _Toc506966825][bookmark: _Toc506984984]D. Strategic Transformation Plan
The original plan of the Unibank management was to close down small and unprofitable branches and replace them by means of the establishment of call centre to process all customers’ enquires and account transactions. The target on one hand was to contain the loss incurred from branches, and on the other hand to minimize running costs in Unicall. This is argued by Strandbeng and Dalin that the adoption of technology mechanization of work. To minimize the costs in Unicall, the skill set required from staff are not high as they are only required to repeat simple rationalized tasks.  Achievement of high volume of calls is the main goal to hit the high cost efficiency. Both the operators and the customers are only with short, isolated and impersonal interactions.  This is named as “transaction mode” (Strandbeng and Ralf, 2010).  This call centre operational running model always targets on efficiency and control to reflect quantifiable performance productivity, i.e. maximum number of calls and shortest time of each call.  However, there are also side effect of increased operator stress and high staff turnover.
To solve the existing human resources problems, we must start from rewriting a new strategic plan. On the face, it is a dead-end situation because of insufficient human resources, high turnover and lack of training to fulfil the call centre and maintain minimum level services. However, if we can turn the weakness and threat factors into strengths and opportunities, the case has high chance to be resolved.
[bookmark: _Toc506966826][bookmark: _Toc506984985]D.1. Turn the threat to opportunity
In order to help Unicall to jump out from the vicious cycle, a transformation Framework model is established to provide a roadmap in assist to regulate Unicall back to track, and more importantly to tie up its operation objectives to Unicall’s overall strategic shift.
[image: ]
Figure 2: Unibank – Transformation Framework Model
[bookmark: _Toc506966827][bookmark: _Toc506984986]D.1.1 Technology
It is noticed that the management always view Unibank’s late entry is a threat, i.e. late in developing on-line banking compared to its competitors. However, it may not be the case in reality. In the business related to technology deployment, the early entrants may not get the absolute advantages. The fact is the internet technologies are always changing in a fast pace and today’s technology is easily be superpassed and becomes obsolete. Late starters may have chance to use the latest technologies to win an edge over its competitors. In addition, late starters can take a careful review on what operational issues that should be improved to achieve the best result. The key here is the management must have a deep though on the change implementation, i.e. how to resolve the labour shortage of programmers with banking and financial services experience? Does Unibank has the capability to take care the staff recruited from overseas? How to manage cultural conflicts between the overseas and local staff? Will outsource of the online banking be a better choice? A lot of issues must be considered between jumping into final decision.
[bookmark: _Toc506966828][bookmark: _Toc506984987]D.2 Shortage of Staff in Unicall
As mentioned above, the current operation in Unicall is transaction model resulting high turnover rate and increased pressure on operators. Uniline is part of the solution to the problem. If Uniline is able to help the customers for account enquiries and simple transactions, it is a tool to release the volume of work from Unicall, in turn to solve part of labour shortage and operator pressure problems.
[bookmark: _Toc506966829][bookmark: _Toc506984988]D.3 Turn Unicall from inbound to inbound / outbound call centre
As Unibank has closed down the small and unprofitable branches, it is unavoidable to reduce the chance for Unibank to sell its products to the customers. While the routine and simple enquires are transferred to Uniline, the management should consider to turnover Unicall to bilateral flows call centre, i.e. Not only allow customers to call in, but mobilize the human resources to do outbound calls to promote its insurance and mortgage products to its customers.  However, there are some measures must be implemented such as retrain the current operators skill sets in various aspects e.g. language, emotion and technology.
[bookmark: _Toc506966830][bookmark: _Toc506984989]D.4 The New Strategic Plan Road Map
[image: ]
The above diagram delineates the road map of the Unicall and Uniline parallel operations in the future. They are not mutually excluded but with complementary effect.
Once Uniline is in place, the customers should be encouraged to make use of this new internet banking facility to work out their simple enquiries and account transactions. Key benefits of the new internet banking facility include shorter processing time and no wastage of time for waiting.  In case the customers have some complex enquiries and account transactions, they can leave a message in Uniline system which is linked to the Unicall centre, the operator will call back and help the customer to complete the enquiries and transactions.  Alternatively, they can call up to Unicall and request the operator to help them. For most of the simple transactions can be therefore directed to self-help computer base system.
As mentioned in the above section, the resources spared in Unicall are deployed for outbound call in targeting to establish customer relationship, and services and products promotion.
[bookmark: _Toc506966831][bookmark: _Toc506984990]D.5. Turn Unicall to Relation Operation model
To be successful in the new strategy, the management must have determination to turn Unicall from transaction to relationship operation model. The new operation model is with strong characteristics of high commitment and delivery of quality services to customers. This model builds its base on relationship management principles: to develop long-term staff and client relationship on the foundations of trust and loyalty. The predetermined success factors are empowerment of the staff by flexible work and discretion authority (this part will be detailed in later section) (Strandbeng and Dalin, 2010).  In longer term, Unicall should be elevated from a cost centre to a profit centre, and treated as a strategic integrated part of Unibank operation.


[bookmark: _Toc506966832][bookmark: _Toc506984991]E. Unicall Operational Transformation
In order to support Unibank’s strategic transformation plan, Unicall, being a strategic part of the bank needed to be reformed in at least six aspects: 
· pay scale, appraisal and performance system
· work design
· Human Resources Investment
· Training
· Team Work Building
· Communication mode and channel
[bookmark: _Toc506966833][bookmark: _Toc506984992]E.1 Interwoven relationship of the operation reforms
There are extremely close relationships between the above mentioned reforms. Provided that all reforms can be successfully implemented, a powerful synergy is able to be produced to support the proposed strategic change.
[bookmark: _Toc506966834][bookmark: _Toc506984993]E.1.1 Pay scale, appraisal and performance management system
There are some fundamental defeats in the existing pay scale system for Unicall operators and supervisors.
The operators’ pay scale ranges from 72,000 AED to 92,000 AED.  After passing the probation, the operators’ salary increment will be increased by 4-point scale based on length of services and without any performance appraisal. In that case, an operator will reach the ceiling pay scale of 92,000 AED regardless of her performance.
Therefore, an appraisal system must be in place as soon as possible. There are several criteria should be included in the appraisal system:
· Punctuality
· Customer feedback
· Teamwork (more detail see Team work part)
· Efficiency – number of call
· Effectiveness – amounts of services and products sold
The design of the appraisal system should be based on per agreed criteria actual performance achieved during the year, and it should be linked up to the individual’s annual salary adjustment.
In fact, a certain portion of marks in the appraisal should be allocated to the judgement of the direct supervisor (with the concurrence of centre manager). These discretion marks are able to reflect the operator’s improvement during the year.
The pay scales of the operators and supervisors also incur problem. The starting point at 85,000 AED of the Supervisor is below the operator’s ceiling point at 92,000 AED. In that case, it will discourage the operators to work hard and perform in targeting to be promoted to supervisor grade. In addition, the supervisor’s pay scale at 85,000 AED to 105,000 AED is too low when compared that of the operators at 92,000 AED ceiling scale.  There is only 15% difference which will also discourage operators’ intension to work for promotion seeking. It is suggested that the supervisors’ pay scale should be adjusted to the range of 100,000 AED to 130,000 AED.
While the pay scale change and performance based pay rise can address the young operators’ complains and reduce the work avoidance of some operators, it is also suggested to add a team bonus based on the target achieved on services and products sold (detail see Team work performance section).
It is advised that the performance management from supervisors and centre management should not only rely on close and constant surveillance. It is suggested that all calls with customers should be recorded and each operator’s call record should be randomly reviewed on continuous basis. It is stressed that regular feedback should be provided to the individual operator directly for work quality improvement purpose. This will help to reduce operators’ emotional stress.
[bookmark: _Toc506966835][bookmark: _Toc506984994]E.1.2 Training Reform
There are several problems in the training issue in the existing Unicall operation:
a. Drain up of training resources for new recruitment due to high turnover rate
b. No resource and attention on on-going training for operators
c. No training provider to supervisors and managers for centre management improvement
In short term the most urgent problem needed to be resolved is to solve the bottle neck issue for the induction training and place the new recruited operators on duty.  It is suggested to shorten the induction training period to three days to provide the basic skill set to the new joiners:
1. Company background of Unibank and Unicall
2. Computer skill for accounts enquiries and transaction processing
3. Language training for interaction with customers
4. Emotional control skill
It is agreed by Garavan that long induction training last for weeks for call centre operators is not the most efficient and effective way for new joined operators. Many call centres in Europe are now practicing short induction training plus on job training pairing with an experienced operator (Garavan, Wilson, Cross and Carbery, 2008).
After the induction training, each new operator will be assigned with an experienced operator sit aside with her. She can ask questions, help and get suggestions from the experienced operator. This is what they called the “pairing on the job training”. The argument is the job of operator is more practical one and cannot be equipped by means of demonstration and elaboration in the training. The best way to help the new joiners is to train them and let them to learn while performing their duties.
There is also advantages for the pairing with experienced operator as she has been assigned for a responsibility to bring up the new joiner. Also, the earlier the new recruited can join in operation, the less overload of the existing operators will result.
What Garavan suggested is not limited to short induction and pairing on the job training. Upon the end of the probation period, the new joined operators’ performance will be reviewed under formal appraisal.  The operators will then be provided a two weeks long training for the sake to improve their under-performed aspects (Garavan, Wilson, Cross and Carbery, 2008).
Garavan further argued that a week long annual training to schedule for all operators is necessary. The training department has to come up with the aspects needed to be improved that indicated the result of operators’ appraisals. This on-going training program is for the purpose for service quality improvement. 
As Unicall is planning to sell insurance and mortgage products to the customers, it is suggested more resources on sales skill and language skill to help for the operators’ future job requirement.
In addition, it is noticed that some operators and branch staff have difficult in computer enquiries and transaction processing. It is suggested the training and IT departments to provide a join training classes to all operators with difficulties. Partnered with IT to provide such training class will guarantee the operators can raise any questions and get answers for technical issues on the computer system.
It is common that the operators in call centres are easily subject to emotional burnout and depression. It is due to customers’ aggressive language and unreasonable demands during the call interactions. To help this, it is suggested regular training classes run by outside speakers should be held for the purpose to reduce staff’s emotional frustration and depression.  It seems the costs for such kind of training is high but it will be compensated by lower staff turnover costs by means of maintaining their psychological health.
From the recent survey in the European call centres, only minority of the call centres are providing training to the managerial and supervisory staff. In our case, we should provide retraining programs to the centre managers and supervisors for strategic knowledge in preparing them to perform:
a) People management skill
b) Get known the appraisal and performance management system
c) To management Unicall as a profit centre instead of a cost centre
d) To shift Unicall from a transaction operation to a relationship model
Managers and supervisors are playing a very significant leadership role no matter for daily operation or strategic changes. Miss of resource allocation on training needs will certainly reduce chance of the smooth operation in Unicall (Standbery and Dalin, 2010), not mentioned that they need to take up the leadership role in Unicall’s overwhelming transformation.
In additional, annual training should be provided to them to update their management and strategic knowledge for the sake of on-going improvement.

[bookmark: _Toc506966836][bookmark: _Toc506984995]E.1.3 Work Design
The work design in Unicall is particular obsolete causing unhealthy working environment. There is no rest time between the calls. As pointed out above, the work of operator is easily subject to emotional burnout. Therefore, it is suggested to rearrange the telephone call in system by latest communication technologies. The system should be set to allow a rest break between the calls for each operator: the automatic call assigned to operators can first avoid to redirect the calls by some of operators deliberately. Second, automatic break time assigned between calls can give time for recovery.

The physical setting in Unicall may cause isolation feeling for the operators. As suggested by Kamery and Pitts (2002), design of seating arrangement can promote teamwork spirit. It is suggested to rearrange the seating plan for ten seats in a circle. According to the previous experience in Europe,  this seat arrangement can reduce individual’s isolation feeling and promote cooperation team spirit. This physical arrangement allows operators to interrupt their calls and get advice from more experienced operators. This promote self-help team work spirit (Garavan, Wilson, Cross and Carbery 2008).

In Unicall’s current transaction operation model, it has placed too much emphasis on efficiency and productivity for the purpose of minimizing the costs. Arguably, it cannot suit its strategic change to rationship operation model to achieve its change from cost centre to profit centre. Operators should be empowered with some discretions on time control, method control, role breath, skill utilization and co-work support.  It is pointed out that time efficiency in a call is only one of the key performance indicators.  Efficiency stresses on the input and output ratio.  Management always requires lowest input to produce highest output in order to contain the call centre running costs at a minimum level. This is not suitable in a call centre for selling services and products, and more important, it will increase operators’ psychological pressure.

Empowering operators with some extent discretion is with many advantages. For example, when operator is trying to sell services and products to a customer, more time is required in order to develop rapport. It can certainly promote the bank and the operator’s positive impression and interaction with the customer, and to increase the successful chance of making business.

In addition, allowing the operators to have certain discretion on time control, method control and skill utilization will help the operators to handle non-routine requests and the pace of serving customer in order to establish long-term relationship, in turn to stimulate customers for repeat purchases.

This is a mindset change from a call centre to change from a transaction operation model to a relationship operation model.  Allowing operators to have discretion for long term customer relationship establishment is the foundation of change. This is related to the effectiveness concept, i.e. providing discretion to the operators to allocate the right resources of time and skill on the right targets.
As emphasized by Standberg and Dalin that certain extent of empowerment granted to operators in call centre will facilitate the establishment of commitment to service quality and promotion of customer loyalty. They are originated from the relationship principles of long term trust and loyalty development and maintenance (Standberg and Dalin, 2010).
[bookmark: _Toc506966837][bookmark: _Toc506984996]E.1.4 Teamwork
To promote Teamwork is the more difficult task to be achieved in Unicall.  First, it is observed that there are unhealthy rivalries within and between shifts, second, the unpopular and new members are ostracized, and third the supervisors have not intervened with the behaviors.
There are 200 operators in the call centre and its suggested to divide them into 20 teams. Physically, they sit together in a circle to help each other in case if any problem (see work design section for details).  A team’s members should not be randomly be assigned. For each group, the members are assigned under the following guidelines:
a) 50% experienced operators and 50% newly recruited operators
b) Some redeployed staff from closed branches who feel their current operator jobs are impersonal
c) The members of each team have to poll to select a team leader
d) 20 team leaders are grouped under different supervisors. For example, if there are 5 supervisors, then 4 team leaders of the 20 teams will be assigned to one supervisors
Under this guideline, a formal organizational structure is established to facilitate chain of command. There are rationales for such an establishment:
a) Half experienced operators to pair with half newly recruited operators to perform the on-job training. They are paired up in seating arrangement
b) 200 operators are too large in size to be cohesive to promote teamwork. Ten members for each team is more manageable
c) Self-elected team leader allows a team to be under a consensus atmosphere and promote sense of belonging
d) Mixing up of branch redeploy staff provides different skill sets people in a team
e) By forming teams, it is able to establish work and performance target e.g. efficiency KPIs and sales targets
f) Managers and supervisors are now able to manage the call centre by means of team units structure
g) Monthly targets can be set for performance of teamwork and achievement bonus reward
In addition, Unicall should study if they should separate accounts among the teams. A fixed lot of customers assigned to each team (directed by system in recognizing customers’ call in phone number) is not without advantages: first, customers are calling the same team’s operators and this avoid different answers from different operators because the team will coordinate to standardize work practices and answers themselves. Second, fixed customers lot will facilitate long team relationship building with the customers.
In order to further promote team building, it is suggested to allocate some budget to each team for the well-being to hold outside office activities. This will reinforce emotional attachment of individual operator to her team.
In fact, the division to team structure can also promote healthy competitions among themselves, i.e. competition to achieve monthly KPI and sales targets with other teams via within cooperation that is to help your team members means to help yourself.
The above seating arrangement and team division are now quite common in European call centres, and which is proven for both internal cohesive team building and external custom relationship establishment (Strandberg and Daline, 2010).
[bookmark: _Toc506966838][bookmark: _Toc506984997]E.1.5 Human Resources
There are several human resources issues needed to be resolved as soon as possible.
As Unibank is planning to provide into the on-line banking services, it has difficulties to recruit programmers with experience related to banking and financial services. Unibank is also considering to recruit such kind of talents from overseas recruitment. First, overseas programmers may not suit Unibank’s overall requirements. The point is the banking practices and legal requirements vary among countries, the overseas programmers may not know all local practices. Second, due to different cultural background, it is not easy to manage.
In fact, it is suggested to outsource the Uniline system development to outside software company. First, Unibank may be able to develop the system in a faster pace by outsourcing than by internal development. Second, provided Unibank is able to appoint an experienced software developer, it can avoid some mistakes of competitors and develop a more advanced software applicable to the latest market requirements (Elena and Silvius, 2010). Third, the human resources department can concentrate its resources and efforts to address Unicall existing problems.
The lack of supply of operator in the labour market causing difficulty in new recruitment is also a chicken and egg problem. The drain up of human resources is caused by low morale and high turnover rate. The suggestion from previous sections have provided measures to reduce the turnover rate and raise the call centre morale. In addition, the pairing on-the-job training also release the pressure on induction training resource. In case all go smooth, the human resources in Unicall will be stabilize.
There are many complains from customers that they have to wait for long time in early evening and weekend period.  This problem can be solved by two measures:
a) Hire additional part time operators in the peak demand time slots and weekend
b) Implement flexible hours in the early shift. For example 20-30% of operators shift their hours from 9:00 am – 5:00 pm to 12:00 pm to 8:00 pm.
By implementing these measures, we will be able to match the operator supply to customer demand in peak hour.

[bookmark: _Toc506966839][bookmark: _Toc506984998]E.1.6 Communication
Communication is the key for successful transformation of Unibank.
It is vital important for the Unibank top management to communicate clearly with all the staff in the bank. For example new services and products sales in Unicall, the rationale of Unicall development, it can reduce the rumors of job losses.
Last but not least, Unibank must establish a formed and regular communication channel with the staff. It is suggested that all centre managers, supervisors and team leaders should get ten minutes before each shift starts. A daily briefing session can provide important messages down to each operators via the team leaders.
In addition, the top management should have regular meetings with the centre managers and all supporting department heads such as human resources. In that case, the top management can communicate clear strategic messages to each departments. Also, the meetings provide channel for coordination with each department.


[bookmark: _Toc506966840][bookmark: _Toc506984999]F. Recommendations and Conclusion
It is strongly advised that the top management should start to plan the proposed strategic transformation plan as soon as possible. At the same time, some of the operational problematic issues should also be addressed immediately. Below is the implementation of training framework model marking sequence of work and relevant section number of the report for ease of reference.
[image: ]
Figure 4: Unibank – Transformation Framework Model
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Transformation Elements Sequence | Reference Section(s) in
this Report

Strategic Transformation Plan 1 D
Communication 2 E.1.6
Human Resources 3 E.15
Work Design 4 E.1.3
Pay Scale and Appraisal 5 E.1.1
System

Team Work 6 E.1.4
Training 7 E.1.2

Table 1: Sequence and Reference Section of Transformation Elements
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