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Executive summary
This report is the study of call center management and employment practices in respect of Unicall as requested by you.
We have examined the questions as follows:
Have the managers developed approaches and innovative strategies for the best management?
What are the strategies for better operations, job quality, turnover and absenteeism?
We study of the following topics:
How to adopt new technologies?
To find out the workforce characteristics
Whether the method of selection, staffing and training which have been used in Unicall?
Whether the managers observed the work design, workforce discretion and teamwork in Unicall?
Whether the compensation strategies are sufficient for the employees and managers?
Our findings suggest that the operation management of Unicall has to be changed as there are many problems which will affect the operation of Unicall. Furthermore, we also consider the effect of development of Uniline in future.
 


Introduction
From the given information, we start from the work organization and the organization behavior of Unicall. Call centers are flat organizations with few layers of management. We can see that there are 200 staff working in the Unicall centers for 24 hours per day, 7 in a week with a 4-shifts system.  The majority of the staff are working in the day-time shift. There is one supervisor in each shift who supervises the work of the staff.  There are also three managers and one deputy manager.
Unibank closed many of its small branches or unprofitable branches. When Unibank set up the call centers, redundancies and redeploy of the existing staff are starting by the management of Unibank.  New staff are being recruited for the Unicall centers which are relocated outside Al Ain. 
The pay scales are standardized: AED72,000 per annum is received by the new staff in their probation period of 6 months.  After the probation, the new staff will put at the bottom of a 4-point scale which rises by increments to the highest of AED92,000 per annum.  No further increment until and unless the said staff is promoted to supervisory or managerial work.  The supervisor’s salary started from AED85,000 and rises in the manner aforesaid to the highest of AED105,000.  There is no performance management system and thus no appraisal scheme is established. However, the “hygiene factors” in Unicall’s centres are good enough, as the centres are situated in pleasant, airy open-plan offices with basic facilities such as snack and sandwich services, rest room, kitchenette, etc.
After 6 months from operation, Unicall seems that there is the rapid growth of the business and customers begin to see advantages of the services. However, problems of inadequate number of staff which could not satisfy the growing demand for the telephone banking services. Recruitment is underway which in turn caused strain to induction and training new staff.  
Complaints of “put on hold” from 30 seconds to 5 minutes during the busy period and weekend from customers are received by the management. Apart from the problems aforesaid, there are also problems of the lack of the knowledge of use of computer. Some staff could not extract the information accurately about simple enquiries or the time engaged thereof.  
The monitored record of the duration of such enquiries and/or calls showed that it had taken more than 50% than they should. There are complaints about rudeness of the staff; the inability to deal with complex accounts; different answers were given to the same questions by different operators; the problems brought the customers to visit their branches. At branches, the “put on hold” problems even happened to the staff of the branches who have to telephone the call centre for information of simple transaction. 
According to two staff survey carried out by Unicall in the first period of 6 months after the start of the operation and second staff survey which is three months after the said first survey, the findings of the second survey reflected the increased pressure which revealed the discontent of the staff stated in the first survey. 
Some staff complained that they are isolated from their colleague which is unhealthy and rivalry within themselves and between shifts. Many members of the staff feel themselves like “battery hens” when working in intensive manner.  There is little control over the numbers and type of calls they received, the limited opportunity for them to recover from one before receiving the next call, they are under constant surveillance and the calls are monitored for checking the productivity of the operators, the accuracy of the information given to customers and the general quality of the work. 
In order to keep away from the company’s policy, some staff find out informal ways to control the numbers of call by redirecting the calls to one of their team member. That results that they are all appearing busy while it is only one of them actively taking calls that creating informal break for them. 
Redeployed employees also do not like their jobs and service to provide which they think is impersonal. Regarding the new recruit staff, they think they work more effectively than others and they feel that the standardized pay scale structure does not recognize or reward their skill to similar staff. In fact, Unicall lost a number of staff to similar call centers which have more clientele and better career prospect.
Findings and conclusions
Findings
Human Resources Management in Unicall
We adopt the theory stated in Herberg’s Two Factor Theory (1959), namely,
1. Job satisfaction and work motivation which affect the productivity of the employees;
2. Hygiene factors can remove discomfort or dissatisfaction but they are not motivators;
3. (i) Pay and allowances; (ii) opportunity of promotions; (iii) work-life balance; (iv) development of career; (v) health care benefits; (vi) retirements benefits (vii) nature of works; relationship with supervisor or manager which are hygiene factors affect job dissatisfaction;
4. True motivators are the reward of doing the job well. The motive people of good performance, are being interest in challenge tasks, growth and development.
5. Hygiene factors encourage people to work when true motivators help people to work better. The manager therefore has to improve hygiene factors which may cause the dissatisfaction 
Job satisfaction and work motivation which affect the productivity of the employees:
(i)   Some agents of Unicall complained that they are isolated from other agents which is unhealthy and rivalry;
(ii)   Many agents feel themselves like “battery hens” when in working in intensive manner;
(iii)   The agents could not control the number of calls and the types of calls;
(iv)   The agents have not time to recover from one call before receiving the next call;
(v)   The agents are under constant surveillance and calls are monitored for checking productivity, the accuracy of the information given to customers and the quality thereof;
(vi)   The agents try to create the informal break by redirecting the calls to one of their member;
(vii)   Redeployed agents do not like their jobs and services rendered which they think are impersonal;
(viii)   New staff think that they work more effectively than others but the standard pay scale structure does not recognize or reward to their skill.
We observe item 3 of theory stated above that the management of call does not meet with the requirements of theory, as the pay system is standard, the opportunity of promotion is not well developed, the work balance is not sufficient, the subject of development of career; health care benefits; retirements benefits have to be improved; nature of works is boring; the relationship with supervisor or manager is not good which are hygiene factors affect job dissatisfaction of the agents in Unicall.
According to the theory stated in Herzberg’s Two Factor Theory (1959), it concerns the productivity of the employees.  The productivity depends not only on job satisfaction but work motivation. The job satisfaction of employees come from two sets of factors, they are factors and true motivators. Hygiene factors remove discomfort or dissatisfaction but they are not motivators. True motivators are associated from doing work well. The motivate people will have good performance, they will be interest in challenging tasks, growth and development. Therefore, hygiene factors encourage people to work when true motivators help people to work better.
We can observe from the facts mentioned in (i) to (viii) above-stated, the agents of Unicall dissatisfy their jobs because the hygiene factors are not good enough. hygiene factors only encourage people to work but not to work better.
By adoption of the theory in Human Resource Management, Biswaject Pattanyak (2003), pages 173 to 174, ‘the incentive theories are that including pay promotion , etc. which are in contrast with the drive theories as these theories are “pull” theories which pull behavior towards the goal objects’. ‘Drive theories are internal drives of people, such as market leadership, ambition, quality of life, etc, which will motivate the people to work’. We observe that there are no incentive theories in Unicall or drive theories which encourage or motivate the agents to work or to work better.
We also adopt theories in McGregor’s X-Y Theory (1960)
There are two categories of human behavior:
Theory “X” based on assumptions:
(i)   People do not like to work and will try to avoid the same;
(ii)   People should be coerced, controlled and punished in order to meet with work objectives;
(iii)   People have no ambitious and will avoid responsibilities;
(iv)   People only want security.
Manager need to command and control the employees the assumptions:
Theory “Y” based on the assumptions: 
(i) People have to work in order to generate physical and mental energy;
(ii) People will have self-direction and self-control to commit the objectives;
(iii) People are willing to accept responsibility;
(iv) People are creative.
Manager need to develop the potential of the employees to meet with the goal of the organization. 
Recommendation
(a) The manager should improve and try to the feelings of dissatisfaction of the agent by setting a plan and schedule for promotion, the time for increasing the allowance, to shorten the time for work, to improve the conditions of working place, providing sufficient training for improvement of the skills and knowledge of the agents.
(b) Appraisal is advised to prepare for every six months to compute the pay based on performance so as to reduce the discontent of the new agents in respect of their pay. 
(c) Managers need to command and control the agents according to the above-mentioned “X”. assumptions;
(d) Managers need to develop the potential of the agents to meet with the goal of the organization according to “Y” assumptions.
Furthermore, organizations are systems in which their employees are engaged to work together in order to pursue their goals of the organization. The interdependent reward systems will encourage the employees to achieve the organization’s goals. However, there are problems that influent the productivity of the employees due to the mixed motives. Therefore, the goal of studying Organization Behavior which will solve the problems arising therefrom and improve the effectiveness of work. Interdependence problems include coordination failure, lack of trust, free-riding and unfairness. We can see that the agents of Unicall are suffering from interdependence problems. We can note that some of the agents of Unicall try to create the informal break by redirecting the calls to one of their members which is unethical behavior. The victims of unethical behavior suffer from psychologically, emotionally, physically, and economically (Aquino & Thau, 2009). Joint work requires norms, rules, and conventions that promote collective welfare because it gives rise to motivational conflicts between self, group, and organizational interest (Coleman, 1990, Ullmann-Margalit, 1977). It is not everyone who will have moral and legal expectations; the violations are referred to as unethical behavior at the work place has become a major field of inquiry in organizational behavior research due to its tremendous consequences for business (Kish-Gephart, Harrison, & Trevino, 2010).  The unethical behavior of the agents in Unicall will affect the quality of performance, the forecasting plan or decision to be made by the management of Unicall , satisfaction of the customers. People do not want to hold negative self-views (Sedikides & Strube, 1997), they may judge that it is not severe arising from their own behavior and they hold a positive self-view. The moral issue features proposed by Jones (1991), such the magnitude of consequences, the concentration of effect, we can see that the unethical behavior of the agents of Unicall actually affect some agents who are handling the calls one after one without a break. Therefore, the management of Unicall has to challenge and find out the causes of the unethical behaviors which are always amenable.
We also try to find out the positive organizational behavior of the employees existing in Unicall that they are engaged in flourishing the organization. The management of Unicall has to find out the way to attract and keep creative, dedicated and thriving employees who make Unicall flourishing. What working conditions would inspire the employees to be engaged, to give their best to solve problems. Of course, organizations hope that their employees are proactive, initiative, collaborate with others, will to take responsibility and to commit high quality performance standards. Unicall needed engaged employees. As illustrated by Ulrich (1997) in his book “Human Resources Champions”: “Employee contribution becomes a critical business issue because in trying to produce more output with less employee input, companies have no choice but to try to engage not only the body but the mind and soul of every employee” (p.125). We can see that the agents in Unicall dissatisfy their job, also including, their psychological conditions and human resources strength which are related to the employee well-being or performance improvement. Positive organizational behaviors are including self-efficacy, optimism, hope, resilience and other personal resources in coping with organization demands or in fostering performance. According to the job demands – resources (JD-R) model (Bakker & Denerouti, 2007; Schaufeli & Bakker, 2004) working conditions are of two categories (i.e. job demands and job resources). Bakker, Demerouti, and Euwema (2005), job demands require effort which are related with psychological costs such as fatigue; job resources foster personal growth, learning, development, and have motivational qualities. Job demands can be work overload, emotional demands, physical demands, and work-home interference did not result in high levels of burnout if employees experienced job resources, such as autonomy, performance feedback, social support, or coaching from supervisor. Autonomy may have helped in coping with job demands because employees had discretion to respond to their demands. Social support and coaching from supervisors may have buffered the impact of job demands on level of burnout as employees receive help and emotional support. Feedback provided the employees with information to maintain their performance.
We note that the agents of Unicall are required to be experienced job resources, such as autonomy, performance feedback, social support, or coaching from supervisor so as to void burnout. The fact of unethical behavior of some agents may result in middle of burnout which should be disposed of.
Employees engagement
There are three approaches in respect of employee engagement, the first approach, is that it is conceived as a set of motivating resources such as support and recognition from the colleagues and supervisors, performance feedback, opportunities for learning and development, opportunities for skill use. (Harter, Schmidt, & Hayes, 2002), the levels of employee engagement were positively related to business-unit performance (i.e. customer satisfaction and loyalty, profitability, productivity, turnover, and safety). The authors concluded that engagement is “…related to meaningful business outcomes at a magnitude that is important to many organizations” (Harter et al., 2002, p.276)
The second approach, employee engagement is conceived in terms of commitment and extra-role behavior, as “psychological state where employees a vested interest in the company’s success and perform to a high standard that may exceed the stated requirements of the job” (www.mercerhr.com), or as “personal satisfaction and a sense of inspiration and affirmation they get from work and being a part of the organization” (www.towersperrin.com) 

The third approach defines engagement independently from job sources and positive organization outcomes, -such as commitment- as a positive, fulfilling, affective-motivational state of work-related well-being that is antipode of job burnout (Maslach, Schaufeli, & Leiter, 2001).
Therefore, the management of Unicall has to develop a set of motivating resources such as support and recognition from the colleagues and supervisors, performance feedback, opportunities for learning and development, opportunities for skill use so as to avoid burnout of the agents. 
Operations in Unicall 
Tradition operations management of call centers will determine how many agents to be hired at what times which is based on a long-term forecast of demand for services (“resource acquisition”). It also has a schedule to see the available pool of agents for a given time period based on detailed short-term forecasts for a given time period (“resource deployment”). After decision of initial resource deployment was made, there will be additional shorter-term decisions to be made, including forecast updating, schedule updating, and real-time routing.
Resource acquisition decisions have to make in several weeks or months because the times for hiring and training the agents are crucial to the management. As call centers have high employee turnover and absenteeism levels, random attrition and absenteeism have to be computed. Resource deployment decisions are made one or more weeks in advance when the calls actually arrive. Cost-effective resource deployment plan should be made to meet with the supply of agent resources for the uncertain demand for services.  The call forecasts include the call arrival distributions and service time distributions which vary over time. Both forecasting and queueing is important because they are modeling the resource deployment decisions. The agents can be assigned to a range of shift patterns, and the process of determining an optimal schedule has a significant combinatorial complexity.

Recommendation:
The management of Unicall has to manage the suitable resource acquisition and resource deployment in forecasting the volume of the calls which volume is uncertain. After the management made the resource deployment decisions, the agents can be assigned to a range of shift patterns which is fit in the progress of providing daily services to the customers. It also reduces the dissatisfaction of the agents because it will improve the problem of man-power. Moreover, the management will be assisted to decide the numbers of full-time agents and part-time agents so as to supply the man-power efficiently when the calls arrive. It also solve the problem of high employee turnover and absenteeism levels.          
        
Performance monitoring in Unicall  
1.1 The frequency of monitoring performance including call quality, call listening and response on performance which will affect the employees’ job satisfaction. Call metrics are using electronic monitoring systems to record the handling time and the number of customers handled by per employee per day. These call metrics allow the managers to improve the work performance of the employees, their required behavior and the standardization of work. Supervisors will listen to the employees’ calls and comment on the performance on a daily, weekly, monthly basis, etc. It will then provide a development for quality control and/or for and the skill of the employees. However, the employees will complain the lack of privacy because they opine that management’s monitoring means that they are not trusted. 
1.2 The staff in Unicall complained that they are like ‘battery hens’ working in an intensive manner, with little control over the number and types of calls which they receive and limited opportunity to recover from one call before receiving the next. They are also under surveillance, with calls are being monitored for the purpose of determining the productivity of the operators and to check the accuracy of the information given and quality of their work.  Taylor and Bain (1999) maintain their view on the experience of a ‘typical call center operator’: The pressure is intense because she knows her work is being measured, her speech monitored, and it often leaves her mentally, physically and emotionally exhausted…That the labor process is inherently demanding, and frequently stressful is incontestable. (Taylor and Bain, 1999, p.115)
1.3 The use of self-directed teams as work and the relevant technology in call centers are used to manage the interaction between the employees and the customers, it is therefore careful job design and performance management. However, many call centers do not agree to use self-direct teams or quality improvement groups “in which the employees can decide how to handle the customers’ need in their own accord”. Problem-solving groups are that the gathering of supervisors and employees in meeting to discuss how to solve problems and how performance can be improved. However, many call centers did not have such groups. It is observed that there is no such team or group appeared in Unicall.
Recommendations
Teamwork is recommended to set up in Unicall to solve the problems.
Teamwork aims the need to grow, improve efficiency and enhance management effectiveness. It is to cause both the ‘management and staff’ to believe that their problems or goals are intrinsically linked, their interests are consonant, that each can solve their difficulties or achieve their ends by joining forces or working along the same lines’ (Miller and Rose, 1990, p.10).
We assume that there is no teamwork system in Unicall. We suggest Unicall to develop the teamwork systems so as to improve the job satisfaction of the agents.  the agents the Firstly, all agents will learn the “One Team Philosophy”,
‘One Team’ philosophy’	
Common culture:	- working as a team with clear individual roles and responsibilities
Teamwork			- working as a team with clear individual roles ad responsibilities
Openness			- honest with each other and with customers
Generosity			- sharing experience and knowledge with others
Excellence			- striving for excellence in doing everything 
Thoughtfulness		- thinking and questioning the way when doing things
Highflying			- aiming for ambitious goals
Evaluation			- comparing our-self with the best
Recognition		- recognizing, rewarding and celebrating success
The agents should know that:
They are working a team with clear individual roles and responsibilities; they are honest with each other and the customers; they are willing to share experience and knowledge with others; they are striving for excellence in doing everything; they will think and question when doing things; they will aim for ambitious goals; they will compare themselves with the best; and they will be recognized, rewarded and celebrated their success. If Unicall changed to teamwork, the problem of job discretion, job dissatisfaction and efficiency will be improved.    
Staff briefing is necessary:
(i) We need to make sure that everyone’s contributions in the organization are moving to the right direction. 
(ii) By taking the Business Plan and breaking it down into individual goals, we will all know how to achieve our goals.
After the teamwork is established, it is necessary to prepare the appraisal.
The use of goals and competencies that can be measured, observed, monitored, examined, assessed, judged and rewarded during preparing the appraisal, we can introduce specific calculable techniques through which government, via the language of teamwork, is elaborated and rendered operable (Townley, 1993)
Therefore, the appraisal can be ‘a calculative technology’ that ‘bring’ the staff to work out ‘where they are’, calibrate themselves in relation to “where they should be” and devise ways of getting from one state to another’ (Rose and Miller, 1992, p.187).  It is for the management to be able to ‘enrol those distant from them…in pursuit of …[teamwork]…without encroaching on their “freedom” or “autonomy”- indeed often precisely by offering to maximize it. (McKinlay and Taylor, 1996).
New approach is ‘intrinsically linked to the problems around which it circulates, the failings it seeks to rectify, the ills it seeks to cure’(Rose and Miller, 1992, p.18).  Senior managers then are willing to hear and to get involved. 
We can see that the agents of Unicall complain that they are isolated from each other agent. Their calls are monitored. Their job discretion is low. Their voices are not being heard and the management will not concern their need. Management is therefore needed to be more accessible and staff autonomy will be obtained because of the relaxed approach by the management.  Change of the management style, including, the management is ‘seen to care’ and that ‘you feel more valued’ and ‘more appreciated’. This is an increase in ‘job discretion’ and greater ‘openness’, the staff will feel that the management concern ‘people, not just work’, ‘they are treated us as human beings’. Work processes will become more efficient, it will be more efficient to use of resources and more job satisfaction after management changes. 
If Unicall agreed to adopt the “one team theory”, it will support that work can become more rewarding and more demanding. Confirming the ‘disciplined worker hypothesis’, Collinson et al. (1998, p.95) produced questionnaire data to show that ‘workers subject to clear output targets relatively high levels of trust in management and a growing level of job satisfaction’. Through intensive case study work in fast food and insurance, Leidner (1993, p.220) has argued that ‘routinization is not necessarily resisted by either workers or service recipients’. However, it is also found some staff feeling that performance targets relieved them of the pressure of uncertainty. There are obviously limits to ‘job pressure’ being ‘positively related to commitment and customer service’. This is certainly the dividing line between HCM and management-by-stress (Parker and Slaughter, 1988). 

If “one team philosophy” is accepted by the agents, the management of Unicall will obtain autonomy of their agents. Because autonomy is seductive, its appeal and the self-discipline that follows can eventually be as oppressive as earlier forms of coercive control (Barker, 1993). It is necessary to examine where in some organizations, the employees embrace and in others resist controls and routines, and how, even within a single organization, staff diverge in their responses (Knights and McCabe, 2000, 2003; McCabe, 2000a).  
In the findings of Ezzamel and Willmott (1998) where a ‘matey’ culture impinged unfavorably on the success of teamworking. 
From the above-mentioned literatures, it has pointed out that the agents of Unicall will have clear sole responsibility and autonomy after it changed to teamwork, however, autonomy is seductive, its appeal and the self-discipline that follows can eventually be as oppressive as earlier forms of coercive control (Barker, 1993). It is necessary to examine where in some organizations, the employees embrace and in others resist controls and routines, and how, even within a single organization, staff diverge in their responses (Knights and McCabe, 2000, 2003; McCabe, 2000a).  
 
Human resources practices: selection, staffing and wage in Unicall
1.4  The management use its own selection tests to recruit the right and suitable employee. Call centers employment is low-skilled work, most centers hire employee with an education degree but some will hire college-educated workers because of taking the advantage of student labor when they are studying in the college. The student may continue to work with the call centers after graduation. We do not know the selection tests in Unicall but we suppose that they hire the college-educated employee in major in order to cut costs.   
1.5 The initial time for training the newly hired is about 15 days who will then become proficient in approximately 8 weeks. It is an important supplement to selection strategies as job skills and requirement are based on the services to be provided to the customers. The costs employers have to pay for initial training in respect of newly hired employee are substantive. Moreover, the employees will be receiving on-going training to keep themselves to be proficient and productive at work. Typical call center will also require an experienced employee to receive 6 days of training per year. Due to the turnover, we can see that the recruitment of new staff in Unicall is under way which is likely to place existing induction and training programmes under strain.  
1.6 The issue of Staffing. The workforce of part-time or temporary employees is the critical need for which it is based on the difficulty to demand forecasting.  It will be due to large fluctuations in call volume.  Therefore, call centers will hire part-time and temporary employees to solve the problem of demand fluctuation to keep labor costs low. We do not know if there is any part-time or temporary employee existing in Unicall.
1.7 Compensation strategies. The system of pay for performance compensation is not using in Unicall.  The employees’ pay if it is paid based on performance is incentive to the employees. Annual earnings of many call centers are basic pay plus all performance-related pay. However, there is no appraisal system in Unicall and therefore there is no performance-related pay.  We can see that the play scale in Unicall is standardized for the general agents and the managers and supervisors which is not incentive to the employees.


Recommendation
Rewards may be reviewed and increased based on performance so that it can move away from standard pay. The integral to the link between individual performance and the wider corporate performance is the development of goals, core competencies and appraisal system. Other than the ‘One Team’ competencies were described in ‘Briefing Notes’ as ‘of particular importance to the management’. They include the ‘customer’ focus in the following terms,
Customer focus
Positive behavior								Negative behavior
Acts proactively								Waits to be told what to do
Accepts responsibility on behalf of organization		Does not apologize to customer 
Apologize to customer when things go wrong			when things go wrong – blame 
												Another department for service 
												failure
Prepared to make decisions to resolve problems		Leaves problems unresolved,										            blaming others for failure
Takes responsibility for ensuring needs are met		Does own bit and then sees it as
										Someone else’s problem
Source: Personal Staff Development Guide
By virtue of the Personal Staff Development Guide, the employees together with their team leaders are required to agree a competency to be developed and a further requirement to attain a ‘customer focus’ which will be incorporated in the appraisal.  It will require the staff to identify specific measures of success to be established if the competency stated therein was achieved or not.  The goal will be such as ‘a reduction in the number of complaints/inquiries or ‘positive feedback from customers’.  The agents are required to ‘think how’ to ‘implement and share the knowledge with the rest of the team’.
Korczynski et al.(1996) argue that the ‘successful’ implementation of ‘info-normative control’ will lead to greater degree of self-regulation by labour and ‘an overall tendency for supervisors to undertake less of a direct controlling role’ (p.80).  Therefore, performance appraisals are a range of performance targets set by the employees and their supervisors. However, the supervisor as coach may be less straightforward than they suggest.
As can be seen from the customer focus, there are the positive behavior and negative behavior. The positive behavior of the agents, of course, help the management to prove the quality of the service. However, the negative behavior of the agents will lead to inefficiency which also do harm to the organization.  The management therefore will observe the agents according to the positive and negative behavior when they ‘calculate’ the pay of the agents based on performance.
In the processing section, the processing managers should encourage the staff to be confident when challenging things because the ‘staff were completely spoon-fed’ and the ‘hard thing is get them to come out of their shells’. It is necessary to ‘get staff to start to think for themselves’ so that their actions were not determined by others but by their self-determination or autonomy.  It is important to remember that staff are not ‘autonomous’ for they are constituted through power relations and continue to be ‘embedded in a large organization with hierarchical management structures fully in tact’(Hackman, 1987; quoted in Batt, 1999, p.542). The intention is not to remove rules, regulations and control. What is the difference of ‘Thinking for one-self’ and the continued presence of control over staff? It means that the erstwhile forces that determined the staff behavior required to break down and the staff need to come out from their shell. We can see from the positive behavior which would encourage the agents to meet with these competencies. 
Teamwork aims to unite the company and the staff. It is also to create a member of the team whose interests coincide with the company to the extent that the two become one. ‘Thinking for oneself’, the ‘oneself’ become ‘another’ for whom the team leader should decide. Demonstrating the ‘productive’ (Foucault, 1979; McCabe, 2000) nature of power, this team leader explained the type of qualities he is looking for from staff: They have got to take more responsibility rather than sitting there with tunnel vision doing their little bit. The need to take more of an overall view of the running of that area. As by using the ‘One Team’ and the using of appraisal including the ‘customer focus, the agents of Unicall should have seen the changes of the management style. The agents will become to understand their work and share the interest and knowledge with other colleagues. They will accept responsibility on behalf of organization, they will apologize to customers when they do somethings wrong, they will prepare to make decisions to resolve problems. 
Staff are expected to self-organize and to prioritize work according to business demands. 
The staff are required to help colleagues and/or ‘take more of an overall view’ so as not to be selfish. The appraisal system is therefore designed to reward employees who show this commitment and responsibility.  The staff is persuaded to take on additional tasks, duties or responsibilities. Persuasion is no guarantee of being success but it is autonomy of the staff. It is also an attempt to secure self-regulation or government ‘at a distance’ (Rose and Miller, 1992) so as to increase the possibility of management to govern.  
Tensions and inconsistencies in the team discourse
By contrast with the ‘normative conformity theory’, it cannot be assumed that ‘by increasing workers’ interest in their work, they will begin to identify with management’s intentions to improve work processes’ (Kidwell and Bennett, 1993, p.433; quoted in Frenkel et al.,1998, p.970). This is because employees can resist the management’s attempt to ‘mould’ them. Tension is arising from between the promised autonomy of team working whereby individuals take responsibilities for themselves and a more imposition of control. Indeed, one could argue that teamwork is sowing seeds of its own e, as demise for by promising autonomy, expectations are likely to be dashed if management impose a directive. Another tension in the team discourse is the use of productive figures. ‘Conditions have shifted from ‘tight discipline’ to ‘too relaxed’, whether ‘people like it or not the productivity issues are important’, it indicate the tension between direct control and control through responsible autonomy (Friedman, 1977). If shifting back to a more coercive approach, it may impact upon the employee in relation to their trust and commitment. The need of productivity figure is used on the basis of equity because some individual is not ‘unquestioned team player’. Productivity figure is also an issue of contention in relation to taking phone calls. The manager was opposed and ‘not ready’ times, for which, they are ‘hated’ by employees, not representative of calls taken, and in conflict with customer service. Rather than being seen as coercive, as found in (Knights and McCabe, 1998c; Taylor and Bain, 1999), some employee found that quantitative measures offered a ‘comfort blanket’ that affords them a sense of security. This is partly consistent with the research suggesting that ‘disciplined workers’ subject to ‘clear targets’ are more ‘trustful of management’ and experience ‘growing levels of job satisfaction’ (Collinson et al., 1998, p.95). Not only does such discipline remove the frustrations and uncertainty that indecisive mana-generate, it also allows the employees to relax once after they have achieved their targets. They can point to their performance figures as evidence of having fulfilled management expectations and this provides some security for their identity. However, this is a resistance of the staff as it cannot avoid additional or unlimited demands upon their time and effort. This also reveal the tension between quality and quantity, increasing responsibility and satisfaction, but it contains ambiguities.
Another tension is the use of individual pay rewards and the secrecy surrounding pay. Management are increasingly seeking to link rewards to ‘individual’ performance through the use of an appraisal system. They are trying to balance the pay discrepancies that have arisen when staff were being relocated or transferred from different roles of their works. Although everyone will receive a pay rise on the basis of performance. Tensions have partly arisen because management threat the increases of the individual pay in secrecy. The staff felt that ‘secrecy reflects a concern to ‘control’ the staff. Management want to reward high performers but individual pay awards and the secrecy that these staff seem to be inconsistent with teamwork. The inconsistency was raised but the management did not accept or recognize it as inconsistent. The management deny that there is any secrecy of which it is their attempt to legitimize the situation.
Other tensions and inconsistencies within the teamwork strategies including those between quantity and quality where there was a constant threat to return to ‘basing’ staff with productivity demands because relaxation of controls to facilitate quality customer service had results in some not ‘pulling their weight’.  Another tension revolved around the contradiction of secrecy about pay and individual differentials when there was supposed to be a ‘one-team philosophy’. Subsequently, as teamwork began to intrude into the non-work lives of staff, the importance of identity began to have the opposite effect. 
Therefore, the are still various tensions and inconsistencies within the teamwork strategies the management of Unicall has to observe and improve, despite the facts Unicall changes to team work.



Summary and conclusion
Regarding the observation of the organization behavior of Unicall, we suggest the management that : (ii) the manager should improve and try to the feelings of dissatisfaction of the agent by setting a plan and schedule for promotion, the time for increasing the allowance, to shorten the time for work, to improve the conditions of working place, providing sufficient training for improvement of the skills and knowledge of the agents; (ii) Appraisal is advised to prepare for every six months to compute the pay based on performance so as to reduce the discontent of the new agents in respect of their pay; (iii) Managers need to command and control the agents according to the above-mentioned “X”. assumptions; (iv) Managers need to develop the potential of the agents to meet with the goal of the organization according to “Y” assumptions of McGregor’s X-Y Theory (1960). We also suggest the management of Unilcall to study the three approaches of employee engagement as discussed. Unicall has to develop a set of motivating resources such as support and recognition from the colleagues and supervisors, performance feedback, opportunities for learning and development, opportunities for skill use so as to avoid burnout of the agents. 
Furthermore, organizations are systems in which their employees are engaged to work together in order to pursue their goals of the organization. The interdependent reward systems will encourage the employees to achieve the organization’s goals. However, there are problems that influent the productivity of the employees due to the mixed motives. Therefore, the goal of studying Organization Behavior which will solve the problems arising therefrom and improve the effectiveness of work. Interdependence problems include coordination failure, lack of trust, free-riding and unfairness. We can see that the agents of Unicall are suffering from interdependence problems. We can note that some of the agents of Unicall try to create the informal break by redirecting the calls to one of their members which is unethical behavior.
Unicall has to develop its agents by forming the teamwork and its appraisal so as to solve the problem of job-satisfaction of the staff and to improve organization performance. We suggest that Uniline should not be developed because it is one of the multiple channels of access to call centers. Teamwork has power to affect people’s lives. Managers concern that staff should be allowed to have freedom so as to enable them to think for themselves. They should have autonomy or discretion of which, of course, is little more than superficial and conditional on staff who continually contribute to the company’s agenda and objectives. Autonomy made some staff resistant to the possibility of a return to more coercive performance controls. Others embraced performance controls because they thought that they are provided with a sense of autonomy from additional demands for further improvements in performance. The insight of our study in this report is to reveal the diversity and complexity of teamwork and its effects. The job satisfaction of the agents in Unicall will be changed as they are expected to work together as ‘a team’ and yet they are ‘individuals’ with clear ‘roles and responsibilities’. Their job discretion become high because they are given power for them to exercise independent decision which will affect their perceptions of their jobs. As of a result, the chance of the employees may suffer from anxiety, depression, emotional exhaustion and low job satisfaction may be decreased.
[bookmark: _GoBack]We will see that during preparing the appraisal, the agents together with their team leaders of Unicall are required to agree to a competency to be developed and to attain a ‘customer focus’ in order to get the goals. The goals will require the staff to identify specific measures of success to be established if the competency was achieved or not.  Such as ‘a reduction in the number of complaints/inquiries or ‘positive feedback from customers’.  Agents are required to ‘think how’ to ‘implement and share the knowledge with the rest of the team’. This recommendation of using appraisal will increase the efficiency of the agents when they deal with the customers.  Moreover, the standardized pay scale structure will be destroyed, and a pay scale on performance basis will be obviously accepted by all staff because it is incentive and their salaries will be increased pursuant to their performance.
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