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	Assessment #6                                                                                                     Total Marks: 30
Rewarding Employees
1.Give short answers to the following questions:                                                              (20)
i. What is the link between motivation and performance? 
Motivation and job performance are intimately connected because every worker has to have some amount of motivation just to go to work in the first place. Most theorists believe that the most highly motivated workforce are the employees who will reach the highest level of job performance. Consequently, it is many large firms interest to spend time, effort and money to train supervisors and managers to motivate their employees or develop methods that will enable them to understand the factors that motivate individual employees.
Many managers keep track of the actions of employees and the results that those actions generate. Managers look for a correlation between the amount of effort an employee puts forth through actions such as making sales calls, and that employee's sales results as compared with other seemingly less motivated employees. Obviously to get the right motivation and performance levels the employee must possess certain skill sets and a certain amount of education and knowledge, as illustrated below, and whilst motivation and job performance are clearly linked, even highly motivated employees can experience performance issues at work due to other variables that an employee cannot control, such as the behavior of clients, can also impact an employees' performance. 
[image: Related image]To some extent however, most employees are driven by money because people generally work in order to earn money to live, cover day-to-day living expenses and afford luxuries whenever possible. People will work harder if they are given financial rewards, such as commission checks and bonuses for reaching performance levels beyond the basic level that their bosses demand. Some individuals are also motivated by the opportunity to gain promotions or move into more prestigious roles, while to a lesser degree other employees are motivated by a fear of failure. All of these reasons are regularly referred to by people who see a link between motivation and job performance.

ii. Outline the principles of setting up reward system. 
Reward system management deals with processes, policies and plans which are required to guarantee that the impact of employees to the business is recognized by all possible means. The primary objective of reward management is to reward employees fairly, equitably and consistently in correlation to the value of these individuals to the organization. Reward system exists in order to motivate employees to work towards achieving strategic goals which are set by entities. Reward management is not only concerned with pay and employee benefits it is equally concerned with non-financial rewards such as recognition, training, development and increased job responsibility.
Some of these inherent values are (in no particular order), as follows;
1.   Create a positive and natural reward experience.
Managers and Leaders must take care, early on, to communicate and educate people on the reasons for providing or changing rewards and the advantages to the workforce and company. Involve people in the change process, when required, to gain their understanding, acceptance, and commitment.
2.   Align rewards with business goals to create a win-win partnership.
Both the company and the personnel involved need to gain from the relationship. People who contribute to the organization achieving goals should share in its success. To ensure a balanced win-win partnership, the company must provide clear direction, people must continue to add value, and the company must acknowledge their value with appropriate rewards.
3.   Integrate rewards.
Use each reward tool for what it does best. Take an overall perspective of not only total compensation (pay) but also overall rewards when determining rewards for people. Create a customized better workforce deal from total rewards and benefits.
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4.   Reward results with variable pay.
The bottom line is that the company needs results to meet shareholder expectations and provide a compelling and secure future. By rewarding the workforce for achieving results, variable pay (cash and equity) creates interested party collaboration and a win-win relationship between people and the company so that both share in the success. Variable pay is best suited to reward results because it is agile, flexible, adaptable, responsive, and able to focus on key measures of success.
5.   Reward individual ongoing value with base pay.
Use base pay to reward three dimensions of individual value, such as; 
· The skills and competencies needed by the company and used by the individual to generate results, 
· The individual’s consistent performance over time—whether individual contributions or contributions to team results, and
· An individual’s value relative to the labor market.
6.   Extend people's line of sight.
Involve people in lengthening their vision as to how they can influence the results of their team, group, business unit, and company. Engage people in understanding how what they do affects the customer and how they can adapt to evolving customer needs. Ensure that everyone is a knowledgeable stakeholder so that overall success can be achieved.

iii. How do team based rewards work? 
Team-based incentive plans are initiatives designed to inspire and reward exceptional levels of professional achievement. In small businesses in particular incentives can be used as motivators for workers to work collectively to earn monetary and non-monetary rewards. It is also a way to boost overall productivity and earnings while simultaneously rewarding employees for a job well done. The objective of team incentives is to encourage group goal-setting, collaboration and teamwork.
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There are a number of ways for this to work such as;
· Profit Sharing
Profit sharing is a team-based incentive plan in which employees are paid a percentage of a company’s overall profits. Profit sharing can build a sense of tenure among employees and therefore encourage greater team performance levels. Employees will know that the better their performance, the better the business’s financial picture, and the higher their own potential cash rewards.
· Gain Sharing
Comparable to the profit-sharing plan indicated above, gain sharing is a team incentive in which rewards are made to employee groups for measurable, non-financial achievements in pre-established areas. For example, teams may enjoy a bonus if customer satisfaction levels reach or exceed a certain percentage above figures from the previous year. The focus of this type of incentive is for employees to recognize the role they play in continually moving the business forward in key areas.
· Goal-Based Incentives
Goal-based team incentives reward employees for reaching specific objectives. For example, topping a certain monetary value in sales, landing a specific number of contracts or hitting a membership recruitment figure. This approach encourages teamwork and gives employees a firm target to aim for. Incentive plans are particularly good for small businesses because it promotes team work and collective effort, and the rewards are only issued if the goal is met.
· Merit-Based Incentive
A more personal method in this family of reward systems is the merit-based incentive approach. Following this model, employee teams are rewarded for effort, regardless of outcome. For example, if your marketing employees stay late every night to finish a major advertising campaign that doesn’t perform as anticipated, their dedication and effort are still recognized. The downside however is because of the discretionary element of this type of incentive, it can be a challenge for employees to know what they aiming for or how they will know when their efforts or actions are viewed as “good enough” to merit the reward.
· Financial vs. Non-Financial Incentive
As the business owner this one is up to the Company itself to decide what type of incentive you want to offer employee teams. If cash rewards are too much for your small business budget, other incentives to extend include paid time off, free company services or merchandise, or preferred parking or office space etc. By using this system however it is worth asking the employees upfront what they consider to be a viable and worthwhile reward and then consider if it fits your budget to avoid disappointment later on.

iv. Explain the different methods used for developing a pay structure. 
Pay structures, also known as salary structures, set out the different levels of pay for jobs, or groups of jobs, by reference to;
· their relative internal value, as established by job evaluation
· external relativities, via market rate surveys
· where appropriate, negotiated rates for the job
Below are a number of steps that can help develop a salary structure for any organization, such as;
1. Establish the company’s compensation philosophy. Each employer needs a policy which outlines their desired market position. What percentage of the market is your target?  Which comparisons are appropriate?  Is the target the same for all grades?   A well-articulated compensation policy provides valuable guidance for the development of a salary structure.  In large organizations, there is often a corporate policy which needs to form the basis for local policies and regulations.
2. Gather intended market data. Identify surveys with your desired comparisons in mind (as specified in your company policy). Most employers/companies prefer at have at least two survey sources to gather data from. In international markets however this can be challenging, especially in developing countries and smaller markets. Consider sector-specific surveys as well as multi-sector options because certain jobs are found across many employers, not just the sector your own company operates in. 
3. Identify benchmark jobs.  Benchmark jobs are those that are characteristic of roles found across many organizations – customary roles such as Manager, Accountant, Timekeeper, Secretary, Clerk and Driver. Point of reference (benchmark) jobs are easy to comprehend and match to, and will appear in multiple surveys, enabling the use of multiple sources. For professional roles particular to your sector, sector type analyses could be a good source.  In other cases, and with multi-sector survey sources, look for those that utilize well-developed career paths, enabling easy cross-occupational job matching.  
4. Measure your market position. There are several options for measurement here. If your Company has a lot of benchmark jobs, tabulate the average of all of the roles in the same internal level or ranking. Weighted averages incorporating numbers of personnel associated with each survey data point is a common approach. Select the market reference from the survey most appropriate under your company policy and a moral approach is to use minimum and maximum values to “bookend” the data in these markets. This helps eliminate outside influences and capture more realistic market survey values.
5. Check your budget.  This is a critical step where companies can calculate the average difference between current and market rates.  This indicates about how much of an increase would be required to make the pay scales fully comparable to the market. Internal budget constraints, though, will dictate how close to this ideal can actually be achieved.  In addition to internal budgets, consideration to the average market movement in your surveys needs to be taken as well as the general inflation rates.
6. Start allocating/adjusting.  This is the start of an exercise which will be repeated many times, until the desired result is achieved.  At this stage a model structure is developed for the organization, ideally with the number of incumbents in each grade.  Using overall percentage of market and budget number estimates, start increasing your scale (using midpoints, or the mins and maximums).  See how close you can get to fully comparable to the market, and how much it will cost.  Does it work?  If not, tweak the data a bit or adjust the grade, as well as examine the differential ranges, in order to gain better market alignment.  Obviously, the incumbent count of each grade will impact the overall costing model. Once the pay scale is where the company believes it is competitive and matched to the market conditions, and within its budget constraints, give it a once over.  Does it make sense?  Are the increase amounts distributed in a pattern which will cause unrest amongst your staff?  
7. Management approval. Proposed pay scales need to be reviewed with management, presenting defined justification, budget and overall market comparisons. At this stage implementation plans clearly need outlining any concerns uncovered about specific positions or grades and about the process used need to be tabled.
8. Communicate.  Develop appropriate communications for managers and staff.  Let them all know of the amount and type of effort/content that went in to the exercise, and how the organization compares to the market.  Care needs to be taken here however and a positive spin should be adopted — that’s why statistics are so flexible!
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Once developed there are many options for compensation which needs to be tailored to suit the companies type and way of business such as, but not limited to;
· Basic rate system 
· Incentive schemes for individuals 
· Work measured schemes
· Measured day work
· Appraisal/performance related pay
· Market-based pay 
· Competency and skills-based pay
· Incentive schemes for groups 
· Team-based pay
· Plant or company based pay 
· Gainsharing
· Share incentive schemes

v. ‘Rewarding Is essential for motivation.’ 
Which types of incentives would be most suitable for the following workers? 
There is never an easy answer to what types of incentives should be used for a particular type of worker or job however the following is based on each type accordingly
a. A cleaner 
Cleaners are generally not well paid and the margins used by the companies who employ them are usually tight so monetary incentives are generally unlikely therefore the following may be more appropriate;
· Gift cards to local stores or food chains. 
· Paid time off. 
· If you can show them how, by bringing in new business and by being complaint free the business can grow and everyone benefits, you will develop a team spirit in the company. They have to see how it affects them in their paychecks when there is lots of new business and happy customers. They can then get raises, new equipment, etc. and everyone benefits. Maybe even a "company party" or lunch you supply when they reach a certain number of new accounts or go for a period of time complaint free. 
· Give "Star-performance cards" when positive feedback comes in, and when a phone call comes in that's positive give out a "Happy Card" (a gift card of a small amount, from a high street major). It's an unexpected surprise.
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· Provide a generous “bonus” when an employee refers a new client. So, if the client uses the company three times, the employee gets £100! Give them business cards to pass out to friends, neighbors and associates to “fuel” this incentive. 

b. A salesperson 
In this area it is best to avoid creating plans that will only reward your top performers. Dig deep for parameters that will help turn the entire team into a productive sales unit. A good incentive plan motivates average and below average performers to push beyond their comfort zones. If incentive plans consistently reward the same top sales people, other reps may lose interest. To engage every sales rep, include incentives for process compliance, for example. That way the plan can reward even poor performers for achieving some type of objective. You can also create plans with many parameters, and assign each a varying degree of importance for example;
[image: Table1]
This way all reps have something extra to work on besides their sales quotas. When they work on these parameters to qualify for the plan, they automatically work towards becoming better sales reps. You can decide the priority for your organization while designing the plan.
For sales personnel a monetary incentive plan is clearly a no-brainer. It is the most popular, and maybe the most effective, way to incent and drive desired behavior. Here are some ways to offer cash incentives that can maximize the effectiveness and impact of the plan:
1. Cash reward: So simple! And so fulfilling. A cash incentive plan is probably the best way to reward a desired behavior. It can be a part of the compensation plan for achieving goals or even to ensure compliance. Cash incentives may include project-specific bonuses, commission, and extra paid time off, profit sharing or stock options, planned bonuses (quarterly or linked to performance).
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2. Gift certificates and discounts: Discount on gym memberships or clubs, all expenses paid vacations, and meals at fancy restaurants are some examples of popular monetary incentive plans.
3. Benefit plans: Some organizations choose to offer better or customized retirement plans or supplementary income building plans for their best performers. You can also tailor some benefit plans to a rep’s particular needs.

c. A nurse 
Nurses are different and often work in teams in hospitals and other health care facilities. Because nurses often serve as the first line of contact with patients in examination rooms, hospital managers have an opportunity to use team incentives to enhance patients' experiences. Understanding how to develop an effective team incentive program for nurses is the first step in putting such a program to work in your organization.
Define Your Objectives
Define the organizational objectives that led you to create the incentive program. Team incentive programs are most effective when directly tied to strategic goals of the hospital, as they can serve to align nurses' decisions and actions with managers' operational objectives. You may have a goal of enhancing the patient experience, for example, or of reducing unnecessary operational costs. 
Define Team Goals
Create a set of goals that mesh with your strategic objectives. Consider what actions will be required to achieve your objectives, and design the team's goals around those actions. To make goals more achievable, design them to be specific, measurable, attainable, relevant and time-bound. If your goal is to enhance the patient experience, for example, you might set goals related to increasing the average scores on patient satisfaction surveys or decreasing the time it takes to pre-screen patients in exam rooms before they see a doctor. If your goal is to reduce unnecessary costs, as another example, you might set a goal of reducing administrative mistakes in the nursing team by a certain number or percentage in a certain time frame.
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Establish Incentives
Work directly with nursing teams to establish the incentives that you will provide for meeting team goals. Communicate openly with them to determine which incentives they value more than others and what they believe constitutes a fair distribution of rewards among their members. This can ensure that your incentives provide what nurses truly want and need, which can increase their engagement with and commitment to their goals.
Communicate the Plan
Communicate the incentive plan openly, positively, and in a way that inspires and encourages the team to put forth its best effort. Clearly explain the strategic objectives that the incentives are designed to meet and the importance of the nurses' contribution to meeting those larger objectives. Set forth the team goals and desired outcomes tied to the incentives, and explain how you believe these goals can be achieved. 
Review Plan Regularly
Analyze and revisit the incentive program regularly to ensure it generates real results and continues to contribute to the organization's strategic goals. If your goals change, or if nursing teams provide feedback that they wish to alter the incentives or expectations of the program, be willing to make changes to ensure that all parties continue to benefit.

d. A shop assistant
Shop assistants can share  the same benefits as that of a sales person however if the operating facility is a small holding or concern there are other alternatives of incentives that are not monetary related that may be more appropriate. Hence, non-monetary incentive plans have their place in recognizing and driving desired behavior and can provide incentives such as;
1. Flexible hours: Flexible time is one of the most popular benefits you can offer to employees. Valued employees will appreciate the flexibility and the balance this brings to their lifestyle. This benefit costs nothing and helps retain talent.
2. “On-the-spot” recognition: Offer an enterprise social network or collaboration system for sales assistants to recognize each other. A quick way to pass on a ‘pat on the shoulder’ or a ‘fist bump’ that employees can use themselves, without formal approval, can increase employee engagement and interaction.
3. Privilege: Everyone loves feeling special, and offering a privilege to your valued performer is a great way to show your appreciation and even earn some loyalty points. You can decide what kind of privilege will thrill your employees most. Some ideas: 
· Give away a prized parking space to your top performer of the month.
· Let the best employee of the quarter dictate the Friday dress code for a month.
· How about a long lunch with the boss?
· Would your employees like to be treated like Kings or Queens for a month? If yes, then fashion a crown for the top performer.

[image: http://cdn2.hubspot.net/hub/203683/file-3031060668-jpg/blog-files/istock_000007922597xsmall.jpg]You can come up with the simplest or most intricate privileges that will make the employee feel special and recognized.
All the above ideas can bring some vitality into an employer’s incentive programs. Incentive plans can be fairly simple or built with really complex structure and parameters – it is up to each company to pick and implement the right plan to ensure the right results.

Case Study                                                                                                                                   (10)
Tony works in Big Star city hotel. He is a full- time employee and has been working there for the last three years. But he is not happy with his job. He says that his pay is poor and he has to work on the weekends.
1. What does his statement suggest about the motivation of this employee? 
Tony is clearly not a happy chap and clearly a mixture of poor pay and long working hours are the main reasons for his unhappiness of the job he finds himself doing. He has, however, been employed by the Hotel for three years, so there may be hope of reconciliation? 
[image: Related image]Therefore there could be of course be other underlying reasons besides pay and weekend working his lack of motivation. It could be due to a Manager or Supervisor clash, laziness or shyness, or it could be due lack of self-esteem and self-confidence. Below details of some of these and the other most common reasons for why people have trouble motivating themselves.
Depression. One of the most common symptoms of depression is called anhedonia, or the lack of interest in activities. Depression can wreak havoc on academic and professional success. Professionally treating the depression generally has a very positive effect on motivation and productivity.
Fear of failure. Many South Asians, for example, are raised by parents with perfectionistic attitudes. This teaches children and teens that mistakes are failures and that they are flawed people. This develops an inherent fear of failure, which is presented by avoiding work. Instead, people who are afraid of failing avoid the goals set for them and therefore feel safer than trying and not succeeding.
Low self-esteem. Individuals who have low self-esteem tend to believe that they are not capable of succeeding and often self-sabotage. They will miss deadlines, delay, even double-book or put in minimal effort so that when the project or task is not perfectly complete, there is something else to blame. Deflecting personal responsibility helps preserve a delicate sense of self that comes with low self-esteem.
Lack of interest. Some tasks are naturally uninteresting to some people and that makes them difficult to engage in. People require frequent rewards and if the activity, subject or project is not interesting enough, it is normal to not participate in it. Their attention will be diverted elsewhere, resulting in poor attendance or low performance at work which will have a detrimental effect on the Hotels business and image.
Procrastination habit. Procrastination occurs for a variety of reasons, including feeling overawed, being depressed, and feeling apprehensive or fearing failure among others. When stalling becomes a habit, it may appear that the person is not motivated in succeeding.
Stress or overwhelm. Stress takes up a significant amount of thought and emotional bandwidth. Some people cope with stress and feeling overwhelmed by avoiding deadlines or finding triggers to engage in repeated substance use. Lack of sleep due to stress or overwhelm can also make it difficult to feel motivated.
Exercise, taking a break from the task at hand as well as maintaining healthy eating and sleeping patterns all help in improving your mood, anxiety and stress. By alleviating some of these roadblocks, such as flexi hour working (see in detail below), being motivated can become easier.
For long term improvement of motivation issues, try to identify the root cause. Addressing Tony’s issues is the best and most successful way of improving motivation (as replacement can be very expensive). If his root causes cannot be identified, consider seeking the aid of a counselor who can help identify it for you and they will provide the appropriate tools to address the root issues.

2. Identify and explain two possible ways in Tony’s motivation could be improved?
Keeping employees motivated is an important element of not only getting the most out of your employees, but also in retaining your best employees? Improving employee motivation does not necessarily take more money, as long as there is a will to be flexible and think creatively and in Tony’s case here are a couple of options as derived from the illustration below;
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Working Hours  (Rewards)
Instituting a flexible work schedule may just work here. Clearly Tony is unhappy with his pay which is one issue but maybe his work cycle is also a major hindrance to his social and/or family life as some employees may prefer to work hours that suit their lifestyle or family situation. By offering options such for flexible working time the Hotel may improve Tony’s motivation and help in retaining him as he is a long term employee by Hotel standards.
Under flexi time, there is normally a core period of the day when employees must  be at work (e.g. between 10 am and 4pm), whilst the rest of the working day is "flexi time", in which staff can choose when they work, subject to achieving total daily, weekly or monthly hours.  An employee must work between the basic core hours and has the flexibility to clock in / out between the other hours.  
An example of a typical flexi time day is below; 
· Begin work between 0700 – 1000 (flexi time)
· Must be there between 1000 – 1200 (core time)
· Lunch break between 1200 – 1400 (flexible lunch hour)
· Must be there from 1400 – 1600 (core time)
· Leave between 1600 – 1900 (flexi time) 
The hours you work between these times are credited to your flexi time balance. 
Most schemes allow you a credit or debit margin, often of about 8 hours.  
For example, if you work a 35-hour week, then, over four weeks, you will be obliged to work for 140 hours. If you work more than the required hours in those four weeks then you will be in credit.  If you work fewer hours then you will be in deficit.  If you exceed a stipulated credit level you might lose those extra hours you have worked, but if you go into excess deficit you might lose pay, have to use up annual leave to make the difference or be disciplined.  If you have enough flexi time credit you can turn that into time off, and this is one of the best liked features.  This could be one or maybe 2 days a month depending on your scheme. 
Benefits of Flexi time (in this case)
Utilizing a flexi time policy here may be very appealing to Tony and can be a benefit everyone involved, employers, employees and their families if managed correctly. 
Benefits to the Hotel 
Introducing flexible working for Tony and others in the Hotel could bring the following benefits to the Hotel business. 
· Greater staff morale and job satisfaction. (Most employers offering flexi time working report improvements in recruitment, absenteeism and productivity)
· Reduces stress and fatigue and unfocussed employees
· Increases employee satisfaction and production
· Greater staff retention and increased ability to attract new staff.  Recruitment costs are thus reduced.
· Ability to attract a higher level of skills because the business is able to attract and retain a skilled and more diverse workforce.  
· Work time visits to doctor / dentist are in employees time 
· Measures employee’s attendance – you only pay or time in attendance (delayed arrival caused by traffic congestion, delayed trains etc. are at employees expense) 
· An incentive to complete tasks instead of being carried forward to the next day as extra hours worked count towards the final target greater competitiveness, for example being able to react more effectively to changing market conditions
· Increased customer satisfaction and loyalty as a result of the above. 
Benefits to your Tony and the other employees 
· Increased opportunity to fit other commitments and activities in with work, and make better use of their free time.
· More in control of their workloads, and manage a better balance between life and work. Allows you to schedule your travel; time to avoid congestion
· Allows you bank time to be used for leisure / personal activities 
· Avoid the stress of commuting at peak times if their start and finish times are staggered or if they work from home
· Personal matters can be sorted without having to take time off 
· helpful for people caring for children or other dependents, but others may find flexible working helpful too

Training 
Having a happy, motivated and productive team is key to customer service, maintaining sales and controlling costs. Conversely unenthusiastic, unmotivated or discontented staff will not only affect the quality of service, your sales and the day-to-day running of the operation, but will also rub off on everyone else, and ultimately lead to higher labor turnover.
The average labor turnover for the UK hospitality industry, for example, is around 30% (considerably higher in London). With the average recruitment and training cost per employee estimated at around £1500, this equates to a £886 million cost to the industry per annum. So it’s far more important to retain the staff that you have than to treat them as a disposable item. If you want to retain your best people you need to give them what they want and Training is an option especially in Tony’s case.
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Training and development
Rather disturbingly it is reported that 33% of hospitality businesses don’t do any training. If this is the case, how on earth do people know what is expected of them on a day-to-day basis, let alone know how they can contribute to the business or develop their career?
By Training Tony and the other staff members in the mechanics of the business operation it puts them in a better position to contribute to cost control and income generation. If people understand how the business makes its money they are then in a position to contribute to this and put forward their own ideas.
Make training a part of day-to-day management, so it’s not seen as something that is additional or optional. This goes for both staff and supervisors/managers. Identify those who have an interest in developing their CV and are willing to take on training responsibilities as part of their own development.
Think about your succession and grow from within and in this case offer Tony the opportunity for career progression as well as enhancing his skills to do his existing job. Think also about life related skills; for example offering other language lessons. And make use of the training grants available through the tourist organizations, colleges, and government-funded schemes.
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