Human Resource on Itec Ltd

Introduction

As HR manager I have been asked to produce a report about my opinion on job evaluation as a whole. It will include my definition of job evaluation, a discussion regarding the factors determining an employee’s wage or salary, the advantages and disadvantages of performance related pay and an exploration of the factors determining an employee’s performance at work.

Finally, I will come to the conclusion to whether I think that job evaluation is a worthwhile procedure to Nick Moor and the organisation and whether it will prevent equal pay claims.

1a. Job Evaluation

“Job evaluation can be defined as ‘a method of determining the relative worth of a job to an organisation” {www.cipd.co.uk}

Itec Ltd can use job evaluation to compare the value of different jobs within the company. Any job can be broken down into a number of factors. These are the skills, effort, responsibility, knowledge, and tasks that a job entails. This will allow Nick Moor to decide on the wages or salary for that particular job. If another job has greater skill or responsibility, then Nick Moor can decide to award it a higher rate of pay.

Job evaluation has become a lot more popular over the last decade. It has been seen by businesses as a rational way of working out why some jobs are paid more than others. For example at ‘The Perfume Shop’, wages and salaries for different members of staff are evaluated by the different responsibilities they have. A sales assistant has a lower rate of pay than a senior sales assistant simply because the senior sales assistant

has more responsibility with the day to day running of the business i.e. banking, cashing up etc.

An issue within Itec Ltd is the disputes regarding equal pay. Job evaluation can help rectify the situation by assessing whether the employees are doing work of equal pay.

The most common method of job evaluation is a point’s scheme. A number of factors (listed below.) are found which are common to all jobs. Each factor would be given an assessment, and then awarded points according to the importance of the factor needed for the job. The total number of points determines the value of the job, and the wages or salary to be paid. 

The factors that are most commonly assessed and measured are:

Knowledge and skills- These include factors such as, qualifications, work experience, any specialist training, external qualifications and the length of service.

People Management- Would include skills such as human relations, ability to work under stressful conditions and supervisory responsibility.
Communication and networking- This would include factors like social skills, enthusiasm, and diplomacy.

Decision Making- Initiative, analytical ability and judgement.

Working Environment- Extent of management skills required and knowledge.

Impact and Influence- Includes responsibility, results of mistakes, competence and impact on customers.

Financial Responsibility- This involves budgeting.

There are also other methods of job evaluation that Itec Ltd could decide to use: 

Factor Comparison, which is quite similar to points rating 

in the sense that it is based on factors however, no points are appointed.

Non-analytical schemes, which are less goal orientated but are most often less complicated and financially efficient than analytical schemes such as points rating. Methods within this sector include job ranking, paired comparisons and job classification.

Job ranking is the simplest method of job evaluation.   This is where jobs are arranged in order of importance, order of difficulty or job value and are then analysed by qualifications, knowledge, responsibility etc. They are then formed into a hierarchy of different levels, or ranks within the company. The following table shows an example of job ranking using the job value factor:


Job Title Rank
Most Valued
1. Forklift Driver 1. Inspector
2. Machinist 2. Machinist
3. Inspector 3. Secretary
4. Secretary 4. Forklift Driver
5. File Clerk 5. Labourer
6. Labourer 6. File Clerk
Lest Valued

[Human Resource Management, 3rd Edition]

There is also a technique called paired comparisons which compare jobs with other jobs in the company. Points are then allocated to the job using a ranking form:

Two points for a high valued job
One point if it is regarded as equal worth
No points if it is less important

Once the points are added up, an overall ranking can be given. Paired comparisons are more time consuming than job ranking but is more accurate as jobs are considered individually. 

Finally, there is job classification. Grades are given based on the performed tasks, skills, experience, initiative

and responsibility. Jobs within the company are then allocated depending on the grades given.

Other factors such as skills, qualifications, market references, equity and competition can also contribute to an employees pay.





When Itec Ltd decides to introduce their job evaluation scheme to the staff within the organisation, they should ensure that they communicate effectively. A suggested process is:






[www.cipd.co.uk]

In my conclusion, Itec Ltd should use the point’s scheme as their method of job evaluation. It breaks down the evaluation scheme into a variety of factors which can ideally be assessed for employees and their jobs. Even though job evaluation can be costly for firms it would be worthwhile for Itec Ltd as it would sort out most disputes and quarrels.   The downside to job evaluation would be that some jobs will still be ‘underpaid’ or ‘overpaid’ as it is a matter of human judgement.

2a.
Performance related pay schemes link the annual salary of an employee to their performance in the job. PRP schemes have spread rapidly in the recent years and now perform an important part of white collar pay in both the public and private sector. Nearly all major banks, building societies and insurance companies now use performance systems. Large organisations such as Cadbury’s and Nissan have introduced schemes as well as organisations in the public sector such as NHS and civil services.

There are many different forms of performance related pay, which may be used on their own or side by side. Employers may move

from one to another.   The most common are:

Piecework: a price is paid for each unit of output; this is the oldest form of performance pay.

Payment by results: bonus earnings depend on measured quantities or values of output for individuals or groups, usually based on work studied time units; this covers a wide range of bonus schemes.

Merit pay: bonus earnings or pay levels are usually based on a general assessment of an employee’s contributions to performance; this is an earlier, less structured form of the next system.

Performance related pay: bonus earnings or pay levels are based on an assessment or appraisal of an employee’s (or team’s) performance against previously set objectives, usually part of a performance management system; this is a fairly recent development, particularly in the public sector, which has grown sharply in use since the 1980s.

Competence based pay: reward and training are linked to competency frameworks, based on the worker demonstrating certain skills (e.g. problem solving, decision making, leadership, customer service, dealing with differing views) or achieving certain qualifications.

Profit related pay: Profit related pay involves employees being paid a cash bonus as a proportion of the annual profits of the company. In previous years a certain amount of profit related pay has been exempt from taxation. Profit related pay has a number of problems for employees as it is not linked to individual performance and rewards.

There are a number of reasons why employers’ introduce performance related pay:

 To

clarify objectives and engage employees with the organisation’s goals
 To motivate employees by linking pay to achievement of targets not length of service
 To reward achievement and identify any under performances
 To contribute to overall improvements in productivity;
 To introduce more flexible pay systems or deal with recruitment and retention problems
 In the case of some employers the reason PRP is introduced is to give greater power to managers and weaken trade union influence in bargaining and representation of staff.

There can be problems related with performance related pay. As I have mentioned before it is only based on individual achievement, so the better a person does the more that person is paid. However, there are many disputes on how performance should be measured and whether a person has achieved enough to be rewarded. Also, the system is not likely to work if people do not react to the possibility of rewards by working harder. 

Research also shows that many organisations may be out of tune with their employees, placing too much emphasis on incentives. Research by ACAS also suggests that PRP schemes tend to de-motivate rather than motivate them. 







3a. Motivation

It is argued that if an individual’s needs are not satisfied, then that worker will not be motivated to work.   Some organisations have found that even if employees are satisfied with pay and conditions at work, they also complain that their employer does not do a good job in motivating them. 

It is important that Nick Moore motivates

his employees. In the short run a lack of motivation may lead to reduced effort and lack of commitment. If employees are watched closely, fear of wage cuts or redundancy may force them to maintain their efforts even though they are not motivated, this is known as negative motivation.

In the long term, a lack of motivation may result in high levels of non-attendance, industrial disputes and falling productivity and profit for a business. So it is argued that employees that are well motivated will be more productive which should lead for more profits for the business.

The diagram below shows one example of how Itec Ltd could make decisions, having first identified an employee’s needs:


                      [Business Studies, 3rd Edition]



1. The employee may need to be involved in decisions to feel wanted and recognised as important to the company.
2. Set up discussions with management about goals and working practises.
3. The employee feels as if their opinion and contribution is valuable.
4. The employee may be willing to work longer hours or take more responsibility.

In 1966 Fredrick Herzberg attempted to find out what motivated people at work. He asked a group of professional engineers and accountants to describe incidents in their jobs that gave them strong feelings of satisfaction or dissatisfaction. He then asked them to describe the causes in each case.

Herzberg then divided the causes into two categories, these were:

Motivators: These are the factors that give workers job satisfaction, such as recognition for

their efforts. Increasing these motivators is needed to give job satisfaction. This, it could be argued, will make workers more productive. 

Hygiene Factors: These are the factors that can lead workers to be dissatisfied, such as pay or conditions. Improving hygiene factors should remove dissatisfaction. For example, improving canteen conditions may make workers less dissatisfied about their work environment. 

It is argued that by improving pay and conditions could lead to workers taking these factors for granted.

It is argued that such rewards, whether they are financial or non-financial are needed to motivate a reluctant workforce. Employees see work as a means to an end. As a result they are far more likely to be interested in monetary rewards. However, there are a number of methods that can be used to reward employees for the work that they do. These rewards are also a type of motivation for staff, which can be represented in a non-financial and financial way. 

Employees can receive incentives such as bonuses as a reward for their work. This should increase workers productivity as they have a worthwhile reward to aim towards. Holidays and promotions can also have the same effect. 
In the following table, I have put together a list of employee rewards and the type of behaviour they will have conducted in order to receive these rewards. These rewards will indefinitely be linked to motivation, because it would give an employee a goal to work towards and something other than the regular work wage or salary to look forward to. It can also

motivate an employee to become more efficient, organised, responsible and more interested in their work. 

Type of Reward Examples Type of Behaviour
Individual Rewards Basic Wage Maintaining work attendance, performing tasks, completing tasks without errors and using initiative.
Overtime 
Piece Rate 
Commission 
Bonuses 
Merit 
Paid Leave 
Benefits 
Team Rewards Team Bonuses Cooperation with co-workers
Gain Sharing 
Organisational Rewards Profit-Sharing Commitment to companies goals
Share Ownership 
Gain Sharing 



4a.
There are a number of ways that a company can monitor the performance of an employee. These could include job reviews, evaluations, re-training and the main one being job appraisals.

After a period of time working in a job, a company may appraise the employee. This is an attempt by the business to find out the qualities, usefulness, or worth of its employee. 

Appraisals can be used to:

 Improve performance
 Provide feedback
 Increase Motivation
 Identify training needs
 Identify potential for promotion
 Award salary increases
 Set out job objectives
 Provide information for human resource planning
 Asses the effectiveness of the selection process.

The problem with having all these aims is that the person carrying out the appraisal may have conflicting roles. If appraisal is designed to help performance and to act as a basis for salary awards, the appraiser would have to be both the judge and the helper at the same time. This would make it difficult to stay impartial. One 

way to overcome this problem is for the appraisals system is to only review the workers performance.

There are certain factors that influence the success of appraisals:

 Purpose of the system- Effectiveness will be greater if all involved are clear about what the system is for
 Control- It is vital that the system is controlled by senior and line management and isn’t something simply done for the personnel department
 Openness and participation- The more feedback that appraises are given about their ratings, the more likely they are to accept the process. 
 Appraisal criteria- The criteria must be related to the job.
 Training- Training may be needed in how to conduct appraisals.
 Administrative efficiency- Appraisals must be confidential and must be carried so it causes as few problems as possible.
 Action- Appraisals need to be supported by follow up actions.
 Anonymity of raters- Ratings should be made anonymously to encourage honest appraisal.


1b. Exit Procedures

The following text shows one example of an exit procedure of an organisation: ‘Georgian College of applied arts and technology’. 
EXIT PROCEDURES
TERMINATION/TRANSFER OF EMPLOYMENT
PURPOSE: This Procedure provides guidelines for supervisors to assist them in making preparation for the return of property on a staff member's termination from Georgian College or transfer to another department. Proper security of College assets (e.g. keys, equipment, resources, access codes, telephone access, and college information) is also enhanced through this Procedure.
RATIONALE:

It is the responsibility of the College to assist staff who are leaving the College's employ or transferring to other College departments by ensuring a smooth transition of responsibilities and property. It is the responsibility of all employees to return College property upon termination of employment. The checklist attached to this Procedure ensures ease of transition and completeness of information.
SCOPE: All staff with College property or computer access (excluding the President).
PROCEDURE:
1. When a staff member resigns, retires or leaves the employment of the College or transfers to another College department, the immediate supervisor will review the exit interview checklist form. The purpose of this review is to note or research the College property which could be in the employee's possession.
2. The supervisor will discuss with the terminating/transferring staff member prior to leaving or make alternate arrangement for the return of College property. The supervisor and staff member will discuss the checklist (Appendix A) and the supervisor will ensure that all property is returned and information is secured. The supervisor will also ensure that all areas/departments (cited in Appendix A) of the College are informed of the staff member's termination/transfer.
3. The completed checklist will be forwarded to Human Resource Services to be kept in the staff member's file. The supervisor should retain a copy of this checklist as a reference for six months after the staff member leaves and then destroy the copy (i.e. shred it).
4.

At the employee's request, the supervisor will ensure that a formal exit interview with their manager is arranged.
5. The immediate supervisor will determine if any further arrangements need to be made to ensure transfer of job responsibilities or College property/information.
APPENDIX A
EXIT CHECKLIST
Instructions for completion of this form:
This checklist applies to any employee who is leaving a Georgian College department through retirement, transfer, resignation, layoff or termination. It is to be completed by the Supervisor in conjunction with the staff member prior to the employee leaving the College or department. When completed, this form should be forwarded to Human Resource Services for inclusion in the staff member's file.
SUPERVISOR - please complete in conjunction with employee:
STAFF DATA
Name:
Position:
Department/Location:
SUPERVISOR - please arrange and indicate when completed:
Category Applicable 
Y/N Completion or 
Comments/Notes
KEYS:
- Supervisor will arrange return of keys to desk, cabinets, office, buildings, vehicles, etc. 


EQUIPMENT:
- Supervisor will arrange return of computer hardware, Media Centre property, flip charts or overheads, laptop computers, computer hardware, etc. 


RESOURCES:
- Supervisor will arrange return of library books/videos or other materials, texts, computer software, phone cards, corporate purchasing card, expense cards, credit cards, parking pass, etc. 


PERSONAL PROPERTY REMOVAL:
- Supervisor will arrange for the staff member to remove personal property from office

space, desk, or department 


Category Applicable 
Y/N Completion or 
Comments/Notes
ACCESS CODES:
- Supervisor will arrange for removal/changing of computer codes (VAX, e-mail, financial, other), telephone long distance codes and any other access codes used by the staff member 


TELEPHONE LISTS/VOICE MAIL:
- Supervisor will inform the Switchboard (see Procedure #2-111, Revised Appendix B) of the date of change in personnel for changes to the telephone list, telephone equipment, and voice mail, and inform the Switchboard who calls should be directed to when the person leaves, etc. 


COLLEGE INFORMATION:
- Supervisor will arrange for the staff member to deliver any College information - student marks, list of contacts, curriculum, test & exam materials, budget commitments, status of current projects, files, project records, etc. 


HUMAN RESOURCE INFORMATION:
- Supervisor will advise staff member to contact HR Services to discuss final pay arrangements, pension implications and changes to benefits 


SURPLUS OF FURNITURE/OFFICE SPACE
- Supervisor will inform Purchasing of any excess furniture and/or equipment and Physical Resources of excess office space 


COMMENTS:____________________________________________
Supervisor's Signature:__________________________________
Date: ________________________________________________
Please forward completed form to Human Resource Services for inclusion in the staff member's personnel file.




This example of an exit procedure by the ‘Georgian college of applied

arts and technology’ is an organised and detailed procedure for employees who are leaving the company.

This following exit procedure represents the process of employees who are leaving the University of Illinois. It differs the previous exit procedure by offering an exit questionnaire. The questionnaire would help the University in their human resource department. They can conclude whether they are recruiting and selecting with the correct method, and make any necessary changes to their criteria or improve work conditions if that happens to be the reason of the employee’s departure of the company.
Employee Exit Procedures for the University of Illinois
All employees must: 
• Return keys. 
• If you have a Corporate Credit Card, return it to the Vice President for Business Affairs Office, 1140 Old Main. 
• Return telephone credit cards, if any, to the Telecommunications Office in the Security Building so that the PIN # can be deactivated. 
• Notify Information Technology Services, 581- 3227 so that they can cancel passwords, revoke access to systems, cancel e-mail accounts, etc. 
• Notify the Business Office 581- 6446 so that they can cancel passwords, revoke access to systems, etc., via the Clearance Sheet (Faculty and Administrative and Professional staff)or the Civil Service Employee Exit Interview Checklist (Civil Service staff). 
Civil Service Employees 
Civil Service employees should inform the Human Resources Employment Office of the date and reason for their separation from the University. This notification will initiate the following

exit procedures: 
• The employee will be asked to complete a Civil Service Employment Separation Notice. 
• The employee will receive a memo providing separation tips. The memo identifies other offices on campus that should be notified of the separation. 
• The Employment Office will give the employee a Civil Service Employee Exit Interview Checklist and instructions on how to complete it. Once completed, the checklist must be returned to the Employment Office on the employee's last work day. 
• The Employment Office will ask the employee to complete a Confidential Exit Interview Questionnaire. 
Faculty and Administrative and Professional Employees 
When a Faculty or Administrative and Professional employee decides to leave the University, a signed letter of resignation or intent to retire must be received by the employee's supervisor. Copies should be distributed to the appropriate Department Chair, the appropriate Dean/Director, the appropriate Vice President or the President's Office, and to the Human Resources Employment Office. It is the employee's responsibility to ensure that copies of the letter are distributed to the appropriate offices. 
When the Employment Office receives the letter of resignation or intent to retire, a Clearance Sheet will be sent to the employee. This form requires the employee to obtain signatures, denoting clearance, from various departments on campus. After all signatures are obtained, the Clearance Sheet is then turned in to the Payroll Office, 2011 Old Main. For employees whose wages are transmitted electronically

(Electronic Funds Transfer), the Clearance Sheet must be received in the Payroll Office by the 15th of the month. 

2b. Redundancy
A lawful method of dismissing an employee is on the grounds of redundancy. This is where there is no work or insufficient work for the employee to do. The Employment Rights Act, 1996 states that employees are entitled to redundancy or severance payments. They also need to meet other criteria. For example, they must have a contract of employment (i.e. not e self employed). Some people, such as members of the armed forces, The House of Commons and The House of Lords are not covered by the Act. Neither are people who are retiring over the age of 60/65 or who are coming to the end of a contract or apprenticeship.
A dismissal will only be a genuine redundancy if:-
 the employer’s business, or part of the business, has ceased to operate
 the employer’s business has moved to a different place
 The business’s need for work of a particular type to be done has ceased or diminished.
Examples of when someone may be genuinely redundant include:-
 The work the person does is no longer needed, for example, the employer’s business is failing or the employer is moving into a new line of business which no longer needs the person’s skills, or a new process is introduced which means the job is unnecessary 
 The employee’s job no longer exists because the work is being done by other employees 
 The workplace has closed because the employer has ceased trading but is not insolvent 
 The employer’s business, or the

work the person is doing, moves to another area
 The person is laid off or put on short-time working 
 The employer’s business is transferred to a new employer 
 The employer’s business becomes insolvent 
 The employer was the sole proprietor of the business and dies.


Where a job disappears, or is moved, causing a redundancy, the employer must follow a recognised procedure when selecting who is to be made redundant.
The employer must follow a set dismissal procedure before dismissing the employee, and this includes making the employee redundant (except where more than 20 employees are being made redundant. Before making the employee redundant, the employer must:
• send a written statement, stating why they are making the employee redundant 
• Hold a meeting with the employee to discuss the matter 
• Hold an appeal meeting with the employee, if the employee want to appeal against the employer's decision.
If the employer does not follow the proper procedures, any dismissal will be automatically unfair and the employee will be able to make a claim for unfair dismissal to an employment tribunal (as long as they have worked for the employer for at least a year). If the employee wins case, the tribunal will increase the compensation awarded to the employee because the employer did not follow the procedure.
The employer must use a procedure which is fair, objective and non-discriminatory, using objective criteria. Employment tribunals have established principles of good employment practice which employers should follow. These are:-
• The

employer will try to give as much warning of the redundancies as possible 
• The employer will use objective criteria when deciding who will be made redundant 
• The employer will try to ensure that the selection for redundancy is fair and in accordance with the criteria set 
• The employer will try to find alternative employment for the employee.
Some employers will have a recognised redundancy procedure which will be part of the contract with workers, and must have been agreed with the trade union at the workplace or with representatives of the workers. In other cases, there may be a procedure which the employer has consistently used previously and which has not been objected to by the workforce. This will therefore be the procedure that should be followed through custom and practice, unless it is not a fair and/or objective procedure.
Unfair selection for redundancy is a type of unfair dismissal. Someone who has been unfairly selected for redundancy may therefore be able to claim compensation for unfair dismissal as well as redundancy pay.
It is unlawful to choose people for redundancy on the basis of their disability, sex, race, religion, sexuality or age. This would be discrimination. However an employer may be able to choose people for redundancy based on how long they have been working there.
It is also unlawful to choose people for redundancy because they are part-time or pregnant, as this would be sex discrimination. This is the case even if you have agreed to be chosen for redundancy on this basis.
A redundancy payment is compensation

because someone’s job has disappeared. If the employee is entitled to redundancy pay they will get a statutory redundancy payment from the employer. The employee may be entitled to a larger amount of compensation because the employer has a contractual redundancy scheme.
Only some employees are entitled to a statutory redundancy payment. To be entitled, you must:-
 Be an employee. Self-employed people or members of a partnership do not qualify 
 Have worked for the company for at least two calendar years continuously since the age of 16 
 Not be in an excluded occupation.
And finally, if one hundred or more employees are to be made redundant then a written notification must be given to the Department of Trade and Industry with at least 90 days notice.
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