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I.Introduction 
Managing Human Capital, In today’s turbulent economic situations, especially after one of the worst financial crisis the world has ever seen, has become an important issue for any company’s management. Given the increased emphasis in recent years on people as a key source of competitive advantage, it is not surprising to see corporate initiatives introduced to compensate employee commitment. But how successfull are such campaigns, and on what assumptions are they based? It seems better to take a step back and try to understand the complexities of motivating people at work and whether organizations should adapt the way it compensate its employees. 
The following work will attempt to answer the question whether it is good idea on the part of any management to award employees with merit issues and why some organizations do job analysis first as part of restructuring process? 
II. Employee motivation and compensation 
Why do we need motivated employees and the answer is survival (Smith, 1990). Motivated employees are needed in our rapidly changing workplaces in such uncertain economic environment. Motivated employees help organizations survive, grow and thrive. Motivated employees are more productive. To be effective, managers need to understand what motivates employees within the context of the roles they perform. Of all the functions a manager performs, motivating employees is arguably the most complex. This is due, in part, to the fact that what motivates employees changes constantly (Bowen and Radhakrishna, 1991). 

For example, research suggests that as employees' income increases, money becomes less of a motivator (Kovach, 1987). Also, as employees get older, interesting work becomes more of a motivator. There are some cultural diffences that can have a significant impact on employee motivation. Especially, much of the attention has centred on Japan and its workplace culture of teamwork, long tenure and loyalty to a single employer, pay by seniority, with relatively steep seniority-based pay grades, and company unions with a general acceptance of management – employee co-operation. In particular, the Japanese model of labour relations has been trumpeted as a model for achieving high-quality production (Ouchi, 1982). In addition, the bonus system has been viewed as a type of share system, with elements both of a wage supplement and of a profit-sharing mechanism (Freeman and Weitzman, 1987), that could have both employment-stabilizing properties and incentive effects. 
Employees are motivated by both intrinsic and extrinsic rewards. To be effective, the reward system must recognize both sources of motivation. All reward systems are based on the assumptions of attracting, retaining and motivating people. Financial rewards are an important component of the reward system, but there are other factors that motivate employees and influence the level of performance. Today's emphasis on quality-improvement teams and commitment-building programs is creating a renaissance for financial incentive of pay-for-performance plans.   

To ensure the reward system is effective and motivates the desired behaviours, it is essential to consider carefully the rewards and strategies utilized and ensure the rewards are linked to or based on performance. To be effective, any performance measurement system must be tied to compensation or some sort of reward. Rewarding performance should be an ongoing managerial activity, not just an annual pay-linked ritual. Strategies for rewarding employees’ performance and contributions include both non-financial and financial mechanisms. Some of the primary ones are discussed below. The list is not exhaustive, and individual units/departments may identify additional mechanisms that are appropriate for and support their culture and goals. 

2.1) Praise/recognition from supervisors 
Praise and recognition from supervisors is consistently found to be among the most important motivators. Employees want to be recognized and feel their contributions are noticed and valued at management level. It is important that supervisors recognize the value and importance of sincerely thanking employees verbally and/or in writing for their specific contributions. It is one of very effective non financial method to motivate employees. 

2.2) Professional growth and development opportunities 
In Maslow’s hierarchy of needs, self-fulfillment or self-actualization is the highest need of all and is therefore the ultimate motivator. He defines self-fulfilment as ‘the need to develop potentialities and skills, to become what one believes one is capable of becoming’. Ambitious and determined people will seek and find these opportunities for themselves, although the organization needs to clarify the scope for growth and development it can provide (if it does not, they will go away and grow elsewhere). Increasingly, however, individuals at all levels of organizations, whether or not they are eaten up by ambition, recognize the importance of continually upgrading their skills and of progressively developing their careers. This is the philosophy of continuous development. Many people now regard access to training as a key element in the overall reward package due to more intense competition in the job market. The availability of learning opportunities, the selection of individuals for high-prestige training courses and programmes and the emphasis placed by the organization on the acquisition of new skills as well as the enhancement of existing ones, can all act as powerfull motivators (Arrmstrong and Murlis, 1998). Supervisors may provide employees opportunities to participate in educational programs or other activities that will expand their skills/knowledge. Employees benefit and motivated by developing new skills, and the institution benefits from the additional expertise individuals bring to the job.   
Example 1: LSC 
At the recent quarterly meeting, Mr.Geoff Lancaster announced that the school is willing to offer Phd scholarship to full time employees who worked for the company over 4 years. As it gives employees more opportunities to grow at the same time it would be beneficial to the school as well. 
2.3) Paid Leave 
Supervisors may award employees paid leave within allowed limit annually in recognition of meritorious performance. 

2.4) Progression through the salary range 
Employees may receive salary increases to recognize the attainment of new and/or the enhancement of existing skills/competencies or for assuming increased responsibilities within the scope of the current position. The salary increase represents a progression through the salary range approved for the position . 

2.5) Merit increases 
Policy  should allow  supervisors to give employees an annual merit increase to recognize consistently meritorious performance or successful completion of a project that had a significant impact on a department or the organization. The reward may be in any amount up to 5% of the employee's current base salary, subject to the availability of funds. 

2.6) Promotions and lateral moves 
Promotions and lateral moves may be long term rewards that recognize employees’ professional growth, expertise, and capacity to contribute to the institution in new roles. Promotions are typically associated with an increase in salary, and the increase may be any amount up to 10% of an employee’s current salary. 

2.7) Administrative salary supplements 
Employees who assume new/additional responsibilities on an interim basis may receive administrative salary supplements that are paid in addition to the base salary. The supplement is discontinued when the employee is no longer responsible for the additional responsibilities. 

2.8) Informal rewards 
When warranted, supervisors may choose to give employees informal rewards for specific accomplishments/contributions. Supervisors can be creative in identifying informal rewards that will be appreciated by the particular individual being recognized, but, in selecting and purchasing rewards, supervisors must be sensitive to the institution’s responsibility to be good stewards of public funds. 
( http://en.allexperts.com/q/Human-Resources-2866/reward-system-human-service.htm accessed on 09/10/2010) 
2.9) ESOP 
Employee ownership means when a business is owned in whole or in part by its employees. Employees are often given a share of the business after a certain length of employment or they can buy shares at any time. They also often have boards of directors elected directly by the employees. Some corporations make formal arrangements for employee participation, called employee stock ownership plans (ESOPs). 
Employee ownership appears to increase production and profitability, and improve employees' dedication and sense of ownership (Payton, 1989). However, democratic leadership can lead to slow decision-making, and employee stock ownership can increase the employees financial risk if the company does poorly or goes bankrupt. 
Example 2: John Lewis Partnership (UK) 
The John Lewis Partnership is an employee-owned UK retailer which operates John Lewis department stores, Waitrose supermarkets and the direct services company Greenbee. The business was founded in 1864 when John Lewis set up a draper's shop in Oxford Street, London, which developed into a department store. In 1920 his son, John Spedan Lewis, expanded earlier power-sharing policies by sharing the profits the business made among the employees. The democratic nature and profit-sharing basis of the business were developed into a formal partnership structure and Spedan Lewis bequeathed the company to his employees. The company is owned by a trust on behalf of all its employees - known as partners - who have a say in the running of the business and receive a share of annual profits, which is usually a significant addition to their salary. When its founder, John Spedan Lewis, set up the Partnership, he was careful to create a governance system, set out in their Constitution, that would be both commercial allowing them to move quickly to stay ahead in a competitive industry, and democratic giving every Partner a voice in the business they co-own. His combination of commercial acumen and corporate conscience, so ahead of its time, is what makes them what they are today. 
(http://en.wikipedia.org/wiki/John_Lewis_Partnership accessed on 03/10/2010) 
(www.johnlewispartnership.co.uk/Display.aspx?&MasterId=768e29e8-41aa-4716-bce2-df302fa1c3d8&NavigationId=543 accessed on 03/10/2010) 
Example 3: Tribune Company (USA) 
The Tribune Company is a large, employee-owned, American multimedia corporation based in Chicago, Illinois. It is the nation's second-largest newspaper publisher. 
(http://en.wikipedia.org/wiki/Tribune_Company accessed on 03/10/2010) 
(http://www.tribune.com/ accessed on 03/10/2010) 
Example 4: Mondragon Corporation (Spain) 
The MONDRAGON Corporation is a federation of worker cooperatives based in the Basque region of Spain. The Co-operatives are owned by their worker-members and power is based on the principle of one person, one vote. However, Spanish law requires that members of the Mondragon Corporation are registered as self-employed. This differentiates co-operative ownership (in which self-employed owner-members each have one voting share, or shares are controlled by a co-operative legal entity) from employee ownership. 
(http://en.wikipedia.org/wiki/Mondragon_Cooperative_Corporation accessed on 03/10/2010) 
(http://www.mondragon-corporation.com/language/en-US/ENG/Who-we-are/Introduction.aspx accessed on 03/10/2010) 
2.10) Profit sharing 
Profit sharing is a plan under which eligible employees receive, as an addition to their normal remuneration, special amount in the form of cash or shares in the company related to the profits of the business. The amount shared is determined either by an established formula, which may be published, or entirely at the discretion of management. Profit sharing schemes are generally extended to all employees of the company (Armstrong and Murlis, 1998). Often it has been a step to actual partnership; the workman has not only received a share of profit, as added remuneration of his labour, but been led on to invest in the capital of the business, and as a shareholder, to take his share of the profits paid on capital, as well as of responsibility, of loss if any, and of control. This system of profit-sharing plus shareholding is now known as co-partnership, and is making undoubted progress. It is exemplified in nearly all profit-sharing cooperative societies, and in a growing number of businesses of non-co-operative origin which accumulate part or the whole of labour's profit in shares. 
Example 5: Motorola Corporation 
Their rewards strategy balances business, stockholder and employee needs by: 
• Paying for performance, both individual and business – sharing profitability and growth 
• Providing competitive, market-based salaries – to ensure they retain and reward qualified employees 
• And by taking a comprehensive rewards approach – by looking at all rewards components 

Motorola continually checks their total direct compensation package against key competitors so they can offer rewards that are in line with market conditions and continue to attract and retain qualified employees worldwide. (http://motorolacareers.com/moto.cfm?cntry=United_Kingdom&page=7 accessed on 09/10/2010) 
Example 6: 3M 
3M’s management compensation system is designed to reinforce the manager’s responsibility to improve profitability. The formula is based on a simple philosophy: The individual manager’s income should vary with the business unit’s profitability. Their management compensation system reviews competitive pay rates in the marketplace. They compare themselves with their peer companies which they compete for talent. 
2.11) Annual Bonus 
A form of incentive plan under which a bonus is paid to employees in accordance with rules concerning eligibility, performance targets, time period, and size and form of payments. A bonus plan may apply to some or all employees and may be determined on organization, business unit, or individual performance, or on a combination of these. A bonus payment may be expressed as a percentage of salary or as a flat-rate sum. For instance, the bankers’ excessive annual bonuses were so many times in the news headlines recently during the financial crisis as the financial institutions greedy bad decisions have triggered one of the worst financial crisis. The executives of some of the bailed out banks were rewarding themselves in millions while the institution was making a loss. Many governments are introducing new tax initiatives to limit those excessive annual bonuses. 
(http://www.qfinance.com/dictionary/bonus-plan accessed on 09/10/2010) 
Example 7: UK banking sector 
The government have introduced 50% tax on excessive executive bankers bonuses. Although, the public sentiment is still there that they have caused this financial mess and had to be rescued by public money but even the banks were making losses the executives were paid in millions of pounds. City bonuses have exceeded £7 billion this year, as ministers warn tough times ahead for the rest of public. Bonusses are continuing to recover to pre-credit crunch levels, although slightly lower than last year’s pot of £7.3 billion, new figures show. The news will infuriate many families who are suffering as a result of bankers’ disastrous speculation on America’s property market which caused the credit crunch. 
Atherton, J. (Tuesday 5 October 2010) City slickers share a £7 bn bonus pot. Metro. p.6 
2.12) Gain Sharing (Scanlon Plan, Rucker Plan and Improshare Plan) 
Gainsharing is a formula-based company or factory-wide bonus plan which provides for employees to share in the financial gains made by a company as a result of its improved performance. The formula determines the share by reference to a performance indicator such as added value or another measure of productivity. In some schemes, the formula also incorporates performance measures relating to quality, customer service, delivery or cost reduction. The benefits that accrue from these improvements are then shared in cash with the employees who produced them. Gainsharing is a group incentive program with the emphasis on teamwork. Furthermore, gainsharing is intended to capture the numerous small savings that collectively add up to substantial savings. And also, gainsharing creates an environment for sustained, continual improvements. Gainsharing differs from profit sharing in that the latter is based on more than improved productivity. A number of factors outside the individual employee’s control, such as depreciation procedures, bad debt expenses, taxation and economic changes, contribute to profit. Gainsharing aims to relate its pay outs much more specifically to productivity and performance improvements within control of employees (Armstrong and Murlis, 1998). The concept of gainsharing is simple. First, the company calculates its historic rates of productivity (and, where measurable, quality). Then, new targets are set. If performance reaches the new targets, the company and its employees share the monetary gains. Because it involves money that the company otherwise would not have saved or earned, the program is self-funding. In this sense, it is a win-win program for both the company and its employees. In fact, six major forms of gainsharing are currently in use in the United States: Scanlon plans, Rucker plans, Improshare plans, productivity and waste bonus programs, combined work-group/plantwide plans, and standard hour plans. Each type has its own philosophy, approach, structure, measurement system, and provisions for employee involvement. In practice, most programs are highly eclectic, borrowing features freely from the various types and adding a measure of creativity to fit the specific organization (Romanoff and Williams, 1988). 
(http://theperfectpayplan.typepad.com/Gainsharing_Article.pdf accessed on 09/10/2010) 
Example 8: Dresser Rand 
A productivity, quality, and cost reduction formula to recognize employees for their efforts. Employees can earn a bonus by: 
* Increasing productivity 
* Improving quality 
* Saving on shop supplies 
This element of the plan gives employees a triple opportunity to be productive and, at the same time, be conscious of quality, material, and shop supplies. An expansion of the Employee Involvement Teams (EITs) to provide employees with an opportunity to solve problems in a way that can increase productivity and quality while reducing the costs of material and shop supplies. A Bonus Committee composed of four union and four management representatives responsible for the overall administration of the program. 
The program recognizes Painted Post employees for performance efforts that exceed the plant’s (baseline year) levels. Teamwork and employee participation are the key ingredients of the plan. Both require your support and commitment in order for the program to be successful (Milkovich and Newman, 2008). 

2.13) Scanlon plan 
The Scanlon formula measures employment costs as a proportion of total sales. A standard ratio, say 50 per cent, is determined and if labour costs fall below this proportion, the savings are distributed between employees and the company on the basis of a pre-established formula (Armstrong and Murlis, 1998). A typical Scanlon plan includes an employee suggestion program, a committee system, and a formula-based bonus system. The simplest formula is: base ratio = HR payroll costs divided by net sales or production value. A Scanlon organization is characterized by teamwork and employee participation. A bonus is paid when the current ratio is better than that of the base period. A Scanlon plan focuses attention on the variables over which the organization and its employees have some control. 
(http://www.bnet.com/topics/scanlon+plan accessed on 03/10/2010) 
2.14) Rucker plan 
The Rucker plan is also based on employment costs but they are calculated as a proportion of sales less the costs of materials and supplies (ie value added). Allen Rucker contended that the pay proportion of value added remains a near-constant share unless the organization suffers from severe mismanagement or a drastic change of policy. On the basis of this assumption , the Rucker Plan determines a constant share of whatever added value is created by the joint efforts of management and employees (Armstrong and Murlis, 1998). A typical Rucker plan includes a suggestion program, a committee system, and a bonus formula, based on value added. It assesses the relationship between the value added to goods as they pass through the manufacturing process, and the total labour costs. Bonuses are earned when the current ratio is better than the base ratio over a given time period. A Rucker plan usually has a far less elaborate structure than the similar Scanlon plan. 
(http://www.bnet.com/topics/rucker+plan accessed on 09/10/2010) 
2.15) Improshare plan 
Improshare is a proprietary plan which is based on an established standard which defines the expected hours required to produce an acceptable level of output. The standard is derived from work measurement. Any savings resulting from an increase in output in fewer than expected hours are shared between the organization and employees by means of a pre-established formula (Armstrong and Murlis, 1998). This plan is minimally affected by changes in sales volume, technology and capital equipment, product mix, or price and wage increases. It's seen the easiest of the gainsharing plans to understand and install. It is an industrial engineering-based gainsharing plan that uses past production records to establish base performance standards. The ImproShare plan measures only labor cost and uses time standards and past production records to set a production criterion. The difference between current labour hours to produce a given amount of output and past labour hours on similar output is the basis of the bonus formula. 
(http://definitions.uslegal.com/i/improshare-plan/ accessed on 09/10/2010) 
III. Job analysis 
Job analysis is the process of collecting, analyzing and setting out information about jobs in order to provide the basis for a job description or role definition and data for job evaluation, performance management and other human resource management purposes. It makes more sense to do job analysis first then human resource planning as part of restructuring process. Because job analysis will be and give the management essential information about the particular jobs that is going to be involved in the restructuring process. 

A distinction should be made between a job description and a role definition. A job description sets out the purpose of a job, where it fits in the organization structure, the context within which the job holder functions and the principal accountabilities of job holders, or the main tasks they have to carry out. A role definition additionally describes the part to be played by individuals in fulfilling their job requirements. Role definitions refer to broader aspects of behaviour, for example, working flexibility, working with others, and styles of management. They may incorporate the results of skills or competence analysis. 

Job analysis as defined by Pritchard and Murlis ‘An analytical process involving gathering facts, analyzing and sorting these facts and reassembling them into whatever consistent format is chosen’ (Pritchard and Murlis, 1992). Job analysis gets the facts about a job from job holders, the job holder’s manager (preferably both) and the job holder’s colleagues or team mates. No matter what approach, the process begins by looking at people at work. Job based structures look at what people are doing and the expected outcomes; skill-and competency based structures look at the person. However, the underlying purpose of each phase of the process, remains the same for both job and person based structures: 1) collect and summarize work content information that identifies similarities and differences, 2) determine what to value, 3) assess the relative value, and 4) translate the relative value into an internal structure. Job analysis is the systematic process of collecting information that identifies similarities and differences in the work. Some major decisions in designing a job analysis are: 1) Why are we performing job analysis? 2) What information do we need? 3) How should we collect it? 4) Who should be involved? 5) How usefull are the results? Potential uses for job analysis have been suggested for every major personnel function. Often the type of job analysis data needed varies by function. For example, identifying the skills and experience required to perform the work clarifies hiring and promotion standards and identifies training needs. In performance evaluation, both employees and supervisors look to the required behaviours and results expected in a job to help assess performance. 

An internal structure based on job-related information provides both managers and employees a work-related rationale for pay differences. Employees who understand this rationale can see where their work fits into the bigger picture and can direct their behaviour toward organization objectives. Job analysis data also help managers defend their decisions when challenged. In compensation, job analysis has two critical uses: 1) It establishes similarities and differences in the work contents of the jobs, and 2) it helps establish an internally fair and aligned job structure. If jobs have equal content, then in all likelihood the pay established for them will be equal ( unless they are in different geographies). If, on the other hand, the job content differs, then the differences, along with the market rates paid by competitors, are part of the rationale for paying jobs differently (Milkovich and Newman, 2008). 
IV. Conclusion 
In conclusion, money is important to people because it’s instrumental in satisfying a number of their most personal needs. It’s significant not only because of what they can buy with it but also as a highly tangible method of recognizing their worth, thus improving their self-esteem and gaining the esteem of others. Pay is the key to attracting people to join an organization, although job interest, career opportunities and the reputation of the organization will also be factors. Satisfaction with pay amongst existing employees is mainly related to feelings about equity and fairness. External and internal comparisons will form the basis of these feelings, which will influence their desire to stay with the organization. Pay can motivate. As a tangible means of recognizing achievement, pay can reinforce desirable behaviour. Pay can also deliver messages on what the organization believes to be important. But to be effective, a pay-for-performance system has to meet very stringent conditions as defined by expectancy theory. Reactions to reward policies and practices will depend largely on the values and needs of individuals and on their employment conditions. It is therefore dangerous to generalize about the causes of satisfaction or dissatisfaction. However, it seems reasonable to believe that , as mentioned above, feelings about external and internal equity (the ‘felt-fair’ principle) will strongly influence most people. Research by Porter and Lawler and others (Porter et al, 1968) has shown that higher paid employees are likely to be more satisfied with their rewards but the satisfaction resulting from a large pay increase may be short-lived. People tend to want more. In this respect, at least, the views of Herzberg have been supported by research (Armstrong and Murlis, 1998). To achieve lasting motivation, attention has also to be paid to the non-financial motivators. Non financial motivators are powerful in themselves but can work even more effectively if integrated with financial rewards in a total reward process. However, it is important to remember that the needs of individuals vary almost infinitely depending upon their psychological makeup, background, experience, occupation and position in the organization. It is therefore not appropriate to generalize about which mix of motivators is likely to be most effective in individual cases. And this is why one cannot rely on nostrums such as performance-related pay, skill-based pay, job enrichment or performance management to work equally well for every person or in every organization. These processes need to be ‘customized’ to meet the needs of both the organization and the people who work there. But this customization will take place more effectively if judicious use is made of achievement bonuses, pay increases related to the acquisition of specific skills and a performance management and reward process which concentrates on identifying individual needs and gaining the joint commitment of employees and their managers to satisfying them (Armstrong and Murlis, 1998). Job analysis can be an exacting and time consuming process. But the effort is worthwhile. In the absence of sound job, skill and competency analysis, the processes of job evaluation, conducting market rate surveys and performance management cannot be carried out effectively. In addition, a database of properly analyzed and defined jobs and roles can be an essential part of a human resource expert system used for such key activities as recruitment, training, continuous development, career planning, organization development and job design. 
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