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SETTING UP A RECOGNITION AND REWARD PROGRAM


14.1 THREE CORE REASONS

	1. Equity -
	Need to establish an equitable balance between:
· the employee's contribution to the organisation, and
· the organisation's contribution to the employee 
A fair day's pay?
· little control over pay packets

· Employees are looking for other returns
· need for esteem
· creative challenge
· professional growth
· socialisation 
Equity Equation No. 1:
What the employee
   =
Quality & quantity
receives from the

of work done by
employer


employee 
How do employees determine their 'worth'?
· Gut feel
· Compare what they receive to what other people
in the organisation receive for doing similar work
· Compare to what is received by people doing similar work in other organizations 
Equity Equation No. 2:
What employee 
 =
What is received
receives from


by other employees
employer


doing similar work of 






similar quality & quantity 
Equity Equation No. 3:
What employee               =
What is received
receives from


by people who do
employer


similar work for other organisations 


	
	As employees balance the equations for themselves, they will factor in:
· pay packet
· opportunities to do interesting & challenging work
· recognition they receive for their accomplishments
· ambience of their working environment 
But what about money??
· Certainly the most obvious component in the equity equations
· Even if you don't set salary/compensation policy, there is much you can do to influence how it is perceived by the people who report to you: 
· Employees to develop a thorough understanding 
of the organisation's financial picture and how the 
salary budget fits into that picture
·  
familiarise themselves with the financial realities
· Communicate the facts of the salary budget, the financial bottom line, and the organisation's long-
term expectations clearly, completely and 
objectively
· form of employee recognition
· inserts new variable: How much can org. 
afford? 
· Rewarding above-average performance evaluations with above-average pay increases
·  Perception of equity breaks down if "excellent" 
performance receives average pay increase
·  Re-think the meaning of average - raise the bar 
A Checklist for applying the principles of Equity 
In the perception of those who report to you, which equity equations need balancing in your work unit?

· Reward equals work
· Employees receive comparable rewards for comparable work
· Rewards in the organisation are comparable to rewards in other organisations 
What can you do to begin to balance the equity equations in the perception of your employees? Check all that apply:

· Gain a better understanding of the company's financial situation & the impact of the salary budget on that situation, short & long term
· Communicate to employees the facts about the salary budget, placing it in the context of the organization’s financial picture 
· Ensure that each employee knows, for each part of the job, what represents unsatisfactory, average and superior performance
· For each employee, redefine average and superior performance so that truly above-average performers earn above-average salary increases
· Focus on meeting employee needs for esteem, creative challenge, professional growth and socialization 
· Begin to build a work environment that makes working in your unit its own reward 


	Motivation
	Is money a motivator? 
· It's impact is short lived
· annual: may inspire spurt of activity
· living expenses swell to meet the raise
· What starts out as a reward for exceptional performance tends to become perceived as an entitlement
· When people are paid to do specific tasks, the money tends to supplant intrinsic motivation 
If money is so poor a motivator, why is it always an issue?

· Although not a good motivator, its absence is a strong demotivator. Resentment may induce:
· lethargy
· sabotage
· Money is used as a scorecard 
If not money, then what? 
· People are motivated to fulfill a number of different needs: 
· Self actualisation

· Esteem

· Love Safety 

· Physiological

· What drives people the strongest:
· varies from one individual to another
· for any individual, the need may change depending on the situation
· security
· esteem
· achievement
· power
· or some combination of these 
Motivating top performers 
· Unfortunately, managers too often take for granted their top performers are self- motivated
· Use nonmonetary rewards as often as you can, being generous - but always sincere - with thankyou's, praise, and exposure to upper management
· Always be specific 
Motivating poor performers 
· Apparent paradox under Equity Equation 1?
· But it may be the low performers that need to be motivated
· Recognise:
· small improvements
· positive changes in processes & procedures
· even if outcomes aren't yet up to par
· One of the great characteristics of 'Thankyou' 
· Be specific - need to clarify very precisely what the satisfactory behaviour is. Other- wise, you risk validating other behaviours you are hoping to change
When you use recognition & rewards to motivate an employee, whether a fast tracker or an underachiever, your goal is to reinforce successful behaviours so that the employee will repeat them & apply the same dedication to other tasks. 


	CLARIFICATION
	· What management rewards, more than all the value & mission statements ever written, tells employees what's really important to the company

· The troops know enough to take their cues from actions, not words

· The third major function of recognising & rewarding employees is ... 

... clarifying what behaviours and outcomes the organisation most values.
· especially during change process 



	14.2 Lessen the probability of misunderstandings
	√

	Make it clear at the outset that you want people to try out new behaviors, even when the outcomes are not sure betsthis 
	

	Enlist your employee's input as you determine what behaviors deserve to be rewarded. Take ownership.
	

	Distinguish between reasonable behaviour that carries a risk and poor business practices
	

	Clarify the degree of risk (eg. financial) that is tolerable
	

	Let people know that if they stay within the guidelines of reasonable behaviour & tolerable risk, you will reward the behaviour regardless of the outcome
	

	Be consistent in your treatment of all employees 
	


14.3 Creating Role Models

· When you publicly recognise & reward an employee, you hope to create a role model for the rest of the organisation
· But for others to follow the model's lead, they need to: 
· Understand specifically, in terms of behaviours & outcomes, what the person did to be singled out in this way
· Know how the role model's performance relates to their jobs
· Be confident that they will receive similar treatment if they make similar contributions 
· To meet these three needs, you need to:
· Describe the recognised behaviors & outcomes via Position Descriptions or meeting of the staff
· Meet separately with each employee to jointly identify ways in which each person can apply parallel behaviour to achieve similar outcomes. Help each employee set personal goals
· Earn each employee’s trust by being consistent over time in your treatment of everyone who reports to you. 
14.4 Ten Core Guidelines for Recognition and Reward

	Determine your goals & get employee input
	Involve your employees in 
developing and administering your 
work unit's reward system 


	Specify reward criteria 

	· When reward criteria are unclear, employees will work out their own reasons why a coworker earns a reward:
· favoritism 
· luck - being in the right place at the right time
· Employees are demotivated because they can't determine the connection between effort & reward 
· Require specific criteria for choosing the recipients of a reward 

	Reward everyone
who meets the criteria 
	· If you want to make a lasting change in behaviour & performance, skip contests.
· Why would a contest attracting widespread participation & offering high rewards do harm:
· Losers
· Unheralded supporters
· Post-contest letdown 


	Recognise behaviours 
as well as outcomes 

	· Sustain workers' interest in & excitement about a project that has long time frame before results occur
· Reward employees fairly if outcome is negative - not their fault
· Reinforce behaviour changes made by unsatisfactory or borderline performers 


	Tailor rewards to
fit your employees 

	· The value of a reward is in the perception of the receiver
· And what one person considers rewarding, another may find punishing
· Ask

· Give options
· Observe
· Confirm your observations
· Avoid anything that might embarrass the person
· If you don't get the desired response to your reward, don't assume that the employee lacks gratitude or commitment
· Don't be reluctant to try again 
· 

	Say "thank you" frequently 

	· Why should you say 'thank you' to workers for just doing their jobs?
· What does this attitude say to employees?
· Why do some Managers find it hard to say 'thank you'? Reluctance stems from a number of different factors:
· Not in the company tradition
· We learn social manners from our parents
· We learn business manners from our earliest Managers - behave like role models 
· Employees don't work for their Manager personally - they work for the company - so it's the company's job to say 'thank you'
· "If I show my appreciation, they'll only demand more money"
· Some Managers are afraid they'll appear patronising - some workers don't expect thanks 
· When you thank your employees, you will:
· underline the importance of their work, and
· demonstrate your appreciation of their efforts
· Guidelines:
· Be specific about the behaviour you are recognizing
· Tell the employee why the behaviour is important to you & the organisation

	
	· Be immediate. Thank employee on the spot

	Nurture self-esteem & belonging
	· Assess your own managerial skills below. Are you:
· Specific?
· Realistic? Don't 'lay it on too thick'
· Consistent in your treatment of all staff? 
· Consistent with your own style?
· If you are new to this, start off low key, & be very specific
· Faithful about follow-up?
· Magazine article pertinent to employee's accomplishment
· If management is holding a meeting on a similar subject - take employee along 
· If recognised for their efforts & accomplishments, they will develop into employees who:
· Set challenging goals
· Find innovative ways to meet those goals
· Overcome setbacks, because they assume they can
· Continually seek new opportunities
· Enjoy responsibility & managing their own work
· Without recognition:
· Feels inadequate & thus resist challenges
· Sticks with what's familiar & low risk
· Blames him/herself when things go wrong (often covered up by blaming others)
· Hides mistakes
· Looks for direction from others 


	Foster intrinsic rewards 
	· Extrinsic
· rewards
· external
· tasks you do primarily for the money
· other tangible paybacks

· Intrinsic
· come from within the individual
· the good feelings people get from the work itself
· enjoyment from just doing the job
· excitement from overcoming a challenge
· satisfaction from helping others
· pride in a job well done
· many consider more powerful 
· Intrinsic rewards doesn't let the organisation & Manager off the hook
· Create an environment where:
· Work is more fun! Yes, fun. It's not a dirty word.
· Employees know that their work is:
· meaningful
- worthwhile
· Problems viewed as challenges, not restraints
· It's OK for staff to try new ways of doing things
· Employees know when they've done a good job 

	Reward the whole team 

	· Increasing emphasis on teams
· cross functional
· self managed
· high performance
· Revolutionised shape of organisation chart
· Changed way organisations reward their people
· Traditional reward systems, which encourage individual achievement, at odds with goals and structure of teams 
How to put team-based rewards to work: 
· Reward behind-the-scenes workers as well as more visible team members
· Bonuses or awards for those who form ad hoc teams to solve a problem
· Recognise entire team when team goals established and met
· Make team behaviour part of an individual appraisal
· Train employees in peer assessment and point out its benefits 

	14.5Developing a formal reward system
	√

	Identified the organisational values & goals and departmental objectives you want the system to support?
	

	Determined what outputs from your department would support those values & objectives?
	

	Selected the best balance between behaviour- based and output-based rewards? 
	

	Identified non-negotiable behaviours?
	

	Established a budget for the system?
	

	Considered the degree to which the system should focus on exceptional versus routine tasks?
	

	Ascertained the new behaviours and outputs you want the system to encourage?
	

	Researched successful reward systems in other organisations & determined what elements would work in your unit? 
	

	Determined the best way to involve employees in designing the system?
· written recommendations

· meeting

· create a design team of representative employees

· involve everyone?
	

	Established a schedule for designing the system? 
	

	Even with heavy involvement, you will still have plenty to do when the design & implementation of the system gets under way. Be prepared to:

· Coach your employees on their roles in the process

· Share your information, your parameters, and your own ideas & preferences 

· Facilitate the planning sessions

· Keep the group's sights on the goal  - a system that supports the organisation's values & objectives

· Ensure that the system does not become so inclusive that its impact is diluted (If every- body gets every a reward, no reward will mean much)

· Reward the system designers for their efforts and results 

· Support your employees as they work toward the rewards they define. Give:
· Feedback
· assistance, and
· encouragement
· Spread the word! Act as press agent for your reward system and your reward winners throughout the organisation 

	


14. 6 Components of A reward System

· To be workable, the reward system you & your employees design should include:
· A list of rewards for which employees are eligible
· Reward criteria: requirements for earning each reward
· The time period for each reward
· The process for selecting recipients 
· Identification of people who will select recipients
· The process for presenting rewards
· Accompanying ceremonies and celebrations 
	14.7 A bakers dozen of behaviours worth recognising
	√

	Learning new skills
	

	Pitching in to help a coworker
	

	Mediating a conflict
	

	Volunteering for 'grunge' work
	

	Giving a customer extra attention
	

	Mentoring a new employee 
	

	Tackling a problem in a fresh way
	

	Making people laugh in a stressful situation
	

	Sharing information
	

	Taking notes in a meeting
	

	Perfect attendance
	

	Adapting willingly to change
	

	Cross-training another employee 
	


14.8 100 ways to recognise & reward staff
· Although not an exhaustive list, this list is designed to spark some new ideas
· Some are free
· Some have a nominal cost
· Some are more expensive or open-ended
· All of them are intended to supplement your organisation's official remuneration structure.
· Scaled up or down, they are applicable to any size work unit. 
· To make the list easier to navigate, it is divided into three sections:
· Structured reward programs, including systems with prearranged criteria, schedules and awards
· Spontaneous rewards, for acknowledging exceptional performance when it happens
· Day-to-day feedback, to encourage consistent performers to keep up the good work 
14.8.1 Structured reward programs 
· Planned in advance & based on specified criteria
· Operate according to a schedule
· They differ in their intent
· some recognise individuals v. teams
· some reward performance
· some boost morale
· Vary in their 'weightiness'
· serious
· lighthearted 
	Cash bonus upon goal accomplishment by an individual or team. Don't wait until the end of the year when the reward's connection to the work effort has worn thin. 

	Pizza or champagne party to honour an individual or team upon goal accomplishment. 

	Wall of Fame. Keep it active for a year, adding a framed picture of each employee as he or she completes written goals 

	Training course or seminar to prepare person for an even more sophisticated set of goals next time 

	Professional conference related to the individual's area of accomplishment 

	Weekend in the Mountains/Southern Highlands, etc. for individual & companion to be awarded upon completion of task 

	Suggestion plan prizes. Reward each contributor with a chance for a monthly drawing. Have several prizes of different values each month. If you are afraid people will stuff the suggestion box with worthless ideas, you needn't worry. Organisations that pay for every suggestion regardless of whether it is implemented report that the quality of suggestions goes up, not down. You can also maintain a level of psychological control by reading aloud every suggestion that wins a prize. 

	Community service recognition event. Give a certificate or plaque to everyone who fulfils a commitment to community service, pledged at the beginning of the cycle. 


	Contests

	"Who can do the most (fill in the blank) in a week?" contest. One appropriate prize: The manager washes the winner's car in the company parking lot. Yes, despite the dangers of competitive rewards, occasional contests can boost performance and morale. Keys to success: a level playing field on which everyone starts with a perceived equal chance of winning; a short duration; and a prize that's worth competing for, but is not an incentive to coworkers to undercut each other, or likely to cause jealousy. 


	"Design a logo" contest. This one's for boosting morale and work unit spirit. An appropriate prize: Have a graphic artist render the logo, then frame a large and small version. Hang the large one in a public place and present the small one to the winning designer


	14.8.2 Spontaneous Awards


	Thank you paperweight. A note signed by you and the rest of the work unit, embedded in lucite. 

	Establish and name an award after an employee. If you create a Jane Doe Award for exceptional customer service, you honour Jane Doe again each time you present it to someone else. 

	Donation to the employee's favourite charity in the employee's name. 

	Bottle of champagne sent to the employee's home

	Bouquet of flowers delivered to the office or home. 

	Framed photograph of the employee with the organisation's CEO.  


	Gourmet gift. Tailor it to the recipient's tastes: fancy coffee for a caffeine addict, expensive chocolates for a chocoholic, a basket or organic fruit for a health fanatic. 


	T-shirts, hats, mugs with the department logo

	Silver or gold-plated pen with the company or department logo. This is especially appropriate as recognition for an assignment involving heavy writing

	Subscription to a professional magazine. 

	Book on a topic related to the recipient's work or future career plans. Be sure to inscribe it with your thanks for a specific job well done. 

	Lottery tickets.  

	Instant scratch lottery cards. 

	Tickets to the theatre or a sporting event. 

	Dinner for two at a restaurant of the recipient's choice

	Puzzle award for problem solvers. Recognise someone who's solved a troublesome problem with a metal ring or similar puzzle

	Aiding and Abetting Plaque. An award to recognise employees who freely give of their time, effort, and expertise to help others

	Autographed picture of the recipient's favourite entertainment or sports personality..  

	Frame cartoon related to the work done by the recipient. Keep your eyes open and build up a collection of clipped cartoons that you can use for this purpose. This kind of reward says you care and that you really understand the person's job. 

	Gift related to the recipient's hobby. Call a family member or close friend to find out what the person really wants.  Otherwise, it's easy to misjudge and get something that is too elementary, too sophisticated, or a duplicate or what the person already has. 

	Gift certificate useable in a neighbourhood speciality store related to the person's hobby. This is a way to build community relationships too. 

	New furniture or wall art. Particularly impressive in a company where these require high-level approval. 

	T-shirts emblazoned with employee's picture (at work) sent to the members of the employee's family. 

	Gift certificate for lunch at a local restaurant for the recipient and a coworker. 

	The vault: a cabinet of various gift awards. When your want to recognise someone on the spur of the moment, let that person choose. The ticket to the vault should be a letter or certificate that spells out the recipient's accomplishment. 


	A selection of small gifts that any employee can present to any other employee to say "Thanks, you really helped me." Accompany each gift with a certificate that the giver fills out, specifying the actions of the receiver that won the recognition. 

	A catalogue of awards that recipients can choose from


Events

	Cook lunch for your group and bring it to the workplace. 

	Organise a car wash day, when all the managers wash employee's cars. Who gets their car washed could be determined by a lottery. 

	Breakfast for another work unit hosted by your group. It could be croissants or a full buffet. Take it to a department that does a service for yours. 

	Place an ad in a local newspaper, paying homage to your employees. 

	Take an employee to lunch in the executive dining room

	Give a high-performing team a budget to host a party for another team..  


	This is Your Life". Surprise an employee with a celebration recalling the highlights of her career. Bring in old friends, early managers, and executives.

	"This is Your Life" scrapbook, for someone who would be embarrassed by the attention if you held a celebration

	Arrange for a team to present the results of its efforts to a group of upper-level management. 

	Create a photo collage of your employees at work and present it to your boss. Make sure in advance that your boss will display it, and arrange for your people to see it displayed. 


14.8.3 Day to day Feedback 
· No worker expects a bonus or fancy award every day
· All workers have the right to expect:
· day-to-day assurances that work is on target
· that their Manager's care about them
· that the organisation appreciates what they do
· List contains things a Manager can & should be doing every day
· Most of them are simple/take for granted
· Sometimes forget to do 
	Thank you for ____________," spoken aloud, publicly or privately. Be very specific.

	"You did a good job on ____________." Again, just say it, specifically. 

	A hand-written thank you note to an employee, with a copy in the recipient's personnel file. 

	Thank you note to a coworker, with a copy to the person's manager.

	Thank you sticky notes or notepads for everyone, to encourage their sending them to each other. 

	"I couldn't have done it without you" certificates, for everyone to give to anyone.  

	Small bulletin boards, designed to encourage people to "brag" a little by posting their commendations or thank you notes. Put a note from you on each board as you present it. 

	A hand-written thank you note to your boss. 

	An acknowledgment of an employee's or team's accomplishments broadcast widely via E-mail. 

	An announcement of an employee's accomplishments to the person's customers, either external or internal. 


Summary:


An alternative or additional incentive program includes non-financial benefits for superior performance. An employee who is regularly recognised and rewarded for doing their job well be likely to have increased connection at a job level








