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Mkombozi is currently undergoing a number of organisational transitions, including the creation of a benefits and
payments system in our Human Resources (HR) program which rewards individual performance. Specifically,
throughout July and August 2006, Mkombozi's Director and HR Manager renegotiated the contracts of all staff
members, bearing in mind performance-related criteria. This was an initial step in the (current and ongoing) piloting of
a new HR system from August 2006 to January 2007. In general, the overall aim of the new performance-related pay
system is to build staff professionalism, to create motivation, and to enable staff’s sense of progression “upward” through
the organisation. Importantly, the new pay system addresses the fact that, previously, there were few opportunities to
promote or reward staff who demonstrate leadership and effectiveness and that staff were thus “stagnating” in their
jobs, and in some cases ultimately leaving Mkombozi for other opportunities. This new system also contributes to
Mkombozi's systematic and ongoing efforts to build a cohort of “specialised staff” rather than an employee body
comprised of “skill generalists”. The present “think piece” is a reflection by the Director and HR Manager on the
relevance and usefulness of this new performance-related pay system at Mkombozi to date.

When the Board of Management developed the new HR pay system, they categorised 3 staffing levels (management,
operations and support), each with a technical and a non-technical sub-level. Notably, the 3 staffing levels are further
divided among 5 “grades” (i.e. from A to E, where E is lowest and A is highest). A staff member can thus move upwards
through the grades (gaining a higher salary at each grade) and upwards through the staffing levels. Promotion is
determined by the extent to which the staff member achieves the personal development goals that they have set for
themselves. In effect, Mkombozi is working towards an ideal situation where all staff members are “Grade A” in their
respective levels - thereby contributing a “specialist” skill-set to the Mkombozi employee body.

In parallel with this change in the HR pay systems, Mkombozi is moving from a “departmental” approach (whereby
each department is fragmented from the others within the organisation) to a team-based style of working (whereby
any given staff member may be a member of multiple teams). The difference between a “group” and “team” is that
a team has a specific, well defined purpose that is unique to the them. Moreover, a team is marked by both individual
and team products. Johnson & Johnson (2006) explain that “for a real team to exist there must be a compelling team
purpose that is distinctive and specific to the small group and that requires its members to roll up their sleeves and
accomplish something beyond individual end products” (p. 534).

Mkombozi believes that “team-based” working will resolve many of the challenges we face as an organisation moving
to an integrated phase of development - in a group, members discuss, decide and delegate, whereas in a team,
members discuss, decide and perform real work together. This is why Mkombozi is currently moving from an
individualistic mode of operation to one where the primary grouping of people is in “teams”.
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Mkombozi has essentially adopted an “equity” view of reward distribution which is “in essence, an individual incentive
plan aimed at motivating each group member to compete to be the most productive group member” (Johnson &
Johnson, 2006, p. 114). The principle is that, in a just distribution, benefits are distributed among individuals in proportion
to their contributions. The underlying assumption is that productivity will increase when benefits (e.g. bonuses, salaries,
advancement, grades, etcetera) are contingent upon performance (Johnson & Johnson, 2006, p. 114). Certainly, that was
Mkombozi’'s motivation in adopting performance-related pay systems. However, projecting into the future, | fear that
this new HR system may create some conflict with the new team-based mode of working. Due to the focus on individual
success, the equity view of distributing rewards can create competition which in turn diminishes group productivity
(Johnson & Johnson, 2006, p. 114). | can foresee a situation where group members compete to out-perform each other,
and where motivation to contribute to the group’s efforts becomes extrinsic (i.e. to gain benefits) rather than intrinsic
(i.e. to contribute to the group’s well-being).

The management’s plan is to rate an individual’s performance with respect to achievement of their personal
development plans, the content of which is developed throughout the year by the individual staff member in
consultation with their manager. Every November, staff members are formally appraised by the Mkombozi
management team in terms of achievement / progress on their personal development plan. To avoid the potential
pitfalls of competitiveness (described above), Mkombozi’'s management team will have to remain conscious that
personal development plans explicitly identify goals for the individual that relate to their performance as team players.
In other words, personal development plans identify goals that build positive social interdependence rather than goals
which create competition and destructive group outcomes.

Obviously, the key factor to be facilitated is “team building”, particularly with respect to appreciating that the
individual cannot achieve his / her personal goals if they are at the expense of the group. For instance, if Mkombozi’s
Finance Department were to establish a series of procedures which were helpful for their own processes and time
management as a finance unit, but which actually made the work of the organisation grind to a halt, then the Finance
Department is failing its goals of effectiveness on the whole regardless of the discrete improvements to process and
workflow internally.

Additionally, consider that an employee’s personal goals must benefit the team and ideally take the individual staff
member above and beyond the minimum standards expected of an employee. For instance, if a staff member identifies
time keeping, prompt attendance at meetings or regular response to incoming e-mail messages as a plausible goal,
then this behaviour should be the organisational norm. However, achievement of this sort of goal, although important,
does not take the staff member along a professional development path that would mark them as a “specialist” who
adds value to the wider Mkombozi organisation. Indeed, small achievable goals developed for the good of the whole
team are necessary and an important starting place (particularly with setting up a new practice such as this type of
performance-related pay system) and should be employed as stepping stones for individuals who have less work
experience so they can become a thriving member of the team. And after all, it is from these smaller goals that larger
goals can be developed throughout the employees’ contractual agreement period.

One of the main reasons that Mkombozi developed this new performance-related pay system was the problematic,
informal “merit system” that existed previously. The informal merit system was not transparent, thus it was actually
causing problems in terms of group dynamics and motivation amongst staff. Certain group members were held in
prestige by the management and wielded influence or power as a result. They were considered by many of their peers
to have been rewarded simply because they held “the management’s ear”. Interestingly, Deutsch’s observation that
individuals tend to perpetuate their power and resources even when they are no longer making relatively large
contributions to the group’s well-being (Deutsch, 1975, 1979, 1985) was evident in the situation. Additionally, the informal
merit system caused a perception that group members who contribute a lot are worth a great deal and those who did
not were not worth much. In effect, individuals were becoming depersonalised and those who do not contribute much
become dlienated from themselves and others (Diesing, 1962). It is our hope that the new performance-related pay
system will address these tensions by enabling decision-making about reward distribution in a manner which is
transparent to both the individual staff member as well as the wider organisation.
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In July and August 2006, contract negotiations were handled by a committee, including the staff member, the HR
Manager, the Director and the respective Programme Coordinator. This process enabled input from all concerned and
the staff member was given time to prepare their views (either in written form or verbally) prior to the negotiation
meeting. Staff members were asked to tell the management team what they perceived their employment grade to be
and why; after which followed a frank discussion about whether there was a “fit” between the staff member’s
perception and the management’s evaluation. In many cases, both parties selected the same grade and there was little
dissonance between the management and the staff member. However, in a minority of cases, significant denial and
resistance was voiced by the staff member when the assessment of their grade was not matched by the management.
This resistance was particularly difficult to handle, since in almost all cases it reflected wider issues of “stagnation” that
the individual was facing in their work.

Great efforts were made by the management team to avoid conflict or negativity arising in the negotiation meetings,
all the while maintaining honesty about perception of an individual staff member’s performance. This was a difficult
and emotionally fraught process (particularly after almost 40 job negotiations) and could have been handled more
successfully with better preparation from within the management team. At the same time, it should be noted that, in
a couple of cases, female staff members took up the challenge laid down to truly negotiate the job package that they
felt they deserved. This reflects how staff are becoming more articulate and confident and is an indication of
Mkombozi’s successes in helping staff to truly “develop”. The important point, overall, is that there was quite commonly
a match between the individual and management perception and rating of performance.

One of the goals of Mkombozi's new HR system is to ensure that the decisions made about rewarding staff are perceived
as “just” by group members (Johnson & Johnson, 2006, p. 115). We are trying to reduce the perception that decisions are
made on an ad hoc basis, are influenced by favouritism or that they are not influenced by a staff members’ longer term
performance. It is interesting that “before a task is performed, members tend to believe that an equity system is fairest,
but after a task is completed an equality system tends to be viewed as the fairest” (Deutsch, 1979, 1985; Johnson &
Johnson, 1983, 2006; Johnson, Johnson, Buckman & Richards, 1986; Wheeler & Ryan, 1973). This is certainly the thinking
that took place when we developed the new HR system.

Moving forward, it will be interesting for Mkombozi to assess whether or not staff perceive it as just and if we are able
to balance the rewards system between individual needs and the actual needs of the teams in which we are now asking
people to work. It may be that if you ask me in a year’s time what has happened, you will find that we have adopted
an “an equality system of distributive justice” whereby benefits are distributed to all group members equally. Given that
this encourages cooperation among group members and therefore tends to result in mutual esteem, equal status, and
mutual respect among members, as well as group loyalty and enjoyable personal relationships among members
(Johnson and Johnson, 2006, p. 114-115), it may be what the new system eventually evolves into.

Given that this “think piece” is an opportunity to reflect on the contract negotiation process, the following questions /
issues should be considered during the ongoing piloting of Mkombozi’s new performance-related pay system:

Staff seemed to appreciate the presence of the Director in the contract negotiation sessions, but realistically, it is
impossible for the Director to be present at every meeting and still undertake her other contractual work.

A decision needs to be made about the circumstances under which the Director will attend a meeting and what input
s/he has in the session if not able to attend in person. This same issue is relevant for the annual staff appraisals scheduled
for November 2006. A trustee has suggested that the Director only attend appraisals where the discussion is around
contract renewal and not those that are mid contract. This may be a practical solution.

During the contract negotiations in July and August the Director tended to take the lead in initiating the discussions
and in determining the content focus of the discussions. We had little clarity around the roles of the HR Manager and
Programme Coordinator in the process of these meetings and need to clarify that prior to appraisals in November.
Ideally, we need to structure these meetings in such a way that the Director takes a “back seat”. In order to be able to
achieve this we may need to prepare the Coordinators and HR Manager more systematically to handle the process of
the meetings and to enable them to hone in on the key issues where individual staff need to focus their development.
In a similar vein, the Management negotiations were facilitated by the Director, a Trustee and the HR Manager. We
need to clarify the role and input of each of these actors in this process.

During these pilot negotiations, we were flexible in how we facilitated each session so that we experienced a range of
methodologies. But, with respect to the appraisals coming up in November 2006, we need to reach clarity and
agreement on how the process will be facilitated for staff and prepare them accordingly so that they can demonstrate
their real achievements and challenges without being negatively affected by a lack of preparation.




The development and piloting of this new performance related pay system has been an important step forward for
Mkombozi in developing systems that hold staff accountable for their performance and development. As such,
Mkombozi's new performance-related pay system is a potentially positive and constructive means by which we can
formalise our organisational imperative to staff that they are responsible to engage in their personal learning and
development. However, | also believe that it is important to recognise that a system such as this takes considerable
preparation, time and investment to establish, engage, and ultimately run effectively.

Deutsch, M. (1975) “Equity, Equality and Need: What determines which value will be used as the basis of distributive
justice?”, Journal of Social Issues, 31, 137-149.

Deutsch, M. (1979) Education and Distributive Justice: Some reflections on grading systems. American Psychologist, 34,
391-401.

Deutsch, M. (1985) Distributive Justice: A social psychological perspective. New Haven, CT; Yale University Press.
Diesing, P. (1962) Reason in Society. Urbania: University of lllinois Press.

Johnson, D.W. & Johnson, R. (1983) “The Socialisation and Achievement Crisis: Are cooperative learning experiences the
solution?” In L. Bickman (Ed.), Applied Social Psychology Annual 4 (pp. 119-164). Beverly Hills, CA: Sage Publications.

Johnson, D.W. & Johnson, R. (2006) Joining Together: Group Theory and Group Skills. Pearson International Ed.

Johnson, Johnson, Buckman & Richards (1986) “The effect of prolonged implementation of cooperative learning on social
support within the classroom”, Journal pf Psychology, 199, pp. 405-411.

Wheeler, R. & Ryan, F. (1973) “Effects of cooperative and competitive classroom environments on the attitudes and
achievement of elementary school students engaged in social studies inquiry activities”, Journal of Educational
Psychology, 65, 402-407.





<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.0000
  /ColorConversionStrategy /CMYK
  /DoThumbnails false
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize true
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo false
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Apply
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 300
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages true
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth -1
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /DCTEncode
  /AutoFilterColorImages true
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 300
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages true
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth -1
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /DCTEncode
  /AutoFilterGrayImages true
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages true
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile ()
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName ()
  /PDFXTrapped /False

  /Description <<
    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>
    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>
    /DAN <>
    /DEU <>
    /ESP <>
    /FRA <>
    /ITA <>
    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>
    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)
    /NOR <>
    /PTB <>
    /SUO <>
    /SVE <>
    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)
  >>
  /Namespace [
    (Adobe)
    (Common)
    (1.0)
  ]
  /OtherNamespaces [
    <<
      /AsReaderSpreads false
      /CropImagesToFrames true
      /ErrorControl /WarnAndContinue
      /FlattenerIgnoreSpreadOverrides false
      /IncludeGuidesGrids false
      /IncludeNonPrinting false
      /IncludeSlug false
      /Namespace [
        (Adobe)
        (InDesign)
        (4.0)
      ]
      /OmitPlacedBitmaps false
      /OmitPlacedEPS false
      /OmitPlacedPDF false
      /SimulateOverprint /Legacy
    >>
    <<
      /AddBleedMarks false
      /AddColorBars false
      /AddCropMarks false
      /AddPageInfo false
      /AddRegMarks false
      /ConvertColors /ConvertToCMYK
      /DestinationProfileName ()
      /DestinationProfileSelector /DocumentCMYK
      /Downsample16BitImages true
      /FlattenerPreset <<
        /PresetSelector /MediumResolution
      >>
      /FormElements false
      /GenerateStructure false
      /IncludeBookmarks false
      /IncludeHyperlinks false
      /IncludeInteractive false
      /IncludeLayers false
      /IncludeProfiles false
      /MultimediaHandling /UseObjectSettings
      /Namespace [
        (Adobe)
        (CreativeSuite)
        (2.0)
      ]
      /PDFXOutputIntentProfileSelector /DocumentCMYK
      /PreserveEditing true
      /UntaggedCMYKHandling /LeaveUntagged
      /UntaggedRGBHandling /UseDocumentProfile
      /UseDocumentBleed false
    >>
  ]
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice


