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safeguard our country, and to be a national ingpirtaand a wise sultan who guides us to

achieve noble goals.

May Allah preserve you and direct your steps toritjet path.
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ABSTRACT

AN INVESTIGATION INTO THE EFFECTIVENESS OF THE REWA RD
SYSTEM IN THE GOVERNMENT SECTOR IN THE SULTANATE OF
OMAN AND THE POTENTIAL FOR INTRODUCING A TOTAL
REWARD STRATEGY

The problem of the migration of talent from deveddpcountries is not a new one, and
essentially it is understood that the reward systefrthe countries involved are at fault
in not providing individuals with rewards that theglue. In the Sultanate of Oman,
such a brain drain is not yet a problem, but ober last few years there has been an
increasing departure of talented people from thea@nGGovernment Sector, as the
private sector has more to offer. Such a phenomesomasteful in respect of the
training investment which might have been made has¢ people, but it is also
damaging to the government sector as a whole dimeeaim of providing quality
services to the nation is made more difficult thiege as employees of high calibre
leave.

Consequently, this thesis explores the issue of pdople resign from the government
sector to work elsewhere, and in so doing it fosusethe current reward system within
the sector. Through a comprehensive literatureeve\vit considers both academic and
practitioner perspectives on the issue of rewamhcentrating particularly on the
concept of Total Reward which embraces the notibra anixture of wide-ranging
tangible and intangible rewards that are designgia @mployee involvement to ensure
their attractiveness, and to ultimately secureltgyand reduce employee turnover.

The study then conducts an empirical exercise iichvh large sample of government
employees from the full range of ministries whessignations are taking place,
participate in a questionnaire survey, seeking sial#ish their views on the current
reward system and the potential for the introductad a Total Reward strategy.
Additionally, a number of in-depth interviews areldh with employees, and focus
groups are also conducted, as a means of securitigrda source of empirical

information. The data obtained is triangulated tstablish a detailed employer
perspective, and then considered in the light efliterature.

The finding is that the reward system in its curfemm is not appropriate since it does

not cater for employees’ needs. It is characterised lack of rigorous and transparent
criteria on which to assess employees’ eligibildy various rewards, and consequently,
has allowed favouritism and nepotism to creep mtsystem that was intended to be
operated on the basis of merit. This is dispirititag employees who have no faith in

their managers to determine their individual perfance, and hence offer rewards on a
fair basis.

It is concluded that a Total Reward strategy i®sirdble way forward since this would
stem the flow of talented people from the governimeactor, but it is also
acknowledged that there are critical success fa@ssociated with the implementation
of such an initiative and that for these to be lace, a culture change within the
government sector would need to occur.
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CHAPTER ONE
INTRODUCTION

2.1 Statement of the Problem

Evidence that the business environment is beconmogeasingly competitive is
commonplace, and in a rapidly globalising worldpd@erformance is the aim of all
organisations (e.g. Lawler, 2003; Spherion, 200&ydrs Perrin, 2007; Gilbert, 2007;
CIPD, 2007; WorldatWork, 2007). However, abundasearch has recognised the fact
that organisational effectiveness and prosperigy @ntingent upon the actions of
employees at all levels, and hence, it is essettia organisations be staffed with
motivated and talented people if they wish to swevie.g. Holbeche, 2004; Spherion,
2005; Echols, 2006). The fact that competitiveeedggained by the efforts of high
calibre staff is well understood; talented peopke known to place their organisations

ahead of stiff competition.

However, the main present and future challengeshiployers, as recognised by many
agencies like the CIPD (2007) and WorldatWork (20@re persistent skill shortages,
which lead to a very tight labour market, such thatv the public and private sectors
compete for scarce skilled individuals who are b#épaof making a difference to
organisational performance. This competition withine labour market continues to
increase, but the public sector with its traditiomaward system is no longer in a
favourable position because talented people dovaot rewards based on service and
entitlement, but rather based on the value they(Zohdjheim and Schuster, 2008).

Historically, there have been different views abitwat nature of rewards that are seen as
satisfying by workers, but one commonly-acceptezhics that the relationship between
employee and employer has begun to evolve. Lai@@03) argues that treating people
properly is fundamental to the creation of orgatiisel effectiveness and success in the
twenty-first century, and that caring for employegsot an option, but a necessity.
Thus, it is important to create a ‘virtuous spiraf which both employers and
employees gain. Therefore, as noted by Roath ahdt§2009:3), it is important to
understand how best to use rewards as a means & the needs of both the

organization and employees”.

On the theme of the management of reward, Armstandy Murlis (2005:1) observe
that: “[rfleward management deals with the formulation andhplementation of
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strategies and policies that aim to reward peoglielyf, equitably and consistently in
accordance with their value to the organizatio®dditionally, Armstrong (2009:747)
argues that‘[rleward strategy provides a sense of purpose agidection and a
framework for developing reward policies, practi@sl process” In recent years, the
idea of Total Reward (TR) has become increasingbyenpopular, not least because as
Manus and Graham (2003:1) argue, it involYfe$ll types of rewards indirect as well

as direct, and intrinsic as well as extrinsiAAnd adding to this conceptualisation,
WorldatWork (2007:2) observes tH#lhese can expand to encompass everything that is
rewarding about working for a particular employer everything employees get as a

result of their employment”.

Moreover, Pontier (200&otes that year on year, organisations operatirtgarprivate
as well as the public sectors are facing greaterpetitive pressure, requiring them to
search for ways of reducing their costs whilstirétag or improving their levels of
quality, therefore changing the perspective on rdveavay from the narrow focus on
payment towards the broader conceptualisation af TR clearly evident, that TR is
definitely perceived by its proponents (e.g Wilsd®98; Lucy et al, 2006; Towers
Perrin, 2007; Bau and Dowling, 2008; Pontier, 2088y Group, 2009; Jiang, 2009;
Randall, 2009; Armstrong, 2009-2010) as a very pbowetool that enables
organisations to realise the best return on thmeiestment of time, effort and money.
The approach is considered as one that reflectealys in which employers can attract,
motivate, retain and engage talent, to gain cortipetdge, and generate good business

outcomes.

However, the development and implementation of a §y®tem cannot happen
overnight; what is required is a long-term committnéo a holistic approach to
managing and engaging the workforce (Kao and Kang§04; CIPD, 2005;
Buchenroth, 2006). Furthermore, TR is not a panasieae like other reward systems,
it may also fail to motivate employees as a restili lack of strategic consideration in
its management (Crowe, 1992). In addition, theradsone-size-fits-all model in this
respect, and each organisation needs a tailor-rsgsiem to address its particular
needs, with effective implementation being the keyts success (Thompson, 2002;
Greene, 2007; Roath and Schut, 2009)

Moreover, some employers still do not agree on hdretn TR approach has been

appropriate for their organisations since they warst to be too broad, which in itself
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causes confusion. The question of intrinsic rewalds presents a challenge to these
employers, since the evidence is that their em@syaare in the main, about extrinsic
rewards (Kantor and Kao, 2004; Giancola, 2008).

The notion of TR clearly then, does not fit easilall organisations and with all types
of employee, and bearing this in mind, the questim@sents itself as to how readily it
will transfer to the developing country contextycs the concept originated in the West
where different imperatives prevail in the work Bamment. In this connection, the
position of the Sultanate of Oman is one to be id@med, since the country prides itself
on its modernity, yet simultaneously has cultueatérs that might militate against the

principles involved in TR.

Oman is an Arab and Islamic country occupying thétls-eastern corner of the Arabian
Peninsula in the south-western part of the Asiamticent. The Sultanate has a long
and glorious history, whose written and narratesddny, in addition to its historical and

archaeological treasures, provide evidence thatd@try has flourished for centuries
(Oman 2007-2008, Ministry of Information).

The modern renaissance of Oman has been linkedhdthisionary leader, his Majesty

Sultan Qaboos bin Said who, coming to power on @§ 1970, and in a speech

delivered to senior state officials in 1978, rederto the government sector, declaring
that:

“the state consists of three branches: the cividoh, the security branch,
and the military branch, These three branches rieedork closely together
and liaise at all times and forget the formal distions, they also need to
remember that all the branches of this state exigerve this dear nation
and its loyal citizens{1978:64-66).

Additionally, His Majesty stressed the expectatioat all employees in the government
sector should perform their duties diligently, agesult of which they would be
appropriately rewarded, saying:

“There is no place in our society for anyone whepstout of line or fails to

perform his duties in the manner required of hirnth® same time, all those

who work hard and faithfully will receive their fahare of rewards, respect

and appreciation”(ibid).
This philosophy has been sustained for over 40sygae Omani government having adopted
various managerial strategies and policies to moskerand improve the government sector for
the sole purpose of earnestly serving the coumtdyits people. Indeed, Oman has been rated

56" in respect of human resources development (UNOQ#®Ren HRD, 2009).
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That said, the Omani government sector faces a auwibproblems in relation to its current
reward system because there has been little pgres this respect and most units are still
implementing traditional approaches, which incldide lack of any written reward strategy or
performance management principles (Al-Hosni, 198Baiban, 1994; Shafei, 1999; Fatah,
2000; Al-Sheedi, 2002; Al-Farsi, 2006; Al-MugblQ@6; Al Azizi, 2007).

The consequence of this is lack of morale in thekplace, lack of motivation or commitment,
and a failure to retain high quality people in seetor, since the development of Oman’s private
sector has provided alternative means of employithentwere once absent from the Sultanate.
The failure to retain talented individuals has bemticeable over the past few years with
increased resignations among government sector oyegs, especially those working in
managerial, technical and engineering departmé&ingsires from the Ministry of Civil Service
that clearly evidence this phenomenon, indicatentlvaber of those resigning in 2005 to be
207, whilst in 2009 that number had risen to 69& €onclusion can be drawn that the current

reward system within that sector is not as effecéis it should be.

From the foregoing discussion, it seems apparatt TR has something to offer to alleviate
such situation, but the development and implemiamtaif a TR strategy (TRS) is not an easy
task, and it demands effort and commitment on Hre gf top management, line managers, and
human resource (HR) personnel. Nonetheless, theepbroes allow for tailoring to suit the
particular situation, and that means that thera shance it could work in different cultural
contexts. Hence, this research study seeks totadde existing literature in this field by
exploring whether TR concepts from New Public Maragnt (NPM) can be completely
applicable to the Omani government sector, and tnidperefore, represent a solution to the
problems of the migration of staff to private epté&ses. Additionally, the study considers the
problem of how to create an approach that reinfoleesiness objectives, and finally it explores

the critical success factors that are requiredhercreation of a successful TRS.

2.2 Previous Studies

Many studies have investigated the effectivenessewfard systems, but most have taken
western countries as their contexts for researap @cott et al, 2003; Weinberger, 2005;
Chiang and Birtch, 2006; Scott et al, 2006; Watsupatt Worldwide and WorldatWork,

2006/2007). This section reviews such studies.

In their study, Scott et al (2008pnfirmed that effective reward programmes do iddester
overall organisational effectiveness, and that eosely, this effectiveness can be severely
impaired by ineffective reward strategies. And, Mbeirger (2005) indicated one aspect of such
a programme where ineffectiveness might arise. Werotprogramme element known to
influence effectiveness is the actual reward omroffi which respect Chiang and Birtch (2006)

using a sample drawn from 60 companies from Finkand China (Hong Kong), showed the
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benefits of adopting a TR management approach whidlides a mix of financial and non-

financial rewards.

Interestingly, it emerged in another study by Seotal (2006) that despite the known benefits
of an effective reward strategy, most organisatidias not formally evaluate either the
effectiveness of their reward programmes or thermebn investment (ROI) which they bring.
And on the same theme of evaluation of effectiven&gott et al (2007) in just the following
year, confirmed the findings of Chang and BirtctOQ@) that non-financial rewards are
important elements of effective reward strategiad ahould be included. Furthermore, in
another recent attempt to explore the effectivermésgeward programmes, the Watson Wyatt
Worldwide and WorldatWork study conducted in 20082 reveals that there is much
ignorance among companies regarding what is vameemployees, the result being less
committed employees. The report documents thatpp@atment with pay, promotional
opportunities and work/life balance is a cause&f &mployees taking their labour elsewhere,
and argues that employers must learn and focus wpanit is that employees are motivated by

if they wish to attract and retain top talent iocst-effective way.

A Malaysian study undertaken by Wan (2007), witthe context of the chemical industry,
reported the need to formulate a well-drawn remati@m package of which employees are well
aware since their knowledge of the attractivenessuzh package is known to enhance
employee satisfaction. Similarly, in a study on tindluence of reward on the turnover
intentions of employees in the Pakistan Telecontdseconducted by Butt (2008), it emerged
that the right compensation has a direct positiapact on employee retention, consequently

reducing turnover intentions.

According to Giancola (2008), in a report evalugtthe current status of TR, there is a long
way to go in integrating TR with the business siggtand employee communication. Making a
suggestion in this connection, he suggests thaadbgtion and implementation of TR might be

facilitated by efforts to simplify the concept atwhtain it within traditional HR areas.

Clearly, from these studies conducted in Westentests, the main findings indicate a strong
relationship between reward programmes and orgzonsa effectiveness, such that effective
programmes promote organisational effectivenessistvhineffective programmes foster

demoralisation, lack of commitment, and generalanigational malaise. Moreover, these
studies go so far as to predict how to achievectifeness, that being by ensuring both financial

and non-financial rewards are on offer.

Additionally, however, the findings are also defnihat whilst the success of a reward strategy
requires that strategy to be properly evaluatedstnooganisations fail to do this, and this

knowledge gives a strong pointer to organisatianshe brink of introducing TR since without
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robust assessment of the strategy it is quite plestiiat the rewards available for workers are
not valued by them. This particular aspect featstesngly in previous studies which show a
great deal of ignorance by managements concernimgt vemployees actually value, and
therefore, want to receive in their reward packddge need for companies to investigate what
employees want is emphasised in the findings ofthdies so far in the western context, since
the evidence is clear that employees will leaveldetter reward if the opportunity presents
itself. Communicating the reward strategy to empks/also emerged as a major need, in which
connection the research to date also argues fotycéand some simplification of the concept of
TR so that it remains within the boundaries of HR&lg. Scott et al, 2006; Giancola ,2008).

The few studies that have covered the reward syapgiied in the civil service sector conclude
this system to be less effective than desired Biasuing its objectives, and have therefore,

demanded the expedition of certain improvementhdsame

For example Al-Hosni (1992) in his study of Oman’s Civil Sereicreported that rewards
granted to employees were not consistent with &ffiborey made in conducting their duties. In
fact, 49.74% of his sample believed the incentitey received to be insufficient considering

the effort they put into their jobs.

Additionally, Shaiban (1994) in her study concegnthe use of labour in Oman’s government
sector, found very low levels of job satisfactianang workers, largely because there was no
career management and development, nor financiamfinancial incentives available to them
as motivators. Moreover, the methods of work weted as demotivating. As a result, the
study recommended more attention be paid to employeds, and the introduction of more

incentives into the system.

In particular, Shafei (1999) researching primarihto productivity problems in Oman’s
government sector, found that the reward systemneasufficiently effective to improve and
develop human productivity, subsequently recommemdn upheaval of the reward strategy to

become attractive and thereby enable the governseeidr to reach its goals.

In the same vein, Fatah (2008ressed the weakness refvard systems in being unable to
distinguish between those who work efficiently ahdse who are negligent in this respect.
Additionally, in his comprehensive study of all fiaksector units in Oman, Al-Sheedi (2002)
found that the reward system was used mundanelfh thie result that employees were
complacent, and suffered from low morale. Moreovtke allowances were not sufficient to
cover the continually-increasing living expenselence, a major reformation of the Civil
Service law regarding administrative work and pattrly the reward elements, was

recommended.
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Likewise, a study by Al-Farsi (2006) confirmed thilé issue of reward did not attract much
attention, and that only monetary rewards werergiead these were only given to those who
were believed to deserve them. In addition, tHecips were considered to lack objectivity, and
it was concluded that a general overhaul was neeflétle incentive approach in order to

achieve impartiality and equality towards employees

Furthermore, Al-Mugbli (2006) in his study of adnsitnative training in Oman’s public sector
revealed that only 36% of administrators consideredreward system to be acceptable and
fair, compared to over 51% who were completelyatisfied, which indicates that the majority

wanted the system to be changed.

Researching into exactly the same theme, Al AzROOF) confirmed these outcomes,
emphasising the need to re-engineer the rewareraysind create a clear fixed policy for

material and moral incentives.

These earlier research studies of government seantptoyees in Oman all indicate that some
problems exist in the implementation of the rewasdtem in the government sector, in
particular the absence of justice and equalith@dperation, which seems to ignore the issue of
whether a worker merits a reward, and functionteas on more subjective criteria. Hence, the
researcher suspects that a TRS is one that wouldelmmed within the Omani government

sector, and that there is potential for its intrcten.

2.3 Rationale for the Research

Having discussed the background to this study,sbdésion provides a rationale for studying TR
in Omani context. The justification for embarking this research is based on several factors, as

follows:

Firstly, there is a problem that has been articulatetiénprevious two sections, this being the
migration of government sector workers in Oman.fadnnately, there is no previous research
that has been undertaken in this area in Oman, Whioh to learn, or to turn to for an answer.
Hence, there is a need to fill a gap and begindy lod knowledge that will contribute towards

the management literature relating to the Arab /ahd in particular to the strand of TR, and

specifically in relation to Oman.

Secondly Oman is one of the most peaceful countries inGil and brings stability to the
Middle East which is important for world securitylt is important, therefore, that change
brought about by the development of its privatetaeshould not jeopardise the Sultanate’'s
infrastructure, which is essentially supported ltg work of the government sector. Hence, it is
crucial to ensure that the government sector isaged by the most capable personnel the

country can produce, and that demands efforts tairolthe commitment of these people and
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provide them with a level of job satisfaction tkhlaies not provoke their resignation from public

organisations.

Thirdly, the opening up of Oman’s economy to foreign investt, with the promise of greater
development for the nation, is a direct result ofidd being one of the highest on the Index of
Political Stability and Absence of Violence. Additally, Oman was placed second out of all
the Arab countries in respect of its public adntiaigson (World Bank Report, 16 September,
2006 - Rule of Law Index). These are reputatioas the Sultanate must safeguard, and hence,
threats to the internal management of the courttigulsl be taken seriously, and solutions

found.

Finally, the reputation of the government sector as aratdei employer of choice has been
tarnished and young talented and qualified peopldonger consider this sector as a place
where their dreams and aspirations can be realigdtls image must be reversed in order to
stem the brain drain to the private sector, angipbsout of the country, not least because the
vast majority of these young graduates have bepposted by the Sultanate throughout their

education and training, and their migration repnése waste of resources.

Clearly, the rationale for a serious exploratiorhofv best to reward Oman’s human capital in
the government sector, is strong, and can be suisedaby referring to a pioneering piece of
research that will begin the creation of a corpiusnowledge in this field in the Gulf countries,

and by reference to its intention to preserve titernal stability, through effective management,
of the country’s administration, thereby havingasipve effect not only on the development of

the nation, but also on security in the Gulf/Mid&ast area.

2.4Research Aim and Objectives

The aims of the study are twofold. They are tongira the effectiveness of the reward system
(RS) in the government sector in the Sultanateraf as determined by the sector’s ability to
retain talent, and to explore the feasibility afr@ducing the TR concept into that sector as a
means to motivate employees and secure their loyalh order to achieve this aim, five
objectives are proposed as follows:
« To explore the concept of TR as conceived and igexttin western
environments.
» To critically analyse the RS in the Omani Governth&ector (OGS).
* To investigate the impact of the RS on the achiernof organisational
objectives in the OGS.
* To investigate the impact of the RS on the achiergrof employee objectives.
* To determine whether a TR strategy would be appatgorfor the cultural

context of the OGS.
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1.5Structure of the Thesis

Chapter One: Introduction to the Study

This chapter has provided a statement of the pnobsnd indicated the rationale for

exploring it. Additionally, it has presented thenaand objectives of the study.

Chapter Two: Reward Management and Total Reward - A Review of the
Literature and Best Practice

This chapter provides a detailed analysis of thecepts of Reward Management and
Total Reward (TR), beginning with an introductioo Reward Management as a
concept, and then exploring the notion of a Rew@ndtegy before moving on to

introduce Total Reward as a particular strategipra@gch that has emerged in more
recent years. The TR concept is then explored thdén the context of its importance
to employers. Its perceived benefits are highlighia detail in an attempt to

demonstrate its interest to employers. The chaymecludes by considering some well-

known TR models.

Chapter Three: Implementation Challenges in Respeatf a Total Reward Strategy
(Critical Success Factors)

This addresses some of the criticisms levellechatTR approach and then seeks to
explain the many challenges facing most organisatim its implementation. The

chapter considers the problem of how to create pgmoach that reinforces business
objectives, and then explores the critical sucdessors that are required for the
creation of a successful TRS. Finally, it preseéhts theoretical framework generated
for the study, derived from some of the researcllate which has functioned as a

means of enabling the research framework to belftatad.

Chapter Four: Reward Management in the Omani Goverment Sector

This introduces the Omani government sector asvgiager and considers the reward
systems as they currently exist in the sector,vaimgl Some information regarding the
country’s politics, geography, population and ecugas provided before progressing
to a discussion of human development in Oman, tweldpment of the Omani Civil

Service, and the character of the current rewastesy.

Chapter Five: Research Methodology
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This discusses the approach to the study, consgletiiangulation approaches,
sampling issues, the particular research instrusnehbsen for this study, and the
method of data analysis. It then documents exdubhy the study was conducted,
pointing out the problems that occurred and how there managed. It also considers

ethical aspects of the fieldwork.

Chapter Six: Presentation and Analysis of Quantitate Data

This chapter presents the data obtained from tlestounnaire survey with employees
from the full range of ministries where resignatiomave taken place. The data are

analysed using descriptive statistics and regregsichniques.

Chapter Seven: Presentation and Analysis of Quaétive Data

This chapter presents the data obtained from tuejnth interviews, and focus groups
conducted with employees from the same ministrieslved in the questionnaire
exercise. The data are analysed using a themabimagh, picking up on the issues
identified in the questionnaire survey.

Chapter Eight: Discussion and Study Findings

This chapter provides a discussion of the problaced by the Omani government
sector in relation to its loss of trained talentthe private sector. The discussion is
underpinned by the literature reviewed in Chapiem, Three, and Four, and the

findings from the empirical exercise reported ira@ters Six and Seven.

Chapter Nine: Conclusion and Recommendations

This chapter draws a conclusion to the researdysiad offers recommendations for
the Omani government sector, in a bid to helptaineeducated and trained personnel
for the good of the nation. It addresses the dmution to knowledge made by the
study, and points to further avenues that shouldj@ored in connection with the

implementation of TR in a developing context.
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CHAPTER TWO

REWARD MANAGEMENT AND TOTAL REWARD: A
REVIEW OF THE LITERATURE AND BEST PRACTICE

2.1 Introduction

As indicated in Chapter One, the purpose of thelysis to examine the strategic
concept of Total Reward (TR) and its applicabiatyd adaptation to the public sector in
Oman. In order to achieve this aim it is first resagy to conduct a review of the
literature on TR, since this will reveal currensbepractice, and the environmental and
cultural contexts within which this is observedisTreview will facilitate the design of

the empirical study, and specifically the reseanstruments, to investigate the impact
of reward on the migration of talent from the Om@&uavernment Sector (OGS) to the

Private Sector.

The chapter provides a detailed analysis of theems of Reward Management and
Total Reward (TR), beginning with an introductioo Reward Management as a
concept, offering several definitions before distog the aims and various components
of this practice (Section 2.2). The chapter thegpl@es the notion of a Reward Strategy
(Section 2.3), and moves on to introduce Total Rdw&ection 2.4) as a particular
strategic approach that has emerged in more rgeans. The concept of Total Reward
is then explored in depth, in the context of itgportance to employers (Section 2.5),
and the perceived benefits it brings (Section Z6)lowing this Section 2.7 considers
four well-known TR models, before Section 2.8 desas the issue of integrated reward
management and talent management. The chaptendmigith a short summary of the

discussion thus far (Section 2.9).

2.2  The Concept of Reward Management

The concept ofeward managemeninderpins TR, the focus of this study, and hence,
must be considered first. The idea of managing réwaorganisations is crucial to all
employers, and consequently, many definitions Hasen proposed, which are now

introduced.

It is necessary here to clarify exactly what is mday reward management, According
to a definition provided by Bratton and Gold (2Qf8B), reward management is
“central to the regulation of the employment retetship and is one of the central

pillars of human resource management”
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Writing almost twenty five years ago, Armstrong aktlirlis (1988:1) stated that
“[leward management is concerned with the formidat and implementation of
strategies and policies that aim to reward peoplelyf, equitably and consistently in
accordance with their value to the organizationMore recently, Armstrong and
Stephens (2006:3) produced a very similar definjtiut adding that the ultimate aim is
for the organisation to be assisted in the reatisadf its strategic goalsiReward

management is concerned with the formulation angléamentation of strategies and
policies the purposes of which are to reward pedaidy, equitably and consistently in
accordance with their value to the organization aadelp the organization to achieve

its strategic goals’

Many consultants in the field of reward believetthamajor shift has occurred in
strategic direction and that strategic reward mamemnt has become more sophisticated
in turn, it now being considered as the procesplafining the future development of
reward practices based on a reward philosophy mewrporating the concept of TR to
achieve organisational objectives as well as engadogspirations (Armstrong, 2010;
CIPD, 2011) Moreover, as Jiang (2009) confirmeadern reward management is
effected through TR management which includes ratiractive tangible and intangible
rewards, thereby being a popular modern approacl wariety of organisations.

Moreover, it is an approach with credibility inghighly developing world.

The sophistication of reward management is alsohasiped by White and Drucker
(2000:219) who observe thahe management of reward is a complex and perplgxi
task”. Likewise, Bratton and Gold (2000:237) assert rel@management to bihe
most difficult HRM task for the general manageBtrategy is now a key focus of
reward management, §§o be successful, companies must be especidtigndive to a
number of important issues related to human capétatl these issues, must be strategic
ones” (Hitt et al, 2006:10).

2.3 Reward Strategy

According to Armstrong (2004:79)[rleward strategy is concerned with what the
organisation wants to do about reward over the rtext or three years” Shuster and
Zingheim (1993:20xlaim that“reward strategies provide a road map from where th

organisation is presently to where it wants to iéhie future’.

Armstrong (2009:739) notes that the reward stratsgys out what the organization

intends to do in the longer term to develop andlement reward policies, practices
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and processes’and Armstrong and Stephens (2006:25) note thgivés answers to
two basic questions(1) where do we want our reward practices to beaiflew years’
time, and (2) how do we intend to get thereMence, as Armstrong and Brown
(2009:9) indicated, itdeals with both ends and means”

Kaplan (2005) states that a sound reward stratefjpes the objectives of the reward
programmes, their elements, and how they intetaeta fulfil their objectives. It
describes the philosophy behind the programmesjiging the foundation for future
plan design. This contention finds support from Atrong (2004:83), who considers
reward strategy to b& business-focused statement of the intentiomefarganization
concerning the development of future reward proeessid practices which are aligned
to the business and human resource strategies eofotjanization, its culture, and
environment in which it operatesWilson (2003) describes this concept as a prdogss
which a firm translates its competitive businesatsegy into a series of programmes and
initiatives that will have a positive impact on hambehaviour. When the strategy
defines what new behaviours are needed and bukteras and practices to reinforce
these behaviours, the desired changes become real.

More recently, reward strategy has been definedrnystrong (2010:72) a$athways
that link the needs of the business and its pewjitethe reward policies and practices
of the organization and thereby communicate andagxghese practices”However,
Armstrong and Cummins (2011:31) do stress ‘it reality of reward strategy is that
it is not such a clear cut process as some belitivevolves, it changes and it has
sometimes to be reactive rather than proactive”

Emerging from the notion akward strategyis the concept of TR, which reflects the
fact that a whole raft of changes in the businessrenment bring about dramatically
different views concerning the nature of rewardkisTconcept is now analysed in

detail.

2.4 The Concept of Total Reward (TR)

According to Silverman and Reilly (2003:2Jt]he concept of total reward is based on
the assumption that people work for more than mbn&wang (2009:177) supports this
interpretation, stating thafw]hat once was ‘compensation’ or ‘total compengat

has evolved into an interdependent triad of totalards”.
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Armstrong (2010:40) highlights that the first perdo refer in effect to TR was Adam
Smith in 1776, who identified several componentswdfat he called ‘total net
advantage’ besides pay, namébgreeableness or disagreeableness of work, dittfjcu
and expense of learning it, job security, respaifigiband the possibility of success or

failure”.

The new concept of TR was used to describe a $pdd¢R resource strategy in the
United States in the 1990s, and interest in thig@ch increased substantially in the
early 2000s, spreading globally, becoming particyigevalent in Western countries,
and catching many scholars’ attention (i.e. Armsrand Brown, 2005; Jiang, 2009;
Corby et al, 2009, Giancola, 2009). Tracing thednisal development of the approach,
O’Neal (2005:20) states thah the mid 1950s, total reward was a concept oa far
horizon, but was a concept that was to form thasbatthe WorldatWork mission for
the 21st century”

There is keen debate on the concept of TR (RichaddKao, 2004), it having received
considerable attention as an approach for devajopmorganisational reward strategy.
However, while the calls for HR professionals tosider TR may be fashionable,

many employers remain confused as to its true mgg@iancola, 2008).

WorldatWork (2007:4) notes that two prevailing campave emerged, those being
concerned with a narrow definition on the one hard] those interested in a broader
definition on the other. These camps can be defasedllows:

Narrow definitions: “these virtually always compeiscompensation and
benefits, and sometimes include other tangible efesn(e.g. development).
This is sometimes referred to as total compensatidntal remuneration’”

Broad definitions: “These can expand to encompass everything that is
rewarding about working for a particular employer @erything employees
get as a result of their employment. Sometimesigesuch as value
propositions or total value are used interchanggakith Total Rewards”.

Richard and Kao (2004nd WorldatWork (2007) also observe that much efdirrent
activity in TR involves companies moving to a breadlefinition. Several possible
reasons for this exist: the erosion of the corenelgs of a company’s package, pressure
for effectiveness, or simply the need to reinfdiee business strategy are all factors that
are usually considered when structuring TR packaBgsligning all the components
of TR with their overall business vision, organisas are moving to a much wider

concept of TR.
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This broad notion receives support from many wsit€uehrer (1994:35), for example,
defined TR asa myriad of (sic) creative reward vehicles availalthat include cash
and non-cash, intrinsic and extrinsic, and shortddong-term approaches’Likewise,
Manus and Graham (2002:6) note that TR incluflgdl types of reward indirect as
well as direct, and intrinsic as well as extrinsi€ach aspect of reward, namely base
pay, contingent pay, employee benefits and nomdiah rewards, which include
intrinsic rewards from the work itself, are linkéoyether and treated as an integrated

and coherent whole”

Armstrong and Murlis (2004b:5) express similar \@ewuggesting that the TR concept
emphasises the importance of considering all aspafcteward as an integrated and
coherent whole, when they stédfa] total reward system approach is holistic; relnce

is not placed in a few mechanisms or levers opegat isolation”.

Total Reward is defined by the Cabinet Office (2@)7as something whictdraws
together all the financial and non-financial invesnt an employer makes in its
workforce”. Bau and Dowling (2008) add to this definition faet that TR includes all
monetary and non-monetary rewards and incentives dihganisation provides.
Armstrong (2006:627) agrees tHaR is a combination of financial and non-financial
reward available to employees'Gonzalez (2008:68) states that TR includée
monetary and non-monetary returns provided to egg®e in exchange for their time,
efforts and results’and Reilly and Brown (2008:46) explain that TRtcaes‘a firm’s
entire employee value proposition, including direetd indirect financial rewards,
positive characteristics of the work itself, caregpportunities in the firm, social
activities associated with the workplace, and aietgr of other conveniences and

services provided by the employer”

Essentially, the concept of TR involves more thamgtble money or benefits, and as
Armstrong and Stephens (2006c¢:17) point tilie conceptual basis of total reward is
that of configuration so that different reward pesses are inter-related,

complementary and mutually reinforcing”

Other writers place greater emphasis on the ideaeoiprocity in the concept,
highlighting that the various types of reward i fRR package must be attractive to
employees. O’Neal (1998a:14) for instance, expldiRsas embracinteverything that
employees value in the employment relationshipkewise, WorldatWork (2000:53)
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states that TR isall of the employer’s tools available that may lbeed to attract,

retain, motivate and satisfy employees”

An equally wide definition of TR is offered by S#g2002:1) who states that TR
should“integrate all aspects of what people get from theb”. Manus and Graham
(2002:1) suggest that TRefers to everything the employee takes away fhosmor her
relationship with an employerRichard and Kao (2004:10) define it ‘@verything an
employee gets as a result of working for the companhile Gilbert and Turner (2004)
saythe concept of rewards has expanded to includevkeall value proposition the
employer offers to the employee. Jantz (2005:1sidans it asthe value proposition
the employer provides to the employee in exchaog&i$ or her investment in the
organization”, and Rumpel and Medocof (2006) believe that TRoemgasses all the
rewards available in the workplace.

More recently, TR has been used by Stoskopf (2@)%& refer to“anything and
everything that employees value as part of the wagerience and employer/employee
relationship”. Armstrong (2010:40) argues in similar vein, sgyifiR refers to“all

aspects of the work experience of value to empiyee

This idea of what motivates workers to perform afdvhat they value in return for
their efforts, is prevalent in the literature, a&rs in the definition of TR given by
Silverman and Reilly (2003:1) who perceive it ‘@mbracing a whole range of
mechanisms that aim to attract, retain and motiatdf”. Wright (2004:27) similarly
describes TR as “an approach to providing a packageward to employees in ways
that optimise employee satisfaction with rewardrfrtheir work, and which does this
such that the employees’ contribution to the em@lag optimised at an acceptable
cost”. The Hay Group (2003:55) similarly describER as*“all the investments an
organisation makes in its workforce and everytrimag the employees value in working
for the employer’ Armstrong and Murlis (2005:23) argue that TR“&ssentially
focused on understanding what elements of the eimrkonment employees themselves
regard as rewards for their work in addition to tfiional pay and benefits, and which

they find most motivating and engaging”

Hence, it can be seen from these many contribytibias most writers and researchers

in the management field view TR as addressing éviexy about the workplace, thereby

providing the formula for success and a means o¥iging competitive advantage in

the marketplace. This may be because TR potentralhkes an organisation more
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attractive to top talent, creates affordable argtasnable costs, connects with business
strategy to create a high performance culture, rgé@® maximum return on the reward
programme investment, and influences employeesawehrs and attitudeZingheim
and Schuster200Q Wilson, 2003; Kaplan, 2005; O’Neal, 2005; Corbyaét 2009;
Armstrong, 2010).

From the previous definitions TR can be categorisgd narrow, median and broad

camps, as seen in Table 2.1.

Table 2.1: The Definitions of Total Reward

No | Category Definition
1 TR is comprised of compensation and benefits, anteimes
Narrow o
development and training.
2 TR is a combination of all monetary (financiahgble,

extrinsic cash, transactional) and non-monetarp-fiancial,

intangible, intrinsic non-cash rationale) rewarust the

organisation provides to employees.

3 Broad TR is anything and everything that employees vakipart of
the work experience and employer/employee relatipns

Source:compiled by the author

Median

What is clear throughout the many definitions pnéseé is that TR depends upon both
employees and employers. It is not simply a stsatd@t can be implemented by
employers without consultation with their stafipe it is absolutely necessary to know

what staff value, and hence, what they will be raigd to work for.

In this respect, a word of caution must be raisedeswhat people value in one context,
be it economic, political or cultural, may not nesarily equate with what people in
similar environments consider to be worthy of tHaliour. As the concept of TR has
evolved in western industrialised countries, thanefit may have little or no relevance

to developing countries, where individuals’ prie# may be different.

2.5 The Benefits of Total Reward

Academics and practitioners believe distinct adages can be gained by employers

implementing TR strategies, and this section illates those benefits.

Writers on reward manageme(et.g. White,1999; Bratton and Gold 2003; Armstrong
and Stephens, 2006; Armstrong and Brown, 2009)eatigat a TR strategy is beneficial
for employers as it: helps to develop strategieadioieve and pursue business goals,
allows the design and alignment of organisatioriedtesgy with cultural goals and
outcomes, brings diversity into the culture of trganisation, identifies and addresses
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value and vision to reinforce performance managént@wards the organisation’s
culture, and provides the tools to develop a faablér culture which customers value,
and creates total reward processes which resedhe importance of both financial
and non-financial rewards. Furthermore, it operateways which are fair, equitable,
consistent and transparent, it has a sustainalsiestacture, and complies with legal

regulations.

Rumple and Medcof (2004) add that a TR system’snnvaiue is that it enhances
competitive advantage. And the Hay Group (2003udwents another benefit as being
the creation of an employer brand that differeeiathe organisation from other

employers.

Scholars and other research agencies focus ormrratiffaspects of the above benefits.
For instance, CIPD (2006) research has repeatedthodstrated links between the way
employees are managed, their attitudes, and bgspeformance. Hence, according to
Corby et al (2009:5), a major benefit is that tawlards aré’becoming [a] more

sophisticated way to influence employees’ attitudekaviour, and performance”

Armstrong and Murlis (2005) believe the main betnefiian effective TRS to be success
in the battle for talentnamely that relational rewards help to deliver asitpee
psychological contract, serving as an effective nbraand differentiator in the
recruitment market which is much more difficult teplicate than individual pay
practices (Brown and Armstrong, 1999). Indeed, khercer European TR Survey
(2007) shows that attracting and retaining thetriglent represents the most significant
rewards challenge. By using relational rewards, tiganisation can become an
employer of choice and a great place to work, #ttricting and retaining the talented

people it needs.

The CIPD (2006) adds more advantages that flow faofR strategy as: lowering the
potential waste arising from staff turnover, anévation of the reputation of the
company as an employer of choice. Two further benafe heightened visibility in a
tight labour market and increased flexibility to ehendividual needs (Worldatwork,
2007).

Brown (2001) believes that reward management aorachieve a win-win situation,

which Armstrong (2010:72) articulates ‘ds provide the organization with a sense of

-32-



purpose and direction in delivering reward prograesrthat support the achievement

of business goals and meet the needs of stakebtlder

Finally, it is evident that many experts believd R strategy, properly designed and
implemented, can bring benefits for organisatia@maployees, and as Mercer (2006)
includes, customershecause it is seen that a robust TR approach carase

workforce motivation and engagement, that in tumongpt demonstrably higher

standards of customer service.

2.6  Employer Interest in the Concept of Total Reward

Whilst many benefits can clearly be gained by oigmtions adopting well-designed TR
strategies, the precise reasons why employers dgheel the need to obtain those
benefits have not yet been explored. This is thigesti of this section, which addresses

the evolving nature of work, resulting from glolcakllenges.

Commenting on the changes in the business envinohroawler (2003:5) reports that:

“There can be no doubt that the world is changingrenrapidly and has

become more chaotic, demanding, and competitive ¢évar before. These
starkly contrasting sketches of business envirobraen the result of four

major changes: the globalization of competitiore ttapid development of
scientific and technical knowledge, the death efldyalty contract, and the
scarcity of skilled employees”.

Mercer (2005) demonstrates that the top globalr®ssi challenges include, in order of
importance: generating top-line revenue growth,balising business operations,
continuously improving processes, controlling coatel managing risks, engaging

employees, and changing working demographics.

In addition, in the current economic environmenijamisations are facing multiple
headwinds, such as dealing with the impact of thantial crisis, a global recession,
volatile capital markets, and a continuous wartéent among sought-after workforce
segments (Stoskopf et al, 2009). But accordinigatita (2006), the major influence on

the future business environment is the shortaga(ssiof critical talent.

Holbeche(2004) believes that no organisation is immunenesé problems, predicting
that organisations must be creative, innovative, @ntinuously renew themselves in
order to survive and be successful. Brown (2001plamises that the source of
sustained competitive advantage in the currentdhgghanging environment has
shifted from technology to human capitAk noted by Capelli (1995), there have been

many changes over recent decades in the naturerfand in the management of the
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relationship between employers and employees. Whitd Brockbank (2005) suggest
the need for companies to treat their employeestasial customers, awarding them
the same respect and service as their externaroess.

Echols (2006:117) agrees on the importance of hurapital in a competitive business
environment, stating thatfo]ver the two decades between 2005 and 2025, ardtic
reduction in the availability of people with theqrered talent and skills relative to
demand will occur. These shifts create the potéfdrasuccessful competitors to secure
significant competitive advantage from a stratefjyneesting in their human capital”

Heneman et al (2000) observe that the rapidly dngngature of work typically brings
a renegotiation of the employment relationship imol the move from permanent to
contingent employment, from bureaucracies to viramvironments, and from strict to
more flexible role definitions is evident. Thesead are affirmed by Lawler (2003:1)
who notes:

“We are entering a new era in the relationshiptween organizations and
their employees. In the past, few organizationeheeated employees as the
most important asset, while most of them treat themeplaceable parts and
add little value. But in the twenty-first centupyeople are the primary
source of a company’s competitive advantage, agatittg them right is not
option; it is a necessity.”

Cascio (2003) makes the point that employers winsider their people as assets, tend
to treat them well, and that some such companiesemrognised as the best places to
work. Indeed, it is accepted that organisationswlostantially benefit from attention to
their employees, a sentiment echoed by Lawler (2®)3 who also argues that
“[aJchieving the competitive advantage needed todeguires both great people and
great organizational practices”He is adamant thatjo]Jrganizations that do not
attempt to treat people right and initiate a virtigospiral are susceptible to the opposite
result, the death spiral. A death spiral occurs wla@ organisation mistreats its human
capital, and as a result, its performance declinem sing repercussions that lead to

further declines and in many cases death”

These investigations highlight a significant difece between the classical and modern
relationship between employers and employees. én‘dld deal’, workers tended to
spend their lives in the same organisation, effettiowning their jobs. This meant that
entittements were common and a company typicalbkea after all members of staff
without specifically examining individual performaor company needs. Few workers

lost their jobs and the balance was, thereforéheir favour: in return for their labour,
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they could expect a high degree of job security anelatively slow but steady increase
in expected total compensation, along with finansigport in their retirement years
(Tulgan and Greene, 1999; Milkovich and Jenniféd)® Zingheim and Schuster

200Q Aselstine and Alletson, 2006).

In contrast, the ‘new deal’ emerged in the 19803 8990s, with the realisation that
people are essential to growth. Significant charagesirred: long-term security with a
single employer was replaced by a focus on emplbigbpermanent employees

became core workers and external contractors, meseniority-based pay shifted to a
greater emphasis on performance, and one-sizefitenefits were changed to flexible
packages that permit choice (Tulgan and Greene9;1d8kovich and Jennifer, 2000;

Zingheim and Schuster, 2001; Aselstine and Allet2006).

Attitudes toward reward programmes have gradualylved, such that whilst once
they were considered primarily as a necessary tevihttract and retain competent
employees, now they are acknowledged as importantontributing to business

Success.

In the early 1990s, compensation experts such adetg1990), and Schuster and
Zingheim (1996), introduced the concept of ‘new ae. The main features of this
system were to completely shift the focus of jolaleation plans from the job to the
person, and from internal equity to external madarhpatibility (Sullivan 1991-1992).

Under this method, base pay is adjusted to reflatt market worth, not performance
or contribution, and variable pay ties employee tgbation to organisational

performance (Hawk and McAdams, 1992). Reward pbpbgs derive from internal

strategic direction, and skill- and competency-dageay, and shift employee
expectations from what the organisation will giherh to what they can earn (O’Neal,
1998; Milkovich and Jennifer, 2000; Zingheim andh&ster, 2001; Stoskopf et al,
2009).

The approach has evolved since its emergence ih9@s (Graham et al, 2005). Poster
and Scannella (2001:28) describe the evolution e@iard strategy, noting its
progressiorffrom the days of setting pay as a few dollars mtran competitors, to
designing multifaceted pay programs that suppouitess strategy and shareholder

value creation within the parameters of competiidgantages’
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Introducing a better deal in which a workforce aih@ organisation both benefit
requires shared responsibility between the twoigmriThe majority of studies in this
field confirm that people work for more than jusayp hence, many writers and
researchers (Brown, 2001; Wilson, 2003; Zingheird Schuster, 2003; Kaplan, 2005;
Scott et al, 2007; Bau and Dowling, 2008) staté &h&R approach is the most suitable

and effective way to attract, retain and motivatelyees.

Supporting this position, Heneman and Schutt (208&2504) observe thdhs we

move into the twenty-first century reward systemastrmove from a strict compensation
only viewpoint to total reward philosophy ... in @d@sence of a shift to total rewards, it
is more unlikely that managers will be able to ssstully align the interests of

employees with the interests of employees witntaeests of the organization”

As John (2007) argues, it is imperative to crehte overall ‘big’ idea about reward.
Brown (2001) similarly stressed that organisationgst broaden their focus when
attempting to follow a TR approach, and think aboewards from a higher, more
strategic perspective. Likewise, Scott et al (208F3erved that rewards more broadly
defined, are deemed important contributors to rdweffectiveness and represent an

area where organisations need to improve.

According to Armstrong (2010), therefore, employemsst be prepared to deploy a TR
strategy, thereby making their organisations méractive to talent; and Mercer (2008)
notes that such an approach will also encouragdoge®w engagement, while White
(2005) argues that it facilitates the improvemehaacountability and flexibility, and
Kaplan (2005) believes that organisations impleimgna TR strategy will be uniquely

positioned to win in the marketplace.

Research suggests that a more limited view of r@svarill not create value and can
indeed be more costly, because organisations temdspond to every situation with
cash. Moreover, the more broadly rewards are dgfittee more employers can truly
distinguish themselves in the labour market fronmpetition and earn employee
commitment (Manus and Graham, 2002; Kantor and KXif)4; Heneman, 2007;
Giancola 2009). Regarding costs, Wilson (2003) cemis that an effective broad and
strategic total reward package creates affordaite sustainable costs, connects with
business strategy to create high performance eylgenerates maximum return on the

reward programme investment, and influences empk\eehaviours and attitudes.
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Summarising the increasing importance of a TR apgroin the modern work
environment, WorldatWork (2007) document that dd@esses modern business needs
for managing costs and growth, meets the evolviegdas of modern employees, and

helps redefine a compelling and differentiated offiethe market for talent.

Essentially, an effective TR strategy enabil@ganisations to deliver the right amount
of reward, to the right people, at the right tinasd for the right reasons{Gross and

Friedman, 2004:8). The fundamental principle herene of meritocracy, where people
are rewarded for what they do. Again, it is neagg$o register a slight caution in this
respect, that being that in western environmengscibncept of meritocracy is well-
understood and supported. In some developing desntwhere tribal and kinship

affiliations operate, reward is not traditionallyaded on effort. Hence, for those
employers who are interested in TR, there are wisiemes to consider than merely

deciding what is to be included in the TR programme

2.7.3.2.1 Total Reward Models

Given the interest in the concept of TR as has lbesaussed earlier in this chapter, it is
unsurprising to learn that consultants and reseasclhhave developed various TR
models. A consideration of these shows that whalehepresents a unique viewpoint,
they all acknowledge the importance of leveragingtiple programmes, practices and
cultural dynamics to satisfy and engage the begtleyaes, contributing to improved

business performance and results.

This study categorises these models into threepgrawarrow, middle and broad, which
are discussed in detail in the following sub-setio

2.8.2 The Narrow Models of Total Reward

These kinds of model comprise compensation andfitgnand some include other
tangible elements (e.g. developmenthe Fischer et al (2003) model comprises four
components: base pay, overtime pay, benefits, agalthvaccumulation. Meanwhile,
Dolmat-Connell’'s (1999) model includes three components: base cosagen,
variable compensation, and recognition managenidr@se two models are called the

model of total compensation or total remuneration.

2.8.3 The Median Models of Total Reward

Mukherjee’s Total Reward Model (2002) focuses on &inds of rewardcontractual

which comprises base salary, health insurancewatioe (transportation, housing,
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meals, travel) and pension, andn-contractual comprising job security, prestige,
privileges, trips abroad, training, reputation, aaeemployment after retirement. Other
models, like that proposed by Mercer (2007), desccompensationincluding base
pay, allowances, short-term and long-term incestivecognition;benefitsincluding
medical, life assurance, retirement, end-of servi@ments; andareersincluding
training and development, lateral career movemettetch assignments, career

incentives.

The Total Reward Model of Perkins and White (200@s three main categories:
rewarding including cash compensation, special recognitamd long-term equity;
benefits(health, welfare, security, etc.) measuring pentmce, performance planning,
assessment and management, organisation and wsigndandlearning, including

training and development, leadership developmertt,career development.

The Armstrong and Brown Model (2001) concentrates two kinds of reward:
transactional (financial or total remuneration) ancklational (non-financial). The
former is concerned with tangible rewards arisimgnf transactions between the
employer and employees, and concern pay (base amable) and benefits, while the
latter deals with intangible rewards, and is conedrwith recognition, opportunities to
develop skills, career opportunities, and the duali working life.

2.8.4 The Broad Models of Total Reward

The Total Reward Model of Zingheim and SchusterO@®Oinvolves the following
elements of TRCompelling futurewhich includes vision and value, company growth
and success, company image and reputation, stalehehip, win-win over time;
Individual growth which comprises investment in people, developna training,
performance management, and career enhancenioditive workplace, which
encompasses people focus, leadership, colleaguek, itself, involvement, trust and
commitment, open communication. Afidtal pay,which includes base pay variable

pay benefits or indirect pay and recognition andloation.

The Hay Group Model (2005) has five elements. T, finspiration and Values
combines quality of leadership, organisational galand behaviour, reputation of the
organisation, risk sharing, recognition and comroaton. Future growth and
opportunityis concerned with learning and development beybedcurrent job, career
advancement opportunities, performance improveraedt feedbackQuality of work

refers to value of work, challenge/interest, acbment, freedom and autonomy,
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workload and quality of work relationshipsEnabling environmentefers to the
physical environment, tools and equipment, jontray, information and processes and
safety/personal securityVork/Life balancerefers to the presence of a supportive
environment, in which there is recognition of thike-tycle, security of income and

social environment

The WorldatWork Total Reward Model (2007) offersesk key elements:
Compensationincluding fixed pay (base pay) and variable pagy(@at risk). It also
includes several forms of variable pay includingrsfterm incentive pay and long-term
incentive payBenefits include traditional programmes such as socialisigec medical
and dental insurance, but also non-tradtional @mognes such as identity theft
insurance Work-Life, refers to any programmes that help employees tonpe their
jobs effectively, such as flexible scheduling, ¢telemuting, or child-care programmes.
Performance and Recognitioms a way for employers to pay special attention to
workers for their accomplishments, behaviour, amttessesDevelopment and Career
Opportunities includes tuition assistance, professional devekgm sabbaticals,
coaching and mentoring opportunities, successianrphg, and apprenticeships.

The Towers Perrin Total Reward Model (2007) integgafour major categories of
reward: compensation, benefits, development, antk veavironmentCompensation
includes base salary, variable pay (such as pes#ioceincentives) and bonuses (such
as gain-sharing awardgenefitanclude health insurance, paid time-off (PTO) peks
retirement benefits, life insurance, and disabildgverage.Career Opportunities
(personal development) include skills development g@erformance management.
Work Environment encompasses organisational culture, organisaticciamhate,
leadership, non-financial recognition, relationshigth colleagues, work design,

work/life balance, and communication,

As is evident from these models, TR is understopdlbscholars to combine two main
areas: financial and non-financial rewards. Thees @ements of these are summarised
in Table 2.2.

Table: 2.2: The Main Elements of Total Reward Moded

Financial Non-financial Reward

Rewards
Base pay Organisation reputation, organisation values, lesdp, relationship with
Variable pay| colleagues, quality of work, training and learningteer path, performanc
Benefits management, recognition, enabling environment, Witelbalance.

Source:Compiled by the Author

13%
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Each of these elements is now briefly discussed.

2.7.3.1Financial Rewards

Money is often the catalyst for the implementatadriTR reviews. Regardless of other
factors, the vast majority of employees place greatphasis on the financial
compensation (sometimes called tangible, transaatiomonetary, extrinsic, cash
rewards) for their jobs, and the successful managenof this is an effective

motivationary tool that helps to maximise produityhand competitiveness. Extensive
research has shown that monetary rewards are knu@tracting and retaining talented
employees and in aligning staff behaviour with hass goals (O’Neal, 1998; Trahant
and Yearout, 2005/2006; Schuster, 2008: Duchon?;Z0idgheim et al, 2009).

Armstrong (2010:23) highlights that the tangiblemgmnents of a compensation
programme are of two general types. With the ditgge of compensation, monetary
rewards are provided by the employer dase payand variable payare the most
common forms. Indirect compensation commonly cassisf employeebenefits.
Surveys such as that conducted by the CIPD (20dye shown thdtase payis
believed to be the element that attracts indivisldal an organisation, whil&tenefits
help to retain them, andariable pay motivates them in their work. However,
Armstrong (2010) cautions that the situation is smtclear-cut, and that thought must

be given to how to ensure that these three elenoémésvard work together.

2.7.3.2.1 Base Pay

According to Armstrong (2010:23), many organisasiarse two base pay categories,
hourly andsalaried. Hourlypay is the most common means of payment baseuinen t
employees who are paid hourly are said to receimges, which are payments directly
calculated on the amount of time worked. In comtrpsople who are paidalaries
receive payments that are consistent from periqeeteod despite the number of hours

worked.

Base (or ‘basic’) pay is intended to provide a narriving requirement for the
employee, and is usually calculated on three @itéfl) the skills and competencies
needed by the company and used by the individuafjetoerate results, (2) the
individual’'s consistent performance over time whethy individual contributions or
contributions to team results, and (3) the indiats value relative to the labour
market” (Zingheim and Schuster, 2000:38).
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Base pay should be value-added and competitive twéhmarket in general, for which
it is common to use individual rates, ranges, sptés and broadbands. When setting
pay levels, ability to pay is paramount, suppoibgdan examination of market rates,
which may also be supported by a job evaluatioaltkege (Aquila, 2007; Greene, 2009;
Armstrong, 2010). Among public sector employers, dgample, job evaluation is an
important tool for setting pay rates, whereas migpkieing tends to be more influential
in driving private sector salary levels (CIPD, 2p11

According to Greene (2009:12)¥pay rates must be equitable and competitive”

Internal equityrefers to the pay relationships among jobs withgingle organisation.

This is translated into practice by the basic tepines, job analysis, job evaluation, and
performance appraisalExternal competitivenesgefers to comparisons of the
organisation's pay relative to the pay of compatitbrganisations (Bratton and Gold,
2000:247).

Equitable and competitive base pay is seen as adaqyrement if key talent is to be
recruited and turnover reduced (Gross and Nalba20®0; Zingheim et al, 2009).

However, as Parker (2008) notes, the determinatbnwhat is equitable and
competitive in this respect is not straightforwamdd three factors must be considered,
these beingAccountability What are the major areas, employee groups angetsithe
employee overseeguthority: What is it that the person and job influence arditws
the level of decision-makingResponsibilityWhat are the primary activities, tasks and

objectives for the employee?

The process of pay level starts with job analydactv demands a consideration of both
the job description and job specification. The mnfation obtained from these two
exercises is then combined with data from salaryesis to define pay grades for each
position. Heneman (2007:9) notes thato specific methods can be used to determine
pay grades: skill-based pay and broadbandin§kill-based pay is set solely on the
basis of the qualifications required for a job &ne description of what the job entails.
Broadbanding establishes large pay ranges and grgesisations maximum flexibility

in assigning pay grades to jobs (Roath and Sceo9R

According to the CIPD (2010), pay progression mayrégarded as ‘real’ growth in
pay, that is, in addition or separate to ‘costieing’ (or inflation-linked) increases
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and/or the attainment of formal promotion to a kigbrade or band. The most common
criteria used by employers to manage pay progressmude: individual performance,
market rates, competency, and organisational peence. Findings of CIPD research

with UK employers show that service-related payssed as the basis for progression.

However, common in the public sector, many privagztor companies now use
performance-based pay to progress individuals atbeg pay band CIPD (2008:11),
while 50% of US organisations use merit increasesdp-performing employees. (Hay
Group, 2009:7).

2.7.3.2.2 Variable Pay

In contrast to base pay, variable pay changeswvelti the performance level or results
achieved, making it a more flexible and responsnathod that rewards key measures
of success. Many companies have moved to variablg to reward different
contribution, impact on profit, and increased perfance based on the premise that
what is measured and rewarded is likely to be detnated in greater amounts by
employees (O’Neal, 2005; Greene, 2007; Aquila, 2@Dadtton, 2008; Zingheim and
Schuster, 2008).

According to Zingheim and Schuster (2007), varigidg is a nimble instrument that
allows employers to pay for results they want byirgi money to those who are fully
contributing to the business objectives. Buchen(@@96:31, cited in Wilson, 2006:14)
refers to this incentive policy as one that rewattteose who make significant
contributions to results that build the long-terralue of the corporation — to their
shareholders and customers”In short, variable pay is a critical tool in theward

strategy of any organisation that wishes to rentampetitive and still control costs
(Handshear and O’Neal, 1993; Buchenroth, 2006)glz@&m and Schuster (2008:26)
report that“80% of US organisations, including non-profits, wea some form of

variable pay”.

However, variable pay does not look the same imyeggganisation, and the way it is
structured and operates is heavily dependent uperotganisation’s culture and the
relationships between it and other elements ofrédveard programme (Hay Group,
2010). Thus, variable pay comes in several folmdividual performance-related pay -
increases in base pay or cash bonuses are detdrimyngerformance assessment and

rating; Competence-related payhis is determined by the level of competenceecd
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by the individual;Contribution-related pay this relates pay to output and inp8kill-
based pay the skill level achieved by an individual deternsrthe pay compensation;
Service-related pay pay is increased depending on the service indheQther types
include ‘short-term variable pay’ which focuses and rewards performance over a
period of a year or less; and ‘long-term varialdg which calculates rewards based on
a period longer than one year (Zingheim and Schua®®0; Jantz, 2005; Aquila, 2007,
Zingheim et al, 2009; Greene, 2009).

Moreover, other kinds of variable pay afBeam performance pawhich links pay
increases to an assessment of performance at teash bBnd aims to encourage
collaborative workingOrganisational performance payhich links performance to its
highest levels, with increased emphasis in bettgniag with the business strategy as
well as performance metrics. The most popular kiafisuch are profit sharing and
stock sharingProfit sharingis based on employee earnings and organisatiorntgyrof
while stock sharingallows all employees to share in the risks and esgmf the
organisation (Singh, 2002; Heneman, 2007; HaygraQ@9; CIPD, 2010).

2.7.3.2.3 Benefits

Benefit packages for employees are integral tofitrencial reward package, and for
many organisations, the employer brand determimedyipe of benefits offered, which
turn, support the messages to be delivered viaethployer brand. McMullen et al
(2009:10) note thatemployee benefits, especially health care, arestered a basic
and important foundational element in attractingretaining talent as competitors for
talent also offer employee benefit&nd Zingheim et al (2009:31) observe thabm a
strategic standpoint, benefits should be viewedamsntegral component of a total
rewards package and as an investment in human atapitRoath and Schut (2009)
mention the related costs, considering these agireggents to embed and support
organisational goals.

While benefit programmes vary among companies, tgpically include traditional
benefits such as social security, medical and tiamarance, vacation pay, retirement
pensions, life insurance, shopping discounts, chiel vouchers, and staff. More
recently, however, they have has expanded to iechah-traditional advantages such
as identity theft insurance (Milkovich, 2000; Jar2905; Wilson 20066reene, 2007,
McMullen et al, 2009, Zingheim, et al, 2009).
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Of course, what is attractive to one employee mayemo appeal for another. Indeed,
the CIPD (2007) has predicted that over the next decades, the labour market will
become increasingly diverse, aged and demandingséfpently, there is a move
towards encouraging employers to give their stadfferfreedom and choice, in order to
secure their contribution to the success of the psomg as a whole. When flexible
benefit programmes (also known as ‘cafeteria be&siefr ‘flex plans’) take into account
individual needs and wants, and particularly wheeytoffer choice to employees, they
have the greatest chance of achieving staff integraand motivation (Segal, 2002;
Silverman and Reilly 2003; Richards, 2006; Cotbal, 2008; CIPD, 2010).

2.7.3.2Non-financial Rewards

Given the amount of time spent at work, it is upsising that people want more than
pay from their job. Hence, the importance of noraficial rewards (sometimes called
intangible, relational, and/or non-monetary) isvgrg. Intangible rewards afterucial

in helping an organization stand out as a top em@tpand also have the dual impact
of increasing engagement among employgb&Mullen et al, 2009:10). Consequently,
they have been highlighted as a vehicle to imprtwe effectiveness of reward
programmes (Scott et al, 2007), and empirical rebesupports their usefulness in this
respect, for instance the Hay Group (2009:30) stahsistently shows that intangible
benefits play a vital role in employee engageme®imilar findings emerge from the
most recent research (CIPD, 2011), indicating émaployees place great emphasis on
non-financial rewards when deciding where to wonkl @ahe level of commitment to

give to their work.

According to Hay Group research (2009:13)rganizations are recognizing this,
especially in light of limited financial resourceand are increasing their focus on
intangible rewards to improve employee retentiod angagement’ln fact 60% of the

sample demonstrated a future focus on career/dawelot opportunities, and 52%
revealed a future focus on non-financial recogniti&d similar result was obtained from
the Deloitte study (2008:8) which reports tHanhore than two-thirds of survey
respondents (68 percent) plan to undertake a regesif other rewards programs
within the next year. The most commonly identipeagrams stated for an overhaul
were learning and development programs (51 percami) flexible work arrangements

(39 percent)”.
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But non-financial rewards are more difficult to ilament, since as Armstrong (2010)
argues it is not a matter of introducing ‘quick*fimitiatives. Employers, therefore, find
it difficult to develop workable methodologies toeasure the value of non-financial
rewards (Deloitte, 2006).

The following section provides a brief overviewtbe most important elements from

this category of rewards, based on the models equabove.

27321 Organisational Reputation

Being an employer of choice, or having a brand wiltich people identify, is important
to organisational success. People are keen to feofinancially viable companies that
are innovative and care for their staff. Effectiyelorking for a company with a good
reputation has a positive influence on staff simipyy association (Woodruffe, 2006;
Armstrong and Murlis, 2005; Graeme Martin, 2007;\dfat\Work, 2007).

According to Lawler (2008:75Yecades of research show that unrealistic expaéatest
about what an organization is like is one of thesthocommon causes of expensive
turnover and poor employee performanceHence, in today’s tight labour market,
organisations face a tough challenge in introdutignselves as employers of choice
for key talent. However, by delivering a broader $Rategy which includes both
tangible and intangible rewards, organisations mecgirong potential to enhance their
reputation as employers of choice and join the sasflhigh performers (Gherson, 2000;
Greene, 2007; CIPD, 2011).

2.7.3.2.2 Organisational Values

Organisational values provide the basis for crganpositive and rewarding work
environment that creates sustained performancdlexiility. Several components are
commonly found in the values of successful companie particular, honesty, trust,
openness and justice (Purcell, 2003; CIPD, 200pgchically, the reward agenda
concentrates ofiemotional, intellectual, social and spiritual rewds that recognize
different aspects of the whole person. It seekmdpire staff through its values of
service and quality, to empower them to deliverlibst customer service and to show

appreciation when they do s§Armstrong and Brown, 2008:46).

Value management is concerned with the administradf rewards (Deloitte, 2005:2,
and consequently, to be effective, a TR strateggtreasure that employees recognise
the corporation’s genuine desire for fairness @i&009). Additionally, it must ensure
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friendly competition; and as noted by Singh (20@2:3he criteria for winning and the
judging process must be clear and effectively comeated to all employees'This is
important because ample evidence exists to denaesthe link between positive
values in HR policies and staff satisfaction, mation, commitment, and overall
organisational performance (Watson, 2003; Woodyu#f#6; Armstrong and Murlis,
2005; Cornish, 2007; Armstrong, 2009-2010).

2.7.3.2.3 Quality of Leadership

Organisation leaders play a crucial role in TR ngemaent and in enhancing high levels
of employee engagement (Cornish, 2007; Gentry,&047; Diez, 2009; Zingheim et
al, 2009; Scott et al, 2010; Khanuja and Harvey(2®ejen, 2011) They should do
this by: giving employees a sense of directionleating their values, aspirations and
beliefs, providing effective feedback, allowing \Wers scope to conduct their work,
providing opportunities for development and leagpirensuring that performance
management succeeds, increasing the frequency rmmaaication, and creating a
sustainable community and fairer world (Armstromgl Murlis, 2005; World at Work,
2007; Randall, 2009; Verma, 2009; Blades and FqrizlzH0). As a result, leadership is
critical to high-performance working (CIPD, 2006:4$ well as beingessential to

drive the concept of employer brandin@McMullen et al, 2009:10).

However, in reality the picture is totally diffeteas Lawler (2008:74) confirms in his
observation thatmanagement and leadership skills are always inrsBapply”, a fact
supported by the CIPD (2006) that notes the shertaig skilled leadership in all
organisations (public and private sector), at #weels of the board, directors, middle
management, and teams. Likewise, the Hay Group7(@)Qeveals that80% of
companies believe they do not have enough of ¢fm qualified internal candidates to
meet the increased challenges in their senior exexuwoles, and nearly three quarters
reported a similar issue at middle manager leverhus, leaders do not appear to
promote talent-management initiatives and assurttie, lif any, responsibility for

creating a talent pool (Verma, 2009).

Organisations must, therefore, make a strenuoesnpttto narrow the gap between
demand and supply, and to guarantee that the tomwetber of appropriately qualified

people are available when they are required bythanisation both in the present and
in the future (Hay Group, 2007). Leaders must beplace who are capable of
understanding that rewards go far beyond compemsatid benefits, and who are able
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to build the core organisation messages, such evdlue placed upon employment
effort and what constitutes TR (Scott et al, 20I®.sum up, it is fair to say that an
organisation with strong leadership possesses as&aice of competitive advantage
(Day, 2007; Lawler, 2008).

2.7.3.2.4 The Quality of Relationships with Colleagues

While the role of leadership in effective work prees has already been discussed, the
role of relationships with colleagues should noubderstated and should be a key goal
for HR management, with potentially significantrggin performance. Reward systems
should be implemented to encourage co-operatiomewgrding everyone who meets a
pre-determined level of productivity. Employees whest each other and work towards
a shared goal are more likely to feel useful arldacwithin an organisation, resulting
in increased loyalty to the company (Bragg, 200@m#trong and Stephens, 2006;
World at Work, 2007; Armstrong, 2009).

Effective relationships emerge as an importantofaat explaining job satisfaction
(CIPD, 2006). Colleagues’ recognition is especialiganingful as colleagues have a
genuine appreciation of others’ routine responsigsl, how those individuals are
feeling, and what they are achieving (Roath and u&ci2009). Consequently,
organisations need to develop a sense of commanitlybuild trust among people at
every level, because when trust is high, work pedsesmoothly and efficiently.
Conversely, when trust is low, there is a break mawefficiency and an escalation of
costs as individuals focus on protecting themsehagiser than on the work in hand
(Towers Perrin, 2009). Trust is a key driver of éogpe loyalty and engagement, When
employees lack trust, productivity decreases, neosithks and an ‘us versus them’
culture emerges, undermining an organisation’stheahd future. Most people leave
their jobs because of a lack of trust and appreciatitviE ¥-EXECE, 2003;Losey et al,
2005; Pinnington et al, 2007; Randall, 2009).

2.7.3.2.5 Quality of Work

Achieving high quality work requires the effectivargeting of job design and
distribution to meet organisational needs. The srgdayed by employees usually
develop their competences, and these jobs and shmdd be allocated and shaped to
optimise the use of talents and provide optimaklewof intrinsic reward (Lawler,
2003).
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According to many writers (Heneman, 2007; McMullenal, 2009; Greene, 2009;
Armstrong, 2010; Scott et al, 2010), positive wadatent leads to higher employee
motivation and engagement. CIPD (2006:4) reseaashifdicateded th&people who

have reasonable autonomy in doing their job, samegi called ‘elbow room’, and who
find their job challenging, are likely to have hidhvels of job satisfaction and

experience less work-related stress”.

In order to do this correctly, jobs must be allecasuch that they provide opportunities
to engage in tasks which are satisfying, challemgind developmental. It has also been
shown that roles considered to be well-designedharge which provide the following:
meaningful and challenging tasks with a clear igrdautonomy, the opportunity to use
a variety of skills, a chance to make a differenaegd ongoing measurement and
feedback (Armstrong and Murlis, 2005; Cunningha®072 Scott et al, 2007; Greene,
2007; World at Work, 2007; Parker, 2008, Roath &oldut, 2009).

In contrast, according to Hay Group research (Z0Q9work-related stress is the
harmful physical and emotional responses that oedoen the requirements of the job
do not match the capabilities, resources or neeflshe employee”.The principal
antecedents of such stress are poor job definitiaclear or conflicting performance
expectations, excessive workload, and inadequakeirtg, as identified by 70% of the
sample companies. Work-related stress continué® @ major reason why employees
consider leaving an organisation, since the jobst ttause it produce low job
satisfaction and commitment (Allen, 2008). Furthere) as noted by Greene (2009:50),
“how well designed the roles are will also have ajon impact on employee

satisfaction and performance”.

2.7.3.2.6 Recognition

According to Heneman (2007:14), increased globatetition, and the need to keep
labour costs to a minimum, mean thamployers today are placing as much emphasis
on recognition as financial incentives because thay exert a powerful impact on
employee performance and may influence organizati@ffectiveness as much as
financial incentives do”. Gentry et al (2007) argue that failure to gainpkvyer
recognition is a prime reason why individuals leétveir jobs. In this respect, the Hay
Group (2009:7) reveals thatecognition programs are an important, high-retuom-
investment component of the organizational totalaels portfolio”. Roath and Schut
(2009:7) also provide evidence of this need, drgwattention to research by the
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Jackson Organizatiofbased on ten years of research and interviews V#&@®,000
managers and employees around the world [that] dbothrat 79 percent of employees
that voluntarily terminate their job cite lack opjpreciation as their key reason for

leaving”.

In order to recognise workers’ (both as individuamsl teams) successful efforts, it is
necessary to offer rewards that have personal megafur those receiving them
(Wilson, 2006), so that it is clear that these gnen in acknowledgement of the
personal actions, efforts, accomplishments, bel@aod successes of individuals. This
is an extremely effective method of rewarding peofmployees need to experience
such appreciation which has the dual effect of mgkihnem feel happy about their work,
and informing them that they have achieved theirkwabjectives. Means of providing
recognition are through immediate feedback andspravhere it is deserved, and/or
listening to and acting upon the suggestions df.gesiomotion or enlargement of job
duties are also effective means of recognition (#trong and Murlis, 2005; Armstrong
and Stephens, 2006; World at Work, 2007; Parked82Boath and Schut, 2009; Sejen,
2011).

2.7.3.2.7 Learning and Training

Training and learning opportunities represent ehovgjue for individuals to result in
their work satisfaction, engagement, and loyaltggfR and Schut, 2009). Hence, this is
a “leading area for increased reward investmentMercer, 2005:6). Furthermore,
many employers who are Investors in People considerr learning and training
processes more strategically (CIPD, 2008) as a sneamnsuring that they have the

required skills among their workforce (Greene, 2009

One reason why employees place such value upoopih@tunity to learn new skills is

that this personal development not only allows thiermprogress in their organisations,
but it also promotes their competitiveness and eggtlility in the labour market

(Verma, 2009). In order to stay marketable and #mployable, workers must acquire
both skills and experience. The skills normallyl fato one of the categories of job
management, career management or technical sSKilkse are a variety of strategies by
which employers are able to provide these requintspnessome of the more effective of
which are: corporate universities, assistance wifition or outside seminars and

conferences, educational sabbaticals, training ggek dealing with new technology,
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virtual education, or a variety of self-developmaatls (O’'Neal, 1998; Armstrong and
Stephens, 2006; Aselstine and Alletson, 2006; Sehu&008; Verma, 2009).

The majority of organisations have experienced gbaaver the last few years in
delivering learning and development; for examplee CIPD (2010) research into
learning and development in the UK reveals that 4@Polearning, training and

development professionals believed coaching by rir@magers to be one of the most
effective learning and development practices. Altfftoonly 7% of respondents deem e-
learning to be one of the most effective learnimgl aevelopment practices, 42%

reported they have actually used it more in thetlas years.

2.7.3.2.8 Career Path

According to the Mercer Survey (2005:8), careergpession plays a key roléen the
employee value proposition. Therefore, career guigais the mirror image of
succession developmentCunningham (2007) emphasises that workers shoald b
aware of the length of time it will take for them progress to the next rung up the
career ladder; and that people should be made awdhe potential career paths open
to them so that they can develop their current loiéipas and skills to guarantee their
entry to those paths. Consequently, companies dblees must be clear about
available career paths, as well as the criterianfaking lateral and diagonal moves
(Armstrong and Murlis, 2005; Cunningham, 2007; karset al, 2007; World at Work,
2007; Diez, 2009; Zingheim et al, 2009). Indeednyneompanies accelerate the careers
of particular individuals as those individuals aeeognised as adding value, and hence,

capable of taking on new accountabilities and resjalities (Zingheim et al (2009).

Plateau (2006:5) observes thay supporting employees in their personal careklamng,
and by providing learning opportunities, comparvei reduce attrition and conserve
their knowledge capital”’According to Kantor and Kao (2004:13yost data show that
career opportunities are drivers in employee engaget and retention” and Day
(2007:31) confirms that the chante grow and develop as part of one’s work is a
factor that can attract and retain talentindeed in a survey of 242 city employees,
over half (52%) cited better career developmenemotl as the main reason for
remaining with the same company. To conclude, deoto foster worker engagement,
it is necessary for employees to think positivelyoat the future of their work

organisations, and their own personal futures @ajewvithin them (Scott et al, 2010).

2.7.3.2.9 Performance Management
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According to Ellig (2008:50)performance consists of drivers and metrics. Drs/are
the objectives, standards and desired outcomegy;dhethe focus of attention of those
with the objectives. Metrics are the measuremefiiseoresults compared with the

objective, determining the degree of success.”

The management of employee performance is an mfeateans of providing TR,
serving as the basis of a talent management franke(Mdhite, 2005). Blass (2007:8)
observes thatperformance management concentrates on employeelaament in
those competencies that are necessary for orgaarsgtsuccess’and the Hay Group
(2009) confirms that it provides employers with thehicle to implement performance-
related pay. It is, therefore, essential for orgations to implement effective
performance management for all employees (UzcatagaiDiez, 2007; Zingheim and
Schuster, 2007; World at Work, 2007; Cotton e2@08).

However, as Greene has identified (2011), rewatrdsegjists frequently do not possess
a full appreciation of performance management dred ilnportance of ensuring its

proper implementation. In this respect, Zingheind &chuster (2008) emphasise that
improvements in performance management demand mocé than the design of new

forms and procedures. This, however, does not sed readily understood, since as
Crawley (2007:6) highlights, the global 2006/7 Teosvé’errin survey into reward-

management policies and practices“mre than 650 organizations in 21 countries
reveals only 25 percent think their performance ag@ment programs equip managers
to identify, develop and reward high performers verefewer (14 percent) think

performance management creates line of sight tonbas results”.

Therefore, to be effective, performance managemeqtires a comprehensive and
structured approach (Scott et al, 2007; McMullenakt 2009) in which both the

organisation and the employee believe thatat is being defined as performance is
both reasonable and relevant, and agree that iteiwarded equitably, competitively
and appropriately”’(Greene, 2011:48).

More specifically, such a system requires the asgdion to establish goals that align

individual objectives with those of the company abdsiness unit, to identify

expectations in respect of behaviour and resuftd,ta provide important feedback on

performance to support career development (Whid®52 Furthermore, Buchenroth

(2006:34) argues thaemployers must provide the support and tools threg managers

and employees need to reach their goals as weliuadance along the way to help
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promote success'This entails ensuring that employees have fullidedge of all the

available rewards (2006), and rewarding resultseaeld (Sejen, 2011).

2.7.3.2.10 Enabling Environment

Research has shown that many employees have avedatiitude towards working in

an environment that is both safe and equipped witiiern, appropriate tools. Such
working conditions, particularly when an area isllwdesigned, well-organised and
pleasant to spend time in, result in significanpiaovements to workers’ attitudes
towards their jobs (Armstrong and Murlis, 2005; Atnong and Stephens, 2006; World
at Work, 2007).

According to the CIPD (2007), without some fun aexktitement, the well-being
approach is doomed. Heneman (2007:14) arguesahadsitive work environment can
be an important component in an organization’s toéavards strategy”And the CIPD
(2008:1) reports thdbppropriately designed physical working environrtgeare key to
engage and retain an ageing workforceThese observations all echo those of
Zinghiem and Schuster (2000) and Allen (2008) whess the importance of
employers providing a positive work environment lsubat people enjoy coming to
work, and the Hay Group (2010:10) makes the pdmat in order to“proactively
manage retention, organizations must monitor angusidkey aspects of the work
environment that influence employees’ desire tg stdeave”. According to the CIPD
(2006), increasingly more employees are lookingafoienvironment in which they feel
they can contribute positively to something largban themselves, and when

employees are in such situations their overalinteta is improved.

2.7.3.2.11  Work/Life Balance

Work-life balance is one of the most important aspef TR and a necessary ingredient
for organisational success. Such balance makegsgamisation a good place to work,
increasing employees’ inclination to stay, andemommend the company. It increases
productivity, reduces costs associated with turn@red absenteeism, and contributes
greatly to job satisfaction (Heneman, 2007; Roaith Schut 2009). Commenting on a
survey of ninety US employers, Blades and Fond@4(q27) said that66% stated
flexible programmes increased employee engagenttfy said they improved

employee retention, and another 49% cited enhareaditment”.

This term describes specific organisational ideploganifested through various
practices, policies and programmes, which supponpleyees in balancing and
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achieving success at home and at work. A numbesysfems exist to enable this,
including flexible scheduling, covering job sharjimart-time working, home working,

flexible hours and compressed workweeks, teleconmguadditional vacation and paid
time-off, and caring for dependents (Giancola,®208rmstrong and Stephens, 2006;
Heneman, 2007; World at Work, 2007; Cotton et @&, Parker 2008).

2.8 Integrated Reward Management and Talent Management

Khanuja and Harvey (2010:23) use the term ‘talémtiefer to“people who possess
capabilities and experience that significantly impahe success of the acquiring
company and are critical to its continued succesSbnrad (2009:38) notes tHaalent
management is based on the idea that employeearapeganization’s most valuable
asset”, and with this in mind, Blass (2007:10) argues tliats important that any
talent management system is integrated across sfle@s of human resource

management”.

The Deloitte (2005:8) survey states that irrespeatif the size of an organisation or the
industry it operates in, talent management initegican only succeed if they are built
upon TR strategies that are capable of attractigigining, and motivating key talent.
On the same theme, Armstrong and Brown (2005:44)ncent on the general belief
that reward is strongly linked to the creation 6fompelling employment
opportunities”, attracting and retaining talent and ensuring thatorganisation isa
great place to work”.The point is more recently stressed by Armstror@L(216) that
“human capital management is about creating valbetgh people”’and this is a

prime purpose of reward management.

Therefore/it is very important to match the reward stratetgythe talent management
strategy. Once an organization has chosen its tasrategy, it should buy into the
corresponding reward systenfLawler, 2008:74). According to the 2008/2009 Glbb
Strategic Rewards Survey conducted by Watson Whattidwide and WorldatWork,
which represented a total of 1,389 organisatiom®sac24 countries, an integrated
approach to reward and talent management correfatgsist with improved attraction
and retention results but also with stronger fimangerformance. No single reward or
talent management programme alone demonstratesathe level of improvement in
business or human capital results. The Hay GroQp9Z) reports that companies that
adopt an integrated approach to reward and taleartagement are’Less likely to

experience problems attracting critical-skill empdes (20 percent less likely) and top-
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performing employees (25 percent less likely), Uésdy to report having trouble
retaining critical-skill employees (33 percent lég®ly) and top-performing employees
(18 percent less likely), Eighteen percent moreslyikto be high performing
organizations”.The report did also, however, document that leas 8% of the sample

have actually implemented this type of approach.

According to Conrad (2009), the absence of intégnaacross strategic HR functions
generally precipitates poor quality talent managemmitiatives. Lawler (2008)
comments that it is not easy to implement an imegh approach, but nonetheless
confirms that the effort involved in doing thiswerthwhile (2008:75).

As mentioned earlier, the most important goalsrofrdegrated approach are to recruit,
retain and motivate high-performers, rewarding theffiectively in order to achieve

business objectives. The following section discsisbese goals.

2.8.1 Attraction of Talent

Companies worldwide, regardless of their field, uieg the right kind of talented
workers and skill-sets in order to achieve successuyrvive, to flourish in the modern
marketplace, and to gain a competitive advantageni€h, 2007; Scott et al, 2007;
Greene, 2009; Verma, 2009). Extensive researclpégaist organisations in the field
of reward confirms that most employers are strumggto attract critical-skill employees
and top-performing employees (Towers Perrin, 200D, 2008; Lawler, 2008;
WorldatWork, 2007/2008). For example, Hay Groupesrch (2009) reveals that the
attraction of critical-skill employees remained mlgem for employers in early 2008.
Sixty-six percent of US organisations reported iclifity attracting critical-skill
employees. According to CIPD (2010) research, ailainproblem has faced UK
organisations, 81% of which still experience reineint difficulties. The key reasons
for such problems are cited as a lack of necesgaeyialist skills in candidates (73%),
and candidates having insufficient experience (39%@ny argue that this is because
the ‘talent war’ is real and the competition foasme-skilled talent continues to increase
(Greene, 2007; Zingheim and Schuster, 2008).

Regardless of whether an organisation is unsutbeofype or future supply of workers
required for success, contingencies should be mmghted to manage the inevitable
shortages that some companies will face (Greer®/;Zingheim and Schuster, 2008).

Therefore, any organisation in either the publigpovate sector must take steps to get
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ahead of the challenge and be proactive in dewsjoolutions (Zingheim and
Schuster, 2008).

Research has shown that traditional payment andartevpractices are no longer
sufficient to recruit workers with specialised @stable skill sets, as these people have
many choices available to them. Such individualsitwi be rewarded for their
performance and skills, and see this reward in fren of competitive pay and
opportunities for personal and professional grotimfough career opportunities. This
‘better work deal’ requires companies and employeeso-operate to achieve a win-
win situation (Wilson, 2001; Zingheim and Schusg&02; Towers Perrin, 2007).

The implication is that employers should take aertwolistic view of their workers and
the rules which govern them, developing a distugctemployer brand. This also
requires employers to develop honest TRSs, whidhude intrinsic and extrinsic
rewards in order to differentiate themselves in ighly competitive recruitment
environment (Hale, 1998; Poster and Scannella, ;20@kquez and Frocham, 2000;
Kaplan, 2005; Vogel, 2006; Greene, 2007; Koala,82@ngheim and Schuster, 2008;
Verma, 2009).

Clearly, there are many elements to TR, but soreecansidered more effective than
others. O’Neal (2005:23) confirms the top five ets that attract employees as being:
“competitive health care benefits, competitive bpag, work-life balance, competitive
retirement benefits, and career advancement oppaits”. Hale (1998:41) offers a
similar list, though it contains some key differeac‘paying above market average,
training and development opportunities, flexiblerkvechedules, sign-on bonuses, and

group incentives”.

2.8.2 Retention

Retention is the ability of a company to keep vdlwmployees who contribute to
organisational success for as long as the reldtipns mutually favourable. Therefore,
the retention of employees is very important foy amployer, becausevhen retention

rates are low, extra time and money are spent orurgng, selecting, and training new
employees. Additionally, organizations may expesea decrease in performance,
efficiency, and morale(Gentry et al, 2007:1006). There os no easy swiuto the

problem of establishing employee commitment, anfécéfely managing retention
(Allen, 2008). Vazquez and Frocham (2000) stat tbeward professionals worldwide
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are being challenged to develop performance manageamd reward programmes that
improve employee retention. According to the Dédogiurvey (2006:10) tHsvorkforce
retention priority will be especially difficult fonuman resources professionalsind
similarly the CIPD (2008) reports that most UK argations confirm their difficulties
in retaining staff, with only 31% being spared syorbblems in 2008. Likewise, the
Hay Group (2009) confirms the problem met by 47%ewofployers in early 2008 in
respect of their ability to retain critical-skilimployees.

Scott et al (2007) argue that poorly-designed aditypaxecuted reward programmes can
cause skilled employees to leave the organisatienwell as disrupting the effort of
those who remain. Hence, researchers have endeavaaordiscover the secret to
effective reward programme design and executiod,the identification of areas which

are particularly in need of improvement.

The initial steps in developing an employee retanstrategy, according to Lough and
Mackay (1994), are to discover why employees aewitg from groups that are
difficult to recruit for and what this turnover desthe organisation (Taylor, 2008).
Generally speaking, research has shown that emplogbould focus on what
employees value, in order to improve employee cdmemnt and reduce turnover
(Kaplan, 2005).

Some researchers and writers believe that cerlememts are more effective than

others in a retention strategy. For example, adogrib the“theory of organizational

equilibrium an individual will stay with an organization asnigp as the inducemenits
offers (such as satisfactory pay, good working doos, and developmental
opportunities)” (Allen, 2008:3) are better than those of other oigmtions. Hale
(1998:41) argues théthe top five most effective retention methods diexible work
schedules, training and development opportunipagjng above market, stock option,
and group incentives”while O’Neal (2005:23) believes that the top felements that
retain employees arécareer advancement opportunities, retention of higalibre
people, overall work environment, skills developihamd resources to get the job
done”. One of the most recent views comes from WorldakM@007/2008). That
argues that employers should concentrate on lesgesiress-related turnover by
ensuring that organisational design, job design pedormance expectations are

realistic, as well as ensuring productivity.
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In the more recent CIPD (2010) survey, it is inthdathat the most frequently cited
actions taken by organisations to address retentiolude: increasing learning and
development opportunities (47%), improving the ictthn process (45%). increasing
pay (42%), and improving selection techniques (42%proving line management HR
skills was reported to be an effective method oproning retention (72%) but only

39% of employers said they used this method.

Meanwhile, Taylor (2008) suggests that the follayvelements play a key role in staff
retention: ensuring that new workers have realistipectations of their job and
sufficient training during their induction prograres) making line managers
responsible for turnover within their teams; cnegtiskill development and career
progression opportunities for individual employeesisuring that the work is as
interesting as possible; putting consultative bedre place to ensure that employees
have a voice; meeting individual working preferenam hours, wherever possible;
evaluating commitment based on results achievedherathan hours worked;
maximising job security; and treating staff fairlyaking measurements of the costs of
employee turnover is crucial in the preparatiorféctive staff retention practices, but
the success of these programmes should be cheelgathry to ensure that they are

contributing to overall organisational success ¢ghgim and Schuster, 2008).

2.8.3 Motivation

The issue of what motivates individual workers tcereé effort on behalf of their

employers has been raised by several researcharsted in this chapter, since TR
relies completely on being able to provide compgosavhich workers consider to be
attractive and appealing to them. As the literatals® shows, however, workers are
driven by different considerations, expectationsl areeds, even within the same
cultural context, so that it is difficult if not ipossible to predict how a particular reward

or incentive will affect individual behaviour (Arfmeng and Murlis, 2005).

Kressler (2003:11) has asserted thattoday’s working world people need the ability
to work as an individual and as a team member wiithh creativity, initiative,
responsibility, applying and developing talentsptiouing to learn and being willing to
offer and adapt to innovation. Motivation and penfiance are thus decisive variables

that can determine success”

Hence, it is appropriate to explore the subjediwhan motivation. According to Hit et
al (2006:226), motivation refers téorces coming from within a person that account
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for the wilful direction, intensity, and persistenof the person’s efforts toward
achieving specific goals that are not due to apilidr to environmental demands”

Essentially, the study of motivation is concerngthwhy people behave in a certain
way (Mullins, 2006), and what motivates employeegerform effectively (Watson,

2003).

But these questions are difficult to answer, dtite reasons why people work for
specific types of organizations are part of the éwgybject of human motivation”
(Roath and Schut, 2009:4). Aditionally, motivatitreory “explains how motivation
works and the factors that determine its strendwmstrong, 2010:21).

Many researchers (e.g. Hollyforde and Whiddett,204it et al, 2006; Mullins, 2006;
Armstrong and Stephens, 2006; Payne et al, 2051ipguish between two main types
of motivation in the workplace: extrinsic and ingic. The former is what is done to
and for people to motivate them; it arises when agament provides such rewards as
increased pay, praise, or promotion. The latteleisved from the content of the job and
the factors that affect it such as responsibifitgedom to act, scope to use and develop
skill and responsibility, meaningful work, and opmities for development and

advancement.

Many theories attempt to explain motivation at wdrldt they are generally categorised
as being either ‘content’ or ‘process’ (Mullins, @) Armstrong, 2010). Content
theories emphasise the factors that motivate, aoglige guidance on what needs
should be satisfied by a reward system, and incMdslow’s Hierarchy of Needs,
Herzberg’'s Two-factor theory, and McClelland’s asl@ment theories. Process theories
focus on the means by which such factors interacproduce motivation, such as
equity, expectancy, goal and attribution theoridge application of motivation theories
to practical settings is conducted to improve thakwenvironment in terms of the

incentives that encourage motivation (Hollyforde &dhiddett, 2003).

According to Armstrong and Stephens (2006), mativatheory conveys two important
messages. Firstly, there are no simplistic solgtitnthe problem of poor motivation.
Secondly, the significance of expectation, goatisgt feedback and reinforcement as
motivating factors should not be under-estimatetier&fore, motivation theories

suggest that organisations should handle the nimitivantentions of any reward

strategy with care (Hollyforde and Whiddett, 2003).
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According to Hit et al (2006:227)motivation theories support the use of several
managerial practices to increase associates’ mdiva these being: (1) find
meaningful individual rewards; (2) tie rewards t@rformance; (3) re-design jobs
through enlargement or enrichment; (4) provide feerk; and (5) clarify expectations
and goals”. Roath and Schut (2009:4) observe tlegtch of the motivational theories
contributes to the understanding of how total resdgacan motivate the workforceand
Lawler (2003:41) argues that thgreatest amount of motivation is present when peop
perform tasks that are both extrinsically and ingically rewarding”.
Extrinsic/financial rewards provided by employerghe form of pay help to attract and
retain employees and, for limited periods, may ease effort and minimise
dissatisfaction. In contrast, intrinsic/non-finaadcirewards related to responsibility,
achievement and the work itself, may have a lotgen and deeper impact on
motivation. Reward systems should, therefore, mhela mix of extrinsic and intrinsic
rewards (Armstrong 2004, 2010; Armstrong and Mug@05; CIPD, 2011).

According to the IES survey (2009:7), the top footivators were: wanting to provide
a good service, having pride in one’s work, wantitogmake a difference, and job
satisfaction. In contrast, the three major demaedirsawere: poor communications, poor
change implementation, and bureaucracy. Howelkerkey to understanding employee
motivation, according to a survey conducted byllhiB Research Group Inc. (2008) of
more than 1,900 full-time employees in the Unitedt&s, lies'in an analysis of both
what employees say is important in the workplacevel as what drives employee
loyalty” (Randall, 2009:40).

Lundy and Cowling (1996:300) argue thpd]ffort will be exerted which will achieve a
high level of performance if they (employees) pgeecda) that their effort will result in

high performance; (b) that high performance wikdeto rewards; (c) that the rewards
available are rewards which they desirdh short,“a rewards system that ‘gets things

right’ by providing rewards that motivate your eropées”Candrilli et al, 2009:17).

2.8.4 Employee Engagement

In recent years, literature on employee engagemmanincreased, but no consensus yet
exists about its meaning. For Smithson-Abel (2009:&mployee engagement ‘@
broad term that refers to an amalgamation of empébogommitment, satisfaction and
loyalty”. Scott et al (2010:35) disagree, however, arguirag there should be no

confusion between this concept and employee sdtiisfa since “[tjhe focus of
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engagement initiatives is not on making employeggpier but rather on creating the
conditions that encourage high levels of organmai commitment and a willingness
to invest maximum effort in achieving key goals aloj@ctives”.

According to Reilly and Brown (2008), employee eggyaent can be distilled into three
aspectsRational, defining the level of understanding that workersenaf their jobs
and responsibilitiesEmotional a measure of the passion that employees britigeio
work and their organisationsjotivational the willingness of workers to invest effort in
their roles without being explicitly told to do so.

Thereforg employee engagement occurs when employees knowtwhatto help their
organisations succeed, perceive their work as mgéhuj interested and exciting,
expend high levels of discretionary effort on tbbk,jprepare themselves to go the extra
mile and remain with their organisation, and exhitmg-term loyalty (Lucy et al, 2006;
Smithson-Abel, 2009; Armstrong, 2010; Sejen, 2011).

The successful engagement of employees helps coespaie generate more
marketplace power than their competitors and has lsbown to be critical to business
performance (Towers Perrin, 2007; WorldatWork, 20008; CIPD, 2008). Employee
engagement is an active state that drives disaatyoeffort, productivity, retention,
customer satisfaction and ultimately, competitidwantage (Lingle 2005; Reilly and
Brown, 2008; Smithson-Abel, 2009; Scott et al, 201Towers Perrin (2009:2)
analysed the data from 40 global companies, comgjuthat companies with a highly

engaged employee population produced significdrgtier financial performance.

Thus, it has recently become a high priority fornggpublic and private sector
organisations, to try to engage employees (CIPD9R0ndeed, Hay Group research
(2009:9) reveals thafflorty per cent of organizations indicated theyigently focus

on employee engagement measures, while fifty gmrecent reported they would pay

more attention to this in the future”

However, employee engagement is not easily achibyehy organisation, and Hay
Group research (2010) shows that many organisasimnstill struggling in this matter
because the commitment from both employers and@mps$ is not strong enough, it
demanding a tremendous effort from both partiese TIPD survey (2009) has
identified major barriers to engagement as beingpnsistent management style, lack

of fluidity in communications and knowledge shariagd poor work—life balance.
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Many experts in the field (e.g. Vogel, 2006; Callidet al, 2009; Reilly and Brown,
2008; Armstrong, 2010; Khanuja and Harvey, 2010iebe that a TR system (tangible
and intangible rewards) can secure higher empleygmgement by being tailored to
meet individual needs. However, many researchelsagencies argue that intangible
rewards have the most potential to boost employgmgement as well as to create
brand champions (McMullen et al, 2009; Hay Grouj,@ Scott et al, 2010).

Thus, employers can best increase engagement byniathring an employee
engagement survey to discover what drives employ@eserences for rewards and
talent management, and to identify which of thesegoences are the most important.
Sejen (2011:34) observes that one effective approsed by many organisations to
enhance engagement levels“is include improving engagement scores among the
annual performance objectives of line managerds the Towers Perrin (2009:3)
research confirmsrelationships between employees and their diregiesvisors play a
key role in the system of factors that drives eegagnt”. Finally, employers must
communicate the value of the overall rewards, thkies of each element, and how
everything fits together (Candrilli et al, 2009:16)

2.8.5 Effective Management of Cost

Employers seek ways to reduce costs and they, ftliererequire a strategy that
emphasises low cost and less expensive pay anditbggregrammes (Giancola, 2008).
Hence, reward systems are designed with the aigowtrolling costs to what can be
reasonably achieved (Bratton and Gold, 2000). Agated already, TR is an approach
that emphasises the provision of a package of wwar employees to optimise
satisfaction and improve contribution levels (Armosg, 2010). However, Zingheim
and Schuster (2000:17) note that “as workers aperesive and essential to company
success, pay and reward mistakes are potentially megative in terms of failed
strategy and bottom line profit”. Because of thiempanies should manage reward
costs to ensure that TR packages support perfoenand business strategy, thereby

giving value to the organisation (Kaplan, 2005; ®osvPerrin, 2007).

TR is principally concerned with managing costs av@éstment. Successful employers
in this respect are more likely to achieve theaaficial, corporate and human resources
objectives, therefore maximising the return on rthrewards investments. However,
research by Worldatwork (2007/2008) reveals timabst companies ignore this fact
and keep rewards as a back office staff functi@@att, 2000:27). Also research by the
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Hay Group in 2009 (2009) confirms its previous &esk findings that most
organisations still do not evaluate the return ovestment (ROI) from their reward
initiatives. And similar results were obtainedGrawley’s (2007) study, which reveals
that a majority of companies (72%) stated they madormal mechanism for assessing
the return on their reward spend. Because of thayers Perrin (2009) advises
organisations to systematically evaluate the imphatewards costs on both the risk
profile and overall financial performance of thesimess as a whole.

When employers want to effectively manage cosgxamination should be conducted
into what motivates employees, which should theradted upon. Simultaneously, the
company should attempt to move away from a patstiatelationship by emphasis on
performance-related pay (Scott et al, 2007). Tloeegfbased on measures of TSR
effectiveness, organisations following the prospestrategy are seen to have a positive
relationship with performance. The Worldatwork (2D0esearch indicates that the
majority of respondents attempt talign business units and subsidiaries around a
common strategic business visio@hd to a lesser degree, centralise operations to

achieve cost advantages.

Moreover, a carefully planned and executed TR @ogne carfincrease the return on
existing programmes, better control costs, and tionc as a major source of
competitive advantage{Hay Group, 2009:10). Essentiallfhe right reward strategy

produces a rich return on your investment in peb@eandrilli et al, 2009:16-17).

2.8.6 Improvement of Performance

Performance means both behaviour and result (Bramba998). According to
Armstrong and Brown (2009:43)ne of the prime objectives of total reward stigye

is to create a high performance organisational erdtin order to improve individual
and organisational performanceMany management scholars (Scott et al, 2007; Allen
and Helms, 2001; Allen and Helms, 2001; Rumpel lsiedlocof, 2006; Christofferson
and King, 2006, Greene, 2009) state that a weftedlaTRS contributes to overall
organisation effectiveness and that an ineffeatexeard strategy can cause damage to
the success of an organisation. This is becausdfactive TRS enables organisations
to offer rewards that fully differentiate themsedvand that enhance their ability to
competitively attract, retain and motivate worketso are able and willing to contribute

to the strategic objectives of the organisation.
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However, Bragg (2000) states that it is frequeh#yd to predict the impact of a reward,
and consequently short-term trials are necessamgvéduate reward programmes to
establish whether they work in the desired wayhdf programme works, then it can be
extended, whereas if it does not fulfil its intedd@inction, it can be replaced with
another system. Towers Perrin (2008) highlight ssvepportunities for companies to
improve their performance, and Worldatwork (2009urfd higher levels of
organisational performance when the following ooedr organisations utilised a
defined competitive business strategy and followeduality defender or prospector
strategy; the competitive business strategy wagnatl with HR and compensation
strategies; the organisation adopted more cergdhllicies and programmes across
business units and was team-based; there wereadecoreasures of performance,
higher levels of pay variability and use of nonkcaswards; and there was a consistent

business strategy across business units (Scdit260y).

According to Hay Group research (2009), organisatiare focusing on creating a link
between their reward programmes and organisatiaohlevement. However, it is
argued that organisations are missing a key oppitytto influence their performance if

they do not take a TR approach to reward strategigd (OpenSymmetry, 2009).

2.9 Summary and Conclusion

In providing the first of two chapters investigatithe literature on TR, this one has
given some historic information by firstly consigey the concept ofreward
managementand what that entails in an organisational contéixthas sought to
demonstrate that rewards do not necessarily have tpurely financial, and that for
organisations to be effective in their staff rebnént and retention, they should adopt a
reward strategy that embraces a number of benefiish are of potential value to

employees.

The concept of TR is generally seen to have emeaigedresponse to this need and also
to the rapidly-changing business environment broaglout by technological advances
and the resulting globalisation. This altered emwment has brought increased
competition and the requirement to satisfy talengtaff with innovative reward
packages. Hence, employers are now very inter@stetiat TR can offer. The chapter
has concluded by exploring the characteristicsnoéféective TR strategy and how such
an approach should be designed. In the followiraptdr the specific challenges facing
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organisations in their efforts to implement a TRS& identified, and the critical success

factors in this respect are highlighted and disedss depth.
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CHAPTER THREE

THE CHALLENGES OF TRS IMPLEMENTATION AND
CRTICAL SUCCESS FACTORS IN RESPECT OF AN
EFFECTIVE TRS

3.1 Introduction

Having considered the historical development, cptydeenefits and current appeal of
TR in the previous chapter, this chapter exploree thallenges facing TRS
implementation and the conditions that must bestati for the successful operation of
such a programme. The chapter is divided into smations: Section 3.2 discusses the
criticisms made of TR, and Section 3.3 explains tiallenges facing most
organisations in its implementation. It discusske problem of how to create an
approach that reinforces business objectives, whilisnultaneously motivating
employees by offering suitable rewards based oir theeds and desires. This is
followed by Section 3.4, in which the critical sess factors associated with TR are
highlighted, together with a discussion of the imi@oce of sound analysis and strategy
in creating a TR strategy rather than using moreege techniques. Finally, section 3.5
provides a short summary of the chapter.

3.2  Criticisms of Total Reward Strategy

Despite the many potential benefits of TR, Gianc¢2008:56) states'some
organizations still do not agree on whether totalvard was the right approach for
their organization, because they believe that ibis broad and their employees mainly

care about pay and benefits”.

The various criticisms of the TR approach, are igatwofold, as Brown (2001)
observes, these being:
* In practice, it is not easy or straightforward taka changes to pay and reward
systems
« In reality, therefore, the business strategy isthetmain influence on pay and

reward schemes

While many companies like the idea of TR, they ofi@l to implement such a strategy
and some struggle in knowing how and where to.starthis respect, the CIPD survey

entittedReward Management 200&veals that employers believe that they are batter
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integrating the tangible rewards (pay and benefiis) a TR approach than the
intangible rewards (learning and development, widekbalance and so on).

Likewise, Giancola (2008) believes that despie TR concept being fairly simple to
understand, operationally it can be very compleseatiment echoed by the Mercer
European Total Rewards Survey 2007 reportingdhbt 17% of employees considered

their TRS to be ensuring employee satisfaction.

On this theme, Brown (2001:13) writes tHdespite the greater incidence of written
reward strategies, there are still many examplesomfanizations suffering because
their reward practices conflict with what the busss strategy requires of their
employees”. Furthermore, Armstrong and Brown (2005:44) note ¢omment from

some commentators that TR is just anotlilavour of the month”,the importance of

intrinsic rewards having long been recognised. Mweee, Giancola, (2008:52) believes
that “some organizations may view a total reward strgterg a HR strategy and see

nothing new in the concept that would require anged.

Within a TRS there are several inter-related andually reinforcing processes. As
Armstrong (2009:743) staté§ R is holistic; reliance is not placed on one ownd
reward mechanisms operating in isolation, accoutaken of every way in which

people can be rewarded and obtain satisfactionugrotheir work”.

That said, Reilly and Brown (2008:46) argue thHahost empirical research
demonstrates that many organizations take a viewRfwhich is too narrowand

consider only the programme’s competitiveness fadwtal cash compensation or total
remuneration standpoint, or focus only on the totabnetary value delivered to

employees”.

And according to a CIPD (2009) Survey of Reward Bgement, only one-fifth of the
sample had adopted a TR approach, while a furtBés planned to do so in 2009.
These findings may be due to the sample itselecabse employers are unsure whether
what they are following is truly a TR model. A stealnumber of employers compared

to the previous year intended to create a TR ajgproa

It is accepted asmajor disadvantage of TR thiadoes not offer a ‘quick-win’ solution
to the problems of reward and that it is not eamydrganisations to know how to
balance the element of employee personal choicerendusiness needs (Brown, 2Q05)
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Nonetheless, despite this criticism and the paéulifficulties facing organisations in
implementing a TRS, many scholars believe thatrasgdions that broadly define TRs
achieve success (Scott et al, 2007). Indeed, MandsGraham (2002:4) argue that
organisations wilftruly distinguish themselves in the labour marlketm competition
and earn employee commitmentind Zingheim and Schuster (2003:24) suggest that

TR provides the best way to attract and retairtapdalent that organisations need.

Additionally, it is claimed that TR creates a higlerformance culture, generates
maximum return on the reward programme investmant] influences employees’
behaviour and attitudes (Wilson 2003). Furthermdd&Neal (2005:23) offers the
opinion that the benefits that the employer wilingitom implementing a TR approach

“are difficult or impossible for competitors to digate’.

It is believed by many experts in the field (e.giekls, 2007; Bau and Dowling, 2008;
Armstrong and Brown (2009) that it is imperative mployers to deploy a broad
range of reward elements. Wilson (2003) stressas ithTR is limited or a minor
element of a firm’s strategic plan, efforts to emt& the reward system will not be
considered to create value. And Manus and Grahd2(2) argue that thétmore
limited view of reward is also a more costly view,organizations may tend to respond
to every situation with cash”Therefore, organisations must implement TR appresich
that cost less but still motivate and engage engasy(Heneman, 2007; Giancola,
2009).

Whilst the strategic and holistic TR concept isilgasnderstood, it is very difficult to
implement, primarily because it does not offer dantasks, quick-fix solutions or
instant rewards, and is a much greater challenge #imply setting competitive pay
levels. It also has wide-reaching implicationsdpproaches to reward management and
for cultural change in organisations; hence, iturets courage and patience (see for
example, Zingheim and Schuster, 2002; Graham, 200A&3lditionally, Reilly and
Brown (2008:46) stress thdbadly designed or executed rewards can hinder any

benefits that employers gain from this approach”.

Against this background appreciation, Armstrong Bhdalis (2005:c11) explained that

TR requires the use of the key competency levetsaedf-management, self-awareness,

social awareness and relationship management ilorganizational context as a part

of the approach needed to secure leadership exxalan pursuit of significantly raised

performance”. Moreover, Towers Perrin (2007) confirms that impésting an
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effective TRS relies mainly on gaining managemefrimation from which insights
into job descriptions, worker expectations, andngles to workforce demographics can

be gained

Mercer (2005)elieves thathere are decision support tools available today atlow

companies to store and access all internal jobeanployee data as well as external
rewards market information. Such a data base oészdole information enables a
company to conduct tasks such as market pricing,epaluation, data analysis, and
reporting, and with knowledge of these, managensncanage rewards more effectively

and efficiently.

However, Towers Perrin (2007:67) reports tHatv organizations have the tools and
metrics to accurately identify and assess the douitions of the various segments of
their workforce”. Clearly, companies need to decide how broadly thent to define
TR, how they will tailor rewards to meet the divenseeds of their workforceand
manage cost effectively according to what they adaquately measure and manage
(Zingheim and Schuster, 200Greene, 2009). As noted by Thompson (2001: &

need to rethink what is and what is not reward”.

Giancola (2008:59) supports this assertion, saymmgch work apparently needs to be
done to improve and facilitate its adoption and lempentation in the future'The next
section therefore discusses that work under th@dyaof the main challenges facing

most organisations in implementing a TRS.

3.3 Challenges to the Implementation of an Effective TR

Lawler (1990:22) perceives the challenge as b&ioglevelop pay programmes that
support and reinforce the business objectives ef dhganization and the kind of
culture, climate and behaviour that are neededti@r organization to be effectiveiut
also believes thatit is entirely possible to design a reward systéhat motivates
people to excel and satisfies them while at theesme contributing to organizational
effectiveness{2003:58). This raises the issue of whether engsbwctually know and

understand what motivates their employees.

According to Kantor and Kao (2004:1T)here are three main sources of chaos in the
TR approach: Disagreement on the usefulness of tewards; Vague total rewards
strategies; Poor and ineffective communication”Likewise, the CIPD reward

management survey of 2007 identifies the most comamnallenges as: the lack of line
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management skill and ability to implement the siygtas intended; the lack of support
from top managers, front-line managers, staff anobns; and poor communication

and/or lack of support systems.

Moreover, Worldatwork (2007) states that organisetican find it difficult to balance

the needs of employees with those of the businedsed, Uzcategui and Diez (2007)
believe that many companies are facing numeroukediges such as: trying to operate
a balancing act between skills shortages and pgefiteration; remaining profitable
whilst still being flexible; and driving desiredlieviours and business outcomes.

Furthermore, according to Giancola (2008:56¢veral surveys indicate an uneven
record of adoption and difficulty in beingtegrated with business stratégwhilst the
CIPD survey (2009) added budget constraints tdishef challenges, reporting these to
be the biggest inhibitor to the successful openatad a TRS, followed by line
management skills and abilities, line managemeitudées, and staff attitudes.

Clearly, there are problems associated with thecéffe implementation of a TRS.
Indeed, the 2008 Thomson Survey of Employee Rewatakeh which studied 755 UK
employers, found that a third of all respondentselsed that their reward strategy was
either not very effective (23.11%) or they didnfidw whether it was effective or not
(8.59%). Therefore, as Zingheim and Schuster (20€@)firm, without a clear
understanding of these challenges, the chancescgess in making reward effective

are weakened. The main challenges currently famiggnisations are now explained.

3.3.1 Misalignment of the TRS with Business Strategy

It is emphasised that today’s business environrdentands that rewards strategies be
tightly linked to business strategies — what iswnas Yertical integration” (see for
example, Lawler, 2003; Gross and Friedman, 200 stmong and Brown, 2009), and
that increasingly, employers are acknowledging ithportant role played by reward
programmes in achieving their organisations’ bussnegoals Ultimately, the

organisation’s business strategy needs to drivegivard strategy.

Some authors (see, for example, Kantor and Kao4;2Bfbwn, 2005; McMullen et al,
2009) have stressed that in order to have a weklldped business strategy, an
organisation must create a reward strategy thdtemitourage the kind of behaviour
necessary to make that business strategy workorédfof the strategies changes, then

the other needs to also change.
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The Mercer European TR Survey (2007) showsaltabugh it is a high priority to link
TR to a business’s strategy, many organisationsatebenefiting from an improved
competitive advantage. In the absence of a weleldged business strategy, no reward
strategy will be successful, therefore indicatihgttfailure may result in both these

strategies unless they are aligned correctly.

According to Pfau and Kay (2002),lack of alignment may be the result of a lack of
planning rather than being due to any specific akist since the business and reward
strategies may have been created by two differentps of people and not necessarily
at the same time. Another possibility is that teevard system is simply an ad hoc
system for paying people, rather than a meanspgating or communicating strategy.
Irrespective of the reason for a lack in linkagee brganisation should work on it
immediately in order to solve this problem andchiave its objectives.

Moreover, according to Armstrong (2010:8R)is difficult to determine precisely how
reward strategies could help in specific ways tppgrt the achievement of particular
business objectives’Giancola (2008) confirmed that more effort must rhade to
connect the TR and business strategies. In a $atgion, an explanation of the steps
required of an organisation to avoid this misaligminand to gain benefit from
consistency between the reward and business strategprovided.

3.3.2 Lack of Appropriate Line Manager Skills

According to Armstrong and Brown (2005:43), linemagers represent the “Achilles
heel” in the delivery of reward strategies. Indett, lack of appropriate line manager
skills is agreed by many researchers as the maafiedge to many organisations
wishing to implement an effective TRS (e.g. Bro2@01; CIPD 2007).

This indicates that line manager support and comasamt in respect of TRS

implementation is essential for its success (Mckhland Stark, 2008), yet Brown and
Perkins (2007:87) cite the CIPD research, stativay less than 50% of organisations
involve line managers in the development of theward strategies, and a Hay Group
study (2009:8) reports that only 28% of respondénetieved their managers manage
the pay-for-performance relationship effectivelyloreover, Towers Perrin research
(2009:4) reveals that “more than 40% of respondgat® neutral or negative responses
regarding their trust of supervisors”. Hence, emeie must develop line management
capability, and provide appropriate tools to enstirat managers offer intangible

rewards like coaching and assessing employee peafoze, giving feedback,
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recognising achievement, and providing meaningfilki{Armstrong and Brown 2005;
Towers Perrin, 2007; Armstrong, 2010; Scott e@l0; CIPD, 2011).

3.3.3 Employee Resistance

Sejen (2006) argues that rewards will only workhiéy are meaningful to employees
and influence their affiliation with the organisati and according to the CIPD Total
Rewards factsheet (2008), TR should enable all eyepls to have some say in the
operation with the employer receiving more engagegloyee performance in return.
Likewise, McMullen et al (2009:10) also stressedttimvolving employees in the

decision-making process can help them believe twgitribution is being recognised.

However, Brown (2001:13) suggests that reward mestconflict with what the
business strategy requires of employees. Hencemfamy organisations there is a
substantial challenge to re-orient their culturaltow the involvement of employees in
reward matters (Towers Perrin, 2007). This echbesfindings of the Mercer 2005
survey on TR which indicated that best practice axigrnal benchmarking are most
commonly used to develop reward strategy rathen thaployee surveysWatson
Wyatt's 2005 strategic rewards survey found thaty @8% of employers factored
employee preferences into the rewards design poc€&€onsequently, many
organizations are foregoing the opportunity to ustdad whether investments in
different rewards plans are valued by employeessapgort their attraction, motivation
and retention goals (Sejen, 2006).

Moreover, according to Starzmann and Baca (20044Gi% of the more challenging
issues today’s professional faces is overcomingstasce from employees who claim
that total rewards is simply hiding the further simn of benefits and paltry salary
increases"As mentioned before, the increasingly diverse wandd generates different
expectations of rewards, but as Thompson (2004=t8jes “if these different
aspirations are to be met, they first need to midied and understood”.Employee
involvement in the formulation, implementation, aehluation of the TRS is crucial,
and most authors (e.g Lawler, 2003; Manas and @&raR@03; Vallas, 2006) agree that
it brings benefit by helping to create worker idécdtion with the organisation,
subsequently leading to improved performance. \Adriteave stressed that people
cannot be treated merely as a factor of productiod that their values must be
translated into specific and practical action. Imstrespect, the CIPD (2006)
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recommended that employee representatives be iedohs early as possible in the

design, choice and implementation phases of a TRS.

Lawler (2000) highlights that involving employee@stihe design of their rewards system
increases the level of acceptance and understarafing once implemented, thus
improving its survival chances. Most experts agteat employees will help the
organisation make TRS work best when associatetd Wigh involvement in its
development, becauspeople most readily accept change they are helgmgreate,
so involving them can make communication, undedétgnand acceptance much easier
in both the short and long run(Schuster and Zingheim, 2002:25).

Furthermore, programmes should be owned by empdogedhat organisations have a
better chance of implementing reward approacheaseat the needs of all employees,
irrespective of aspects such as age, gender andhtasps (Zingheim and Schuster,
2000; Brown, 2005; Caird and Aranwela, 2008; CIRO08).

In this context, the CIPD (2008) states that a nemif employers have already
introduced a financial education programme, in ptdeensure that employees have a
better understanding of the type of behaviour, eslperformances, and attitudes the
organisation is rewarding and why. It is noted thditen organisations pay greater
attention to the involvement of employees in impdetmg and managing changes in
rewards, they are ensuring long-term adaptabilitgd austainability (CIPD, 2006;
Brown and Perkins, 2007).

3.3.4 The Introduction of Intangible Rewards

One challenge in implementing a TRS is to ensua¢ ithprovides a range of rewards
(CIPD, 2008; Reilly and Brown, 2008). Indeed a Dtdosurvey (2006) reveals that
only 12% of respondents said that they used a elfimethodology to factor non-

financial rewards, such as work/life balance progrees into their programmes.

Similarly, Christofferson (2007) and (Giancola 2p0@lieved that TR is an extremely
challenging concept when defined broadly, includihg intrinsic work- environment

factors, and other intrinsic factors. The tangiiements of total (financial reward) are
quite clear cut but intangible or non-financial exds are more difficult to measure.

As seen in the previous chapter, most scholarsaratea of motivation and employee
satisfaction, agree that non-financial rewards lik&ning and development, career

paths, work environment, work/life balance and pih&insic work factors are crucial
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in attracting and retaining employees, gaining @yg¢ commitment and positioning
the organisation for growth (e.g. Kressler, 2008nstrong and Murlis, 2005; Hit et al,
2006; Mullins, 2006).

In this vein, a recent Hay Group (2009:8) survegorted that “[h]alf of the firms in
this study define rewards as more than just pay leenkfits; and say that intangible
rewards are the drivers in the company employechafice platform and the primary

vehicles in attracting and retaining talent”.

However, when trying to explain why the majority employers find difficulties in
including such rewards in their overall strategssne researchers argue that to do this
would require significant top management efforg #mey would need to encourage and
guide the human resources personnel since theggepgepend upon management to
provide the lead by having a clear idea about rdsvée.g. Armstrong and Stephens,
2006; Giancola, 2008; Reilly and Brown, 2008).

The Hay Group (2009:7) provides the further expiimmathat “managers play a
significant role in fostering the work climate ofh arganization ... Getting reward
programs to work is increasingly the job of line magers” and the Hay Group
retention studies, have continually found that iy situations of voluntary employee
turnover, people tend to leave bad bosses ratlzer llad organisations (Hay Group,
2009:8).

Moreover, during the 2007 WorldatWork Total Rewa@tsnference, selected panel of
experts in the various areas of TR (Longnecker,e@e and Daly) were asked to
consider some of the current challenges facing fidRepsionals, particularly what they
believed were the reasons why some companies seetm understand TR.ongnecker
said it was easier to deal with the external fimanissues, like compensation and
benefits since many people struggle in trying tdaerstand the whole package, which
just adds more complexityaly believed that elements of intangible rewards hee t
hardest to deliver well because they rely mostina inanagers, and TR professionals
have the least control over them. AGdeenesaid that it was difficult to measure the
results. However, they all agreed thdireaking down the traditional silos of
compensation, benefits, work-life, performance eswbgnition, and development and
career opportunities was the key to making the muafstany TR programme”
(Workspan, 2007:21-22).
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3.3.5 Ineffective Communication

According to the Watson Wyatt European TR surve§08), and the CIPD (2007),
companies believe more targeted communication & rost critical factor for

successful reward delivery. That said, the 2008nT$un survey of Employee Rewards
Watch found that 36.07% of respondents reportett teevard strategy was not well

communicated to them.

As Keys (2008:1) state&leveloping a reward plan is only half the battléow you sell

it is going to be &ey in getting your message to employeégicording to Mercer
(2005), an important challenge facing HR executisesommunicating the value of
rewards. Gonzalez (2008:68) agrees tita¢ absence of communications can erode
the effectiveness of even the best-designed repragtams and poor communication
will limit the success of even the most sophistaand strategic total rewards
offerings”. Basically, employees need to understand whaeiisgboffered before they
can estimate its value. Lack of understanding nead Ito poor decisions to accept
and/or continue employment, disengagement, poofoipeance and ultimately, a
suboptimal return on investment in TR; thereforcR Tommunication must be
compelling. Starzmann and Baca (2004:71) state @hgtstrategy not communicated

will probably not survive.

Unfortunately, Greene (2009:76) confirms thdemployees often do not fully
understand why their reward packages are what #reyand often misunderstand how
programs actually work Moreover, Scott et al (2008)note that compensation
professionals believe employees’ understanding gérasational reward strategies and
philosophy to be limited, less than 40% of empleyappreciating the fundamental
details of their TRS and philosophy. Similarly, tHay Group (2009:8) found that less
than 40% believe their managers are effective atngonicating reward programmes.
Therefore,'the communication of a rewards strategy and ploloisy, in general, is an

area that needs greater attention in many compani€sancola, 2008:57).

Zingheim and Schuster (2002:25) noted titf@t strong and consistent communication
is essential’, and Vallas (2006:25) concurred sayintgffective employee
communication can make a big difference when itesota implementing a total reward
strategy such as higher employee engagement, lwsover and, ultimately stronger
financial performance”. The Hay Group (2009:10) believe that regularly

communicating the total value significantly imprevéhe effectiveness of reward
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programmes, and suggests that employ&msnsider key messages, messengers,
communication media and audiences, develop a cafrsetion that weaves reward
program messages into the fabric of the organizatemsure core messages are clearly

communicated and reinforced”.

Therefore, organisations must be open about how rirenage and administer reward.
In this respect, many agencies (e.g. Mercer, 2@0BD, 2007; Towers Perrin, 2007)

suggest that operating a reward scheme secrethoftan cause more disadvantages
than advantages, due to the fact that people aftge inaccurate judgements about the

fairness of the reward system, and hence preappatblems with morale.

To be effective, communication with employees abrewtard strategy and philosophy
must be easily understood, but this continues mdet the case in many organisations
(Giancola, 2006).

3.3.6 Flexibility to Satisfy Variation within Personal Needs

According to Healey (1998), employees value theipeyers’ attempts to understand
their personal needs, but currently, some debate@mihe TR field exists about where
to draw the line over choices related to persorgds (e.g. life assurance, computer
choice, etc.) as it is extremely difficult to madtemployees’ requirements, even if they
are prepared to sacrifice other benefits (Petrligzlal, 2006 \Worldatwork, 2007).

The Hay Group (2009:5) reports that organisatioastimg to introduce an effective TR
approach must firstlydevelop a ‘line of sight’ between what an employes and
business results"However, a commonly-accepted major disadvantagdraf that it is
not easy for organisations to know how to balarte® tiwvo elements of employee

personal choice and the business needs (Gian€ifl8).2

On this theme, Schein (1992.76) argues tAi& programmes must be driven by the
intrinsic needs of the employee. All employees hpeesonal needs that are
distinguished from their basic financial needs. dadress those needs organizations
must offer work-life programmes that help employegse with their personal lives and
the daily grind of the workplace.Clearly, it is not easy for organisations to knie
personal needs of their employees and a substahtienge to employers is to explore

what will act as motivators and what will not.

Cotton et al (2008) explain that there is a needfoployers to take a holistic approach

to their TR packages to identify how what they offell meet the different needs of
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their employees. This entails finding out what emypks’ needs and preferences are

and linking their TR strategies to them.

The CIPD (2008) has claimed that during the nexty2@rs the labour market will
become increasingly diverse. Despite this, few camgs have considered whether their
reward packages are appealing to all employeesdiega of their age, gender and
caring responsibilities. Research CIPD (2007), &tample, revealed how few
employers have actively considered how attractiveirt TR packages are to older
workers as well as to younger and middle-aged ones.

All the studies and surveys undertaken indicate mleed for employers to be
increasingly flexible in their arrangements (imterof flexible working and benefits) in

order to stand out more in the marketplace and theeteeds of their employees.

3.3.7 Ineffective Performance Management

Performance management plays a critical role ird#lrery of reward strategy. Cotton
et al (2008) stated that effective performance manmeent for all employees is essential,
and the 2008/2009 Global Strategic Rewards Surgemducted by Watson Wyatt
Worldwide and WorldatWork (representing a total 19889 organisations across 24
countries), revealed that the power of performanemagement extends beyond after-
the-fact assessment of employee contributions. Bking reward outcomes to
individual performance, effective performance mamagnt allows employers to deliver

on the reward promise.

According to Worldatwork (2007/2008), to fully resd the power of rewards, it is
necessary for employers to measure the effectigeakperformance management by
multiple criteria, including: growth, profitabilitybuilding customer loyalty, building
human capital, and operational excellence. Furtbeemthey need to have clear,
understandable and challenging performance meadweshese must also be realistic
and achievabléKantor and Kao 2004; Latham 2007). According tgeB42006), one
way to strengthen the connection between performmamanagement and rewards is by

investing in formal training for managers.

3.3.8 Poor Implementation of TRS

Armstrong and Brown (2009:160) note th[]ll too frequently there is a say/do gap

between the reward strategy as designed and thegegly is implemented”And

Giancola (2008) has the same idea, observing thé¢ wiany companies agree with the
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idea of TR, they often fail to implement such atgy and some struggle in knowing
how and where to start. That fact is confirmedHhry $tudy conducted by McMullen and
Stark (2008) of 1,200 organisations in 80 countrsich shows that the majority of
organisations fail in effectively implementing theeward programmes, with only 30%
being successful in this respect. Indeed, as Aongtr(2010:55) comment$yhile
planning a total rewards programme may be hard,lengenting it can be even more
difficult”.

Gonzalez (2008:68) statésiost organizations fail to achieve the real betgeff this
approach, because most organizations make theal ta@ward decision based on

incomplete and sometimes inappropriate data”.

The common reasons for implementation problemsrdoog to Armstrong and Brown
(2009:161), arépoor project management, inadequate attention @naging change
and neglecting to ensure that supporting processeh as performance management
are in place ... failure to achieve acceptance, us@rding of and commitment to the
strategy by involving the line manager, staff aneirt representatives in the design and
testing of processes’Moreover, the key challenge to reward systemsiaghable to
align them with the drivers in an organisation’s@®ss. In this respect, Thomas (1998)
believes that many organisations are missing oppiies to add better value to
business performance because their TR managemdéatlig (also see Cotton et al,
2008).

However, the evidence is that organisations areeasingly turning to TR. In its
survey, Towers Perrin (2008) found that a TR apghtdaad been adopted by one-fifth
of the sample, with a further 22% planning to fallthis approach in 2009; and in the
latest CIPD (2011) annual reward management sumes,third of employers overall
were shown to have adopted a TR approach, withifsignt interest additionally
recorded in introducing such approaches in theréduamong employers. The key to
effective implementation would seem to be as nte®@rown (2005:10) that strategic
HR partners and leaders should not copy the impitatien strategies of the many
other organisations known to have introduced TR, tbudifferentiate themselves by
tailoring design arrangements to suit the goalscnadacter of their businesses, thereby
delivering a ‘best fit'. That advice is confirmeg blay Group research (2009:8) which
reveals that best practices are not about sophistiaddesign but rather what works best

for organisations given their strategies, busimpegsities, values and work cultures.
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3.4  Critical Success Factors in Respect of an Effectiveotal Reward Strategy

As indicated in Chapter Two, an effective TRS letadihe creation and sustenance

of a high performing organisation with corporatdigg and which employees regard as
a great place to work. However, although it is ddteat the rhetoric of the TR concept
is definitely compelling (Armstrong and Stephen80®), it is commonly agreed that to

develop such a strategy, an organisation needsajat @ holistic approach to all aspects
of the reward relationship, from the financial teetnon-financial, so that the total

reward offering is greater than its various pa@té’©, 2008).

Moreover, it is necessary for companies to base #tetegy on sound analysis and
strategy, rather than using more general techniguet as benchmarking and best
practice (The Future of Work, 2008). For that reasihe increasing importance of
critical success factors (CSFs) to government asgéions and industrial companies,
and how these phenomena extend effectiveness ilRBe will now be considered.

Critical success factors are those attributes,tesse skills that are required for the
creation of a successful TRS. Rochart (1979:70) tadirst to define the concept of
critical success factors as beittge limited number of areas in which resultsthiey
are satisfactory, will ensure successful competiperformance for the organization”.
Boynton and Zmud (1984:62) also took this lineimafy CSFs as thfew things that

must go well to ensure success for a manager arganization”.

In terms of creating an effective TRS, they canvimwed as those activities and

practices that should be addressed in order torentsusuccessful implementation and
according to Moreen and Stevé€2006) and the Towers Perrin study (2007/8) five
CSFs should be borne in mind when attempting tateran effective TRS, these being
that: the strategy needs to address the entireagmpint value proposition; the different

sections of the plan should fit together and complet each other; the plan must be
designed to support the organisation’s businessesfy; the strategy is based on hard
facts and quantitative analysis; and that thesffexctive communication, administration

and monitoring of the strategy.

Recently, McMullen et al (2009) highlighted the m&SFs in respect of implementing
creative TRSs. They argued that: the employer rfiestly focus on ensuring there is
excellent execution of reward packages; companiesst nensure their rewards
programmes are fully aligned with the organisasogobals, strategy and culture; there

must be gpromotion of the TRS across the organisation atahgible rewards must be
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effectively leveraged; managers’ skills must beduge the implementation of the
rewards strategy; and HR needs to support andthelmanagers in operationalising the

reward strategy.

Hence, it is of the utmost importance to deterntiese aspects of an organisation that
are significant to its operation so that they cantaken into consideration at the
beginning of any project, since if they are neglddn the decisions, the project will not
be successful. From his survey of the literaturthenfield, the researcher has found the

following key CSFs.

3.4.1 Good Philosophy of Reward Strategy

According to Towers Perrin (2009) the key elemafitan effective TR strategy include
a robust overall philosophy - a TR philosophy thegiresentsthe broad values and
beliefs that an organization holds about reward$?uehrer, 1994:54). Armstrong
(2004:73) has also defined reward philosophy a$ wWiach “provides the guiding
principles and sets out the beliefs and values upbith reward strategies, policies
and procedures are basedHowever, Blackburn and Bremen (2003) claimed that
TR philosophy needs to reflect the company’s gaalsvell as reinforcing its desired
culture. Moreover, Kantor and Kao (2004) stresd thare is a need to recognise
unifying core values and principles, when thinkadgput making choices in defining a

TR strategy

The organisational reward philosophy is addresgesdelveral TR experts who provide
advice regarding what it should look like. Armstgoand Brown (2006) suggest that
the system should support the achievement of bssiokjectives, as well as being able
to attract, retain and motivate excellent employe®sd the Wilson Group (2005)

believes that organisations should develop priesifgb provide guidance for their TR
programmes, and thus provide a framework for funeneard programme decisions.
Guiding principles should contain: scale of emphasiompetitive position, cost

efficiency, flexibility/consistency.

According to Armstrong (2010:71he UK Civil Service reward principles are based
uponbusiness and workforce needs, recognizing andctefte workforce groups, and
the continuing value and the sustained contribubioemployees antheir performance.
They include all aspects of the ‘employee dealhgthle and intangible elements of
what is offered. Competitiveness covers each elewfenR. There is no discrimination

between direct and indirect reward, reward systanasstructures are perceived by staff
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to be reasonable and transparent, and they aredpmiily evaluated and updated to

ensure that thegontinue to meet the requirements of legislation.

According to Towers Perrin (2005), the criteria antes (formal or informal) must be
clearly applied to all employees to achieve fundaaevalues like“transparency,
equity and fairness in operating the reward systéArmstrong and Stephens, (2006:6)

3.4.1.1Transparency

According to Mercer (2007})ransparency is one of the guiding principles fopriaving
reward management. Armstrong and Brown (2009:18tg dtansparency to medhat
people understand how reward processes operatehandthey are affected by them”.
Lawler (2003) stressed thatganisations need to be more open about how revasl
managed and administered, in addition to recognisimat employees are

knowledgeable consumers of company reward infoonatnd practices.

Therefore, advice on communicating the TRS withigaaisations comes from the
following sources: WorldatWork (2007), Scott e{2008), and the CIPD (2009). Their
advice includes creating a communication plan aalkinig to employees to identify
what motivates themith regards to methods of communication, they ssgg wide
range should be used, including: road shows and dpgs; Intranet/ Internet; bulletin
boards; videos, CD-ROMs; newsletters; individudieless to employees at their home
addresses; meetings with HR reward professionaly lare management; Q&A
sessions; focus groups; demonstrations with compatelelling; telephone and e-mail

help lines; one-to-one consultations and rewardfisnstatements.

Furthermore, Towers Perrin (2007) points out th@hmmunication must be frequent,
effective and consistent, reinforcing key messagad the context for change.
Berchelmann (2007) believes the communication shooé brief and easy to
understand. And Aquila (2007) surveyed severalistudvhich demonstrated that an
organisation achieves greater productivity and ifabiity when its workforce

understands what behaviour and performance isnegtjof them. Hale (1998:46) states
that “strongly communicated reward strategies appearhtve a profound effect on
overall retention and company performance, becausen people understand reward

strategy they do a better job of encouraging thegany's culture and behaviours”.

Therefore, it has become imperative for organizations to jxea eye on the morale of

their workforce and work to keep it positive thrbugffective communicationRandall
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(2009:43). The Hay Group survey (2010:28) showed thany organisations recognise
that reward is not always well understood by tlpeiople, and are hence, investing in
communication tools such as TR statements to enhatemployees have a clear
picture of the overall value of their reward packagdditionally, many companies have
implemented electronic TR statements, which allompleyees to access the

information online throughout the year (Sejen, 2G81L

3.4.1.2Equity

“Equity is achieved when people are rewarded appaiply in relation to others
within the organization”(Armstrong and Brown, 2009:17). According to Arnosig
and Stephens (2006) equity theory states that pemifiibe better motivated if they are
treated equitably and de-motivated if they areté@anequitably. In the same vein,
Lawler (2003) observed that for employees to bisfsad with their rewards there needs
to be equity in the way in which rewards are dmtred. Several factors contribute
the perception of equity and consequently empldylsedings of satisfaction. These
factors arean open decision-making process; having the rigloipfe involved in the
decision-making process; clear distribution crégg@and individual employees having
the right to safely challenge a decision that tbelieve to be unfair, uninformed, or

unreasonable.

Moreover, equity theory refers to the social congmars that influence how employees
evaluate their reward. Employees make external eoisgns between the rewards they
believe are received by employees in other orgtarsafor similar effort, and such
comparisons may have consequences for employdedati and retention (Miner,
1980). O’'Neill (1995) and Lower (2000), both agtbat organisations can achieve
competitive rewards by focusing on the labour miarked the company’s ability to

reward.

3.4.1.3Fairness

According to Armstrong and Brown (2009:16), fairm@seans that reward management
processes operate in accordance with principledistfibutive and procedural justice.
Ledford and Hawk (2000) believed that managemerdtransure that rewards are fair
and that people perceive them as such. As Brad@(20) explainspeople perceive a
reward as fair if they believe that everyone hagsaéghance of qualifying for it. People
think rewards are unfair if only a few can obtaimetreward. The reward will not

motivate people who believe that someone elserhasfair advantage in getting it”.
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Greene (2009) argued that fairness and procedustit¢ are both crucial to positive
employee attitudesAccording to Cahill (20025 measurement dairnesscan only be

found by comparing it to something else, typicaltyernal and external treatment,
including reward treatment. According to a CIPBt$éheet (2008) written by Palmer
entitled “Market pricing: approaches and consideration&quity and fairness”,

employees’ perceptions of their intrinsic valuerédated to the extent to which they
believe their qualifications, experience and pernfance are ‘fairly’ rewarded. And that

will produce greater employee satisfaction, engaggegrand productivity (CIPD, 2006).

3.4.2 The Alignment of the TRS with the Business Strateg{NMertical alignment)

Various scholars (e.g. Lawler; 2000; Thompson, 2@4ss and Friedman, 2004) have
demonstrated that a reward system’s primary purpose decide how that system can
help to achieve organisational objectives. An oiggtion can only succeed in this way

if its reward strategy emits from the businesstsgiaand goals.

According to Armstrong and Brown (2006:152), vatialignment meansthat
business and reward strategy are in harmorgtoss and Friedman (2004:8) séior
many years, reward programs were viewed primargyaa‘'necessary evil’ to attract
and retain competent employees. Today, organizamknowledge the important role
reward programs play in achieving business goalBhompson (2004:4) on the same
theme saysone of the cardinal rules of reward is that theward system should be
‘vertically integrated’ - it is supposed to supp@m organization’s strategy and core
value”. Therefore, as noted by Gross and Friedman (2084)reéward strategy must
closely fit the organisation’s strategy. The pugpas$ a reward strategy, according to
Armstrong (1991:23Yis to provide the basis for deciding how the redaystem can
help to achieve the objective of the organizatiod how the system should be designed

and managed”.

Ultimately, an organisation’s business strategydeet drive the reward strategy.
Gilbert and Turner (2005) stated that increasimghployers have come to acknowledge
the important role which reward programmes plagdhieving business goals. Hence, it
is clear that in order to create a suitable rewstrdtegy, there must be a clear
understanding of the business goals. Kaplan (2@05h&jhlighted the fact thdthe
overall business strategy should provide the fotindafor any reward strategyand
reward strategy shoul@ncourage behaviour that helps your organizatsutceed”.
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Scott et al (2007) agreed that aligning businegectibes with reward strategy is very
important. This alignment, however, is not an ga®cess and the following key steps
should be included: providing a clear definitionbaith business and reward strategies;
and identifying which rewards are most likely tanferce the achievement of desired
goals and strategies. Moreover, Worldatwork (2099ygests that specific research
guestions must be asked by employers to make Batealignment will be successful,
these being: How do organisations define the liekiagtween business strategy reward
strategies and programmes? What are the speciiienacthat organisations adopt to

secure this alignment? How does this alignmentatieganisational performance?

The Towers Perrin study (2007/8) found it was wydetlieved by managers, academics
and consultants, that competitive advantage isveérifrom optimally aligning the
organisation’s reward programme with its businesategy. According to the Hay
Group survey (2010:18), many organisations are iugrko align their reward and
business strategies, which in practical terms measaring that: the right performance
metrics are in place; reward programmes are clasetiyto metrics; performance and
rewards are appropriately differentiated; suppgrtimanagement processes are in place;
and leaders have the capability and commitmentmgpleament reward programs
effectively. In summing up this factor, it can ladsthat a'reward system that is tied to

the firm’s strategic objectives is more effectivart one that is not{Aquila, 2007:11).

3.4.3 The Alignment with the HR Strategy (Horizontal Integration)

Reward strategy is a critical component of an irgegl and aligned HR strategy.
According to Thompson (2004) a key theme that shtheough the TR literature is the
need for ahorizontal fit’ or so calledihternal consistencyand other human resource
policies. Authors (e.g. O’Neil, 1995; Brown, 20(Manas and Graham, 2003; Wilson,
2003; Friedman, 2004, Gilbert and Turner, 2005)ehangued that reward strategy must
be closely linked with human resources becauseopppte rewards are essential in
order to attract, retain and develop employeesarGleaspects of HRM are mutually
supportive, and consequently, a competitive rewantegy can help to solve
recruitment and retention difficulties. Performamappraisals of employees provides the
evidence necessary to distribute rewards, whicltsef might improve employees’

capability and competence, enabling them to perfoetter.

According to some writers (e.g. O'Malley et al. 20@ross and Friedman 2004;
Brown, 2005; Caird and Aranwela, 2008; Armstrongl @rown, 2009, and others
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mentioned previously), the aim is to achieve cohege This necessitates a holistic
approach that provides an important basis for hglgb solve the recruitment and
retention difficulties in return. They stress tbaty by integrating all these key areas in
a strategic way, is it possible to deliver attnaetrewards to employees that they
actually want. As mentioned previously, performaraggpraisals form the basis of
reward distribution. Development is one form of aegvand this can be used to improve
employees’ capability and competence to perforntebeffrom this it can be seen that a
TRS has the potential to be a powerful motivatigriaol, encouraging employees to
enhance their capabilities and increasing bothrosgéional commitment and positive

behaviour.

3.4.4 Customising Rewards to Meet Employers’ and Employee Needs

In today’'s business environmetite case for TR3hat can deliver value to both
employers and employees is stronger than everzf8&am and Baca, 2004; Armstrong,
2009). And as already mentioned, Lawler (2003)evels it is possible to implement a
reward strategy that motivates employees to exaad aatisfies them while

simultaneously contributing to organisational effifegness.

Poster and Scannella (2001:23) have a similar opjrstating that TRembodies the
needs and values of the company’s target emplayeest the same time supports the
company's business strateggimilarly, Petruniak et al (2003:39) believed th& that
considers the balance between both the employerearmmoyee needs can deliver a
“compelling employment deal at the right cos#iihd likewise (Richards 2008) stresses
the great benefits of a TRS for organisations &ed €mployees. For employees, these
are: job satisfaction, better training and caremretbpment opportunities, a good and
supportive working environment, and increased resjiity and involvement. For
employers, the benefits are: greater profits antpuis, improvement and quality
initiatives, customer satisfaction, and positivélpity for the organisation.

According toKantor andKao (2004) and Aselstine and Alletson (2006), in ortter
develop TRS, organisations must appreciate both wisy expect/require from their
workforce, and equally, what employees expect fromir employer. With this
knowledge, they can customise a strategy that reatthe strategic needs of the

business and meets employee expectations.

The Watson Wyatt European TR survey (2005) confirmiee need to provide

employees with flexibility in their reward programmsince this can be a significant,
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positive influence on employee behaviour. Howeugrp years later, the Mercer
European TR survey (2007) reported that increasiegflexibility and choices in TR
preferences was still a relatively low prioritytredugh it was expected to increase as the
design of TR packages became more innovative. éjéhe 2007 Towers Perrin report
recommended asking employees to identify and raek teward preference, since such
an approach will have the greatest impact. Addatilgn Brown (2001:182) emphasises
that“the key to meeting both business and employeesraattessfully is the definition
and delivery of a positive psychological contradefining the mutual obligations,

contributions and rewards for each party”.

According to Jantz (2005), the TR initiative is ttesult of an improved relationship
between employer and employee over the past deZaugheim and Schuster (2001)
have argued that organisations must develop a winpartnership from which both
employers and employees gain. In a perfect wohd,amployment relationship is in

equilibrium, where employer and employee goalsaigmed

To conclude, Christofferson and King (2006:27) ssgjgthat“regardless of each
organization's unique total rewards approach, thesided end result is the same:
employee satisfaction and engagement on one hartl,basiness performance and
results on the other, these are critical outconieg tdepend upon one another".

3.4.5 Providing Tangible and Intangible Rewards

Organisations must broaden their focus when attegpd follow a TR approach, and
consider rewards from a higher, more strategicgeets/e (Kaplan, 2005; Combs et al,
2006; Hutcheson, 2007; Armstrong, 2009, 2010). ©Byge® performance in
organisations that broadly define TRs as a comioinaif financial and non-financial
rewards, is much better, and those organisationmare attractive in the marketplace.
Therefore, it is recommended that organisationsgi@te all their rewards under a TR

umbrella.

Petruniak et al (2003:39) write thatompanies with reward programs that offer the
right mix of rewards will find it easier to increagheir return on their investment in
people today, tomorrow, and beyond,sentiment confirmed by the CIPD (2008) that
reports the need to recognise that pay is not tiherotivator, and to acknowledge the
importance of both tangible and intangible rewandthin the wider work experience
context. Lawler (2003:41) observes that the gréatesount of motivation is present

when people perform tasks that are both extringieald intrinsically rewarding, saying
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“organizations that offer a very attractive mix odwards will find many individuals
want to work for them”and O’Neal (2005:23) holds a similar opiniongsting that
“when transactional and relational rewards work aoncert, they promote employee

commitment and enhanced engagement”.

Confirmation of this comes fronthe Watson Wyatt European TR survey (2005:3)
which documents thabver 80% of companies intend to take a broaderrapph to
managing their reward programmes in the future hwat greater focus on the entire
reward package’ Likewise, Dambisya (2007:52) in his study entithe review of non-
financial incentives for health worker retention ieast and southern Africa
demonstrates thatthe evidence from regional experience suggestd twuntries
should design schemes that combine financial andfimancial incentives”. Brown
and Perkins (2007:89) also commented on the fattcihimpanies placed iFhe Sunday
Times’ 100 Best Companies to Work For listing during ttestpfive years have all
provided a range of financial and non-financial aeas for their staff, and Armstrong
(2010:57) reports that the TR approach adoptedth&yJK Cabinet Office in the form of
a toolkit for government departments emphasiseasalécts of reward as an integrated
and coherent whole, from pay and benefits, andiflexworking to learning and

development, and the quality and challenge of thekiself.

Therefore, it is imperative to create this all-empassing notion of reward because as
Towers Perrin research (2007) shows, employers imeigirepared to deploy a broad
range of reward elements. However, Gross and Faed(@2004) observe that the
development of a holistic reward system that ingshall potential elements provides
organisations with a challenge of much greater mage than simply establishing

competitive pay scales.

Nonetheless, as Wilson (2003) stresses, TR tHahited or not a significant part of a
company’s strategic plan, is unlikely to help a gamy in adding value to its operation,
and the imperative is to build an effective broad strategic TR package since this
“creates affordable and sustainable costs; connetith business strategy to create
high performance culture; generates maximum retunm the reward program

investment; and influences employees’ behavioulsa#titudes”(Friedman, 2004:8).

According to Towers Perrin (2007), the specificsaaf effective reward strategy vary

from organisation to organisation, but typicallyveo the key components. Allen and

Helms (2001:74) believedi]t seems logical that some rewards are more effee than
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others, but there is disagreement on what type esfards best influence firm

performance”. Brown (2005)claims that research confirms there are no unillgrsa
successful reward strategies or schemes and tlggnisations must tailor their
approach to their own goals, needs, characterisinck circumstances. Additionally,
Rumpel and Medocof (2006:27) point out thesery organization is unique and there
iIs no one-size fits all framework for reward manageat’, a feeling which is also

expressed by Jantz (2005). Clearly, organisatiaee different challenges and may
decide based on their workforce to offer more camsption and less benefits in TRs,

whilst others may do the opposite or achieve a rbalenced approach.

3.4.6 Effective Implementation of Total Reward Strategy

Implementing a TRS is a large-scale organisationtatvention (WorldatWork, 2007),
but generally, the process is one of continuousrawvgment than wholesale change
(Armstrong and Brown, 2009). An effective rewardattgy is a living process, not
simply practices and principles, and it is essémidailor this process to the needs and
goals of organisations. Brown (2001:205) explaihat tstrategy“is a systematic
process; first we think, then we act; we formuldben we implement’and that this
process of developing and implementing the strategyherefore critical to the

effectiveness of the reward policies and practices.

To implement TRS successfully, organisations muskow a disciplined process
(Ledford and Mohrman, 1993). Many authors (e.g.hewe, 1994; O’Neill, 1995;
Brown, 2001; Armstrong, 2004; Wilson, 2006) haveesad that there is no blueprint for
designing and implementing a reward strategy, butmn techniques and tools that are
consistently effective, and as the Wilson Group0&0noted, a holistic approach can

have a major impact on human resources decisieadirig to improved results.

O’Neill (1995), in his framework for developing &S, divided the process into three
phases: assessment, design, and implementatioer, [Bxown (2001) and the CIPD
(2005) articulated the process of TRS as one thatild be conducted in four phases:
initial diagnosis and direction-setting, detailecesgn work, preparatory, and

implementation and ongoing review.

WorldatWork (2007) identified six stages through ieth TRS formulation and
implementation should pass, asserting that planneexled to: analyse and assess,

design, develop, implement, communicate, and etakmd revise. In the present study,
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the process is divided more simply into the threkbages of; formulation,

implementation, and evaluation.

3.4.6.1Formulation

According to Sejen (2006) the majority of organisas now understand the importance
of total rewards. However, not surprisingly, sitice design of a TRS is a complex task,
the data reveal that many organisations are singyglith implementation and
delivery. Fortunately, HR planners can use a toolhfandling the design process that
ties structure to strategy and minimises the crafareerror Giancola (2005).

The first step starts with an evaluation of thereatr TRS, and involves defining the
current state, current rewards, assessing thentuiotal rewards mix and listening to
what the current and potential employees regardanagertant (WorldatWork, 2007).
This requires “a compressive assessment of internal businessor&ctoutside
environmental and market issues and analysis of th@acurrent reward components

meet these internal and external deman@3'Neill, 1995:110).

Armstrong (2004) suggests that there should beetlasas of analysis in any
assessment: (1) the way the internal environmergrabps: the nature of the
organisation, the business strategy, the HR styatzgical success factors, employers’
and employees’ needs, organisational structurecaltdre; (2) the external environment
— [PESTLE and SWOT analysis]; and (3) the presaward strategy: reward
philosophy, reward policies, levels and structur@ay, equal pay, employee pensions
and benefits, and non-financial rewards. The olasdessment requires the gathering
of accurate and wide-ranging information from aietgr of sources such as top
management discussions, workshops, focus groupsloge® opinion surveys, salary
survey data, industry surveys, benchmarking, imt@rs, government statistics, etc.
(WorldatWork, 2007).

The reasons for conducting an assessment of theergresituation are to build an
understanding of the key factors both outside drel ibside the organisation that
influence internal business and human resourcasides (Wilson Group, 2005), and to
avoid incomplete information and to review existirgyvard practices to identify any
areas where change or improvement is required (thomg, 2004). Furthermore, a gap
analysis is required to compare and contrast theewru and desired reward
characteristics in organisations, to help to baildeal understanding of what is going

well and where the organisation needs to adjustipslto meet employee needs and
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expectations (Armstrong and Murlis, 2005). Finalgsessment is needed in order to
increase credibility with management, assure caanpk with the law, provide critical
clues that will help identify a framework for build a TRS that best suits an
organisation, and show how to use a RS to gain d&aipetitive advantage
(WorldatWork, 2007).

The next step involves the actual planning and giesif the TRS to meet the

organisation’s objectives. Ideally, this procesd @o three things: it will develop a

clear statement of the organisation’s reward ologbphy, articulate the objectives that
each reward component is expected to achieve, @ntlfate a comprehensive reward
structure that meets the philosophy and objectrgedefined (O’Neill, 1995).

The first step is to establish a TR philosophy tnatudes broad values, beliefs and
guiding principles to achieve transparency, faispesgjuity, consistency, and flexibility
as mentioned earlier in this chapter.

The second step is to turn the philosophy or ppilesi into a set of operational
statements that support the reward structure. dtehyg, the TR philosophy and strategy
are incorporated within the HR philosophy and stygt(\WorldatWork, 2007). It is then
up to companies to create a proposed plan whicludes a timeframe for the
improvement of person plan, main communication véets, and associated
management considerations. The plan also needsndioide financial statement

estimates to finish these tasks (Wilson Group5200

Five factors are determined by WorldatWork (20@/pé important in the formulation
of a TR strategy, these being: the desired levelxtérnal competitiveness (i.e., market
leading, market competitive, or market following)e programmethat will be offered
to various employee groups to achieve organisdtianactives while also maintaining
appropriate internal equity, how strategy will sapgpthe achievement of key
organisational objectives, ensuring that all eletmeateveloped or enhanced comply

with regulations, and the need for effective comication.

Finally, before implementation, the proposed plamstrbe audited. One way to do this
Is to include a systematic evaluation of the rdleach key reward element in meeting
the objectives of reward stratedgphis is useful for examining the combined effect of

total strategy and identifying gaps where the psagoprogramme does not meet key
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corporate objectives. The last step is to finaliee design of the plan prior to
implementation (e.g. O’'Neill, 1995; Steven et &02; Blackburn and Bremen, 2003).

Several authors (e.g. Brown, 2001; Armstrong, 200¥nas and Graham, 2003;
WorldatWork, 2007) stress that the most importasihipin his phases is for the TRS
designer to take into account the need to commteiehat is being considered in a
clear and honest way. This means canvassing theoopi of the dominant coalition,

middle managers, team leaders, professionals,eufohical staff, employees generally
and their representatives, about what they beltevbe the key reward issues to be
addressed in a reward strategy. The designer slatsibddiscuss the proposed reward
strategy with top management and other interesaégetiep, and amend it in the light of
comments and suggestions, as well as setting oditcammunicating the reward

strategy and preparing plans for its implementation

Educating managers and employees and linking th® fRthe business strategy will
result in a direct contribution to the company. 81 (2003) demonstrates that a TRS
helps employees know what to do and why they shdald, and that at the same time
it helps an organisation to marshal the resourdegsopeople to create a win-win

experience for all.

To conclude, Armstrong and Brown (2009) have idetti five basic considerations
that should be borne in mind when reviewing anflinking existing rewards, which
are as follows: focus on the context of the orgatios, evaluate rather than revalue,
achieve the right balance between all things that lme included in the strategy, keep
the strategy simple, and think about how it is gdimbe implemented.

3.4.6.2Implementation

According to Petruniak et al (2003:4dnost total reward project implementation is
complex and multi-faceted, and often represent®rgdr journey”. And Gonzalez
(2008:67) cautions thata well-developed total rewards strategy is imparta but
insufficient to drive return on investment unlesss iwell implemented’Also, the Hay
Group (2009:8) states thédib]est practices are not about sophisticated desidput
what works best for organizations given their stpés, business priorities, values and

work cultures”.

Moreover, the implementation of TR concerned with actions rather than merely

contemplating what needs to be dof@mstrong, 2010)And unfortunately” most
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organizations are paying much greater attentionsetting a clearer and simpler
reward direction rather than creating detailed m&siplans” (Brown and Perkins,
2007:86), as reflected in the recent Hay Groupys{@@09) of 1,200 organisations, that

reveals only 30% view themselves as effective alementing reward programmes.

This phase is the ‘action’ of the process and p&ard according to the Hay Group
(2009:4), “there is no magic answer or universal set of bestvard practices for
achieving results” However, in the UK in recent years, more attenittobeing directed
to how organisations can put into practice whatytsay they do (Armstrong and
Brown, 2008). Indeed, many authors and agenceeg. O’'Neal, 1996; Steven et al,
2002; WorldatWork, 2007) have documented that &ffedmplementation requires the
development of integrated TR solutions and thetpaof integrated decision-making
in communication and management actions — thahées, what, why, how and who to
deliver to, in respect of the reward strategy. Téiiep also involves employees in
management support system itself (Wilson Group520Burthermoreiit is the phase
when employers should move toward processes whhedugnize contribution; are
transparent, are owned by line managers and stafififorce leadership, accountability,
teamworking and innovation; are flexible and fa{iBrown and Perkins, 2007:87). As a
final comment, Armstrong’s (2010) latest guidelifesthe effective implementation of
reward strategy are tdefine the strategy’s objectives and how these lvalineasured,
create a project plamlecide what supporting processes are requaesiire that those
involved know what is happening via communicationyolvement and training,
establish a change management programme, idewatify and solve any delivery

problems.

3.4.6.3Evaluation

In this phase organisations should compare andrasinthe actual results of the
implemented TRS against the desired outcomes. Aomgtand Brown (2006) observed
that during the formulation of a TRS it is essdntiaspecify both the objectives and
success criteria by which the strategy can be medssince as noted by WorldatWork
(2007), a strategy must be shown to work and maldiffarence, in order to be
considered complete; this is likely to involve datenonitoring and evaluation after its
implementation (WorldatWork, 2007). Unfortunatellyis assessment stage is the most
often overlooked phase of TR evolution (HenemeR,720A similar realisation recently
came from Hay Group research (2009:8), which fotinat organisations do not

“generally seem to be examining their total rewampsckages in a joined-up sense”.
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This suggests that many organisations are misgapgrtunities to add better value to

business performance through good TR management.

Evaluating and revising the TR strategy is thelfioagoing step in the development
process. The Wilson Group (2005) believes that egarosation becomes what it
rewards and that there is a necessity to exammeithgress of particular programme
design changes and related business results in tar@é@sure that the organisation does
what it sets out to do. Ongoing monitoring couldlunle a core scoreboard approach to
measure key workforce and reward metrics on a aedudsis, and provide for ongoing
follow-up and measurement. Therefore, regular wesief the progress of reward
programmes should include: information about gadli@/ement; financial reviews;
comparison of expected and actual results; feedbacthe perceptions of managers,
employees, and plan designers regarding the ptah,cantinuous improvement; and

renewal of ideas and communication (Wilson, 200anks and Graham, 2003).

According to Blackburn and Bremen (2003), the riglR solution will evolve over a
series of iterations, requiring periodic assessnem/insure the company has struck the
proper balance. Towers Perrin (2007) states thaasorement is critical; the
organisation must put processes in place to ass&ssprogramme’s effectiveness and
determine whether it is achieving its objectived #me desired changes are taking hold
as planned. Berchelmann (2007) stresses the inmpertaf evaluating the success or
failure of the strategy, determining what workedhatvwas unsuccessful, and what can
easily be modified or improved for better resuli®wever, according to Sejen (2006)
only 35% of employers formally measure the coseaiveness of their TR to a
moderate or great extentAlso Crawley (2007) found in his survey that 72% o
companies had no formal way of evaluating the retom their reward investment
Actually, Starzmann and Baca (2004:71) state ttatermining the value of a total
reward strategy is not an easy thing to accomplishid in the absence of evaluation,
an organisation will suffer from a lack of informat, meaning that opportunities to

make changes to boost programme performance asedn{Sejen, 2006).

Many authors like O’'Neal (1998) have tried to expléhe three kinds of outcome
measurements that employers should take into at@udeciding whether a TRS has
made a difference. These includeirect performanceoutcomes, such as reduced

turnover and recruiting acceptance rategluative outcomesuch as the organisation's
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competitive market position, ariddirect performancesuch as revenue per employee,

profit per employee, productivity, customer retentand various ratio measures.

According to a Mercer (2005) survey entitleltasuring the Return on Total Rewards,
the top threesuccess measuressociated with effective reward investment deosi
are: retaining high performers, attracting the tigdlent, and differentiating rewards
better. With the right TRS in place, an organisattan expect both improved business

results and a positive move in employee behavindrcantributions (O’Neal, 1998).

3.4.7 Roles and Responsibilities

According to Greene (2009:48), an organisation rhase“the right people on board,
in the right roles, with the right skills, with tiight motivation and the right mindset”.
These people must also be committed to the righlsgtherefore, several scholars (e.g.
Armstrong, 2004; Giancol&005;Heneman, 2007; WorldatWork, 2007) confirm that
having clearly defined roles and responsibilitiesssential to ensuring that one does
not come into conflict with the other and that stk@tegy addresses both the ‘wood’ and

the ‘trees’ of reward management.

Towers Perrin (2009), emphasises the importandeawing a clear definition of roles
and responsibilities and effective ongoing monitgyiall closely aligned and working
together. The most effective global approaches raegked by management and
oversight structures that: involve leaders at @Vels; provide clear lines of
responsibility for programme design, financing, lerpentation, ongoing management

and monitoring; and ensure high-level global ogrsand ownership of key decisions.

In this respect, Bremen and McMullen (2010:59) éaedi that'in the coming years, the
real focus will shift from merely defining totalwards and getting comfortable with the
concept to making these programs real and engadjmg management to make it
happen”. In this scenario, HR professionals and specifycddbse involved in TR, will

be crucial in their ability to enable and gain sogpfrom senior leadership.

3.4.7.1Senior Management

The responsibility of senior management is to Isetstrategic direction of defining and
implementing TRS (Manas and Graham, 2003; Scotl,eR007). Therefore, senior
management must be able to establish an appropoi@enisational climate that
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supports, recognises and rewards people’s managdrakaviour (Ledford and Hawk,
2000; CIPD, 2009).

Aselstine and Alletson (2006) state that employaesently express a fair amount of
skepticism about senior managements’ visions, tgbild inspire, and interest in

employee well-being. Therefore, Towers Perrin (908fess that the TRS must be
owned and sponsored by senior management, who coicatel the rationale for

change and remove barriers to change introductidrir@inforcement of the TR reward.
In this context. Scott et al (2007) stress the irtggee of recognising the contribution
made to reward programme effectiveness by senionagement, an argument
supported by Hay Group research (2009) showingTftRaimplementation effectiveness
requires senior leadership to first modleé behaviour change and then offer it for

acceptance by others.

3.4.7.2Reward and HR Professionals

According to Jantz (2005) and based on findings @adtical experience, Reward and
HR professionals can substantially improve the otiffeness of their reward
programmes. By recognising the unigueness obtganisation, its management and
employees (Handshear and O’Neal, 1993giloring approaches to suit the unique
goals, character and culture of the organisatiomdaproviding a rewards strategy
framework which co-ordinates all of the policiesdapractices designed to motivate
staff to deliver on the organisation’s businessatglgy”, these professionals play a
critical role in TRS implementatioB(own, 2005:13)Besides, they have a key role to
ensure that senior leaders understand the concepgiae their support to the TR
initiative (Brown, 2005; McMullen et al, 2009; Bremen and McMullen, 2010).
Moreover,as Armstrong and Brown (2008:46) stateey should deal with the move as
a conversion rather than a new initiative; obtaimmagers’ input when designing the
new process; maximize employee communication so néw system will be

understood”.

In addition, the Hay Group (2009:8) advises tiiward and HR professionals have a
key role in educating managers on how to influees®loyees and execute effective
programs”. According to the CIPD’s (2009FPay Management (Ireland) Survey:
employee attitudesnany Reward and HR professionals have an oppoyttminake a
difference in their organisation by engaging in erenactive partnership with their line

managers and helping them become more successfalpyyorting their individual
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development, increasing transparency, and managipgctations. Consequently, when
these professionals and line managers unite invialg, they can have a massively
positive influence on how employees perceive arldevéhe rewards programme, and

help ensure it delivers real value for money fa& dinganisation (McMullen et al, 2009).

Indeed,Hay Group research (2009:19) address just thierlasue, suggesting that in
the immediate future changes will occur to the mileReward and HR professionals
such that they will be expected to manage with Enddudgets and produce better
results. Additionally, they will be expected to dssaccurate methods of evaluating the
success of their TRSs. The CIPD (2008), in recagmiof this evolution in that role,
suggests that these professionals should colladoagéxamine whether their existing

reward interventions are appropriate to what tlgaisation is aspiring to achieve.

However, thesubstantial task ahead of Reward and HR profedsioaquires multiple
skills from them, such that they should“enfident, bright people who can inform and
influence thinking, gain credibility, understandaciye, and move the business agenda

along in a collaborative but influential role(Brown, 2005:11).

3.4.7.3Line Managers

According to McMullen and Stark (2008) and McMullehal (2009), the line manager
is the lynchpin and plays a key role in executiffgative reward programmes, as well
as having the most influence on the array of intadegrewards the organisation
provides. Moreover, Aselstine and Alletson (2006¢lidve that employees’
relationships with front-line managers, plays dical role in determining whether or

not they are, or can become, highly engaged.

This is in fact confirmed by CIPD (2007) researdattiteed The vital role of line
managers,which shows a strong relationship between empkyeemmitment and
their rewards, and that line managers are playikgyapart in strengthening this link.
Similarly a Hay Group study (2009:10) found thaianagers are the primary vehicles
in attracting and retaining talent. In this contexbanagers play a significant role in
planning, coaching and assessing employee perfarednstering the work climate of
an organization and in creating development anceeaopportunities for employees”.

However, McMullen and Stark (2008) argue that fesgly the role of the line manager
is neglected, and therefore, line managers areinfindheir position difficult and

complex (McMullen et al, 2009). The CIPD (2006) eeds management survey found
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that most respondents do not rate the reward deemaking or communication skills
of their line managers highly. Furthermore, a samfinding comes from McMullen et
al (2009) who in a recent Hay Group study of 1,20§anisations, found that in 80
countries, only 30% of organisations view their agers as effective at implementing
rewards programmes and less than 40% believe thaimagers are effective at
communicating these initiatives. Cotton (2008:B8)eves that most organisaticit®
not provide their line managers with the developimand coaching they need to

effectively carry out the task”.

According to McMullen and Stark (2008), while limeanagers are insufficiently
prepared to take on these accountabilities, many fhifittions are inadequately
supporting their line managers in reward-progranmmaementation. Therefore, one of
the key priorities of organisations in the Hay graiudy (2009:18) i%o leverage the
involvement of line managers in reward program ienpéntation, to provide training to
do a better job of communicating reward strategie&%elstine and Alletson (2006)
state that they foresee a flurry of corporate &@gtikere, as management acts in two
main areas: (a) revising the criteria for managées to include ‘softer’ skills, and (b)

developing more comprehensive support for them.

Finally, Armstrong (2010:54) recently demonstrates ine managers contribute to the
management of TR ifive important waysthey have considerable influence over the
management of financial rewards, and the effecégsrof performance management;
they are the most important elements in a recagniticheme — giving praise where
praise is due, and publicly acknowledging high @eniance; they strongly influence
how jobs are designed; they control the degree arkilexibility that can take place,
and therefore work-life balance; and it is theiraligies of leadership that largely

contribute to the creation of a rewarding work eawment.

3.4.7.4Employees

According to Scott et al (2007), employees arelyike be influenced both by the HR
practices they experience and by their manageadeleship behaviour. Poorly designed
or inadequate policies can be ‘rescued’ by goodagement behaviour in much the
same way as ‘good’ HR practices can be negatedbyfpont-line manager behaviour
or weak leadership. However, there are clear posnib what makes an effective role

for line managers in reward.
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Manas and Graham (2003) suggest that employeesregaresent the company as
members of the design team and provide direct inpatd Zingheim and Schuster
(2007) confirm this, saying that people support twwhizey are involved in and
understand. Additionally, Ledford and Hawk (200@plain that research on reward
provides clear evidence about the positive effeftsnvolving employees in plan
development and operation, and Giancola (2008ebedi that employee perceptions of
reward programmes, which are enhanced when theycipate in their design, are

important.

Clearly, employees must be able to express themays about their rewards, and one
popular method used by employers is the use of @yapl attitude surveys to identify
employees’ perceptions of reward programr@HB>D, 2006; McMullen et al, 2009).
Hay Group research (2009:15), for example, revedlad 67.41% of companies
routinely administered attitude surveys to identdpd correct employee morale

problems.

Exit interviews are also used to gain insights ith® thoughts of employees leaving an
organisation, and feedback gathered through amisais another way of establishing
how employees feel about working for a company.oAilhese measures seek to ensure
that employees are having the best possible exmperiat work (McMullen et al,
2009:10), because if employees do not view thewards as being fair, competitive and

appropriate, they will be dissatisfied (Greene,1262).

3.5 Research Questions

From the detailed review of all the relevant litara, and bearing in mind the pressing
problem faced within the OGS resulting from theaffisction of talented individuals
with the current reward system, a number of reseapeestions are formulated as
follows:

1. What does the RS in the OGS consist of?

2. To what extent does the RS in the OGS have a watléated philosophy?

3. To what extent is the RS aligned with the busirstisgegy in the OGS?

4. To what extent is the RS aligned with the HR straten government units in

Oman?
5. To what extent does the RS in the OGS provide @imapmix of tangible and

intangible rewards?
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6. To what extent are there supportive and effectimplémentation processes for
the RS in place in the OGS?

7. To what extent are the stakeholders in the OGS dtsdrto implementing the
RS?

8. How effective is the RS in the OGS in terms of thehievement of
organisational objectives?

9. How effective is the RS in the OGS in terms of #ohievement of employee
objectives?

10.What suggestions can be offered for developing iamgtoving the RS in the
0GS?

11.What are the main challenges to the adoption dR a&ffategy in the OGS?

12.What are the critical success factors (CSFs) asativith the adoption of a TR
strategy in the OGS?

3.6 Research Framework
3.6.1 Introduction

The conceptual or theoretical framework within whibe research will be undertaken
is referred to as the research framework. In hecudision of theoretical frameworks,
Sekaran (2003) observed these to be conceptuallsnoideow one makes logical sense
of the relationships among the several factorshihge been identified as important to a
particular problem. Shields and Tajalli (2006) aginat frameworks are linked to

particular research purposes (exploration, desorniptgauging, decision-making and
explanation/prediction). When purpose and framewam aligned, other aspects of
empirical research such as choice of methodologyvéy, interviews, analysis of

existing data, direct observation, focus groups,) &ind type of statistical technique

become obvious (Shields and Hassan, 2006).

Indeed, Sekaran (2003:87) argues thde¢veloping a good theoretical framework is
central to examining the problem under investigatioTherefore, in the design of the
conceptual framework it is necessary to bear indntine variable phenomena associated
with the issue. In this respect, Sekaran (2003)hasiges the need to understand the
different types of variable that may be presend, suggests the existence of four types,

these being: dependent, independent, moderatidgngervening.

As documented by Sekaran (2003), a dependent \@nstone which is of primary

interest to the research, which in itself seeksnderstand and describe the influence of
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that variable - to explain its variability, or pretlit, while an independent variable is

one that has an impact on the dependent variathlergiositively or negatively.

Bowey and Thorpe (2001) argue that reward systerustrhe based on a sound
appreciation on what motivates people at workhdytare to be effective. However,
there seems to be a low level of understandingoef freward systems affect employee
behaviour, the result essentially of a combinatbfactors:“the degree of opposition
between theoretical positions, conflicting reaklgxamples of what seems to work, and
poorly disseminated research findingd?erkins and White, 2008:49).

According to Perkins and White (2008:32), the wvagyitheoretical approaches to
“employee reward may be grouped in terms of eithgshasis on structuring reward,
on the one hand, and the processes of reward detation, on the othér Roath and
Schut (2009) argue that TRs should be distribuged means to motivate employees to
perform in ways that result in meeting the orgaiseés strategic goals. Therefore, it is
important to consider the underlying motivation dhes like Goal-Setting Theory,
Reinforcement Theory, Self-Efficacy Theory, Herzier Two-Factor Theory,
McClelland’s Need-Based Theory, Expectancy Thebmiernal Labour Market, Role
Theory, Cognitive Evaluation Theory, Human Capifdieory, Exchange Theory,
Psychological Contract Theory, Equity Theory, Agefdteory (Perkins and White,
2008; Roath and Schut, 2009).

According to Roath and Schut (2009), understanavhy rewards are effective and
how best to use rewards as a means to meet the wédibth the organisation and
employees helps strategic business leaders tordssagessful TR systems. Therefore,
having defined the different kinds of variable, tfinemework that could operate in a
work situation, and how the relationships amongé¢hean be established, it is now
possible to see how a conceptual framework carobeulated. This section proposes
such a research framework that can help in therstadeling of the effectiveness of the
RS in the OGS.

The proposed framework has been developed by ssisihg concepts from motivation
theory and reward theory, since it is from theseigiines that the influences upon the
introduction and implementation of an effective TR®erge. In fact, from a macro
perspective, the concepts that are brought to imeany large behavioural change in
organisations come from a much wider theoreticalebdhan motivation and reward

theory, since within the internal environment, thare factors concerned with the
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organisational vision, mission, values, businesatesy, organisational culture, HR
strategy, people requirements, etc., and withinekiernal environment, issues of a
political, economic, social, technological, legahd environmental nature, all affect the
organisation. That said, however, it is impossiblalelve into all of these areas in a
single study, and consequently fveposed research framework concentrates on a mumbe
of important factors relating to the feasibility imtroducing an effective TRS into the
OGS. Clearly, it is acknowledged that such a frapr&wcannot be inclusive of all the
potential influences. Figure 1.1 illustrates theniework. As the framework indicates,
the effectiveness of the reward system is infludnog the nature of the system itself

and its implementation.

Independent Variables

Nature of the RS

+ RS Philosophy

+ Alignment of RS with Business Swategy

« Aliognment of RS with HR Strtegy

+ Mix of Tangiable and Intangiable Rewards

Dependent Variables

Effectiveness of RS

s Achievement of Organisational Objectives

/ s Emplovee engagement and commitment

Independent Variables

Implementation of RS

+ Effectiveness of aprocess
* Commiment of Stakeholders

Figure 3.1: The Research Framework

Each component of the framework and its importand@e production of an effective

TRS for the OGS is covered in the following subtiess.

3.6.2 The Dependent Variable: Effectiveness of Reward Stem (RS)
(@) The Definition of RS

As mentioned earlier, today’s organisations opergtean intensely-competitive
landscape, which demands a reward strategy thay nesearchers (e.g. Lawler, 2003;
WorldatWork, 2007) have argued must move from apemsation focus to a TR focus,

which is capable of delivering both shareholdeugand employee value.

The concept of TR is not new, but most empiricakezch (Mercer, 2006; CIPD, 2007;
Towers Perrin, 2007) demonstrates that many orgaois take a view of TR which is
too narrow, and consider only the programme’s cditipeness from a total cash
compensation or total remuneration standpoint,cau$ only on the total monetary
value delivered to employees. The existing reseaastfirms the importance of both
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these perspectives but claims these to be inserfiicand goes on to argue that in order
to be truly effective, organisations need to thatlout TR from a higher, more strategic
perspective.

Therefore, many other authors (e.g. O’'Neil, 1996jniat-Connell, 1999; Manas and
Graham, 2003; Wright, 2004; Torrington et al, 2006¢chael, 2006; Armstrong and

Brown, 2006) have characterised TR much more byadadéncompass the overall value
proposition that the employer offers to the empéy®hich constitutes packages of a
strategic mix of tangible and intangible rewardsitdevels of employees.

The literature (e.g. Dolmat-Connell, 1999; Grossl ariedman, 2004; Gilbert and
Turner, 2005; Wilson, 2006) illustrates the purpo$e& TRS as being to provide the
objectives, guidelines, and principles necessargesign and operate the company’s
programmes consistent with its core requiremehtsb demonstrates that an effective
TRS helps organisations to evaluate and better geattze overall cost of their TR
packages and make sensible decisions regardingewtdoeinvest the rewards they

provide.

To conclude, understanding why rewards are effecivd how best to use rewards as a
means to meet the needs of both the organisatidnearployees will help business
strategists to design a successful TRS (Roath ehdtS2009).

(b) The Effectiveness of the RS in the OGS

As seen above, the objectives of any RS are tweatelialue to both employers and
employees. In this contex@mployerobjectives could be to: improve recruitment, retain
and motivate, manage cost effectively, and imprarganisational performance;
Employeewants and needs could include the provision of:emmompetitive salary,
positive work environment, lower health costs, @ased flexibility, career
opportunities (e.g. Dolmat-Connell, 1999; Schusted Zingheim, 1992; Schuster and
Zingheim, 2000; Mercer, 2007).

The feeling among the writers in this field is titas entirely possible to design a TRS
that achieves effectiveness for the organisatioth satisfies employees. But such a
system cannot operate and be successful in a vaananconsequently it is important
to take an organisation’s current condition, resesy competencies, and capabilities
into account when designing and implementing thatesgy. An effective TRS must be

holistic, integrative and strategic.
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Moreover, it is important to note that there issiogle best practice and that a ‘one-
size-fits-all’ approach will not always work. Eadrganisation must identify its

specific needs and goals. A strategic TRS mustidsiggned to fit the organisation’s
strategy with the intention of motivating employdesmaximise performance (Roath
and Schut, 2009).

3.6.3 The Independent Variables

As already observed, the overall objective of alg/iRto develop and implement the
reward policies, processes, and practices to suppgoE achievement of the

organisation’s business goals and meet the neeitis sthkeholders. In order to ensure
that goal is met, the organisation must acquirecaough understanding of the unique

context, and the following factors must be consder

1 -The RS requires a well-articulated philosophy
The question: To what extent does the RS in the OGS have a avedulated
philosophy?

Fuehrer (1994:45) defined ‘reward philosophy’ gsresenting‘the broad values and
beliefs that an organisation holds about rewdrda&nd according to Blackburn and
Bremen (2003), a TR philosophy should reflect tbenpany’s goals and reinforce its
desired culture. However, as noted by Giancola%20bme flexibility may be needed,
particularly with specific pay components. Detait 3R philosophy, is helpful to
implementers within organisations because the TBm@e is more complex in

execution than design.

Many authors (e.g. Lawler, 2000; Whit and Drunk@0@, Kressler, 2003; Hollyforede
and Whiddett, 2003; Armstrong and Stephens, 200fhasise that people are satisfied
with their rewards when they perceive there is ndparency, fairness, equity,
consistency and flexibility in the method of dibtrtion, and hence, if they do not
consider they are being appropriately rewardedtlieir effort, they will invariably
reduce their commitment to the organisation, byrtexg less effort on the job, and

possibly stealing time by being absent when thexelmp genuine reason.

Proposition: The more it is perceived that the RS in the OGS ehagell-articulated
philosophy, the more likely it is that an effecti®RS will be created in the work

environment.

2 - The RS must be aligned with the Business Strafg (Vertical integration)
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The question: To what extent is the RS aligned with the busirstsgegy in the OGS?

Various scholars (e.g. Schuster and Zingheim, 2860fhas and Graham, 2003; Gross
and Friedman, 2004; Thompson, 2004, 2009; RoathSaiait, 2009; Stoskopf et al,

2009) demonstrate the main purpose of a rewar@msysts being to provide the basis
for deciding how that system can help to achiewmamwisational objectives, an outcome

that can only occur if the reward strategy emanates the business strategy and goals.

They stress thaf there is a well-developed business strategy otiganisation needs to
formulate a reward strategy that encourages the édribehaviours needed to make that
business strategy work. Whenever one of theseegiest undergoes change, so too must
the other. In the absence of a well-developed lessistrategy, no reward strategy will
be successful, thus indicating that any misalignnbetween these two vital elements

may lead to failure in them both.

Proposition: The stronger the alignment between the RS and ukaéss strategy in
the OGS, the more likely it is that an effective R@l be created in the work

environment.

3 -The RS must be aligned with the HR Strategy (Horizotal integration)
The question: To what extent is the RS aligned with the HR sfygtin government

units in Oman?

Authors (e.g. Brown, 2001; Heneman et al, 2001;sw/i| 2003; Friedman, 2004;
Gilbert and Turner, 2005; Armstrong and Brown, 200@phasise that reward strategy
is a critical component of an integrated and alljRR strategy, and a key theme that
runs through the literature on TR is the need harizontal fit' or so-called ‘internal
consistency’ with other human resource policieeréfore, reward strategy needs to be
closely articulated with the need for human resesirbecause appropriate reward is
critical in attracting, retaining, and developingig@oyees. In this way, all aspects of
HRM are mutually supportive. Hence, a competitige/ard strategy can help to solve
recruitment and retention difficulties. Performanegpraisal provides evidence
regarding the distribution of reward, which in lfseould be something that might
improve employees’ capability and competence, therenabling them to perform
better.

Writers in the field (see previous paragraph) stteat only by integrating all these key
areas in a strategic way, is it possible to delatractive rewards to employees, and
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address what they actually want and value. Thesefar TRS must be deliberately

created to support an organisation’s HR strategy.

Proposition: The stronger the alignment between the RS and ReSHategy in the
OGS, the more likely that the RS will be perceitedbe effective.

4 — There must be an optimal mix of tangible and itangible rewards
The question: To what extent does the RS in the OGS provide @imal mix of

tangible and intangible rewards?

Many authors (e.g. O’Neil, 1995; Schuster and Zeiwgh 2000; Wright, 2004;
Torrington et al, 2005; Michael, 2006) have chaased TR much more broadly to
encompass the overall value proposition that the@le@yer offers to the employee,
which constitutes packages of a strategic mix ngitale and intangible rewards to all

levels of employees.

However, when organisations do not have both ttengible and tangible rewards that
job seekers and current employees expect, there adtraction for the outsider, and the

employees quickly become disengaged (Jones, 2008).

Proposition: The greater the availability of tangible and intdatey rewards in the RS
of the OGS, the more likely the RS will be percelite be effective.

5 — There must be support and effective implementain processes for the RS in
place.
The question: To what extent are there supportive and effectimglementation

processes for the RS in place in the OGS?

According to Roath and Schut (2009), the successfplementation of TRSs requires
organisations to follow a disciplined process. lis tconnection, many authors (e.g.
Lawler, 2000; Manas and Graham, 2003; Armstrong Brrwdvn, 2006) confirm that a
TRS should not be viewed as a ‘quick fix’ or ‘quiskn’ and that great attention must
be paid to the formulation, implementation and e&abn of the strategy, to ensure its
adaptability and long-term effectiveness, and tinfoece high-performing and

sustainably-successful organisations.

More recently many researchers (e.g. CIPD, 200WeFs Perrin, 2007; WorldatWork,

2007) have highlighted that most organisations hshkifted from considering the

rhetoric associated with the concept of TR, to b&og more realistic and pragmatic. In
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this respect, many authors (e.g. Lawler, 1995; Bra®@01; Gross and Friedman, 2004;
Armstrong and Stephens, 2006,) have recommendddirthpractice a TRS must
consider elements like the need to: analyse tlegnat and external environment, align
with business and HR strategies, ensure a fit liwtee TRS and the culture and
characteristics of an organisation, meet the bgsineeds and take account of the needs
and preferences of employees, ensure that thaehtfelements of financial and non-
financial functions are brought together, achieagnkss, equity, consistency and
transparency, and pay more attention to the invoérg of employees in the whole

TRS process.

Proposition: The greater the availability of supportive and etifee implementation
processes in respect of RS in the OGS, the moetylike RS will be perceived to be

effective.

6 — There must be commitment from stakeholders inhie OGS to implement RS.
The question: To what extent are the stakeholders in the OGS natied to

implementing the RS?

According to McMullen et al (2009)a rewards programme can only motivate
employees if it is understood and accepted by th@fithout knowledge of the
programme, employees cannot appreciate its woitdnd@la (2005) observes that there
must be clear lines of accountability that are appate to the level of responsibility,
and be administratively practical, especially iganmisations that argecentralisedit is
also noted by Giancol@005) that the capabilities and interests of gangl should be
reflected in any rewards programme as regardlesiseofjuality of the design of such a
programme, if the right people are not in the righis and their individual skills put to
appropriate use, it will not workTowers Perrin(2009:5) documents thathHe most
effective approaches are marked by management a@ight structures that: involve
leaders at all levels; provide clear lines of respibility for programme design,

financing, implementation, ongoing management aaditoring”.

Proposition: The more committed stakeholders are to implemerRi@gn the OGS, the
more likely the RS will be perceived to be effeetiv

These variables will be measured by the use of deatary analysis, observation,
questionnaires, interviews, and focus group. M@ataits of the methodology adopted is

provided in the relevant chapter.
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3.7  Summary and Conclusion

Throughout the chapter the focus has been on fgmgi both the strengths and
weaknesses of TRS as well those factors that aodvied with creating and developing
a successful TRS. Essentially, the strengths amifted as the ability of a TRS to cater
for the many different needs of employees, andefoee improve their overall
satisfaction with the job. Concomitant with that ancreased productivity and less
employee turnover. The weaknesses are identifiettheadacts that a great number of
supports are required to secure an effective imphgation, and although there is a
great deal of support for introducing TR schemesisiclear that in order to be
successful, the TRS must help to achieve businbgsctoves and satisfy employee
expectations. An effective TRS must, thereforecérefully conceived and planned if it
is to realise these goals. The difficulty of cregtan effective TRS has been discussed
in some detail but it can be concluded that if argations can surmount such
difficulties and create and operate successful TRfey are likely to gain a competitive
edge over other businesses in terms of employinge reatisfied employees who are
prepared to work hard to help the business achisvetrategic goals. The research
questions, framework and propositions derived feosurvey of the literature and first-

hand experience of the problem retaining stafhen®GS have also been presented.
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CHAPTER FOUR

REWARD MANAGEMENT IN THE OMANI
GOVERNMENT SECTOR

4.1 Introduction

The aim of this chapter is to document and analgseard management in the Omani
government sector. As illustrated in previous cheptthe study uses information and
government publications gathered from the governnsector and a review of the
literature, in order to provide a general backgobtm Oman with an emphasis on the
status of its reward management strategies. Tcerbdttstrate Oman’s stage of
development, information regarding the country'ditms, geography, population and
economy is provided in Section 4.2. This is follaWey Section 4.3 which addresses the
issue of human development in Oman, whilst in $act.4 the development of the
Omani Civil Service is traced from the time bef@enan’s Renaissance up to the
present day. In Section 4.5 the current legislatedating to personnel in the Service is
presented. This information leads naturally int@ tway in which Civil Service
personnel are rewarded (Sections 4.6 and 4.7).chiapter concludes with a short

summary.

Before embarking upon the overview of Oman, itngortant to acknowledge the
culture-related nature of the analysis, since wi@isian is a developing country with a
relatively short ‘modern history’, that essentialggan with the succession to the
throne of His Majesty Sultan Qaboos in 1970, itsdnenetheless have a deeply-rooted
resilient social structure, which has served ovanynyears as the authority on social
behaviour. In analysing the context of the reseatdwrefore, it is appropriate to adopt a
new institutionalist approach of the type advanbgdesearchers such as Scott (1995,
2004), and Powell and DiMaggio (1991). This recsgaithe importance of structures
and institutions in generating rules and normsedfaviour, thereby promoting cultural

explanations of social phenomena.

In Oman’s case, despite the short length of thimissance period, the Sultanate has
consolidated its institutions and invested subsiiytto provide services for the
population. Indeed, the country’s economic progreas been realised through the
support provided by its economic, legal, educafioaad political institutions. Such
institutions, irrespective of their comparative flguare nonetheless robust, all resting

on Islamic underpinnings, and consequently, Omarh#sacterised by a strong culture
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which is reinforced in schools, universities, atldeo societal organisations as well as in
government. However, the traditional tribal valuemain and run alongside the more
modern concepts introduced and supported duringeghaissance, and consequently,
the Sultanate’s national culture is something olfiylorid which generates its own
outcomes in respect of individual and organisafidmdaviour. It is with these factors

in mind that this chapter should be read.

4.2 Overview of Oman

This section begins with general information on tbeuntry’s geography, and
population, and progresses to present a brief atoouits history. Also, because of
their direct relevance to rewards and incentiveses such as the country’s economy

and political system have been included in theudision.

4.2.1 Geography

The Sultanate of Oman is in the extreme southeastec of the Arabian Peninsula,
(between latitude 16.40 and 26.20 degrees nortHangitude 51.50 and 59.40 degrees
east), and the location itself is considered toobenajor strategic importance. Saudi
Arabia is to the west of Oman, the United Arab Etas is to the northwest, the
Arabian Sea is to the East, and the Republic of &fes to the extreme southwest,

(Ministry of National Economy — Oman, 2009).

According to the Annual Statistical Report (20083ued by the Ministry of National
Economy, Oman’s size is about 309.5 thousand sdualmetres, making it the third
largest country in the Arabian Peninsula. Omam&idie and amazing landscapes are a
blend of its geological history and its environmewer the past years. Superb rock
outcrops appear in the Al Hajar Mountains, and Rhaire a heaven for international

geologists. (Ministry of Information — Oman, 2009).

Oman has a large diversity of topographies; the nteans make up 15% of the total
area, with sand and desert covering the greatest @pproximately 82%), most of
which is known as the Empty Quarter. Oman alsodeagral small islands in the Gulf
of Oman and the Strait of Hormuz, including thosewn as Salamah and Her

Daughter$, and in the Arabian Sea, it has the Masirah aatladiyat islands.

In the Democratic Endeavour in Omarl-Qushtaini (2006) argues that the map of

Oman — in the First phase of democracy, actuabgmdbled England, and that in the

Second phase of democracy, Oman shaped the saaccb@came known for its marine
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experience all before the Common EOman also h& good access to the rest of
world —via the east, by thArabian Sea and the Indian Oceand by the north via tf
Arabian Gulf.The official language of the country is Arak

The Sultanate is divided administratively into tbar governorates cMuscat, Dhofar,
Musandam and Al Buraimi, and five regions of Al Bah, Adh Dhahirah, A
Dakhliyah, Ash Shargiyah, and Al Wug(Ministry of Information, 2009). Figure 4
shows these different regions and governot
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Figure 4.1: Oman’s Regions and Gvernorates
Sourcehttp://www.omanet.om/arabic/regions/MAP.asj}

4.2.2 Population

According tothe preliminary results of the 2010 General CemdlwRopulation Housin
and Establishments, announced on 27/12/2010, O Ipopulation 2,773,479, of
which 1,957,336vere citizens, and the remainder expatriatn Muscat Governorat:
which came th second after Al Batinah Region where the reseamhs born, the tot
populationwas 775,878 onh07,0060f whom were Omanis, the remaining 368,

being expatriatesMww.omancensus.r).

Historically, as AlQassmi (1999) argues, the Omani people can tradertots back t
ancient times, since when two migrations have aecur The first, at a time unknow
was the result of a tremendous drought in Najd d5Awmabia) that caused peo to

migrate in search of water, and some made it tostimes of Oman. The secc
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migration occurred after the collapse of the Mdiadam in Yemen under the
leadership of Malik bin Faham in 120 BC.

4.2.3 Historical Background

Oman has a long and interesting history, althouglehrof this is untold (Al-Mugbali,

2006), and in fact there is very little informati@bout the earliest fishermen and
hunter-gatherers (Al-Farsi, 2007), but certainlys ievidenced by recent archaeological
discoveries and research, that early civilizat®hkely to have existed in Oman at least
5,000 years ago (Al-Yahmadi, 2000:20). Throughtaihistory, Oman has been known

by many names, those bfajan, MazoorandOmanbeing the most acknowledged.

As for the current name Oman, there are numerouatings about its origin, but some

have argued that it was named after the son of#tnawho was called Oman. It has
also been suggested that the famous tribe of Aarded Oman after their migration

from Ma’arib Dam in Yemen and that Oman looked likeir homes back in the Dam

(Al-Khalili, 2003; Al-Hanshi, 2004; Al-Farsi, 2007)Lastly, some believe that the

country derived its name from the temmana which denotes a safe and peaceful
dwelling (cited by Al-Mugbali, 2006; Phillips, 1957

In terms of religion, the Omani people were amdmg first people to embrace Islam
voluntarily in around 630AD, other countries haviteg be persuaded by threatened
violence, diplomacy or persuasion. In Oman’s céise,prophet Mohammad sent his
envoy to meet the country’s rulers to invite thematcept the faith (Al-Barwani, 2003,

Kishtainy, 2007).

During the early years of the Islamic mission teegg the religion, Oman was to play a
major role in the Wars of Apostasy that occurradrathe death of Mohammad. It also
took part in Islamic conquests by land and searan,|Persia and beyond. Its most
important role, however, was via its significardading and seafaring activities in East
Africa, particularly during the19th century, wherextended the reach of Islam in many
of East Africa’s coastal regions, and certain a@aSentral Africa. Omanis also took
the message of Islam with them to China and thamports (Ministry of Information —
Oman, 2009).

Oman has only ever been successfully invaded byconatry, which was Persia. By
the 19" century Oman was seeking to expand its territerpss the Arabian Gulf and

East Africa, where it controlled the island of Zdoaz. In addition, Oman sought to

-110 -



create political links with the other great powefghe time, including Britain, France,
the Netherlands and the United States, but deghite international activity and
reputation, in the early part of the™@entury, Oman entered a period of decline and
isolation (Ministry of Information — Oman, 2009).ottever, in 1970, Sultan Qaboos
came to power and sought to end the traditionalaraddjovernance, thereby laying the
foundations for the modern state (Jaaffar, 199@&dcby Al-Mugbali, 2006). Miller
(1997) acknowledged that Oman was well known ferdiscretion in carrying out its
affairs. With regards to the appointment of Sul@aboos, he quotes the speech given
by the Sultan on the day of his accessior(28y 1970) when he saf®ur country in

the past was famous and strong. If we work in uaityl co-operation, we will
regenerate that glorious past and we will take spexctable place in the worldNow
Oman has a modern infrastructure, clean streetsadnghly professional military that
devotes much of its budget to civic action (Al-Madjp2006; Al-Farsi 2007).

4.2.4 Political System

In an interview with Miller (1997:60), Sultan Qal®spoke about his mission to create
a modern Oman, saying:

“I had spent six years living in Britain (1958-64Xperiencing work in
different sectors. That background gave me a gasisifor thinking about
things differently. | had promised on the first dafymy rule to create a
modern government. But | knew change had to beeshiato slowly, very
slowly”.

The Sultan’s visionary and strong-willed leadersloipupled with the human resources
in terms of the Omani people, has resulted in @ese@f individual responsibility and
duty towards the country’s growth (Kishtainy, 200™ his Royal Speech of 29
September 1971, His Majesty promised thia¢ Government and the people are as one
body. If one of its limbs fails to do its duty, theher parts of the body will suffer ...
therefore I'm inviting you to work together for teake of our country's future{The
Royal Speeches of HM 1970-20Q3).

His Majesty explained the critical elements forcass in the development plan or"18
November 1974, sayirijhe success of any development and the accompishof its
objectives is joint work between three parties: ¢fowernment, the private sector and
the citizens” (The Royal Speeches of HM 1970-200%). According to Hamoudi
(2006:314), His Majesty isgiving top priority to the development and empowesrhof
Omanis at honfe In addition, His Majesty‘'maintains a delicate balance between

preserving the traditions and culture of his coynéind introducing the modernisation
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needed to keep pace with the changes taking ptatieeirest of the world{Common,
2011:224). Moreover, His Majesty is also a welblum peacemaker in the region, and
has given the Sultanate a constructive and inflakmble in the Gulf, Arab and
international arenas. Furthermore, he has recemady International Peace Awards

(Ministry of Information — Oman, 2009).

In terms of its relationships with those peoplenigswithin its territory, Oman can be
seen to be one of the most tolerant states in thbian Peninsula. There are Christian
churches and Hindus have been granted religioesidéra, such that there are several
temples and other religious institutions in Omangd although he is completely
respectful of Muslim tradition, the Sultan has spokout against extremism and
fanaticism. The Sultan's aim is to demonstrate klam is consistent with a modern
state, and thatinteracting independently with the modern world, represents a
willingness to make adjustments to changing comstin a pragmatic mannerDeeb,
2001:1022).

At the beginning of his term, His Majesty emphadise1973 the democratic nature of
the country in his statement tH&t]ll citizens in this country are the same andued,
there are no differences between small and bigicn and poor”. His Majesty’s
philosophy and progressive ideas have resultednmar®s population, both male and
female, being provided with full access to educaiod economic, social and cultural
developments, the Basic Law of the State ensurmg fteedom and rights of all
citizens. And by enactment, the Basic Statute ef3tate in 1996, which primarily aims
to provide a force for political and social statyilas well as inclusive legal formulation,
is complete (Al-Yahmadi, 2000:22).

According to Article (10) from the Basic law, thendamental political ideals are
concerned with peace and harmony, and that ensisngthening co-operative
relationships and friendships with all other coigsty on the basis of respect for each
other, common interest, and non-interference iarimal matters. Indeed, His Majesty
Sultan Qaboos confirmed these principles BrOttober 2010, when he sdi®ne of
Oman’s firm principles is co-operation with all t&s and nations on the basis of mutual
respect, mutual interest and non-interference enafffairs of others as well as our non-
acceptance of interference in our affairs by othefbttp://www.omanet.com). Given
the Sultan’s direction, Oman has emerged as a fudarintry, whose robust political

system is supported by clear policies that are yoaleed by a philosophy that aims for
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peace and harmony within its justice system, neaghly rights, and international laws.
This type of political foundation has been insetlitin the belief that it is the ideal
starting point for all global development (Al-Yahdia2000). As a result, over the past
four decades, Oman’s relations with most counwofabe world, especially the Western
countries, have been very warm (Al-Kharusi, 2008)d the Omani people have

become used to living in a secure and stable céirttdamoudi, 2006).

4.2.5 Economy

As revealed in the previous section, Oman has g lostory, and according to Al-

Mugbali (2006), until recent times, the countrysoeomy depended completely on
agriculture, camel and goat herding, fishing aaditronal handicrafts. In the late 1960s
Oman began to exploit its oil reserves, but whelta8Qaboos came to power in 1970,
the country was still relatively poor and backwaehd lacking in infrastructural

development. There were not enough roads, schoomsgedical facilities, and many of

Oman’s most educated and wealthy citizens had emeigrto find opportunities abroad
(Ministry of Information, 2009). This all changedth the Sultan’s accession to the
throne, however, it being noted by Kishtainy (2AQB) that “[a]s soon as the sultan
took the over the responsibility for Oman, he erkbdron laying the foundation of a
civil society by lifting all unnecessary prohibitis, pardoning the former rebels”.
Likewise, Deeb (2001:1022) also noted the transétion effected by the change in
power, saying “Oman in 1970 had only the most r@ghtary social and economic
infrastructure but has since been transformed uSdéan Qaboos into a modern oil-

producing state”.

Once, a poor underdeveloped country, Oman is nowdern nation state, the outcome
of a series of five-year development plans, th& ff which being established in 1976.
This first plan focused on infrastructural expansioesulting in steady growth in
building, healthcare, schools and other serviced-gksi 2007).

The following five-year development plans were vé#inned, based on sound research,
and aimed to make the best use of the countrytauress and to create an economy that
was capable of achieving growth on its own (HampR@06). And in a move to build a
sustainable economy, the government recognisedn#esl, in the mid-1990s, to

diversify the economy as quickly as possible, st the reliance on oil was lessened.

In 1995, at the Economic Vision conferer@man 2020vhich was held in Muscat, this

proposed new phase was heralded as one that woulgrn lead to higher growth and
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prosperity which would be embodied by economicreney, and financial stability. In
addition, there was a need to reshape the roleoe¢érgment in the economy and to
widen the opportunities for private participatiaumck that the economy could be truly
diversified and new sources of national income ed, thereby realising an
acceptable balance between general revenue andchdtype. Furthermore, it was
considered that more attention needed to be paitha@oglobalisation of the Omani
economy, to reviewing the commercial and econoraigs| and legislation, and to
placing greater emphasis on attracting foreign lacdl investment by fiscal benefits
that would promote greater integration with the koeconomy. Additionally,
improvements in the infrastructure serving the sidal, trade, agriculture, fisheries
and tourism sectors were called for, as were imgm@nts in human resource
development (Al-Hadhrami, 2003; Al-Hanshi, 2004:@hailani, 2005; Al-Hamadi et
al, 2007;Ministry of International Economy, 2009).

At the moment, Oman is a free market economy, leihtaxation levels, fairly liberal
investment laws and no control on capital movemergsvell as being a member of the
GCC and WTO. It is worth noting that Oman gained @Vinembership in 2000 in
recognition of its attempts to liberalise and opgn-its market. (Ministry of
Information, Oman 2009-2010). Recently, the mairalgoof the EighthFive-Year
Development Plan (2011-2015) are seen as beinghe\e a rate of growth no less
than 3%, to reduce inflation rates, to enhancesratgroduction in respect of oil and
gas, to effectively manage their reserves and #fieitlin power resources, to develop
the tourism, industry, agriculture, fisheries anditeav resources sectors, and to
implementing the strategies of scientific reseassid the Oman Digital Society.
According to the last assessment conducted by Galent (2011:12), Oman is

experiencing satisfactory economic growth prindipal

Nonetheless, despite the fact that there has beem success in diversifying and
growing the economy since the development pushrbegd 970, there is still a long
way to go and the diversification has not happegeidkly enough. In this respect,
Kishtainy (2007) believes that the government’s recent fiscahservatism has
restrained the pace of investment. Therefore, lddafnadi et al (2007:111) stressed,

“[it is too early to be certain that the goals @man’s Vision 2020 will be achieved”.
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4.3  Human Resources Development in Oman

Before the development of the modern educationesysKuttab education was the

norm in Oman. Al-Farsi (2007) and Al-Hammami (199®te that these Kuttabs or

Quranic schools were located in mosques, privatesd® and even under trees. The
modern educational system in Oman did not begiit 1870, at which time there were

only three elementary schools in the entire countryMuscat, Muttrah and Salalah,

with a total enrolment of 909 pupils (all male) &@lteachers.

However, since 1970 the Omani government has giavaigh priority to education in
order that Oman’s domestic workforce becomes aldpgd one, an aim which is
believed to be a vital factor in the country’s emonc and social progresh.is clear
that the Sultan believed education was a key fasteen several years later on™8
November 1972, he statetEducation was my great concern, and | saw thatvés
necessary to direct efforts to spread education;ithportant thing is that there should

be education, even under the shadow of trees”.

To achieve this goal, it was necessary to firsdgruit suitably qualified teachers of

which thousands were required and to build schaotsss the country. It was around
this time that Omanis began to realise that theis@nal goals and objectives were only
possible through education. Expansion in the afezdocation has never been halted,
and in terms of the total national expenditure,cation has continued to rise steadily to
reach almost a fifth of the total expenditure (Alstybali, 2006; Al- Farsi, 2007).

During the first long-term development strategy1@94.990), the Sultanate was able to
complete important achievements in all dimensiofhsth@ inclusive development
(Hamoudi, 2006:5). However, despite all of theski@aements accomplished by the
Sultanate in the period 1970-1990, the countryls fsices a number of challenges.
These include: the poor production efficiency ia overnment systems and inefficient
use of available resources; the poor productivithuoman resources, the low status of
some professions and handicrafts, and their limipadticipation in the national
economy; and the inability of the national labowrce to cope with the rapid
developments in the technological field (MinistfyNational Economy, 2009).

So that these challenges can be met and in ordaratomise the benefit from the
positive developments, the Sultanate adopted a tiermy development strategy for the

period 1996-2020, represented in the Vision for @saconomy: Oman 2020.
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The main objectives of the human resources dewsdop strategy which came from
this Vision are to develop and enhance the capiailiof the Omani people by:
upgrading the level of the education systems; ptorgoeducational and vocational
training; improving the extent of women’s partidipa in the labour market; and
generating and managing technological changesiesftlg (Al-Hadhrami, 2003; Al-
Hanshi, 2004). In this respect, Al-Rabi€3000) argues that the primary focus of the
reform is to improve the general education systgnrdising its quality, efficiency,
cost-effectiveness and relevance. In this way, dvqdality graduates can be produced
who have the knowledge, skills, and competenciegssary to be productive citizens
who can meet the challenges of the global socistwell as the cyber-economy, and
who can cope with advancements in information tetdgy in the 21 century.

According to Al-Farsi (2007:21)ja critical idea underpinning the development of
education in Oman is that education is the fouratatof human development both
individually and socially” Until recently, the structure of the General Eation System
in Oman consisted of three stages: primary, intdrate, and secondary. After
completing the secondary stage, students couldupwegher a university education or
attend training at a technical or vocational cddledgdiowever, recently the Basic
Education System was introduced, in which therdemeyears of compulsory schooling
during which time the requirements of contemporkwing and the imperatives of
Omani development are considered. These ten yeardobowed by two years of
secondary education (Al-Asmi, 2008). In sharp casitrto the pre-1970 period, the
number of government schools is enormous, and 20@8, this had reached a total of
1,047 with 540,000 students enrolled, while teashmrmbered 43,000 (Ministry of
National Economy Statistical Year Book 2009:430431

As a means of improving standards within the Higiducation (HE) sector, several
different programmes have been developed, amonghwhithe provision of facilities
and support by the Omani government to encouragebwth of private HE. In this
respect, it is possible for non-government univesito apply for grants that total 50%
of their paid-up capital, to a maximum of 3 millil@MR (Al Mugbali, 2006). And in
the Sultanate’s HE sector, there are now sevenetsities, one belonging to the
government, and the others in the private sectdditfonally, there are six government-
owned technological colleges and four vocatiorahtng centres. In the private sector
there are nine colleges granting qualificationshsag Diplomas, Bachelor of Arts, and
Bachelor of Science degrees. Furthermore, therd48anstitutes and training centres
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owned by the private sector within Oman. Moreovke, government Universitlyas
ten colleges. The number of Omani graduates fragigo universities for the academic
year 2007/2008 reached 1,453 students, of which 888 graduates of GCC
universities, 433 of Arab universities, and 127ookrseas universities (Ministry of
National Economy Statistical Year Book 2009:430431

Therefore, as Kishtainy (2007:71) noted, most of thvels of development and
education in Oman are comparable with, and eveter#tan, the levels recorded in
other oil producing states, despite their greateoine. But the fact still remains that as
some researchers (Al-Ghailani, 2005; Katz, 2004vehnoticed, there is still no
systematic HRD programme in the Sultanate, andighis strong contributing force
towards the various deficiencies evident within @m@ani government, and which may
well cause yet further serious difficulties in thet too distant future. Moreover, Al-
Farsi (2007:14) has stated th@t]urrently Oman is facing challenges in finding
solutions for the development and enhancement uicawnal practice, which is
difficult in the light of modernisation and worldahnology, without losing sight of the
traditions, culture and social aspirations of them@ni people”. Furthermore, the
United Nations Development Programme (UNDP) Humavdlopment Index (HDI)
for 2009 shows Oman places Oman in the medium oategt 56th position, and this is
lower than the Sultanate aspires to be. It is afre® true that the concept of human
development is complicated and cannot be propegyuced by values and indices, but
the UNDP HDI, which is calculated and updated atipuaffers a wide-ranging
assessment of human development in certain coanirig based solely upon traditional

economic and financial indicators (Oman CountryiBey 2007).

4.4The Development of the Civil Service Sector

Prior to the change of government in 1970, a tribdiministration reflecting the
country’s traditions and culture of absolutism, waglace. Individuals in public office
arrived in those positions essentially through drikaffiliations rather than by
meritocratic processes, and they were unmonitosedrly central independent body.
The most fundamental administrative, social andneooc structures had yet to be
development, and order was supposedly kept by a ddwhoc departments (Al-
Muharami, 1993).
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The first step taken by Sultan Qaboos when he accénl the throne in 1970 was to
address the Omani people and in so doing, he*sprdmise you that my first concern
shall be the modernization of the government tadpractical as possible{Al-Asmi,
2008).

Over the past forty years, Oman’s civil servicetsebas indeed gone through several
stages of development. The early years in the 18®@dved the establishment of the
sector and since then there have been many staligiterventions aimed at improving
administrative status to the highest possible ldvating the early years, Sultan Qaboos
formed a number of ministries and departments vagiponsibility for the operation of
important affairs. Firstly, he created the Ministriof Education, Health and Justice,
along with departments such as Finance, Audit amgdPnel Affairs. Following on
from those ministries, the Personnel Affairs Depat was established in 1974 and
was the first organisation in the country to splem@ain handling matters related to
public services and employees. Additionally, thep&rément established a system of
job classification and salary scales as well assrahd decisions relating to allowances,
holidays, and after-service entitlements (Al-Ghaila2005; Al-Mugbali, 2006; Al-
Asmi, 2008).

In 1975, His Majesty Sultan Qaboos issued Royalr&@edNo. 26 establishing the first
modern government in Oman. It consisted of the Ciburh Ministers (the cabinet) and
some other governmental units. Also to emerge \wasfitst law of civil service in
Oman No. 27 (1975). This featured the covering lofoat all provisions concerning
personnel matters, specifically those related tpoamtment, promotion, job
classification, transfer, scholarship, delegati@mployees’ performance appraisal,
compensations, behaviour and duties of servargsiplinary procedures, and dismissal
(Al-Lawati, 2002).

According to Hamoudi (2006), on #8ovember 1984, Sultan Qaboos announced that
he was pleased with the faithful efforts made by #&mployees of the civil service
system, and confirmed his intention to develop #yatem continuously throughout the
country’s renaissance. Previously, o 18ovember 1978, His Majesty had declared:
“we shall continue to ensure that our first prigriis given to the needs of our people of
the different regions. We will continue to devetbp quality of the work of the civil
service to meet the tasks that lie aheéfifie Royal Speeches of HM 1970-2005:143).
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According to Al-Asmi (2008), Oman is a very younguatry and what has been
achieved is surprising in terms of the facts presgnAl-Asmi summarised the phases

of Oman’s civil service sector, as shown in Tablke 4

Table 4.1: Developmental Phases in Oman’s Civil Séce Sector

Phase Main Production Intended Purposes
First: 1970-1974 -The establishment of thdo run the civil service
Personnel Affairs Department. | system.
Second 1975-1979| -The establishment of ([théo draw up general policids

Administrative Machinery of the civil service systen,

(Cabinet). follow up the implementation

-The issuance of Civil Serviceand evaluate its performance

Law No. 27/1975. - To approve civil service

-The establishment of the Civilregulations

Service Council. - To organize civil servicg
affairs

- To approve drafts prepar¢d
by the Personnel Affair

v

Department

Third: 1980-1984 -The issuance of Civil Service To organize civil service
Law No. 8/1980. affairs.
-The issuance of Regulations |of To interpret provisions of the
Civil Service Law. law.

Fourth: 1985-2003| -The establishment of [hk&o run the civil servicg
Ministry of Civil Service. system.

Fifth : 2004- date -The issuance of Civil Service To organize civil servicg
Law No. 2/2004. affairs.

Source: Al-Asmi(2008:56)

4.5Rewards System in the Civil Service Sector

Individuals and organisations operate in a symbiagiationship whereby each rewards
the other, employees by their productivity, and Eygrs by their salaries. Clearly, the
rewards available are important to both partieacesithey form the basis of the
development and maintenance of good relationshgpsden the two. That said, the
business of managing rewards is not simple as &as hown in Chapter Two.

According to Morris (2009:2)The terms ‘best fit'" and ‘best practice’ are usedthe

area of reward systems to explain the way that rdwazlicies can lead to greater
organisational effectivenessHowever, recently many authors and agencies irfi¢ta

(e.g. Milkovich, 2000; Singh, 2002; Blackburn ance®en, 2003; CIPD, 2005, Rumpel
and Medocof, 2006; Zingheim and Schuster, 2007wrand Perkins, 2007; Keys,
2008; Hay Group, 2009; Giancola, 2009; Towers Re2009; Armstrong, 2010) have
argued that there is no one best practice, no tsaler ideal TR system that is

appropriate for every organisation, because org#oiss are different depending on the

-119 -



markets in which compete, the regulations undeckvkiiey operate, and their strategic
priorities. Hence, thénew reward” schools were correct in terms of empizing the
need for a best fit rather than best-practice agmto(Reilly and Brown, 2008:46), and
as noted by Greene (2009:64yy]hat works is what fit$.

However, most authors and agencies mentioned earie others (e.g. Blackburn and
Bremen, 2003Crawley, 2007; Hutcheson, 2007, Parker, 2008; ZRO08; Giancola,

2009; McMullen et al, 2009) believe that the neward system should be concerned
with specific principles, criteria, aspects and relsteristics that can help to make it

more effective.

Armstrong (2004) observed that an effective rewaydtem should: be based on
corporate values and beliefs; flow from the bussnetsategy and also contribute to it;
be driven by business needs and fit the busineasegy; align organisational and
individual competences; be integrated with othesqeal and individual competences;
be congruent with the internal and external envirent of the organisation; reward
results and behaviour that are consistent with dgganisational goals; be linked with
business performance, adopting a competitive gfygterspective; and have evolved in
consultation with key stakeholders. Armstrong amav® (2009) add some criteria for
an effective TRS such as: ensuring that it is stpgdoand understood by line mangers
and staff, and that they are capable of implemgnénd managing the strategy in
practice; and that the system is flexible in adigsto changes in the business and in the

environment.

Authors such as O’Neill (1995), Kantor and Kao (200and Armstrong and Brown

(2009), observe that in order for a reward systenbe effective, it should embody
fundamental values about fairness, equity, consigteand transparency. In addition,
they emphasise that the strategy should be corttevite specific principles such as:

creating a high performance culture, rewarding fe@rcording to their assessed
contribution, and seeking to manage the whole value

As has been in previous chapters, reward systems éveolved in recent years, and
Table 4.2 summarises the key trends and overaélldpment of the RS approach in the
21 century, as suggested by a number of key resaar¢Réatt, 2000:28; Deloitte,
2005:2; Chen and Hsieh, 2006:70; Armstrong and Br@®006:3).
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Table 4.2: Key Trends in the Overall Development oRS in the 21st Century

NO From To
1 Narrowly defined; compensatignBroadly defined — “total rewards” include
and benefits everything about the work experience thgt
affect an employee’s commitment and
contribution to business value
2 Employer paternalism Employer-employee partngrshi
3 Business, business-driven focys  Aligning rewaitth Wusiness strategy,
employee needs and environmental
requirements
4 Entitlements: merit rises, serial| A new contract: pay for contribution,
promotions, paternalistic personal development, choice/shared cos$ts
benefits
5 Reward system: mechanistic, | Reward process: organic, variable,
inflexible, over-complex relatively simple
6 Pay progression: individual Pay progression: contribution, skills and
performance/services knowledge
7 Emphasis on individual PRP More focus on teanfop@ance
8 Planning Practising
9 Design: best practice Process: best fit
10 | Benchmark-driven, focused on| Internally driven — focused on what you
what others do need
11 | Internal equity focus A market-driven focus
12 | Bureaucratic/rule-driven Focus on principlexiltéity
13 | Periodic: at the end of year or | Instantaneous: offer frequent opportunitigs
twice a year for rewards
14 | Independent: no strong linkage Co-ordinate: matches the strategic needd of
with organisational goals and | the business and desired corporate cultyre
condition
15 | Inform (maybe), top down Communicate and involve
telling
16 | '‘Big bang’ change Evolutionary change
17 | Guess work/faith Critical evaluation of initias and their
effectiveness
18 | Elastoplast technology Integrated HR and rewdodmation
systems
19 | Viewed as a cost with uncertain Treated as an investment with measurable
ROI results
20 | Unilaterally designed by Collaboratively designed by managemen
management. and employee representatives

Source: Largely based on Platt (2000:28); Thorp®0@); Armstrong (2004:23);

Deloitte (2005:2); Chen and Hsieh (2006:70)

Bearing these key trends in mind, the researchernhade all efforts to find some
statement containing elements of the OGS RS, batumable to find one, concluding
that what operates in the OGS has a negative impacany areas of HRM, Indeed, Al-
Alawi (2003:259) has argued that tHeinclear reward system in government

organisations is considered one of the main factbet prevent the transferring of the

trainees’ learning from the training programmestheir workplaces’
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In fact, most elements of reward are based on tiv Service law. As already

mentioned, the OCS has been governed by three thedirst being No 5/75 issued in
1975, representing the first piece of legislatiditokind for the Service. This includes
18 chapters containing 103 articles; the second/86, being issued in 1980 with 13
chapters and 85 articles; and the third and mastntebeing No 120/2004 issued in
2004. Additionally, the executive regulation (52/®&4 1984 was still applicable in the
new 2004 law until the new regulation was issued28110/2010. This law was

implemented with effect from 2006 being compriséd@® chapters and 157 articles.

The 16 chapters address the following: general ipians, functions, committees for
employee affairs, reports of functional performamssessment, promotion, salaries,
bonuses and allowances, compensations and rewtedsferring and delegation,
training and scholarships, work injury, employedsties and prohibited behaviours,

administrative accountability.

In a comparison of the two Civil Service Laws (198td 2004), the researcher found
no difference between them, but some exampleseofepetition found appear in Table
4.3.

Table 4.3: Repetition with the Civil Service Laws 1980 and 2004

No Law 1980 Law 2004

1 Article (26): the promotion to the nei)irticle (26): promotion shall be from tHe
following rank will happen as thedirectly previous position both igrade
financial grade is vacant and thend qualitative quantity.

nominee qualifies to assume the post.
2 Article (32): the employees are entitledrticle (41): the employee shall Re
to pay against extra work that they magntitled to a reward regarding the
be required to do in accordance wijthdditional works he is asked to perfofm
rules and provisions as stated by tradter the normal working hours.
regulation.
3 Article (35): it is exceptionally Article (36): the employee may be given
permissible, to grant any employee gnene or two periodical bonuses of the

or two allowances at the rate lo€ategory set for his job for once a ygar
periodical allowance determined for hisgnd at a maximum four allowances in fhe
financial status according to thesame grade provided that his performahce
provisions stipulated by the regulation.assessment report is at least ‘very ggod’
and that he has exerted special effort.
4 Article (38): encouraging Article (37): the employee may be given
remunerations are permissible to thiecentive bonuses provided that he has
employee who extends excellenprovided excellent services, worls,
services or achievements or researghesearch, or suggestions that helped
or proposals that lead to improveimprove work methods, raise performarjce
standards of work and enhanckevel, or achieve economy in expenditute.

performance perfection. 1
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In addition, there is the religious influence tonsmler because Islam is the official
religion in Oman, and many researchers (e.g. Al4yan2006; Al-Asmi, 2008) have

highlighted the crucial role religion plays in theeryday behaviour of all individuals.
Consequently, in the following discussion of thetmain types of reward — financial,

and non-financial, attention will be paid to thiamic perspective.

45.1 Financial Rewards

Financial reward is fundamental to an individuaingeable to survive, and therefore,
from the Islamic viewpoint, salary is importanthelrProphet Mohammed (PBUH) was
clear in his perspective on reward, emphasising nieed to pay an employee
immediately s/he has undertaken a task. The wortlss respect aréGive the worker
his wages before his sweat drief@bn Majah). Likewise, the words of Umar ibn al-
Khattab -“may Allah be pleased with him” justify the payment of a good salary since
with this, an employee will not be tempted intoropt actions, and hence, displease
Allah. Furthermore, Umar also said that peopleukhde paid according to their
contribution and to their needs (Jabnoun, 2005:190)

4.5.1.1Salary

According to Tong (2010:4)salaries are the main part of labor costs for emyrs
and main source of income for the employe#iiid if the government needs to attract
and retain highly talent employees, it must offempetitive and flexible pay (Al-
Muharami, 1993).

The Omani Civil Service law differentiates in thecend article between two types of
salaries thebasic payagainst each grade in theades and pay schedud¢tached to the
law that includes also the periodical and encoureayg allowances and tHall pay,
which is the basic salary in addition to allowanaesording to categories anteasures

and provisionsstated by its executive regulatiaa reflected through article 2 therein.

The salary is one of the basic rights of the emgdogind the actual reason for his/her
accepting to work, but the law and its regulatiosrebard the basis of salary
determination and mention only eligibility; artick® of the law states that the appointed
employee is entitled to the starting salary oftfes/job grade according to tigeades
and pay schedulattached to the law: It is permissible, on appoat, to pay the
employee in excess of the starting salary of thetm which an employee was first
appointed, should his/her experience be more imgeof duration than the period

required to assume the job. In such case, an allcevaf the relevant grade can be
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added to the starting salary for each of the exgeass, subject to the proviso that the
experience gained is appropriate to the naturbejdb agreed upon. If the employee is
appointed to a job of another group at the sametloer grade, he would retain the
salary that he earned in his previous job shoudctéeed the starting salary of the job to

which he is assigned.

Article 38 states:As per the categories and conditions set by theuR&gn the

employee shall be entitled to accommodation, etgtr water, transportation, and
telephone allowances. He shall also be entitledrawel allowance for training and
official tasks inside and outside the Sultanateadidition to this, the Regulation shall

set the rules and expenses regarding travel inardkoutside the Sultanate.

Moreover, article 35 of the law provides that evemyployee should be given an annual
increment on 1st January each year subject tortidogee having been in post for at
least six months, and the same allowance not kalaged to those assessed as ‘poor’
in the following year's appraisal process. The linktween the eligibility of the

employee to avail him/herself of the periodic allowe, and the appraisal report is
considered a motive to encourage the employeepoowe his/her standard of work and
develop in the job. An appraisal assessment ofr'petl deprive the employee of the

allowance.

Historically, the current government has revised fay policy to increase its
employees’ salaries several times. Royal Decree6Nig.1974 increased the salaries of
civil servants by 15%, Royal Decree No. 13 of 197&reased them further by 10%,
Royal Decree No. 6 of 1979 gave another 10%, angaRDecree No. 1 of 1980
increased basic salaries by another 10%. Annuatmments, transportation allowances

and other compensatory wages also increased (Alakéui, 1993).

Later, Royal Decree No. 120 of 2004 issuing theemirLaw Service increased basic
salary and allowances, and the last salary revamk place on % January 2007 as a
result of the directions of His Majesty in recogmit of the high cost of living and price

increases caused by high inflation rates in thé¢aBate (Al-Amiri, 2007). Table 4.4

shows the difference in salaries in the Civil Ses\sector between 1980 and 2004.
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Table 4.4: Civil Service Salary Increases 1980-20@krade and Salary

Law 1980 Law 2004
Level | Grade Beginning Maximum Grade Beginning Periodical
Salary Salary Bonus
One 1100 1540 A 1658
Two 545 710 B 1271 50
One Three 497 662 C 981 40
Four 448 580 D 800 40
Five 412 544 E 612 40
Six 376 508 First 512 20
One 327 437 Second 452 12
Two 279 356 Third 392 12
Three 218 295 Fourth 352 10
Two Fpur 194 249 F_ifth 312 10
Five 170 225 Sixth 280 8
Six 146 201 Seventh 248 8
Seven 121 176 Eighth 220 7
Eight 104 148 Ninth 216 7
One 109 197 Tenth 192 6
Two 92 180 Eleventh 168 6
Three | Three 80 146 Twelfth 144 6
Four 68 134 Thirteenth 120 6
Five 55 121 Fourteenth 90 5

Lastly, His Majesty Sultan Qaboos, on 15 March 204d9ued Royal orders to introduce
an allowance to meet the rising cost of living. Blewance, coming into effect from
April 2011, is as follows: Grades ‘A’ to (the gratieat is equivalent of Arabic letter)
‘Ha’ and their equivalent in the other service sys$ receive RO 50, Grades 1 to 7 RO
60; Grades 8 to 11 and their equivalents in otherise systems receive RO 80; Grades
12 and 13 receive RO 90, and Grade 14 receive ROhtp://main.omanobserver.om

Nonetheless, certain shortcomings remain in theeys irrespective of the pay
increases, and these can be seen firstly, in th&tauotial difference between the highest
and lowest rates of pay (Grade A = 1,658 OR, Gridle= 90 OR). This disparity
between the top and the bottom is much too highnwt@mpared with the salary
systems in most other countries, in either the Akadsld, or the Western World.

Secondly, the periodical bonus for lower level g@a& small, being only for example 5
OR at Grade 14, and 50 OR at Grade B. It is clear the top grades are those that
benefit mostly from the increases, when in factdbst of living remains the same for

all people in the country, whether they earn higllarses or not.

Thirdly, according toArticle 44, amendment of the grade and salary ¥adla Royal
Decree and Cabinet approval, after the suggesftitimeoCouncil and consultation with
the Ministry of Finance. There is no specificatwithin the law, of the term within

which a review regarding a pay increase would tplace, as is the case with
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neighbouring countries. However, from the reseatsh@ewpoint there is a need to
reconsider pay and allowances regularly, rathen thdoen special circumstances
warrant it. The fourth article of the Kuwaiti Sex@ Law, for example, states that a
review is to be conducted every two years (maximénomn the date the law became
valid in order to adjust to changing inflation a#nd the prevailing wages locally. This
is done as a means of creating competitive priegdeghat will ensure talented
employees are retained in the government sectberdahan migrating to the private
sector in search of higher salaries that enable tleesustain or improve their standard

of living.

4.5.1.2Variable Pay

In the study conducted by Al-Hamadi et al (2007)106 emerged that in 44% of
organizations, the pay and benefits system waseleded with the overall work
experience and not with performance and competencias situation occurs because

of the Civil Service Law requirements.

45121 Exceptional Allowance

According to Article 36, an employee may be awardedxceptional allowance of two
equivalent periodic allowances at his/her job graolece annually (maximum four
allowances in each grade). Such allowances areecubp his/her job performance
appraisal report result being at least ‘very goadd also that the employee should have
exerted special efforts or achieved savings in edpere or improved his/her
performance. And of course, the unit to which thgpkyee belongs must give consent.
However, despite this provision for reward accogdia proficiency, Al-Sheedi (2001)
expressed a lack of confidence in the official limdtween proficiency in employment
and access to the promotional allowance, since 6fBis sample replied that they did

not expect to receive a reward, despite being psideal at work.

45122 Incentive Bonuses

According to Article 37, pursuant to a resolutioorh the unit head and as per the terms
and conditions set by the Regulation, the emplayes be given incentive bonuses
provided that he has provided excellent servicesksy research, or suggestions that
helped improve work methods, raise performance |llege achieve economy in
expenditure. However, Al Hosni (1992) stressed thabrder to make remunerations

effective, the administrative authority should hamugh funds to cover any excellent
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work or service and at the same time there shoeldabguarantee to spend such

remunerations on the targeted purposes.

In a study by Al-Shidy (2002), it was demonstrathdt 65% of the sample did not
expect to receive this particular bonus, and aheeatudy by Shaiban (1994) revealed
that 85% of the study sample was dissatisfied vtk award of bonuses in

governmental units.

With this in mind, the Ministry of Civil Servicessied a ministerial decision (2/2008) to
provide a prize for the ideal employee based otigyaation and suggestions from the
employee to improve his/her scope of work and ofeatures that distinguish him/her
from others in performance and ability, in termsseff-improvement and having a

distinctive style in dealing with superiors, co-kers, and the public.

4.5.1.2.3 Compensation

Omani employees are entitled to receive certaianimal rewards if they meet different

requirements stipulated by the Law and its exeeutdgulations, as follows:

Payment of overtime wages: Article 40 stipulateat tthe employee is paid for
additional work carried out after official workingours. However, in a study by Al-
Sheedi (2001) it was shown that 45% of the sampulecated that they did not receive
overtime wages in respect of hours worked overrthodficial hours, and 51%
mentioned that they preferred not to work overthmears for a number of reasons, these
being: family responsibilities; the fact they livéar away from their workplace; the
work was not creative, and they did not receivertowe payments anyway.

45.1.2.4 Promotions

Promotion is the most prominent aspect of rewand, entails allowances and other
rewards. Promotion raises the salary for the eyg@dn question and gives him/her
more tasks and authority; thus, all employees pagecattention to this. However, there
should be co-ordination between the promotion of imdividual and the actual

administrative needs of the unit where that empmoyerks. Article 26 provides that the
employee should fulfil the criteria of occupyinghagher post and that the promotion
should be from a position immediately below thenpoted position in terms of grade
and nature. Article 27 states that the promoticoukhbe based on merit, as follows:
70% for efficiency and 30% for seniority. Howevéne previous law number 8/80

stated via Article 27 that promotion will be acdogl to merit based on efficacy,
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seniority and educational qualifications, meanidgattthe acquisition of certain

educational qualifications became a criterion feogpession. In case the attained
percentages are equal, there should be a compeatamination held between the
nominees to select the best according to condittmm$ained in the regulatioArticle

29 states that in case of promotion to grades fsexwen to one, the employee should

successfully complete at least one training coursiee job grade he assumes.

To assure equality in the total percentage of theritmsystem, a competitive
examination is taken by candidates as a meanseaf being selected. As far as the
denial of promotion is concerned, the provisioresthat staff members who are subject
to disciplinary action are not promoted. It is fioiden to promote an employee who is
undergoing some legal punishment, and nor is ingerd to promote an employee who
emerges from his/her functional assessment as le2ag (Articles 30-32).

Thus, it is noted that the Omani law considersissae of fair promotions and depends
on proficiency as decided by the annual appraisacgss, in order to exclude
favouritism and the influence of personal relationsdecisions. However, in a study by
Al Hosni (1992), it was demonstrated that only 28%the study sample believed
promotion was based on performance efficiency. Meee in Al-Ghailani’'s (2005)
study, 98% of respondents agreed that senioritlyesnain factor influencing grade-to-
grade promotion, and 82% of respondents rated tamsisrole as the main factor
influencing promotion to managerial posts. Hereafare, argued that within the current
promotion system, thélimited nature of the procedures, which concengrain the
candidate rather than the post, paves the way becten of the desired person, who
may not be the best qualified. The absence of-detrules allows ministers to be both

administers and executors of the procedur@s=Ghailani, 2005:80).

4.5.1.3Pension

Considering pension from the Islamic perspectiv@ractical example demonstrating
that it was usual to give this to people who haite&#, comes from Muslim Khalifa
Omar.An old blind man once came to Khalifa Omar, whoptg him on the shoulder
and asked, “What religion do you embrace?” “Judaighe old man replied. “So what
are you looking for?” Khalifa Omar asked. “I am @ld poor man; | need money”, he
said. Khalifa Omar took the man to his house ane ggm money. Then he ordered the

man responsible for “Bait Al mal”, “House of monetg’ give him money.
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Article 140 of the law provides that an employes&vice may be terminated for
several reasons including: reaching 60 years of bg@g medically unfit for service
according to determination by the relevant mediaathorities; resignation; two
consecutive reports assessed as ‘poor’ in accoedavith a proposal from the
employees’ affairs committee; cancellation of job death. Article 141 allows an
employee to continue working beyond sixty yearagd through a determination by the
Council should the public welfare necessitate pttaa maximum period of five years.
It explains that such an extension would be dugetnand from the units in charge and
requires that extension requests should startaat taree months prior to the employer
reaching sixty years of age. The Cabinet is elegild exempt any person who has a
legitimate case, from the provisions of this AsiclThe provisions of this law and

regulations remain in force during the employeeisnt of service.

Article 151 considers that the non-contracted eyg#owould be, by the end of his
service, entitled to a grant/bonus of one montldg for each year of service with a
maximum limit of ten months for job occupants frgnade 1 to 6 and 12 months for job
occupants from grade 7 to 14. The grant/bonuslcleted on the basis of the last pay
drawn by the employee and subject to it not exeepdR,000 OR. The employee will

not be entitled to the said grant if his/her sesvis less than five years unless
termination is by death or disability. Al Bareed®3009) found from his study sample,
that 100 OR as a minimum pension is insufficientdeer monthly expenditure and that
most respondents were unhappy with the way pensiaalculated through the basic
pay without allowances, and widespread dissatisiaategarding retirement benefits

was evident.

45.2 Non-financial Rewards

The role of motivation in human action is fully ackvledged by Islam, as noted by
Ruhul Amin (2005). Personal intentions, drives amatives are believed to condition
such action, in which respect the Prophet Moham(R&UH) said:“The acts depend
on intentions. A man will get whatever he had ideghfor” (Al-Hadith).

In Islam, work is perceived as a form of worshijpl @éimat every effort should be put into
it since eventually, there will be a reward. Tledigion encourages individuals to be
intrinsically incentivised and to give commitmehgnesty and loyalty both to their jobs
and their employers. With this kind of belief, andividual is believed to gain

competitive advantage because s/he will always bévated to perform well (Al-
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Ghailani, 2005; Jabnoun, 2005). Allah, the AlmighAtithigh “and say: work, soon will
Allah observe your work, and His Messenger andlékevers..” (Quran 9:105).
Moreover, Allah, the Almighty All-high, saidwe never waste the reward of anyone
who did good”(Qur'an 18:30).

4.5.2.1The Reputation of the Sector

The government of Oman has adopted various marmégerategies, policies, and
methodologies to modernise and improve the puldictos for the sole purpose of
earnestly serving the country and its people. mythe past four decades, there has
been stable growth in the number of employeesar@S. In 1970, the figure stood at
1,750 employees, whereas orf*Tlecember 2010, according to The Annual Statistics
of Civil Service Employees 2010, that number hadraased to 128,415. Omanis
comprise 88.9% of the workforce, which is encounggsince the Omanisation policy
implemented by the Government aims to achieve getaof 95% Omanis by 2020.
Table 4.5 indicates the composition of the Omanil@ervice in terms of national and

expatriate employees.

Table 4.5: National and Expatriate Employees in th®©mani Civil Service

Year| Omani | Non-Omani Total % Omani| %Non-Omani
1970 | 1,630 120 1,750 93.1 6.9
2010 | 114,206 14,209 126,134 88.9 11.1

Nevertheless, according to Al-Hamadi et al (200Z)1@he region still suffers from
skilled individuals, and this tremendous shortiglparticularly true in jobs that demand
professional and high level abilities. This woskelem to suggest that more attention
should be given by the government to what it cantalattract and retain a talented
workforce, in the interests of being able to copthwhe current and future challenges
that can only be met by capable workers who canpetenand take the initiative (Al-
Ghailani, 2005).

Unfortunately, the Civil Sector has been sufferoger the past few years from the
migration of good quality personnel, especiallysiadrom managerial, technical and
engineering departments. Figures from the Ministrivil Service that clearly show
the phenomenon has been increasing over the past ykars, indicate the number of
those resigning in 2005 to be 207, and in 2010G:t88b, as shown in Table 4.6.

-130 -



Table 4.6: Migration of Talent from the Omani Civil Service

Turnover 2005 2006 2007 2008 2009
Total 207 346 385 592 698

Historically, turnover has been perceived to bentyaa pay issue (Diez, 2009:48), but
Parker (2008) argues that talented individuals dbleave for money, but rather to
expand and develop themselves. This view receimesmeus support from empirical
research; for example, the CIPD (2008) and Hay @r(2009) observe that it is
relatively rare for people to leave jobs in whidtey are happy, even when offered
higher pay elsewhere, and that most employees adneeltheir jobs voluntarily do not

cite pay as the main cause.

The CIPD (2008) reports many different reasons ltiegufrom ‘pull’ and ‘push’
factors: the attraction of a new job or the prosm#ca period outside the workforce;
dissatisfaction in their present jobs. But the euke strongly suggests that push factors
are a major reason for voluntary turnover, e.goar pelationship with a line manger;
lack of training and development opportunities. @tGI1PD (2009:25-32) research also
reveals that the two most common reasons are éongtion outside of the organisation
(50%) and for a change of career (49%).

Generally speaking, the empirical research on eyegldurnover reveals that reward
elements influence employee retention. If percea®thsufficient by an individual, that
person will experience an increased desire to lethe organisation. However,
“effective TR non-monetary returns are likely wankconcert with monetary elements
to facilitate employee retentior(Payne et al, 2011:9-11).

According to Allen (2008:3jtalent departures cost a company time, money, atier
resources”. The major cost identified by FLEX EXECE (2003)dahe CIPD (2008)
are associated with hiring replacements, trainiegy Bmployees, lower productivity of
new employees, and of covering during the periodwhich there is a vacancy.
Moreover, turnover affects a business’s performascmdicated by a survey conducted
by the CIPD (2010) which reported that 60% of employerdiebed employees’

departure from the organisation negatively affettesiness performance.

This migration of talent from the civil sector thet private sector has undoubtedly
produced negative effects because the investmedé nmathose talents has been lost.

Additionally, the reputation of the sector as aidse employer of choice has been
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tarnished and young talented and qualified peopllnger perceive it as a place where

their dreams and aspirations can be realised.

Therefore, government units should be assessimgréveard management strategies in
order to discover their strengths and weaknessgslawuld consider carefully what can
make them unique and positively differentiate thieom competitor employers in the

private sector.

4.5.2.2Values

Khan (2011:80) observes that several scholars ifgletite tremendous impact of
Islamic values, Islamic work ethics, and Islamignpiples on the management of

human resources in Islamic countries.

According to Article 102, those in public sectobgomust serve the nation’s citizens,
and must, therefore, conduct their work accuradelg with integrity. Their behaviour
must be dignified and professional, and work muestréspected, meaning that time-
keeping must be perfect and all duties associat#h the job must be performed
according to the rules, and regulations. In addjtibe public servant is expected to be
scrupulously honest when spending state fundssafetjuard them and the property of

his particular unit.

In an effort to ensure that the Ministry is ableatthieve justice, equality, transparency,
credibility, and simplification of procedures withthe recruitment system, a central
appointment system was established in 2007. Theuiteent system involves
applicants taking tests in classrooms and labdest@quipped with computers, and an
established bank of questions that correspondddetvel of science and specialisation
for each applicant, is asked. This ensures equaitgll applicants, and the results are
shown directly via the system immediately after st has been taken. Interviews take
place on the same day. In 2009 the Ministry’s wiebsias launched, where job seekers
can search for vacant posts, and register andlisstathen the tests and interviews are
being held (Al Jabri, 2009).

The system serves both job seekers and the emglayits. Applicants are given equal
opportunities in terms of hearing about jobs v itass media and are able to apply for
vacancies easily. It also provides organisationth whe best opportunity possible to

select their recruits from a large number of agpits (Al-Asmi, 2008).
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More recently, on 28 June 2011, the system won aauldrd for ‘Preventing and

combating corruption in the public service’ catggor

Acording to Amin (2005), motivation levels can hacreased within organisations
purely by establishing a system of fair play, iniethall workers are treated fairly.
Likewise, workers must discharge their respongiegi again in a manner that is
equitable, even when dealing with those opposethéon. The Qu’ran commands
Muslims to be fair in this respe@® you who believé stand out fairly for justice, as
witness to Allah, even as against yourselves, ar parent, or your kin and whether it
be against rich or poor, for Allah caprotect both”(Al-Qur'an 4:135).

Article 106 provides that no employee may be puwdsfor any alleged wrongdoing
without first being given an opportunity to defemdh/herself and any such proceedings
must be recorded in writing. Any punishment mustudky justified. In respect of minor
infringements, the proceedings do not have to berded in writing, except for the
need that in the penalty decision the violation trhes indicated, and the maximum
penalty is a warning or the loss of three daysrgaldhe Omani Government
established the Administrative Court (Royal Dec@®99) to focus on matters
concerning employee rights. In all cases, the eyam@ohas the right to appeal and

defend him/herself in the Administrative Court.

The Ministry established the Human Resources Managésystem in order to provide
an accurate database of all the staff of civil merwnits as well as to facilitate and
accelerate completion of transactions relating tos¢ staff through the process of
electronic connection between various civil serviggts and the Ministry, in an

ambitious step to overcome manual work (MinistryCofil Service, 2009).

4.5.2.3Leadership

The Prophet Muhammad (PBUH) saitthe leader of people is their servant”
(Tabarani). In the context of Oman, there has lmeen 40 years of centralised political
leadership which has taken the Prophet's (PBUH )& diterally, forging development
for the nation and showing support for the notibparticipative leadership (Common,
2011:223).

According to Al-Asmi (2008), middle managers in Qmappraise their subordinates
through their participation in social activitiesowever, because planning, controlling
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and monitoring is kept firmly within their remitheéy are not effective in their direction

of work.

4.5.2.4The Relationship

The concept of brotherhood is strong in Islam, nmegathat one should love for one’s
brother, what one loves for oneself. This emanftes the Qu'ran when Allah says:
“and believers are loyal to one another(71:9), and is confirmed by the Prophet
Muhammad’s (PBUH) sayingEach of you cannot be a believer until he lovesstis
brother what he loves for himselfdJabnoun, 2005:275). Allah has ordained Muslims to
reconcile the differences existing between themphamsising the bond of brotherhood
among them, Allah the all-Merciful, safdthe believers are but a single brotherhood:
So reconcile between your contending brothers; faad Allah, that you may receive
mercy” (Qu'ran 49:10). Therefore, relationshipstie work environment should be
positive. Indeed the study by Al-Alawi (2003:256)dicates that the relationship
between the trainers and their workmates is p@&sitdi.8% of his sample being very
willing to help each other solve problems, and 9®elping each other in the case of

personal difficulties at work.

4.5.2.5Training and Development

Article 53 of the Civil Service Law stipulates theaining shall be an obligation for all
employees. Article 55 says the Ministry of Civilr@iee shall set the standards and
criteria regardinghe preparation of annual training plans for thésuafter consulting
theseunits and in a way that suits the nature of worleath unit. These unithall
prepare their annual training plans according &s¢hstandards amditeria. According

to Articles 54, 57, and Article 58, the period tbmployee spends in training and
scholarship shall be considered a wpekiod and he shall enjoy all the benefits of his
job and perform alhis obligations and duties, and receivefhlssalary, promotion and

periodical allowance during this period

According to (Al-Asmi, 2008), the government inv&@&eavily in public sector workers
to ensure they have the knowledge with which tgerly implement public policies
and programmes. However, in reality, the pictwgedifferent, since as mentioned
earlier, Omani law stipulates training in both giyagnd quantity, as an obligation for
all employees, but the 2010 Annual statistics mejatto Civil Service employees
demonstrate that around 25% do not possess evddiglmma. Table 4.7 indicates the
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educational levels of Omani employees in civil ggworganisations as at the end of

2010.

Table 4.7: Educational Levels of Omani Employees i€ivil Service Organisations -

2010
Educational level Men | Women Total
Doctor 231 41 272
Master 1,690 827 2,517
Higher Diploma 917 1,869 2,786
BA 20,991 | 27,744 | 48,735
Diploma 10,068 | 13,772 | 23,840
High school 14,265 | 2,942 17,207
Preparatory school | 3,992 253 4,245
Primary School 3,588 211 3,799
Literate 7,058 347 7,405
llliterate 2,655 745 3,400
Total 65,455 48,752 | 114,206

Source: Annual statistics of Civil Service employ¢2010a)

Furthermore, According to the same Annual stasstice number of Omani employees
offered training opportunities inside Oman and adron 2010 was just 55,116, from
the total of 114,206, and most of these peoplengdhiin the Institute of Public
Administration (3,152), while only 1,244 trainedre&d, representing just 2.3% of the
total workforce. Moreover, the number of employe#fered opportunities to continue
their education through study missions, scholasshgiudy leaves, affiliation and

evening studies during the same year was smai}, (628) employees.

In terms of the quality of training, only a verywfeorganisations have an active and
independent training department, and deficiencie® libeen detected in two main areas,
these being, training delivery methods and trairemgluation techniques (Al- Mugbli,
2006).

4.5.2.6Quality of Work

According to Yousef (2001:153), the Qu’ran encoegmfumans to acquire skills and
technology, and highly praises those who strivergter to earn a living. The Qu’ran is
against laziness and waste of time by either remgirdle or engaging oneself in
unproductive activity. The Prophet Mohammed (PBl#)d“no one eats better food

than that which he eats out of his work”.
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According to Article 4 of the Civil Service Law, &a unit must draw up its
requirements for permanent staff after receivingraypal from the Ministry of Civil
Service, and the job classification and order systeust be used to formulate these
staff requirements. Article 5 states that vacanuoiay be filled through the processes of
appointment, promotion, transfer, or delegation, that in each instance the criteria

stipulated in the job description are met.

However, Islam requires that employees should ranhbkde to work so hard or in such
miserable conditions that their health deterioraiesheir ability to enjoy income or
participate in family life becomes impaired. If haere made to perform a task which is
beyond their capacity they should be provided wiifficient help to enable them to do
the job without undue hardship (Umer Chapra, 1983:3

Chapter Eleven of the Law (89-101 articles) behis in mind by addressing the issue
of Occupational Injuries and Compensation. It dafrs that compensation is to be paid
in the event of the death of an employee or anrynpreventing the employee from
carrying out his/her duties. The compensation armmeqguoals twelve months’ salary and
no less than 5,000 OR. Partial compensation (b&@@0 OR) is paid in respect of
smaller injuries and is estimated according to ghecentage of deficit occasioned by

the injury.

4.5.2.7Performance Appraisal

Performance appraisal is a crucial element of pexdmce management, and must be
conducted effectively, if it is to produce the reqd level of performance and represent
a robust foundation for determining rewards (Gree2@)9). Performance appraisal
helps organisations to know how well individuale gerforming, what skills they have
and are using, and what their career plans asdt provides the opportunity to give
individuals feedback on their performance and skilhd, particularly in the case of
development organisations, to let individuals knelat development opportunities are
available to them (Lawler, 2008:75). The main eltaristics of an appraisal system,
according to Greene (2011:50) ar#erformance goals are driven by business
strategy; Managers are appraised on how well theyagpraisals; Employees being
rated are trained, not just notified; Ongoing feadk on performance is provided,
Rewards actions are closely tied to appraisals, d ahe system is periodically

evaluated”.
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In the Civil Service sector, employee monitoringstdl conducted via the Annual
Performance Assessment reports, whereas the Nelic Rdmagement movement has
recommended Performance Appraisal for over a deaatk considers it to be only a
part of the overall employee evaluation processnvéi@r, according to Article 19, all
employees are subject to functional performancesassent except for those in the
positions of experts and advisors. Furthermoreicieffcy is to be recorded as
‘excellent’, ‘very good’, ‘good’, ‘average’, or ‘wak’, and any weakness, negligence of
default on the part of an employee should be matifo him/her in writing, by the direct

manager (Article, 20).

Performance assessment reports must be completied) dioe first half of October for
approval during the following December of each yewticle 21 requires the direct
manager to prepare such reports for all employeeeruhis supervision and then to
refer them to the senior manager for approval. Othee performance reports are
approved, the Personnel Affairs Unit informs anyptyee whose report indicates
‘weak’ performance, in writing about the contenttbé report. Complaints regarding
the reports are to be submitted to the Grievanaar@ittee within thirty days from the
date on which an employee has been informed. Ar2@ states that this Committee
shall settle the complaint within thirty days frothe date on which it had been
submitted to it; its decision shall be final (Ate23). Article 25 concerns the issue of
the employee who has two consecutive annual ‘wegborts, in which case s/he shall
be referred to Personnel Affairs Committee, arttiéfindividual is fit for any other job
of the same grade, that Committee may recommernidenigransfer. Otherwise, it ends

his services. In all cases, the issue shall berezf¢o the unit head for approval.

As seen from the above consideration of the varensles, there is no mention of
rewards, financial or non-financial for employeebowperform well, very well, or
excellently in their performance rating. Moreovemployees are not allowed to see
their reports so they do not have access to de&gkrding their perceived strengths and
weaknesses. This seems to run counter to the cpotany understanding of appraisal
which is intended to be a process with three majeatives: to assess and improving
current performance; to reward employees accortfiag contribution; and to identify
training needs (Al-Mogbali, 2006).

In fact, Al-Hadhrmi’s (2000) study revealed the teys to suffer from poor design,

since 76% of the respondents said there were aolglestablish performance standards
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against which to be measured, and a further 71% el that the system’s objectives
were not properly articulated. Moreover, 76% stdteat many of the appraisal criteria
were not relevant to the performance being apptaised 33% complained that there

was no relationship between the system and theysalaeases or other rewards.

In order to improve the system, in 2008 the Miryisif Civil Service introduced a prize
for exemplary employees who possess excellensskiltl talents that they have used to
improve their performance according to the critdiséed in Table 4.8. The prize is
awarded twice yearly, the first in the week befibre end of June, and the second in the

week before the end of December.

Table 4.8: Criteria for the Award of Exemplary Employee

No Statement Degrees

1 Contributions and ideas in the development oftthek 20 degrees

2 Features that distinguish the employee from otbff in the| 20 degrees
performance

3 Features that distinguish the employee in dealiitly the Presidents 20 degrees
and Fellow practitioners and dealers
4 The means of self-development 20 degrees
5 Justification and other reasons 20 degrees

4.5.2.8Work-life Balance

According to Al-Ghailani (2005:31)0mani society is ‘a family oriented society’, and
this dominates all social relationsTherefore, Omani legislation pays a great deal of
attention to this issue due to its impact upon eygx productivity. A total number of
29 articles (60-89) are dedicated to this matterdby making reflection on all of these
difficult in this section. Consequently, the resdar will focus on Article 60, which
states: The cabinet of ministers will determine thenber of working hours weekly
according to the public interest. A decision frame chief of the civil service council
will determine the start and end of working hourshim the decision of the cabinet
determining such working hours. Article 61 statest the units in charge, after referring
to the cabinet, should determine the working haarding to the nature of the jobs in
their unit. Article 62 says that an employee shawdtdiscontinue work unless for leave
entittement within the leave parameters stipulatedthis law, and according to the
procedures provided for in relation to the regolatiHowever Article 63 provides that
the employee is entitled to an annual normal paave as follows: 48 days for grades
(1) to (5), 38 days for grades (6) to (8) and 2gsdar others.

Chapter 10 of the Law covers leave such as: Reditdideles (from 60 to 71); Sick

Articles (from 72 to 76); Emergency Article (77)ajfArticle (78); Special Articles (85
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and 86); Leave for a period of mourning (spouseigen79); Maternity Article (80
and 81); Leave to represent the Sultanate in spandg cultural fields (83);
accompanying abroad treatment cases (84); and &tadg (87).

4.6  Summary and Conclusion

This chapter has provided details regarding theectrof the research study. It has
introduced the Sultanate of Oman, paying attentionits politics, geography,

population, and economy. In particular, the problef inflation has been highlighted,

concluding that this has a negative impact on tbeate of human resources not only in
Oman but in the whole Gulf region. In charting theman development in Oman, the
chapter has highlighted the investment in educatimoughout the Sultanate, but in
referring to recent research studies, it has alsoodered that the products of the
education system are not being effectively rewaideithe workplace, and that the use
of incentives in an innovative way is urgently neg@d Progressing from this general
information specifically to the Omani Civil Service has been shown how this has
developed from a stage where it barely existedday's situation, in which it is vast

and governed by legislation. The law relating éospnnel in the Service is discussed,
from which it is apparent that firm terms and caiotis of employment are in force, but
that rewards are not sufficiently competitive tesdiade talented people from leaving
the Civil Service to take up more rewarding posision the private sector, and that this

is an escalating problem which there is an urgertro solve.

Clearly, the Omani context is characterised byutalthomogeneity emanating from

traditions established and sustained over manysyead undoubtedly there are certain
cultural outcomes that are influential in creatmegvard practices that are demotivating
to employees, and that if changed would generaatgr commitment, and sustain a
workforce in the OGS.

Specifically, the Islamic teachings highlight theed for a collective approach to
society and particularly, responsibility to famil@onsequently, respect for family life
should be integral to all reward systems, as shth#drecognition of the culturally-
conditioned role required of women in Omani society the same time, Islamic
teachings instruct individuals to perform well iheir work, so theoretically, any
workforce can be expected to behave professiomaltl productively. Nonetheless, the

secretive nature of MENA countries allows managersase their promotion decisions
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on information which they are not obliged to sharea transparent way, thereby
promoting challenges to the legitimacy of certgap@ntments and reward actions and
giving rise to disaffection among deserving empésyeMoreover, the tribal nature of
society also impinges upon reward in a very dirgay as nepotism and grace and
favour have room to emerge. Hence, the RS in amar® organisation, not simply

within the OGS has a number of cultural factordwwhich it must contend.

The overall conclusion to be drawn from this dethiéxposition of the OGS is that the
sector provides valuable public services and nded®e staffed by high calibre

employees, but that its reward system has not e with the systems in operation in
the private sector and that despite the enshrinemehe Civil Service Law protecting

certain rights for employees in the OGS, thesenaronger sufficient to retain talented
individuals, and an overhaul of the reward systemverdue.
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CHAPTER FIVE
RESEARCH METHODOLOGY

51 Introduction

In order to achieve the main objectives of thidgtas outlined in Chapter One, both
quantitative and qualitative research methods whidduced empirical data based on
survey research, in-depth interviews, and focusiggp have been used. This chapter
details the process followed and justifies thiscdhsists of eleven sections after this
introduction. Section 5.2 provides a brief introtloic to positivism and interpretivism,
which respectively underpin quantitative, and datlie approaches. Section 5.3 then
moves to consider the research design with pastidocus on quantitative, qualitative,
and mixed methods. Section 5.4 discusses the sumetyod, and section 5.5 describes
the data collection methods used in the study,eths=ng: questionnaire, in-depth
interviews, focus groups, and the pilot study. éet®n 5.6 the sampling strategy and
selection process is introduced. Section 5.7 dss=uthe validity and reliability of data,
section 5.8 presents the ethical issues which waken into account during the data
collection. Section 5.9 gives an overview of thelgsis of both quantitative and
gualitative data. Section 5.10 addresses the prabfaced the researcher in recruiting
employees in the study, and the chapter ends withios 5.11 which summarises the

main points in the study.

5.2  Positivism and Interpretivisim

The most critical step in any research projechésdhoice of research paradigm(s) since
this generally determines the research method, hwhit itself is a matter of
epistemology. In this respect, the selection oesearch paradigm is affected by the

methods used in studies reported in the litergiMisxwell and Loomis, 2002).

All studies in social science, health sciences,iafaimation studies, rely on positivism
and/or interpretivisim. The main aim of positivissito discover the laws related to
positive facts and quantitative research methotierdfore, assumptions of positivism
depend upon real objectivity that confirms the oslaws and natural sciences (Johnson
and Cassell, 2001).

Natural scientists adopt the positivist paradigncaose they believe that their

investigations produce facts. This approach is algplicable to social sciences and
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information systems since the assumptions of pasiti state that human behaviours

are facts because they can be observed and med@stinggrs, 2001).

In contrast, interpretivism represents a perspectivat does not apply to natural
sciences methods, since as Bryman and Bell (20@%eroe, it represents the
understanding of human behaviour and actions. ,Tthgse is an essential variation

between the two paradigms in relation to the stfdyertain problems or phenomena.

Furthermore, research might be deductive (posijigad/or inductive (interpretivist).
According to Robson (1993), deductive paradigmd tas existing theory via a
hypothesis. In other words, they investigate theoaation between the theory and

practice (Maxwell and Loomis, 2002).

The study of the effectiveness of the reward system the introduction of a TRS
entails more than one research method (mixed ms}tazdshown below.

5.3 Research Design

Gill and Johnson (1997:39) define research desgyri@ blueprint that enables the
researcher to structure a research problem in saclvay that the outcome is the

production of valid, objective and replicable anssie

Yen (1994:20) suggests that the research desidtineslogical sequence linking the
empirical research results to the research objeiguestions which thus come up with
relevant conclusions”lt can be concluded that the research questioasther main

determinants of the research method (Bouma, 1996).

Since research studies have their specific objestieach piece of research is unique
and can thus be investigated in different ways,tbatunderlying principle in all cases
is that the best and suitable approach to answeere$earch questions should be used
(Baines and Bal, 2002). At the research designesttwerefore, the researcher must
consider the type of information to be collectesl,form, and what methods of analysis
will be used. In this respect, Creswell (2003)édads there are three possibilities, these
being: quantitative, qualitative, and mixed methad.this study, a mixed methods
approach has been adopted (quantitative and duait@chniques), thereby providing
the opportunity for some triangulation and complatagon of the results.

5.9.1 Quantitative Research

According to Punch (2005), quantitative researchdédined as empirical research

method in which the data are in the form of numbé&hss method of operation attempts
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to measure variables or count occurrences of agrshenon (Collis and Hussey, 2003).
Hence, if a researcher wants to collect measuraibemation about a topic, it is
referred to as quantitative research (Hancock, 19%98is approach depends on
systematic non-human instrumentation and statisticalysis. In this respect, Maykut
and Morehouse (1994:4) state th&ffjo reach their goals, researchers in the
traditional orientation look to reliable and valichon-human instruments of data

collection and statistical analysis”.

Quantitative methods deal with numbers and anythiuag is measurable, and they are
suited to research that deals with quantities iighand that involves the measurement
of quantity or amount, from which to verify exigjipropositions, or to predict future

behaviour.

5.9.2 Qualitative Research

Qualitative research was defined a quarter of @aucgmgo as: “an array of interpretive
techniqgues which describe, decode, translate ahénmeise come to terms with
meaning, not the frequency, of certain more or testsirally occurring phenomena in

the social world” (Van Maanen:1983:9).

This definition is not largely different from thatitiated by Bryman (1998:46) who
asserted qualitative research as aiming to desamioeanalyse a social phenomenon
related to human culture and behaviour. De Vau®4dZ) argues that qualitative
methods provide rich data about people’s real liaesl situations where people
contribute their views, and air priorities and gesbs. Yardley (2000) has suggested
that good qualitative research should demonstratemaber of features, these being:
Sensitivity to context - in terms of related theoepistemological commitment of the
research and socio-cultural context of data cablact Commitment, rigour,
transparency and coherence — in terms of reseamhgagement with the study,
completeness of data collection and analysis, ehdefscription of the research process
and intellectual coherence of the arguments predethtough the analysis; and Impact
and importance - in terms of substance and wortthefwork in relation to earlier

theory and the specific issues being explored.

Additionally, Hoshmand (1999) suggests that quigaresearch should be specifically
aligned with action research and critical hermeigauttradition and that qualitative
researchers should form a ‘community’ around thgsecific concerns. Indeed, her

argument is that‘[p]hilosophical and procedural differences amonguajitative
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approaches have made it difficult for qualitatiesearchers to forgo a unified proposal
and to establish the place of qualitative inquinygsychology in particular and in the

social sciences in genera(Hoshmand 1999:15).

Considering the tools of qualitative research, $ak&2003), and Easterby-Smith et al
(2006) noted these as being interviews, observatma diary methods. Table 5.1
shows the major distinctions between quantitativel aualitative approaches, as
identified by Dey (1993).

Table Error! No text of specified style in documefit.Distinctions between
Quantitative and Qualitative Approaches

Quantitative Approaches Qualitative Approaches

» Based on meanings derived * Based on meanings expressed
from numbers through words

» Collecting results in numericgl + Collecting results in non-
and standardised data standardised data requiring

* Analysis conducted through classification into categories
the use of diagrams and * Analysis conducted through the use
statistics of conceptualisation

Source: Dey (1993:24)

Both these approaches have strengths and weakndmgeslearly, the fairly long
tradition of their use suggests that they have eactived and do well in certain
situations. Indeed, it was noted by McGrath (198®&r two decades ago, in his study
of research choices, that there are no ideal soisifbut merely a series of compromises.

5.9.3 Mixed Methods (Triangulation)

Campbell and Fiske (1959) were the first to intw@lthe term ‘triangulation’ asserting
it to be a situation wheréa hypothesis can survive the confrontation of aiese of

complimentary methods of testing”.

Fielding and Fielding (1986) described the thedrtriangulation as being borrowed

from orienteering; taking bearings from two landksain order to locate oneself at their
intersection. Denzin, (1989) identified ‘triangutat’ as combining research strategies
in order to examine the same research problem wubffegent approaches, which adds
strength to the validity of the conclusions reachiednch (1998) concurred with this
idea, suggesting that the adoption of this typdesfign would enable the findings from
each method to be checked against each other. @ryir®90) defines triangulation as
the use of more than one approach (quantitative caraditative) in investigating a

research question in order to increase confidemtesd findings.
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Quantitative and qualitative approaches also apjpeatffer value for different types of
research. In this respect, Oppeneheim (1992) arthadsthe selection of an overall
research approach depends upon its suitability éetnthe research objectives. It is
worth mentioning that no single method can clainbéosuperior to another since each
one has its advantages and disadvantages. In tord@¢eunter this problem, researchers

can adopt both approaches within a study; thistnw as a mixed methods strategy.

However, there are other problems with adopting entitran one method due to
constraints in terms of time, cost and the possitthat the results from the different
methods may not be consistent (Mason, 1996). Netedth, Ghauri et al (1995)
advocate the use of triangulation in a study sthefinding of different outcomes from
the use of different strategies can lead to a beftelerstanding of the area being
explored.

In social science research the mixed methods appy@lowing triangulation of data,
is a relatively new one, involving the collectioanalysis, and combination of
qualitative and quantitative data within a singtady (Creswell, 2005). Despite its
relative newness, however, a number of researcliersexample Bryman (1988),
Brewer and Hunter (1989), Brannen (1992), Cres(i€l94), and Miles and Huberman
(1994), have discussed triangulation and the vialokengs to a research design.

Nevertheless, although there are many supportdtseaiise of triangulation, there does
remain a question regarding its appropriatenessderin different situations. The main

argument in favour is that the employment of batlrgitative and qualitative methods

will offer complementary types of data, and thus tesearcher can be much more
confident about the validity of the results.

5.4  Survey Research Methods

Denscombe (2003:6) states that the term survey srtedniew comprehensively and in

detail”. Surveys refer to data that maps a social phenomethe main purpose of

which is generally to bring things up to date. lB$sdly, survey research collects data
related to a large number of individuals or orgatigis at a particular time

(Denscombe, 2003).

There are two different types of survey designssfsectional, and longitudinal. Survey
design is considered as correlational, since i$ gslestions of, and collects data from, a

random sample of individuals or organisations. lasmcases, this type of research

- 145 -



collects data that aims to examine relationshipswden variables (Nachmias
1992:215).

Morrison (1993) reported some advantages of theesunethod, particularly when it is

conducted properly. One benefit is that it providdstailed data which can be
descriptively and inferentially analysed using aety of statistical techniques. Another
is that it allows the researcher to construct refahips between variables. However,
Verma and Mallick (1999:81) have noted some disathges of the survey method,
represented in the minor role of the researchérarstudy.

This study used sequential explanatory (surveytoqresire) and exploratory (in-depth
interview and focus groups) approaches, the relearfirstly collecting quantitative
data and secondly conducting in-depth interviewd fotus groups with employees

from different governmental organisations.

According to Verma and Mallick (1999), the researthrole in survey research is not
major because surveys ask closed questions. Hessssgrcher bias is not possible, and
therefore, not a concern. Moreover, because ohttare of the answers, the data is
suitable for advanced statistical modelling. Fas tieason, the study employed a survey
as the main method of data collection, complememtighl semi-structured interviews

and focus groups.

The data collection approach in a survey can ugearnmore of the following data
gathering techniques: structured or semi-structureztviews, and self-administered or
postal questionnaires (Cohen and Manion, 1997).0Alicg to Sekaran (2000), the
questionnaire is suitable for vast geographical ecage. Furthermore, Kumar
(1996:110) advised thatif potential respondents are scattered over a wide
geographical area, you have no choice but to uspi@stionnaire, as interviewing in

these circumstances would be extremely expensive”.

Data can be collected from different sources usargus methods, and can be primary
or secondary in nature (Collis and Hussey, 2008n8ers et al, 2007). Primary data is
original data which is collected at source whilst@ndary data is that which already
exists (Collis and Hussey, 2003). As a means toeaddthe research questions in this
study, both primary and secondary sources of datie wought. Secondary data was
derived from a review of all connected literatuend thus includes theoretical

contributions in the area of TR management. Prindatg was gathered from fieldwork
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undertaken with Omani employees in the governmeutos. Oppenheim (1992)
highlights that the questionnaire and interview #re most reliable, common and
popular data collection methods in social reseaackl, consequently there is a strong

justification for this study to adopt these as appiate research instruments.

Leedy (1997) suggested that for a researcher teeasldhe research questions s/he has
generated, s/he must select the most suitable ohethiaquiry. Broadly speaking, there
are three main options: historical, experimentad] descriptive. In this study, the focus
is on the descriptive and explorative approachésciwas noted by Cohen and Manion
(1994), are the most commonly-used in the soci@nses generally. Hence, they are
believed to provide a clear picture of the rewagdtem in Omani government
organisations. Descriptive research, according terma and Mallick (1999),
incorporates several approaches, including surnv&se studies, ethnographic studies,
and action research. However, for large populafidns agreed that surveys are the
most suitable (Cohen and Manion, 1994; De Vaus2R00

Bell (1999) argues that the research methods chiosemy study must emerge from an
attempt to be responsive to the phenomenon undetirsc Accordingly, the selection

of the research approaches and methods is guidédebstudy’s aims and objectives,
with descriptive and evaluative approaches beirgl s a complementary fashion. The
descriptive element involves the collection of da&garding the current situation of TR.
Gay (1992) states that descriptive data are tylgigathered through a questionnaire
survey, interview or observation. In this studythbdescriptive and evaluative goals
were achieved through the use of a questionnaiterviews, focus group, observation,

and documentation.

The evaluative approach was used to reach a hettirstanding of the current reward
system policies and practices in the Omani govemrsector. Since the study’s aims
are not only to evaluate what has been achievedlbatto develop the strategies and
policies of the reward system to enable it to bezonore efficient and effective, there
is a two-fold purpose, requiring people participgtin the fieldwork to reveal their

feelings and opinions toward the present rewartesysand describe the policies and

strategies which they believe should be implemetdexthieve an effective TRS.

It can be understood that both questionnaire ateaviiew data are useful in the conduct

of any survey. Indeed, Punch (2003) observes thastsurvey data can be collected

using a number of techniques, questionnaires atetviews are actually the most
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widely used. In this study, the questionnaire, riiav and focus group technique are

utilised, each of which is now discussed in moritien the following sub-sections.

5.5 Data Collection Methods
5.9.1 Research Questionnaire

According to Robson (2002), a survey (questionpagrgenerally conducted as part of

a non-experimental fixed design. It can be undergkr any research purpose, whether
exploratory, descriptive, explanatory, althoughsitaccepted that exploratory work is

better done using other methods. For other purpdbes questionnaire can be an

effective tool for gathering data in most reseagghrcises (Fowler, 1993; Cohen et al,
2000), and a well-designed and organised questienmmaompts the researcher to

investigate the relationships that may be estaddisbhetween the various elements
within the research (Roberts, 1992).

Oppenheim (1992) identifies three types of questine: postal questionnaires which
are delivered and returned by mail; self-admineslequestionnaires which are usually
presented to the respondent by the researcher sorhgone in an official position; and
group administered questionnaires which are gieesmgroup of respondents assembled
together.A variant on the postal questionnaire is the emaéstionnaire which can be
valuable for expanding the research populationdepends upon internet access among
the intended participants and the possession ofopat email addresses by the

researcher.

According to Punch (2003), the development of asjaenaire follows the research
guestions. Hence, it is important to allocate sidfit thought and time to the
construction of such an instrument. Issues to desidered at this stage are the
provision of information concerning the purposeltd questionnaire (in order to deter
the respondent from including inappropriate infotiovg, the need for clear and
unambiguous instructions regarding how to completequestionnaire, and the need to
be precise and straightforward in the language taedwording of the questionnaire.
Often, detail of a quantitative and qualitativeunatis sought from a questionnaire and

this requires the use of closed and open-endediques

The design of the questionnaire for this study tadlkthese recommendations into
account, and where necessary, simple explanatexenples and definitions were
provided as recommended by different writers (Ridkan, 1992; Fowler, 1993; Cohen

et al, 2000), since a lack of attention to thesliémces is known to affect the value of
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the instrument and potentially detract from theaadages to be gained, as reported by
various scholars (e.g. De Vaus, 2002; Miller, 208&bson, 2002; Sekaran, 2003;
Saunders, et al, 2007).

Advantages of using a questionnaire include lovata @ollection and processing costs
Oppenheim (1992). Another benefit is that the ampeze and conduct of the
investigator do not influence the results becausthe distance s/he maintains with
respondents, and although it is argued that theflisrof non-verbal clues are lost in a
questionnaire exercise, the removal of researdasrib the actual physical encounter is
valuable. A third advantage is that questionnacas be used to reach a widely-
dispersed population, thereby enhancing the pdsgbi of generalisation of the

outcomes.

On the theme of processing costs, Simmons (200@srtbat questionnaires can save
time and money since questions can be pre-codeccasity analysed. She adds that
they are a reliable method for data collectionhiat tthey can involve a large number of
people and allow for a considerable amount of migiton to be obtained. On their part,
Verma and Mallick (1999) state that questionnaigdge respondents control in
answering the questions and expressing their apenfieely without being penalised or
identified.

Issues with questionnaires include how truthful #meswers are and whether the
questionnaire is actually completed by the inteng@etpient. However, if the researcher
is careful when targeting his/her questionnaire@ajthese potential problems can be
minimised, and provided questionnaires are culiyratceptable to participants in a
research exercise, there is a strong likelihootltttey will be treated with respect.

Based on the experience of Omani researchers (Mia@@80; Shafaee, 2001), it is
acknowledged that questionnaires are the most pppte tools of data collection in
Oman, given the country’s political and social matu his means that in addition to the
questionnaire being helpful in informing the intemw exercise, it is also an acceptable

method to the Omani population at large.

The questionnaire used in this study was structurdidre parts (See Appendix 1) as

follows:
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Part one This asks five questions about the participadgsnographic background.

The questions relate to: age, gender, educatianadl,| total work experience, and

current position.

Part two: This comprises eight questions intended to meathe effectiveness of the

current RS in Government Units from the employepsispective. Each question

encompasses several statements:

Q.7 is concerned with the availability of a sourdigsophy underpinning
the RS and the extent to which the RS is alignel thie business strategy;
Q.8 is concerned with the extent to which the R&ligned with the HR
strategy;

Q.9 is concerned with the tangible rewards of a RS;

Q.10 is concerned with intangible rewards;

Q.11 is concerned with the most effective procesmplementing an RS;
Q.12 is concerned with the roles of employees andnagers in
implementing an effective RS;

Q.13 is concerned with the benefits the currenbR&s in terms of helping
government units to meet their objectives; and

Q.14 is concerned with the effectiveness of theerirRS in helping to

engage the workforce psychologically and gain coimaint

Part three: This comprises four questions about the potefdrah TRS in the OGS.

Q.15 is concerned with how a TRS can be suitalttpdluced into the OGS;
Q.16 is concerned with whether the introductionaoffR strategy could
assist in alleviating the migration of talent fratme OGS to the private
sector;

Q.17 seeks to discover the main challenges andrdnods to effectively
applying a TRS in the OGS; and

Q.18 seeks to discover the critical success fa¢@&-s) which must be in

place for the effective implementation of a TRSha OGS.

Part four: This aims to discover the most appropriate rewabddgh tangible and

intangible, from the Omani employees’ perspective.

Part five: This is designed to capture suggestions (if angt tmay enhance the

effectiveness of the RS in the Omani Governmertbsec
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The first stage of the field study was conductedubyig a quantitative and qualitative
open-ended questionnaire that allowed respondentsrdvide their own ideas and
thoughts regarding a reward system (see appendixXidg employees in the present
study are Omani employees workingthe 27 government ministries. In total, 1,200
questionnaires were administered to different units the Oman Government,
representing different segments of Omani societyillastrated in section 5.6 that
discusses sampling. Of these, a total of 974 quastires were returned and analysed,

representing a response rate of 81%.

5.9.2 Interviews

Interviews are usually considered as an importaat tor collecting qualitative data
(Oppenheim, 1992; Verma and Mallick, 1999; Pat002). Bell (1999:99) defines an
interview as: “[a] conversation between intervievaed participant with the intention
that a researcher can elicit certain informatianfrthe participant”. Similarly, Cohen
and Manion (1994:277) considered the interview a®mversation initiated with the
particular goal of gathering information, and maedhglirectly by the interviewer.
Clearly, the presence of an interviewer renders &im extremely subjective technique,
and the chance of bias in the process is strongeaoner, the interviewer’s attitude and
demeanour may influence the interviewee’s behavamda responses, and the way the
data collected and subsequently interpreted andepted. Hence, there is always a

guestion of the degree of academic rigour assatiaith interview material.

In order to reduce the possibility of bias, it isggested that if the interviewer holds
strong views about the topic being investigatede should be careful about the way
questions are put (Bell, 1999). Consequently, tleee certain protocol to be followed

in the preparation for interviews with any resegvopulation.

In this respect, Minichiello et al (1990) provideuaeful continuum of interviewing
methods, based on the degree of control requiredhbyinterviewer, these being:
structured, semi-structured, and unstructured. § gses of interview are also noted by
Fontana and Frey (1994) as being applicable batimtbvidual and group interviews.
Sekaran (2003) identifies structured interviewshase conducted when it is known at
the outset what information is needed. When usirady @ technique the interviewer has
a pre-determined list of questions and asks theseparticular sequence, progressing
from one to another without deviating. Whilst picbag the desired information, the

-151 -



interviewee is largely passive in this situatiossponding merely to the cues provided

by the researcher.

Sitting in between these two types of interviewhe semi-structured approach, which
allows for both interviewer and interviewee direati It aims to secure some
information which it is known about in advance, blgo allows the interviewer to bring
previously-unidentified issues to the encounter nildy, 1996). In semi-structured
interviews, the researcher is free to alter thaiesege of any pre-determined questions
and to probe more deeply to obtain richer data.sésh it is a good technique for
obtaining useful data, which is difficult to secupg other methods (Fielding and
Thomas, 2003).

Another advantage is that whilst being more flexibhan the structured interview in
pursuing issues that arise during the discussiatillileaves the interviewer in control,
allowing him or her to steer the conversation b&xkhe intended questions if the
participant goes off at a tangent and the discuassiono longer useful to the research.
On the other hand, the semi-structured intervieacalse of this retention of control by
the researcher, can fail to access in-depth or itapbinformation (Oppenheim, 1992).
The semi-structured interview does, therefore, ireqthe researcher to be skilled in
interviewing techniques, and whilst less experisseequired than in the unstructured

interview (Kumar, 1996), good interview skills atdl needed.

In this study, the semi-structured interview wa®@dd complemented with focus
groups. According to Marton and Booth (1997)s ttwmbination is widely used in TR
strategy research, and is considered a sound metbodgathering data in
phenomenological studies. Furthermore, interviears iender substantial insights into
the experiences of people (Davis, 1984; Windso871%rench, 1989; Nelms, 1990;
Beck, 1993; Shields, 1995; Balillie, 1995), and ctempent questionnaire data that may
be valuable in itself but require further explooati Hence, the strategy of using semi-
structured interviews to allow for the expansiondata secured via the questionnaire

survey was employed in this study.

Interviews were conducted with eight employeesifiEnt expertise and specialities
in the Omani Government Sector (OGS): four generahagers, two advisors, the

general deputy manager, and general assistant eranag
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The interview structure was in two parts. The feehcerned the effectiveness of the
OGS Reward System and contained five questionsetheing about: 1) the vital points
of strength available to the RS; 2) the most imgrarpoints of weaknesses hampering
the effectiveness of the RS; 3) the effectivenésheRS in achieving the objectives of
governmental units; 4) the effectiveness of the iRSachieving the objectives of

employees; and 5) the main proposals for develoainthimproving the RS.

The second part was concerned with the potentrainfooducing a TR strategy in the
OGS and contained four questions about: 1) thealsility of including non-financial
elements within the TR elements; 2) the suitabiityapplying a TRS in the OGS; 3)
challenges and hindrances to the effective impleatiem of a TRS in the OGS; and 4)
critical success factors for the effective applamatof TRS in this sector (See Appendix
2).

5.9.3 Focus Groups

Focus groups allow for the collection of qualitatidata from a group of people who
meet together and are asked about their perceptapisions, beliefs and attitudes
towards a product, service, concept, advertisemeed, or packaging (Henderson and
Naomi, 2009). Longhurst (2003) notes that focusigsocan be used on their own or to
supplement other methods.

According to Lindlof and Taylor (2002), group dission produces data and insights
that is not always available through talking toiwdials, since people find that by
listening to the experience of others in the graimejr own memories and ideas are
stimulated and they can consequently make a greatgribution. Lutgen-Sandvik and
Alberts (2006) also make the point that focus gsoygoovide an opportunity for
disclosure among similar people in a setting whpemicipants feel validated. Feelings
of isolation and inability to voice opinions oftenaporate in the group situation where
members are mutually supportive, and the use otasfgroup can consequently serve

as an efficient and ethical way of collecting data.

The focus group technique involves a group of peopually between six and twelve,
who meet to talk about a certain issue set by ¢isearcher. During the meeting, the
group members discuss that issue and the resedakt®s notes. The interaction takes
place between all participants so it affords aedédht scenario to that offered by the
narrower focus of an interview between an intere@eand interviewee. This means that

the researcher can gather information from a nurabpeople in a short period of time,
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and hence, the method was adopted in this study.

The focus group was comprised of the following perel: six male the Directors of
Performance Evaluation, the Director of the Develept Department Government
Services, the Director of the Budget Departmerd, Divector of Research Budget and
Posts, the Director of the Employment Service, dnedDirector of Research and Audit.
Additionally, six females were involved, these lgeithe Head of the Information
Section in the Minister’s Office, the Head of theaifiing and Qualification Section, the
Planning Director in the Minister's Office, the Astsnt General Manager of
Information and Statistics, a Quality Director, airhlhn Resources Director, and a

Systems Analyst.

5.9.4 The Pilot Study

Prior to the distribution of the questionnairesetoployees, the researcher piloted the
survey questionnaire to a small group of employ8ed, 1999) in order to enhance its
chances of success. The aim of the pilot studyteasst how long it takes participants
to complete the questionnaire, ensure that questos clear, and delete any items that
reveal any irrelevant data. Verma and Mallick (1)909@te that piloting is a rewarding
process in that it allows researchers to conceigiahnd re-conceptualise the key aims
of the study and make preparations for the fieldywand McLafferty (2003) does not
rule out the need for a second pilot study shotillbecome apparent that issues still
remain to be dealt with after the first. IndeednfirSundramoorthy’s (1992) standpoint,
the pilot study is one of the most significant wagswhich the researcher tests the
extent to which the instruments are appropriatthéodata-gathering process. To this,
Saunders et al (2007) add that a pilot study allthwes researcher to obtain some
assessment of the validity of the questions andikkgy reliability of the data that will

be collected.

Before distributing the questionnaire to the sampleerefore, a pilot study was
conducted in order to test the validity and religgbiof the instrument. This process
occurred in two stages. Firstly, the questionnawras sent to four professional
researchers in the Institute of public managem@&he questionnaire was handed
individually to each of the researchers and thegevesked to review the questionnaire
and give their opinions on the appropriatenesshefguestions, and the clarity of the
concepts related to the subject. Based on the a@piand suggestions provided, the

guestionnaire was updated and improved.
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The second stage of the pilot study aimed to endweclarity of questions, deciding
whether or not the questions yielded relevant mfron and measuring the time
respondents took to answer the questionnaire. @& pilould be small compared to the
main phase of data collection, so 50 questionnaire® administered to the targeted
employees working in four civil service units, adll responses were receivekhe
results indicated that the questions were clearwrtkrstandable and were answered
precisely by respondents.

As was the case with the questionnaire, the irtgrsiwere also pre-tested. A general
manager and advisor were randomly selected and-tdafeee interviews were

conducted. This exercise gave the researcherhinstt experience of how to conduct
the interview, interact with respondents, take so#éd record conversations. The
interviews with the general manager and the advasied for forty minutes, and about

one hour respectively.

5.6  Sampling Strategy

A basic requirement of all research is a suitablape to which the research questions
can be put. According to Sekaran (2005:266) thepais“a subset of the population.

It comprises some members selected from it. Irr etbeds, some, but not all, elements
of the population would form the sampleSimilarly, Collis and Hussey (2003:365),

described a sample as“subset of population] documenting the necessity for this
strategy on the grounds that studying the wholeufadjon is near to impossible, and

that instead, a smaller group can be selected fandesults generalised to the whole
population.

Sampling, according to Johnson (1992), is a sydierpeocess of selecting individuals
for a research study in order to make the studyageable in terms of size and cost,
since time and cost considerations usually makifitult and unrealistic to involve a
whole population in the survey. As noted by MilesdaHuberman (1994:27)you
cannot study every one everywhere doing everythiagt this applies regardless of
whether the research is qualitative or quantitatibe Vaus (2001) holds that case
studies in social research are used for theoretathker than statistical generalisation;

hence, the main task is to locate a representséingle that can provide a valid test.

Consequently, a representative sample, or subfské g@opulation under investigation,
will be selected to take part in the survey wite #im of collecting information from

that sample and then generalising the resultsaontimole population (Bell, 1999). In
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this respect it is important, as argued by CohehManion (1994) to make every effort
to ensure that the selected sample representsatieatpgpopulation. Leedy (1997:211)
observes that sample siZzdepends on the degree to which the sample popmuati
appropriate the qualities and characteristics oé theneral population’while Cohen
and Manion (1994) suggest that this depends omélare of the study, the size and
nature of the target population, time and mateesburces.

There are several sampling techniques at the dispbshe researcher, and these can be
classified into two main types: probability sampglimnd non-probability sampling
(Patton, 1990; Johnson, 1992; Oliver, 1997). Irbpkality sampling,‘every individual
element in the population is chosen at random asldhnon-zero chance for selection”
(Arber, 2003:31). In this sampling technique, repreative samples are produced, and
findings can be generalised to the whole popula(®ice, 2003). In contrast, in non-
probability sampling, the chance of selection facke member in a population is
unknown. Furthermore, non-probability samples arterepresentative of the population

and the findings cannot be generalised (Rice, 2003)

What has been said about the sample size and sapgplategies applies to quantitative
enquiry and not necessarily to the qualitative typejualitative enquiry, although there
are no rules for the sample size, it is usuallydhse that small groups or even single

cases are used (Patton, 2002).

5.9.1 Sampling Strategy for this Study

Comprehensive procedures were followed to decideséimple population and size. The
Statistics of Civil Services Employees of the Minysof the Civil Service, the most
reliable national source that provides statistinstlwe civil service, indicates that the
total number of employees in the OGS as at 31/I/2@as 146,908. However, it must
be noted that the Diwan of the Royal Court, Royau@ Affairs, and Public
Corporations have different laws from other goveental organisations and were not
included in the sample. The total number of empsym the government sector was
114,624 of which 12.8% were expatriates (14,728 &ence excluded from the
sample. Accordingly, the sample population was898,(all Omani civil servants).

Table 5.2 illustrates the total number of employieebe OGS.
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Table 5.2: Total Number of Employees in the Omani Gvernment Sector

No | Sector Omani Expatriate Total
1 Civil Service 99,896 14,728 114,624
2 Diwan of Royal Court 5,494 3,334 8,828
3 Royal Court Affairs 10,764 2,413 13,177
4 Public Corporations 8,251 2,028 10,279
5 Government Employees 146,908

In the present study, the term ‘population’, refiershe units which had employees who
left the service through resignation (not retirethem 2007. Table 5.3 shows the total

number of employees who resigned from the civiviser which from the 27 units

numbered 385.

Table 5.3: Resignations from Civil Service Units irR007

No Units Nur_nber.Of No Units Nur_nber_Of
Resignations Resignations
1 | Ministry of Civil 5 15 Ministry of Fisheries 3
Service Wealth
2 - . Ministry of Regional
Ministry of Oil & 4 16 | Municipalities & 27
Gas
Water Resources
3 Ministry of Health 75 17 M|n|§try of Foreign 1
Affaire
4 | Ministry of '_I'ransport 16 18 Ministry _of 13
& Communication Information
5 | Ministry of Housing 16 19 | Ministry of Finance 4
6 Ministry of Social Ministry of National
1 20
Development Economy
7 | Ministry of Ministry of Sports
8 21 ; 9
Manpower Affairs
8 Ministry of
Ministry of Justice 7 22 | Environment & 9
Climate Affairs
9 | Ministry of
Endowments & 6 23 | Ministry of Tourism 4
Religious Affairs
10 | Ministry of Heritage
& Culture 3 24 | Tender Board 1
11 | Ministry of Governorate of
Education 135 25 Muscat 1
12 | Ministry of : .
Commerce & 8 26 Public Autho_rlty of 3
Craft Industries
Industry
13 Ministry of Interior 10 27 Mlnlstry of High 4
Education
14 | Ministry of
Agriculture 6 Total 385

Source: Statistical Book (2007)
In order to arrive at the sample population, theeaecher subtracted the number of

resignations based on a 5% stratified sample cfethinits. Stratified random sampling
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involves a population being divided into two or matrata (Saunders et al, 2000) in
which the members of a group share a particularacieristic(s) (Robson, 2002). With
regard to sample size, there is no clear-cut recemalation in the literature on the
appropriate number. De Vaus (2001:187) arguesahanall size of good quality is
better that a large one of poor quality, observimat “accuracy is not linked to the
large sample size, but to the way it is takenAnd Kotler (2001:69) supports this
contention, noting thdta sample less than 1% of a population can be tdkawith a

credible sampling procedure”

5.9.2 Sample Selection Process

Given the aims and objectives of the present stiigyas necessary to create a research
population that was representative of Omani em@sy@ the OGS (under the civil
service law) in the capital area only. The term yafon, therefore, refers tthose
employees Guided by the sampling principles and procedureined above, the
researcher applied a simple random sampling teakrfigr selection purposes. This is a
probability-based method and the most popular sagpgechnique from which it is
possible to generalise findings to the whole pojputa and give an equal chance for
each member of the population studied to be seleageementioned earlier.

In investigating the effectiveness of the curre8tiRin the OGS and gathering opinions
on the feasibility of introducing a TRS into thet®, the researcher refers to all Omani
employees in government units, but in famjing to constraints such as time, access,
and resources, it was decided to limit the pardictp to those from units which had
resignations in 2007, and to take a 5% sample fftm®mani employees within these

units. Table 5.4 summarises the outcome, illustgetine distribution of the sample.

Table 5.4: The Questionnaire Sample

No Units Nurr][b?fr of Sasr(l;ple _ Questlonnalres.
Sk . Distributed Valid

1 Mlnlstry of Civil 270 14 18 14
Service

2 Ministry of Oil & Gas 204 10 15 8

3 Ministry of Health 5422 271 300 153

4 Ministry of Transport 1111 55 65 43
& Communication

5 Ministry of Housing 761 38 50 26

6 Ministry of Social 510 o5 32 18
Development

7 Ministry of Manpower 1121 56 70 50
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8 Ministry of Justice 682 34 44 24
9 Ministry of
Endowments& 602 30 38 21
Religious Affairs
10 | Ministry of Heritage & 375 19 o5 14
Culture
11 | Ministry of Education 9738 487 530 343
12 | Ministry of Commerce 581 29 35 20
& Industry
13 | Ministry of Interior 389 19 25 14
14 | Ministry of 616 31 40 22
Agriculture
15 | Ministry of Fisheries
Wealth 290 15 20 11
16 | Ministry of Regional
Municipalities & 793 40 48 25
Water Resources
17 Mlnl_stry of Foreign 494 o5 32 o5
Affairs
18 | Ministry of 982 49 60 45
Information
19 | Ministry of Finance 398 19 25 17
20 | Ministry of National 366 18 o5 17
Economy
21 Mlnl_stry of Sports 281 14 20 12
Affairs
22 | Ministry of
Environment & 247 12 18 11
Climate Affairs
23 | Ministry of Tourism 191 10 15 10
24 | Tender Board 54 3 5 4
25 | Governorate of Musca 244 12 15 10
26 | Public Authority of
Craft Industries 116 6 10 5
27 Mlnlstry of High 414 21 26 16
Education
Total 974

This probability-based, and most popular sampliaghhique makes it possible to
generalise findings to the whole population, andgjiites an equal chance for each
member of the population studied to be selectetheagtioned earlier. The response rate
is a very important factor in conducting an invgation; the researcher distributed
1,200 guestionnaires to employees and 1,025 questi@s were returned. However,
51 questionnaires, which were only partially or moimpleted by employees, were
excluded from data analysis. The researcher thiedren 974 questionnaires which
were valid. The response accounted for 81%, wldalegarded as very high compared

to similar studies.
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For the interviews, the participants were choseoutjh a non-probability sampling
technique from the 27 government units, and puygosampling was used, since the
researcher needed to gain answers from expette ifield with a broad knowledge and
understanding of the reward system. However, #lgays possible that for various
reasons, the desired people may not be found inuh@bers required, and at this point
it may be necessary to engage in snowball sammimgonvenience sampling. The
number of participants who were interviewed amodrtt eight specialists and key
policy-makers in the government units. They wereseim from eight units in the civil
service sector. These units are: the Ministry oVvilCBervice, the Ministry of
Information, the Ministry of Health, the Ministryf @ransport & Communication, the
Ministry of Fisheries Wealth, the Ministry of Natial Economy, the Ministry of
Education, and the Institute of Public Administati Table 5.5 shows the number of

interviewees and their positions:

Table 5.5: Distribution of Interviewees According b Position

Job Title Number
Advisor 2
General Manager 4
Deputy General Manager 5
Assistant General Manager 1
Total 8

5.7  Validity and Reliability

The quality of empirical social research can easdychallenged if certain precautions
are not taken to ensure its academic rigour, anlklisrrespect, Yin (2003) proposes four
tests that can be used to establish the qualitasé study research. Whatever procedure
the researcher follows for collecting data, it dddee assessed to ensure that it is valid
and reliable. Validity means the ability of the tmignents to measure what they are
designed to measure (Wiersma, 1986; Verma and ®kalli999; Trochim, 2002). De
Vaus (2002) notes that research design should tieibtrnally and externally valid.
According to De Vaus, internal validity is refledta the ability of a research design to
sustain the causal conclusions that are claimedt,fand within this overall property,
there is both content and construct validity. Contealidity refers to the measurement
of the items in the instrument, which are the goestire and interview in the case of
this study, whilst construct validity is the appirate truth of the conclusion that the
perception of the instrument can be translated operational reality. External validity
refers to the ability to generalise the resulthe study to other settings or to a wider
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population (Trochim, 2002).

With regard to the reliability of a research desigms refers to the repeatability or
consistency of what the research instrument has designed to measure, and actually
does measure. In other words, a reliable instrunseoe that gives the same ‘reading’
when used on different occasions (De Vaus, 2002n&t (1999:140) adds th&he
greater the degree of consistency and stabilityam instrument, the greater is its
reliability”. In Wiersma’s (1986:6) discussion of internal vajicand external validity,
the former refers tdthe extent that data collection analysis and iqetation are
consistent given the same conditionaiid the latter deals with the issueg'whether or

not independent researchers can replicate studi¢be same or similar settings”

Bell (1999) observes that the check for reliabiityd validity should begin in the early
stages when wording and piloting the instrumentstracted (in the case of this study,
the questionnaire and the interview). Indeed, Rat2002) claims that research validity

is entirely dependent upon careful instrument aocsbn.

With respect to validity in this study, the resdencdispatched copies of questionnaires
and the interview schedule (semi-structured ques}ido a number of experts in
Institute of public management. Each tool was asskby at least three people. Based
on the remarks of assessors, the instruments wer@aed and corrected to make them
more clear and understandable. To increase walat improve the quality of the
collection tools, the researcher conducted a mtatly with the aim of ensuring the
clarity of questions, deciding whether or not th®pwmsed questions would vyield
relevant information, and measuring the time taksnrespondents to answer the
questionnaire. As the pilot should be small in panson with the main phase of data
collection, 50 questionnaires were administeredht® targeted sample in four civil
service units, 45 distributed questionnaires weterned.The pilot study indicated that
the questions were clear and understandable angleegt$ precisely by respondents.
Additionally, it revealed that many employees werterested in participating in the

study and completing the questionnaires.

In relation to reliability, the value of Chronbastédlpha for the questionnaire amounted
to 0.912.These results indicate that the instruments haxgryahigh reliability. 0.912

5.8 Ethical Issues

Ethical considerations were accounted for withim study as follows:
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* Voluntary participation: respondents were explicitly informed at the bemign
of the questionnaire and interview that participatwas voluntary and that
although their participation in this study would ¢pesatly valued, there was no
compulsion to participate. Moreover, they were infed that if they did
participate they were free to refuse to answer gayticular question(s).
Additionally, participants were told that they couéave at any time during the
process of questionnaire completion or the intevwsdould they wish, without
being asked for an explanation.

* Informed consent: all participants were provided with informationoaib the
study including details such as: the purpose ofsthey, the way in which the
outcomes will be used, and that participation wakintary. This information
was provided via a briefing before a respondent giasn a questionnaire or
before an interview.

» Confidentiality: all respondents were assured that data collectad them
would be treated in the strictest confidence, awliely guardedAccording to
DeVaus (2002:62), there are three main reasonsnfguiring confidentiality:1)
to improve the quality and honesty of responsesasily on sensitive issues; 2)
to encourage participation in the study and thus tmprove the

representativeness of the sample; and 3) to pr@tgeirson’s privacy”.

5.9 The Data Analysis

5.9.1 Quantitative Data Analysis

The data gathering process involved asking respuad® rate how important they
perceived each variable listed in the questionnayrehecking the appropriate rating
box on the 5-point Likert scale: 0 = Strongly Agrde= Agree; 2 = Neutral; 3 =

Disagree; and 4 = Strongly Disagree.

Several steps were taken before analysing the d&a.data were first cleared and
edited before entering them for analysis and tBparses were coded according to the
number of items in each question. For instance, Yhdables relating to the
respondent’s gender, “Male” and “Female”, were cbds 1 and 2 respectively. The
responses of the age variable, “25-30", “31-40" topthe “51-60" years old age
category, were coded as 1, 2, 3 and 4 respectivdig. responses to the level of
education variables, “Secondary and less”, “Colldge. Diploma)”, “University

degree”, and “Masters and above” were coded as, B, &and 4 respectively. All
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variables in the questionnaire were coded in trasmer. After the data had been made
ready for the analysis, the SPSS package, ver&idh tvas used. Several tests (mean,
percentage, and frequency) from this package weesl un analysing the data. In

addition, the results obtained from the survey weesented using descriptive analysis,

tabulation, and statistical analysis.

Quantitative analysis of survey data (the queshoe) requires that answers to
guestions are converted into numbers and manyhlasialso require that answers be
classified into categories (De Vaus, 2002). Thiscpss of converting answers to
numbers and classifying answers is called codingg®ell, 2003; De Vaus, 2002).
Therefore, once data were collected, the respamses coded. The Statistical Package
for Social Sciences (SPSS) and multiple lineareggion which aims to explore the
relationship between the dependent variables aebendent variables, were used. As
mentioned, the data analysis examined the assumsptaf multiple regression
represented in normality, continuous dependentalbes, and linear relationships
between the dependent variables and independeaables.

The dependent variables included:

« The effectiveness of the RS, and specifically,abkievement of organisational
objectives, and engagement and commitment.

The independent variables included:
» Philosophy of the reward system
» Alignment with business strategy
* Alignment of the reward system with human reseatcdtegy
» Tangible reward system
* Intangible reward system
« Supported and effective processes of implementatidine reward system

* Roles of managers in the implementation of the rdwggistem

5.9.2 Qualitative Data Analysis

The qualitative data obtained from the interviewsl gocus group exercises was
indexed and summarised into main points or themidch were then grouped into
several categories which were then used to suppieara refine the results from the
quantitative analysis. All of the interview data svplaced in an Excel file able to
perform several statistical tasks (Pelosi et a9919 Robson, 2002) with the questions

in the columns and the respondents in the rowss fiade it easier to compare the
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answers per question horizontally.

Content analysis was also employed as a methodataf ahalysis by identifying the
material to be analysed then classifying and sunsmarthe findings (Seaman, 1987).
Content analysis, as Bryman (2004:181) statesaims approach to the analysis of
documents and text (which may be printed or vistie} seeks to quantify content in

terms of predetermined categories and in a systeraat replicable manner”

According to Krippendorff (1980:21), content an@dyss “a research technique for
making replicable and valid inferences from datatheir context” It uses a set of
procedures to develop valid inferences from texteljéf, 1985; Bell, 2005), and
consists of latent content and manifest contenlysisa The manifest content captures
various surface characteristics of the words usdtwreas latent content captures the
deep meaning embodied in the text (Erdener and D1®8D0). In relation to this study,
the data collected by means of interviews and #iéigipants’ comments provided at
the end of the questionnaire were analysed usintenbanalysis.

The data analysis was undertaken using an induafypeoach allowing the prevailing
pattern, themes and categories of the researcm@imdo emerge from the data rather
than being controlled by factors predetermined rpt@ their collection and analysis
(Patton, 1987). The procedure for analytic inductias that used by French (1989) and
Burnard (1991).

5.10 Practical Problems of Fieldwork and Data Gathering

In conducting the study, several problems were @meved during the data collection
process.The practical problems confronted are explainedoider to inform other
researchers so that they can possibly avoid thifsdipin future research. However,
these problems were largely dependent on the Oaramiionment and culture and may
not be relevant or applicable outside of such sumdangs.

Questionnaire Some data from the questionnaires was difficuiteiad and understand
because respondents did not write clear answerk,tl@ non-interactive nature of
questionnaires did not allow the researcher todesdi the meanings-urthermore,

analysing data from the questionnaires was a diffiand time-consuming task,
requiring data editing, coding and data entry istotable statistical software (e.g.
SPSS). The large amount of data obtained from tlestegpnnaire complicated this issue

and caused delay to the study.
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Arranging appointments: There were difficulties with arranging appointrteenvith
managers in Oman, especially in the larger unitge first step was to contact their
secretaries and it is worth noting that succesaranging an appointment is dependent
upon the willingness and judgment of secretarissithey tend to filter and control
access to their bosses. In addition, the time @tbier some interviews was limited to a
maximum of one hour and could be changed due tentigy unforeseen circumstances.
Generally, making an appointment with managers wat easy due to their full

workloads

Conducting interviews. Several points should be taken into consideratidmen

interviewing. Firstly, the interviewer has to askerviewees whether they mind being
tape recorded. In this connection, the researchaticad that managers felt
uncomfortable with tape recorders, and consequentiye-taking was employed to
record the information from interviewees. This noethhowever, results in incomplete
data being obtained. Furthermore, visitors angptelae calls can interrupt the flow of

conversation during an interview.

5.11 Summary and Conclusion

This chapter has provided a detailed picture of tiethodological approach and the
individual methods used to gather data for theystéddter consulting the literature on
research methodology, the researcher found thed thas no one model for conducting
all research, and that various considerations ddx ttaken into account when deciding
upon a research design and the tools to be useaditecting the data. Having
considered the nature and advantages of the two reaearch approaches, these being
quantitative and qualitative, the researcher irtdddhat a mixed methods approach was
used for the study in order to offer the opporturdr triangulation, achieved through
the use of questionnaires, interviews, focus groeoipservation, and documentary
analysis. It was indicated in the chapter thatgarous pilot study was undertaken in
respect of both the questionnaire and the intengeledule and that comments arising

as a result were incorporated into the final inseeats.

The sample for the questionnaire aspect of theystwas considered in the light of the
advice in the literature, and the comprehensivecgamores put into place by the
researcher to obtain the final (probability) samfflat could offer generalisation of
results to a wider population, discussed in de&lith regard to the interviews, it was

indicated that a non-probability sampling techniques used. Issues of validity and
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reliability were considered, and then the stepsndhky the researcher to ensure that the
study was conducted ethically, were outlined. Is\abso observed that content analysis
was used to analyse the data gathered from intesvaand the open-ended question on

the questionnaire. Some practical difficulties emtered during the fieldwork were

identified.
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CHAPTER SIX

RESULTS OF THE SURVEY
(QUANTITATIVE DATA)

6.1Introduction

The main purpose of study is to examine the effeotss of the reward system in the
Omani government, and this entails a descriptiveyais of the collected data. This
chapter presents the descriptive results of theeguguestionnaire which will be used in

the inferential statistics and in answering thelgtguestions.

Three main sections form the chapter: the respdstdgmofile, description of the
dependent variables and independent variablesinder@ntial analysis. In terms of the
respondents’ profile, the section covers age grogesder, educational attainment
level, and duration of service in the ministry. Téerond section presents the scaled
responses in respect of the reward system, itegdphy, business and human resource
strategies, tangible and intangible reward systerd,the role of the manager. The third
section presents the reliability of the Likert scgkms used in the questionnaire. The
fourth, fifth, and sixth sections present the iefdral statistics of multiple regression
analysis of the effectiveness of the reward systemployee commitment and
engagement, and challenges in relation to the irdgnt variables. Finally, the results

of the qualitative analysis are presented.

6.2Respondents’ Profiles

This section presents the profile of participantshie study by age, gender, educational

attainment level, and duration of service in theegoment sector.

6.2.1 Distribution of Respondents by Age

Figure 6.1 indicates that the majority of employé®s%) are below 40 years, which
might be attributed to the fact that the Omani papen is young in nature. According
to Countries of World (2011), in 2011, young peoplged 0-14 years accounted for
42.7% of the population while people aged 65 anel @omprised only 2.7%. Oman’s
total population is 2,967,717.
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Figure 6.1: Distribution of Respondents by Ag
6.2.2 Distribution of Respondents by Gende
Figure 6.2 shows that 75% of participants are mate] 25% female. It is wor
remembering that these figures éeflected in the national participation of ma

(77.5%) and females (22.5%) in the labour markdét. overall population term:

women form 51.9%.

m Male

Figure 6.2: Distribution of Respondents by Gende

6.2.3 Distribution of Respondents by Educational Atainment Level

Figure 6.3 indicates that more than half the redpats (50.9%) held Bachelol
degrees whilst 10.6% held postgraduate qualifioatidlasters’ and above). About ¢
third of employees (34.5%) held only the secondseiyool Diploma. These gures
demonstrate the need to hold Higher Education @sgr® join government

organisations.

Graph 3: Distribution of Respondents
by Educational Level

50.9
34.5
4.1 10.6
F 4
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Figure 6.3: Distribution of Respondents by Educatioal Level
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6.2.4 Distribution of Respondents by Duration of Servicen the Public Secto

Figure 6.4 indicates that less than one third (2@#4¢spondents had served betwe-
10 years in the government sector followed by eygds (22%) with 1-16 years
service. About one quarter of respondents (23%)deah working in the governmen

secbor for less than five year

27
30 23 22

20
10 4

Less 5-10 11-15 16-20 21-25 26and
than5 vyears vyears years years above
years

Figure 6.4: Distribution of Respondents by Durationof Service

6.2.5 Distribution of Respondents by Current Position inthe Public Secto

Figure 6.5 shows that 70% of employees did not laolg type of managerial positit
within their ministries. Of the remaining 30%, 8%n&ed as directors, 5% worked

deputy directors, and 17% were heads of departniemizll divisions)

m Director B Deputy Director

Figure 6.5: Respondents by Current Positio

6.3 Descriptive Analysis of Effectiveness of CurrentReward System in OGS
(Dependent Variable

This section briefly describes the employees’ pectpe on the effectiveness of t

current reward system in the Omani governmentdbs.

6.3.1 The Philosophy of the Reward System in the Omani Gernment Sector

Five items related to this topic appeared in thestjonnaire, each of which m

impinge upon the effectiveness of the T
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Table 6.1 indicates that over 84% of respondenéstsal the negative choice (disagree
and strongly disagree) towards the transparencyhef reward system in Omani
governmental organisations. About 16% of employe#ieved the reward system to be
transparent since they had some idea of how itabpgand were personally affected by
it. Table 6.1 also shows that about three quadérgspondents (74.5%) thought that
the reward system does not ensure fairness in gimgvirewards and incentives to
employees, and less than half (44.4%) consideréal pirovide an equitable basis for

reward and incentives to employees.

In terms of flexibility of the reward system, thast majority of employees (83.7%)
stated that the system does not achieve its obgsctiue to its rigidity. Again, Table 6.1
indicates that the system is not affected by thebAand Islamic culture (70.2%).

Table 6.1: The Philosophy of the Reward System

Strongly
Statement Agree
(%0)

Strongly
Disagree | Mean | SD
(%)

Agree | Neutral | Disagree
(%) (%) (%)

The reward system i
transparent and ever
employee understand
how it operates an
how s/he is affected b
the system

The reward system
ensures that there
fairness in providing
rewards and incentives
to its employees
The reward system
provides an equitable
basis for providing
rewards and incentives
to its employees
The reward system
provides the necessaly 1.1 4.0 11.2 61.5 22.2 257 1.3
flexibility to achieve its
objectives

)

0.8 5.1 9.8 54.0 30.3 1.92 0.8%0

<Y<

%)

6.6 4.1 14.7 45.7 28.9 2.14 1.085

10.2 17.6 16.3 30.4 25.2 200 0.7f2

The Arab/Islamic value
of reward influences 6.5 4.1 14.5 45.2 28.5 2.14 1.0$5
the reward system
applied in the Ministry

6.3.2 Alignment of the Reward System with the Business &itegy

This variable consists of three items as shownabld 6.2, which also demonstrates
that the overwhelming majority of employees reveéalkeir disagreement with the
statement which states the existence of a link éetwthe reward system and their

particular ministry’s mission (89.9%). Respondeaito reported a negative perspective
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concerning the link between the reward system &ed ministry’s objectives (95%
disagree and strongly disagree). Moreover, no imkndicated between the reward

system and the future plans of their ministry (94)2

Table 6.2: Alignment of the Reward System with th&usiness Strategy

Strongly . Strongly
Statement Agree A || SlEnE DIEEBJTEE Disagree| Mean SD
(%) (%) (%)
(%) (%)

There is a clear link
between the reward g 3.6 6.8 59.0 29.9 1.86 0.741
system and the
Ministry’s mission

154

There is a clear link
between the rewarl 2 1.3 3.4 65.0 30.0 1.77  0.5%
system and the
Ministry’s objectives

There is a clear link
between the reward

Ministry’s future
planning

6.3.3 Alignment of the Reward System with the Human Resages Strategy

This topic consists of five items and as Tableghdws, the vast majority of employees
reported no clear link between the reward systerh the recruitment and selection
system within their ministry (92.9% disagree amorggly disagree). At the same time,
66.9% of employees saw no link between the systath the retention system of

employees, nor did they perceive a link with tnaghiand development of employees
(84.6% disagree and strongly disagree). Moreoveouiatwo thirds of employees

(68.8%) did not believe any link between the rewaydtem and human resources
planning existed. Finally, Table 6.4 indicates mk Ibetween the reward system and

performance management (89.6%).

Table 6.3: Alignment of the Reward System with théluman Resource Strategy

Strongly
Agree

Strongly

. Mean | SD
Disagree

Statement Agree | Neutral | Disagree

There is a clear link
between the rewar
system and the 0.2 1.7 5.3 60.4 325 1.77 0.639
recruitment and
selection system
There is a clear link
between the rewar
system and the
retention system
There is a clear link
between the reward 1.1 5.8 8.0 62.9 21.7 2.01 0.797
system and the training

L

L

6.1 10.7 15.7 31.8 35.1 221 1.2¢7

D
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and development
system

There is a clear link
between the reward

8.0 12.1 11.0 42.5 26.3 238 1212
system and HR
planning
There is a clear link
between the reward
system and 1.4 2.2 5.6 57.1 325 1.82 0.7%48
performance
management

6.3.4 The Tangible Reward System

This variable includes eleven items/statementshie questionnaire which address
tangible benefits such as payment, bonuses andagpiam Table 6.4 clearly indicates
that the vast majority of employees reported disagrent with the statements about the
tangible system. For instance, 94.1% reported cismgent with the idea that the
payment they received was fair compared with tee¢ived in other ministries although
more than half (58.5%) stated that their wages atider their basic cost of living.
Despite this satisfaction with wages, however, oegents did not believe that their pay
was competitive compared to other ministries (95.4%oreover, 95.6% of employees
were not happy with the benefits received fromrtiparticular ministry, nor with the
amount of choice available to them in this respacin respect of additional services

that cover their basic needs (92.5%).

More than half the respondents (57.7%) agreed ttiet performance exceeded the
allowances they received, and less than half (4pWéte satisfied with the retirement

system operated by the Omani government. Less 2k@ameported receiving bonuses
for skills improvement and competence leading toeignt performance. It is clear

from the study’'s results that length of serviceluehces employees’ chance of
promotion (70%). but this promotion does not infloe their contribution to the

development of their ministries (4%). Only 1.5% eshployees received exceptional
allowances for better performance. It can be caterluthat employees, in general, are
not satisfied with the tangible reward system depetl by their ministries.

Table 6.4: Tangible Reward System

Statement Sl Agree | Neutral | Disagree SFroneg Mean | SD
Agree Disagree
My salary covers the
normal necessities aqf 7.2 23.3 28 23.6 17.8 278 1194
living
| am paid faily) g 2.9 2 58.3 358 | 1242 0813
compared to others in
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the Ministry

My pay is competitivel
compared to similar job
in other sectors

The benefits package
receive is fair

I have enough choice d
benefits and additions
services that are suitable
for my needs

There is a strong link
between my annual
allowances and my
individual performance

| am satisfied with what
the retirement systern
provides for my|
retirement

| can get bonuses when
improve my skills and
competence and produce
excellent performance

Promotion is strongly
influenced by length of 21.1 59.0 8.5 6.9 4.4 1.83 0.740
service

Promotion is strongly
influenced by .6 3.4 6.3 57.6 32.1 1.78 0.6(Q6
contribution
I can get exceptional
allowances wher
achieving better
performance

2.8 1.7 0 64.4 31.0 1.80 0.7¢43

)

2.8 15 0 64.7 30.9 1.80 0.644

— =

2 2.5 5.9 59.6 31.9 2.3% 1.2¢7

5.3 13.7 23.2 26.1 31.6 2.7

O

1.2%4

=)

8.5 21.3 24.8 23.9 21.4 1.7y 0.639

2 1.7 53 60.4 32.5 3.8% 0.915

A4 v 51 63.9 29.9 4.41 0.949

6.3.5 The Intangible Reward System

This topic consists of a number of statements sgmied in Table 6.5. Employees
reported negative attitudes towards the tangibdare system as shown in the previous
section. Likewise, employees are also dissatisfwgti the intangible reward system
apart from in respect of the first item which ssatbat their ministry contributed to
employees’ high social status (87.3% of respondagtseing). In terms of the other
possible intangible rewards, however, employeesesged negative opinions. For
instance, only 10.7% believed that their ministgdhpromoted a healthy work-life
balance, less than half (47.6%) agreed they redesuéficient training to assist them in
performing their jobs, only 2.7% reported havingl lihe opportunity to pursue their
higher education and career development, less2@&mfound their job to be enriching
and enjoyable, and only 8.7% found their workingnadibons and environment
comfortable. These figures overwhelmingly confitmttthe vast majority of employees
in this sample were disgruntled with their jobs whaken in the overall context of how

they work and the rewards they receive in exchange.
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Table 6.5: The Intangible Reward System

Statement SXoneg Agree | Neutral | Disagree SFroneg Mean SD
gree Disagree

My Ministry has a good
reputation that provides 62 25.3 5.2 5.4 1.8 2.14 0.95p
employees with high social status
My Ministry promotes a healthy 5 o 69 | 97 58.8 208 | 320 1.5
work-life balance
| have been given sufficient
training to perform my joh 10.2 37.4 24.5 17.6 10.3 1.79 0.694
effectively
| have opportunities for continued
education and career .5 2.2 6.2 58.1 33.0 2.34 1.77p
development
My job is enjoyable , enriching —,, | 153| 216 28.9 301| 202 08¢
and challenging
| have comfortable working g 62 | 74 58.8 251 | 200 086f
conditions and environment
| have the information I needfo g | 54 | g4 58.4 257 | 186 o084
make decisions about my work
| am involved in establishing my ;- 56 | 81 57.6 270 | 436 0970
goals and objectives
My leadership treats everyone g | 5656| 50 6.6 19 | 233 121p
with respect
| receive regular feedback on my
current performance from my 8 12.1 11.0 42.6 26.3 1.78  0.71)7
supervisor
| receive my performance 4, , 1.6 4.9 58.8 334 | 204 0885
appraisals on schedule
| work co-operatively with otherg 2.5 4.3 13.5 543 254 2.04| 0.890
| have good relationships with —, ,, 67 | 84 58.0 247 | 220 1.33
others in the organisation

6.3.6 The Supportive and Effective Processes of Implemangy the Reward
System

This topic includes six items summarised Table @MBich indicates that more than
three quarters of employees (80.8%) reported tne@iistries as having no clear plans
and methods regarding the processes of developimementing and evaluating the
reward system. Table 6.6 also shows that 77.7%npl@yees disagreed with the idea
that their ministries review and update policesitetl to the reward system, and only
5.8% believed that they conducted regular benchimgrko ensure parity with the

compensation offered to employees by all the atharstries.

It is clear from Table 6.6 that the separate mir@stdo not conduct regular surveys to
identify employees’ views and attitudes towards teard system (86.8% confirmed
this), nor do they involve employees in the procekslesigning, implementing and
evaluating the reward system (only 5.3% of empleyeensidered themselves to be
involved). Finally, the vast majority of employeé35.5%) reported disappointment

with the performance management system designdaenyministries. Consequently, it
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is clear that like the tangible rewards they arferefl, the intangible rewards are also
ineffective, and that this may well stem from tlaetfthat employees’ views are not

invited, particularly in designing and implementirgdevant polices.

Table 6.6: The Supportive and Effective Processes$ lmmplementing the Reward System

Strongly Strongly | Mean | SD
Agree Disagree
The Ministry has| 2.06 | 0.842
clear plans and
methods for the
process of
formulating or 155 2.4 1.0 49.2 31.9
developing,
implementing and
evaluating the
Reward System
The Ministry updateg 2.68 | 1.226
and reviews the basis
and policies of the
Reward System and
continuously 1.7 51 13.5 57.2 22.5
improves it in
response to  the
competitive
environment
The Ministry carries 1.81 | 0.811
out regular
benchmarking tq
ensure that the
compensation offere
to its employees i$
fair compared with
the compensation
received by
employees doing
similar jobs in othe
ministries

The Ministry carries 1.86 | 0.842
out regular surveys t
identify the views and
opinions of its| ¢ 43 8.3 485 38.3
employees  towards

the rewards and
incentives they
receive
The Ministry 1.66 | 0.900
involves employees in
the process of
formulating, 15 3.8 8.6 50.9 35.2
implementing and
evaluating the
Reward System
The Ministry has 4 2.40 | 1.267
good performance
management system

Statement Agree | Neutral | Disagree

|

15 4.3 10.8 57.7 25.7

1=

that supports the 2.7 7 10.9 31.3 54.2

effectiveness of the
reward system

-175 -



6.3.7 Roles and Responsibilities of Stakeholders in Impieenting an Effective
Reward System

This topic consists of four items related to thderdstakeholders of in the
implementation of the reward system. Table 6.7 shdhat over two thirds of
employees (67.4%) did not believe there was a deblmeation of their responsibilities
and accountability in the implementation of the aedvsystem. Moreover, almost 90%
reported not understanding their roles and respdoitigs in implementing the reward
system. More than three quarters of employees Jselighat their supervisors were
incapable of implementing the reward system, peslgrause their managers did not
support it, as suspected by 83% of the sample.

Table 6.7: Roles and Responsibilities of Stakeholdein Implementing an Effective
Reward System

Strongly
Agree

Strongly Mean sD
Disagree

Statement Agree | Neutral | Disagree

I get clear
delineation of my|
responsibility and
accountability in
implementing the
Reward System
| understand my
roles and
responsibility  in 3.1 2.7 4.5 57.1 32.6 2.26 1.379
implementing the
Reward System
My supervisors are
capable of
implementing and
managing the
Reward System i
practice

The senior
managers fully
support the Reward 4.1 1.9 11.0 31.0 52 2.72 1.263
System
implementation

9.7 13.0 10.5 40.8 26.6 1.86 0.859

16.6 3.5 1.0 46.9 31.9 1.75 1.007

6.3.8 Effectiveness of the Reward System in terms of Adtwement of the
Organisational Objectives

This topic consists of five items represented ibl&&.7, which reveals that only 28.7%
of employees believed that the RS was effectivenanaging cost, and that 31.3%
considered it could achieve enhanced financialgperdnce. About one quarter (25.6%)
of employees believed the RS was capable of aticadtey talent, but only 18.6%
believed it could motivate talented employees dangeost. Less than one third (30.5%)
of employees believed the RS had the ability taingkey talent and high performers.
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Table 6.8: Effectiveness of the RS in the OGS inrtes of the Achievement
of Organisational Objectives

Statement Srengly Agree | Neutral | Disagree SFroneg Mean SD
Agree Disagree

Ability to manage cost g g 18.8 25.6 24.6 211 | 281 | 1.232
effectively
Ability to achieve
enhanced financigl 10.4 20.9 24.0 28.7 16.0 2.60 1.209
performance
Ability to attract key| 4 18.5 23.4 29.7 214 | 238 | 1.113
talent
Ability to  motivate | 5 4 152 | 223 34.4 246 | 270 | 1252
talented employees
Ability to retain key
talent and high 7.6 22.9 23.8 23.6 22.1 2.04 0.741
performers

6.3.9 Effectiveness of the Reward System in Achieving Enpyee Commitment
and Engagement

This topic includes four items only as shown in [€ab.9, which demonstrates that
93.9% (disagree and strongly disagree) of employaes neither committed nor
passionate about their particular ministry, andr &% of them would not recommend
others to join it. Moreover, only about one quaméremployees reported that they
intend to remain with their ministries, more thdmet quarters (77.1%) intending to

resign as soon as they find another job opportunity

Table 6.9: Effectiveness of the Reward System in Aeving Employee
Commitment and Engagement

Strongly
Agree

Strongly

Disagree it S

Statement Agree | Neutral | Disagree

I am committed,
enthusiastic and
passionate about my
Ministry

4.0 1.8 3 82.3 11.6 2.58 1.27p

| would recommend
this unit to othersasp 1.1 6.2 9.5 58.4 24.8 412 1.15)
great place to work

| intend to stay with
this unit as long as | 8.1 17.6 25.5 22.2 26.6 4,51 0.877
can

I don't mind resigning
if | get an opportunity
to work in anther
sector

51.4 25.7 10.6 7.3 4.9 4.59 0.75)

6.3.10 Potential for a Total Reward Strategy

This topic consists of only two items. Fractionaller half (50.8%) of employees agree

upon the suitability of a TR strategy for Omani govnental organisations, and more

- 177 -



than 90% agreed that the introduction of such asmeawould help to stem the

migration of talented people from the Omani govegntrsector.

Table 6.10: Potential for a Total Reward Strategy

Statement SXoneg Agree | Neutral | Disagree SFroneg Mean SD
gree Disagree
A TRS is suitable for the =, 5 | 5661 236 17.6 81| 451 45

=

Omani government sectd
The introduction of a TRS$
would assist in reducing
the migration of talent 70.9 21.0 5.2 2.1 .8 4,59 0.75)
from the OGS to the
private sector

6.3.11 Challenges to the Implementation of a Total Rewardtrategy

This topic comprises eight items related to thellehges to the implementation of a
TRS in the Omani governmental organisations, anthleT&.11 summarises the
employee responses. It is apparent that the obstaclthis respect are: lack of a good
business strategy (94.4%); lack of supportive huneaources strategy (85.7%); lack of
an effective performance system (85.8%); lack oke#Hactive communication system
(84.9%); lack of support from top management (83;8%ek of line management skill
and ability (88.7%); lack of financial resource8.@%), and resistance from employees
(72.6%).

Table 6.11: Challenges to the Implementation of adtal Reward Strategy in the
Omani Government Sector

Statement — A

challenge to the Strongly . Strongly
implementation of a Agree Agiee || NemiEl | Diegree Disagree Mean | SD
TRS in the OGS is the:
Lack of a good business ¢, 35.4 1.6 1.7 2 4455 0.640
strategy
lack of supportive 58.3 27.4 3.6 10.0 7 431 0.990

human resources strategy
Lack of a good
performance 59.6 36.2 1.8 2.2 1 453 0.648
management system
Lack of an effective

e 59.0 25.9 3.6 12.6 1.0 425  1.0¢7
communication system
Lack of support from tog g5 7 19.9 22 115 27 431 1135
managers
Lack of line
management skill and 64.7 24.0 5.0 4.9 1.3 4.4¢ 0.896
ability
Lack of financial funds 67.4 20.9 5.1 5.8 .8 4.48 .80
Resistance from
employees who claim
that TR simply hides the 64.5 18.1 4.6 115 1.3 4.33 1.080

y

further erosion of salar
increases
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6.3.12 Critical Success Factors in Respect of the Effectvimplementation of a
Total Rewards Strategy in the Omani Governmental Setor

The vast majority of employees (90.6%) believe thdiRS requires a well-articulated
philosophy and a large percentage also recogniszdéed for alignment of the TRS
with the governmental sector’s business stratedy306) and the HR strategy (83.7%).
The overwhelming majority (97.5%) expressed theebahat there should be an
optimal mix of both tangible and intangible rewawdghin the TRS. At the same time,
employees (97%) agreed that the RS should meetthethneeds and those of their
employer (essentially confirming the earlier stagemconcerning the alignment with
the business strategy). Also, 87.7% of employeks@muledged the need for supportive
measures to facilitate the implementation of the, B®ong which was the solid

commitment from all stakeholders (86%).

Table 6.12: Critical Success Factors for the Effeste Implementation of a Total
Rewards Strategy in the Omani Governmental Sector

Statement - I.t is essential| Strongly Agree | Neutral | Disagree SFroneg Mean SD
to: Agree Disagree

Have a well-articulated 66.6 240 50 31 13 451 0.833

reward philosophy

Allg_n the RS with the 35.1 29.2 10.4 3.7 15 4.33 0.916

business strategy

Align the RS with the HR 63.7 19.9 29 115 27 4.31 1.125

strategy

Provide an optimal mix o 4.58 0.586

tangible and intangible 62.0 35.4 1.6 7 2

rewards

Customise rewards to meget 4.56 0.598

employers’ and employees’ 59.9 37.1 1.8 1.0 A

needs

Have  supportive and 4.39 0.935

effective  processes aqaf 60.3 27.4 3.6 8.0 7

implementation in place

Have solid commitmen 4.35 0.993

from all stakeholders to the  60.1 25.9 3.6 9.4 1.0

strategy

6.3.13 Rewards and Appropriate Incentives

Table 6.13 presents the order of rewards and inenias reported by employees
participating in the survey. It shows that the meéfair salary (17.52) is the highest
amongst other types of incentives showing a stahdawiation (SD) of 4.687, and
thereby indicating that the belief they are reaegva fair wage is very important for
employees. Employees are also interested in demgiognd promoting their careers
(mean 15.93, SD 4.661 SD), and that they are aem ko ensure equity is present in
the award of all types of reward and incentive (m&8&.50, SD 4.775). Next in their
ranking of where rewards should be given, is treaaf job performance, in which

respect, excellence in the discharge of the jobrég as something that should be
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rewarded (mean 14.59, SD 4.958). Thereafter, fabbwy flexible benefits feature as
the fifth incentive (mean 13.73, SD 5.421). Empley also want to work under wise
and good leadership (mean 12.41, SD 4.941). Working comfortable environment
was the seventh priority (mean 11.32, SD 4.921)pi&ingly, given the Omani culture,
good working relationappeared towards the bottom of the ranking (mea@91(BD
4.794), as did the values related to their mirestrand the reputation of their ministries.
At the bottom, was the need for interesting andlehging work (mean=6.76 and SD
4.593). This ranking shows categorically that ¢hisr little commitment to the actual
job for its intrinsic worth among government emmeyg and that the emphasis is
entirely on extrinsic rewards. Such workforce valaee not good for any organisation.
Table 6.13: Ranking of Rewards and Incentives

l/ el Incentive Mean Star]derd
level Deviation
1 Fair salary 17.52 4.687
2 Good opportunities for career development 15.93 4.661
3 Equity in awarding rewards and incentives 15.50Q 778
4 Incentives for excellent performance 14.59 4,958
5 Flexible benefits 13.73 5.421
6 Wise and good leadership 12.41 4.941]
7 Comfortable working environment 11.32 4.921
8 Good working relations with colleagues 10.89 4.79
9 Training and Continuing Education 9.95 4.526
10 Work-life balance 9.57 4.526
11 Acknowledgement and appreciation |of 941 4.785
achievement
12 Effective performance management system 8.85 855.0
13 Appropriate working tools and instruments 8.68 .968
14 \I,c(()jre(pendence and freedom in performing the 7 64 5012
15 Excellent work values 7.45 4.358
16 Transparent communications system 7.24 4.52p
12 Good reputation of the organisation 7.24 4,524
18 Interesting and challenging work 6.76 4.593

6.4 Reliability Test of Data

In order to examine the internal consistency of teta, Cronbach’s alpha was
calculated. According to George and Mallery (2083)2 if the Cronbach’s alpha is

>0.9, then the internal consistency is excellent, is >0.8, the internal consistency is
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good, if it is >0.7, the internal consistency isgutable. If the Cronbach’s alpha is >0.6,
the internal validity is questionable, and pooitifs less than 0.5. In this study, the
overall Cronbach alpha is 0.912 which means thatiriternal consistency is excellent
and the data is reliable. The reliability test wealculated for all items in the

questionnaire.

6.5Analysis of the Reward System and its Relationshigo the Independent
Variables

This section presents the results of the inferkatialysis represented in multiple linear
regression analysis. The section presents the aperdient variables addressed in the
conceptual framework of the study: The effectivenetthe RS, and specifically, the
achievement of organisational objectives, employeesnmitment and engagement

presented in Table 6.14.

Table 6.14: Dependent and Independent Variables uden the Study

Independent Variables Dependent Variables
- Philosophy of the rewardThe effectiveness of the RS,
system : . .
- Alignment with business The achievement of organisational objectives
strategy

1The achievement of Employee Commitmgnt

- Alignment of the rewarg
nﬁlnd Engagement

system with human resear
strategy

- Tangible reward system

- Intangible reward system

- Supported and effective
processes of implementation
of the reward system

- Roles of managers in the
implementation of  the
reward system

There is a range of statistical methods used itysimg data secured via a Likert scale,
and the choice of method used depends upon theuneeaant scale of the dependent
variable (Cleson and Dormody, 1994). Briefly, thare four levels of measurement
scale: nominal scale, ordinal scale, interval scatel ratio scale. The Likert scale is
essentially an ordinal scale (Goldstein and Her$884:52). However, in this study it is

difficult to analyse each item as an individual elegeent variable, and it was therefore
necessary to use factor analysis to create newndepevariables. Furthermore, Likert
scale data does not follow the normal distribu{iGteson and Dormody, 1994) required

by the majority of parametrical statistical techreg, such as analysis of variance and
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regression techniques. It is hence, necessarydatec variables that comply with

parametrical assumptions.

6.6.1 Creating Additive Indexes

In order to create continuous variables and indegenvariables that can be measured,
the researcher used COMOUTE in the SPSS. A numbedditive indexes were
generated, for instance, all items in Table 6.levaetded to produce “the philosophy of
reward system” as an independent variable. Likewiseitems in Table 6.2 were added
together to create the independent variable “algmnwith business strategy”. This
process was applied to all dependent and variglseesssented in Table 6.14, the purpose

being to create measurable variables from the Liaale items.

6.6.2 Multi-Collinearity

Table 6.15 showing the correlation coefficientsligates positive relationships between
the independent variables used in the analysih@fnultiple linear regressions. All
correlations, in general, lay between 0.073 andwhigh are considered as showing a
low relationship between variables. However, Tdhl shows a medium and positive
relationship between the intangible reward system #he alignment of the reward
system with the human resources strategy in Omewergmental organisations (R =
0.663) and the supportive and effective processeisnplementation of the reward
system (R = 0.604). It can be concluded that ruallinearity between the independent
variables does not exist to a large extent, anddetdoes not affect the relationship
between the dependent variables and the independmmibles. Therefore, the
assumption of multi-colleanirity in the multiple gression analysis is achieved.
According to Lehman (1989), collinearity should kensidered if the bivariate

correlation coefficient between the independeniabdes is greater than 0.7.

Table 6.15: Correlation between the Independent Vaables used in the Study

Alignment A"g’;mvsim i Supepf(f)erg;i/\tlaeand Roles of
Philosop with human Tangible | Intangible rocesses of managers in
hy of RS Business research RS ES imp lementation implementation
strategy strategy P of RS of RS
th'FL"SSOphy 1 0.073 0.465 0.376|  0.490 0.439 0.319
Alignment
‘t’)"'”‘. 0.073 1 0.227 0.399 0.216 0.143 0.012
usiness
strategy
Alignment
with human| ¢ see | 297 1 0.457|  0.663 0.448 0.592
resource
strategy
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Tangible RS| 0.376 0.399 0.457 1 0.5238 0.499 0.23]

eangiole | 0.490 | 0.216 0.663 | 0.523 1 0.604 0.481

Supportive
and
effective
processes of 0.439 0.143 0.448 0.499 0.604 1 0.548
implementat
ion of RS

Roles of
stakeholders
in 0.316 0.052 0.542 0.231 0.481 0.548 1
implementat
ion of RS

6.6 Relationship between the Effectiveness of the Rewdr System and the
Independent Variables

This section presents the results of the multiipledr regressions of the effectiveness of
the dependent variable on the RS. Parametric tstatigests usually depend upon
certain assumptions about the dependent and indepewnariables, as indicated below.

6.6.1 Assumptions of Multiple Linear Regression AnalysifRelated to the Reward
System and Independent Variables

If the assumptions about both dependent and indigmenvariables are not met, the
results of parametric testing will be biased aradl o type | and type |l errors. Multiple
regression analysis is one of methods that relrespecific assumptions (Jason and
Waters 2002), these being, normality of the dependariables, linearity (linear

relationship between the dependent and independeiables), and homoscedasticity.
Assumption One: Normality

Normality of the dependent variable in regressioalysis is continuous and assumed to
follow the curve of normal distribution (bell-shapewhere the distribution of the
observational data is neither skewed nor kurtdfiche observational data are not
normally distributed (skewed), then the relatiopdetween the dependent variable and

independent variables will be distorted.

It is clear from Figure 6.6 that the dependentalad is evenly distributed, and hence,

the first assumption of multiple linear regressmmet.
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Figure 6.6: Distribution of the Dependent Variable— Effective Reward System

Assumption Two: Linearity between Effective Reward System (dependent

variable) and the Independent Variables

It is assumed that in the multiple linear regrassiwodel, the relationship between the
dependent and independent variables is linearrderao assess the tenability of this
linear relationship, it is customary to use a secptot diagram, which is the best method
for detecting such linear relationships. If theatieinship is not linear, then the linearity

assumption in multiple regression analysis is vexda

The seven scatterplots below indicate, to largergx@ linear relationship between the
effectiveness of the RS and the independent vasalphilosophy of the reward system,
alignment with business strategy, alignment wittmho resources strategy, tangible
rewards, intangible rewards, supportive and effecprocesses of implementation of
the RS, and roles of managers in the implementatiaghe system. It can be concluded

that the assumption of linearity is met.
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Scatterplot

Dependent Variable: effecRS
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Figures 6.7 (a-g): Scatterplots of Linear Relatiortsips between the Dependent
(Effective Reward System) and Independent Variables

Assumption Three: Homoscedasticity

Homoscedasticity in multiple regression analysid analysis of variance assumes that
the variance around the regression line is the stoneall values of independent
variable. The seven boxplots below indicate tha points are very close to the
regression line which means that there is no vditiabround the line. Therefore, there
is no violation of the assumptions of homoscedusgtic
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Multiple Regression Analysis

Tables 6.16-18 present the results of multipledimegressions. The model summary in
6.16 presents the values of R, R square and adjbstequare as well as the standard
error. R is the value of the multiple correlatiaretficients between the effectiveness of
the RS (dependent variable) and the independemdbles used in the model. Table
6.16 shows that the adjusted R square account386 which indicates how well the
regression model generalises and the explanatitimeofariance. This value means that

more than half of the variation in the observatlateta was explained.

Table 6.16:Model Summary

Adjusted R | Std. Error of
Square the Estimate

1 q7Z .596 .593 2.58294

Model R R Square

a. Predictors (independent variables): (Constam)jaroles,

alignmentBS, philosophy, tangibleRS, intangibleRS,

suprteffective, alignmentHR

b. Dependent Variable: effective reward system.
Table 6.17 presents an analysis of variance (ANOWA3how whether the regression
model is significantly better at predicting the @arhe than using the mean as the best
predictor. Specifically, the F ratio representsriduw of improvement in prediction that
results from fitting the model. Table 6.17 tablewh that F = 168.829 which indicates
a significant relationship between the effectivene$ the RS and the independent
variables (P = 0.000<0.05). This means that thepaddent variables can significantly

improve the effectiveness of the reward system.

Table 6.17: ANOVA®

Model Ss:l:Ta].er Df Mean Square F Sig.

1 Regression 7884.51¢ 7 1126.36( 168.82¢1 .000]
Residual 5337.27] 800 6.672
Total 13221.79 807

a. Predictors: (Constant), manaroles, alignmenp#osophy, tangibleRS,
intangibleRS, suprteffective, alignmentHR

b. Dependent Variable: effecRS

Table 6.18 indicates the coefficients, demonstgasirpositive relationship between the
effectiveness of the RS and each individual inddpah variable. It is clear that all

independent variables have an impact on the RSthardfore it is concluded that the
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OGS RS is significantly affected by the factoratedl to the philosophy of the system,
alignment with the business strategy, alignmenhwite human resources strategy,
tangible and intangible reward system, and theablaanagers.

Table 6.18: Coefficient8

, o Standardised
Model Unstandardised Coefficien Coefficients . sig.
B Std. Error Beta

1 (Constant) -4.895 .581] -8.423 .00d
Philosophy 237 .042 .154 5.714 .00d
alignmentBS -.200 .092 -.054 -2.17¢ .03d
alignmentHR .195 .054 122 3.586 .00d
tangibleRS .156 .025 .184 6.165 .00d
intangibleRS 222 .026 .307 8.712 .00d
Suprteffective 374 .041 .293 9.016 .00d
Stakhoder roles -.169 .049 -.101 -3.419 .001%

a. Dependent Variable: effective reward system

6.7Relationship between Employee Commitment and Engagent and
Effectiveness of the Reward System and Independeviariables

This section reports the results of the relationdletween employee commitment and

engagement and the relevant independent variables.

6.7.1 Assumptions of Multiple Linear Regression AnalysisRelated to Employees
Commitment and Engagement and Independent Variables

Similar tests were conducted to test assumptiomsudfiple regression analysis related
to employees’ commitment and engagement and idel@menvariables. The tests

showed that all the assumptions are met.

Multiple Regressions Analysis
Table 6.19 provides a model summary indicating thatadjusted R square is 0.454
shows how well the regression model generalises,tlh@ variance explanation. This

means that about half of the variation in the olm@nal data was explained.
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Table 6.19: Model Summary

Adjusted R Std. Error of the
e R RELEE Square Estimate
1 677 .458 454 1.37391

a. Predictors: (Constant), manaroles, alignmentBS,
philosophy, tangibleRS, intangibleRS, suprteffextiv
alignmentHR

b. Dependent Variable: Employcomm

Table 6.20 shows the analysis of variance (ANOVAjickh demonstrates an overall
significant relationship between employee commitireerd engagement and the group
of independent variables which were entered inéoréigression model (F = 97.743, P =
0.000<0.05). These results indicate that the@ni®verall impact of the independent

variables on employee engagement and commitment.

Table 6.20: ANOVA?

Model Sum of Squares Df Mean Square F Sig.
1 Regression 1291.517 7 184.502 97.743 .000°
Residual 1527.097 809 1.888
Total 2818.614 816

a. Predictors: (Constant), manaroles, alignmenpB8osophy, tangibleRS,
intangibleRS, suprteffective, alignmentHR

b. Dependent Variable: Employcomm

Table 6.21 shows the coefficients, indicating trenployee commitment and
engagement is affected by the variables relatéatangible rewards (sufficient training,
continued education and career development, corafdhe reward system, employees’
involvement in establishing their goals, performamppraisal, etc., [see Table 6.5]);
supportive and effective processes (no clear plamd methods for formulating,
evaluating the reward system, no regular benchmgylgtc., [see Table 6.6]), and the
role of stakeholders in the implementation (incajggtnf managers and supervisors to
manage the reward system, etc., [see Table 6l7an be concluded that the lack of
employee involvement in decision-making and theeabs of their involvement in
designing, formulating and implementing the RS leadheffectiveness of the system.

It is clear from Table 6.21 that other factors swashthe philosophy of the reward
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system, alignment with business strategy, alignmettt human resources strategy, and
tangible reward system, have no impact on emplagsemitment and engagement in

the design and implementation of the reward system.

Table 6.21: Coefficient8

— Unstandardised Coefficients Sé%g?;gg r?tesd . Sig.

B Std. Error Beta
(Constant) 1.162 .308 3.776 .000
philosophy -.011 .022 -.015 -.485 .628
alignmentBS .024 .048 .014 499 .618
1 alignmentHR .034 .029 .046 1.164 .245
tangibleRS .009 .013 .024 .706 .480
intangibleRS .194 .014 .582 14.317 .000
suprteffective .080 .022 .136 3.637 .000
Manaroles -.059 .026 -.077 -2.243 .025

a. Dependent Variable: Employcomm

6.8 Conclusion

From the presentation of the quantitative findingshas become clear that the vast
majority of the employees who participated in tlwevey are in agreement about the
state of the current RS in the OGS. The populahahe sample was mainly under 40
years old and 75% of respondents were male, bus ihot though that these
demographic features have any effect upon the ampénregarding the RS, although it
might well have been the case that had more woreen mvolved, there would have
been greater dissatisfaction, especially with thi@ngible rewards. Essentially, from the
statistics presented it can be concluded that tiveewt RS is not believed to be
transparent by employees, that it does not aligih wither the business or the HR
strategy, and that the nature of the rewards affésenot satisfactory or attractive to
them. Additionally, the skills of managers in ogarg the RS are called into question
by employees, suggesting that a need for trainimgy greater is required In the
following chapter the findings of the qualitativepact of the study are presented, which
enable a comparison between the survey outcomeslkvd for their confirmation or

otherwise.
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CHAPTER SEVEN

RESULTS OF THE SURVEY
(QUALITATIVE DATA)

7.1Introduction

The aim of this chapter is to provide a detailecbant of the main themes that emerged
from the qualitative data collected via in-deptkemmiews and focus group discussion
with employees. These themes were: effectiveneiseafeward system (weaknesses of
the system), weak relationship and distrust betweanagers (supervisors), suggestions
for improving payment and the current incentivetesys effectiveness of the reward
system in achieving the Omani government’s objestieffectiveness of the reward
system in achieving employee commitment and engegemntangible rewards
components, application of the TRS, challengeshto dfficacy of a comprehensive
remuneration strategy in the Omani governmentatose@nd the contribution of

success factors to a comprehensive remuneratiate gy

The analysis draws on data collected from eightldapth interviews and two focus
group discussions with employees.

From the findings presented in Chapter Six aftgulyapg both the descriptive and
inferential statistical techniques, it is readipparent that employees in the OGS are not
satisfied with the current reward system, and kelié should be developed. However,
the interviews which were conducted with four gahenanagers and managers, two
assistant managers, deputy directors, and headBvisions and employees, reveal
different views about the reward system, whichpaovided in the following sections.

7.2 Effectiveness of the Reward System

7.2.1 Features of the Reward System

Employees were asked about the features of therdesystem in general and the
regular payment of salaries, in particular. All éoyees reported that they receive their
salaries by the end of each month, as confirmeohigyemployee who said:

“The continuity and persistence in paying salaryheut any delay means
that the OGS employee is quite confident that keives the salary by the
end of each month”
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Three of the eight interviewees confirmed the itiensystem is being comprehensive
and consistent with local laws. They emphasised thay receive allowances and
remuneration on a regular basis, one in particcagmag:

“The civil service law stipulates the possibilit§ giving rewards to those
who extend distinguished service, work, researctproposals that lead to
improving the style of work or developing perforrmamfficiency or save in
spending".
And another participant reported that the allowasgstem is based on employee
performance, saying:

“What has been stipulated by the Civil Service Laletermines

permissibility to pay exceptional allowances towalo are distinguished in
their performance and work hard to improve and d=yeroductivity, and

also the possibility of paying encouraging annuaiunerations for those
employees who contribute by submitting proposaldifey to perfection of
work, and the extension of good public services”.

Only one participant criticised the system on thmugds that:

“The factors that are thought to encourage and weitt employees like
promotions, exceptional allowances and encouragimgements became
frustrating and discouraging factors”.

The findings of the in-depth interviews were noffatent from the focus group
discussion results since the majority of participaagreed that employees received their

salaries on time, and that the Omani law ensuredégaurity for all OGS employees.

7.2.2 Employees’ Views on the Effectiveness of the Rewaflystem

There was agreement among all employees that thes Riseffective in appraising
employees’ performance since currently, it dependsn the annual report that is
written by the line managers about their employ@esthis topic, one employee said:

“There is an absence of appraisal criteria to helpe manager assess
employee performance. All means of assessmentsa@ in most of the
appraisal elements but there is no real basis anigria that the manager

could rely upon in reaching objective assessments”.

And another employee said:

“The periodical regular allowance as a renewableght for good
performance, and the receipt of encouraging increimeand exceptional
allowances is all subject to bias”

Another employee reported that the performanceaaggrsystem does not exist in the Omani
governmental sector. His attitude was that:

“The rewards are the rights of all employees whetimey are diligent or
negligent and they get these regardless of perfooaatandards”.

And another interviewee said:
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“A great number of employees are availed of the esaype of incentives
despite differences in their skills and qualificeits, and this results in
frustration for hard workers while defaulters canie in their negligence”

Although all employees emphasised that salariesadlod/ances are paid on a monthly basis,
they reported that these salaries are insuffictentover their needs. In this matter, one
complained that:

“An employee can exert more effort over the yeat ianthe following year
his salary will not increase apart from a small ambthat he might be shy
to mention, while the cost of living is increasidgy by day and thus
employees will have no initiative to work and figalill be frustrated and
discontented with their careers”

The other four participants agreed upon the faat thp management within ministries
have a part in designing the reward system, argdwhis problematic as noted by one
interviewee, who said:

“Lack of skill on the part of managers or chiefsitoplement the reward
system, results, and not only that but some armgakides with selected
employees. Personal factors also determine eligybib pay incentives - a
thing that spreads an atmosphere of injustice, laads to mistrust between
subordinates and their superiors”.

This lack of skill and objectivity was raised byodimer participant who complained that:

“The misunderstanding of some managers about sapbrts and/or their
failure to objectively rule the situations, or theerference of personal bias
in assessment, is something that results in yigliicentives to those who
don't deserve them while depriving eligible empésyat the same time”

In the focus group discussions, participants ratbedissue of favouritism and interference in

relation to promotion, allowances and remuneratidmey also emphasised that incentives do
not exist, and that the lack of leadership skilltoag managers hinders the implementation of
the reward system. Participants have also repdtinaadhere is no appraisal performance system
that plays a role in assessing employees’ perfocmaand there are no job categories or

incentives to motivate employees.

There was agreement among participants about thesddaries paid in the OGS and the fact
that not all government units had the budget topkment these with incentives. One
participant explained the problem, saying:

“Sometimes, enough financial resources might notb&lable within the
governmental units’ budgets to facilitate disposdl rewards to their
distinguished employees who are characterised pgriuperformance, and
some of these authorities tend to adopt a poliaydigposing a yearly
increment to employees albeit in variable amoumis i accordance with
the grade and type of job assumed by the emplayekthat is catered for
through the annual savings in the budget yieldedthgr operational funds
and resources".
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This illuminates both differences in practice asrasnistries, and the lack of funds to

operate the existing reward system.

Additionally, participants emphasised that deputinisters, general managers, and
other senior managers are not aware of the lowisaland the financial problems

facing employees.

Overwhelmingly, participants believed that the la€lclear criteria for use in assessing
the merits of particular employees, led to favasmit and mediation within the OGS
reward system. Consequently, as all eight partntgoaoted, the performance appraisal
system is neither efficient nor effective. Morequep management have no leadership
skills to motivate their employees and provide theith a minimum level of incentives
such as periodic and regular allowances, mainkpis instance because of the absence
of relevant regulations. Furthermore, participaméported that there is no job
categorisation which can be linked to promotion dadelopment.

7.2.3 Recommendations to Develop and Improve the CurreriReward System

Participants were asked to provide their suggestionrelation to the current OGS
reward system, and almost all of them recommendediesign of a new strategy for
rewards and incentives because the current provisimutdated and requires reform.
One of the participants said:

“There are no clear mechanisms and specified datéhat form the basis
for incentives. The government should introduce ew namendment,
particularly to the performance appraisal systerhiswill be more effective
and transparent as well as based on honesty amkfr@ss”.

There was a consensus among participants thatadtitisal to focus on the importance of
incentives for employees, particularly on tangilaed intangible rewards, since as one
individual believed:

“Everyone will be encouraged to exert more effattsreach excellent
standards and create honest competitiveness betalbemployees, and this
no doubt will generally improve the working envinoent”.

Participants also stressed the need for an egeitahtis to the reward system such that
promotion and relevant training were availablelt@mployees. One person said:

“Fairness should dominate in giving chances for mpaion and other
facilities like training and qualifying, and muchone care should be given
to employees’ families, including suitable heattburancé.

Another participant recommended the establishmeatcommittee:

“to be dedicated to judging the recommendations amls according to
specific criteria and bases known to all employees”
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Almost all participants believed that changes sthdad made to allow them to become
involved in the decision-making process in relatiorall ministerial policies, not only
the reward system, since this exclusion alienatgd@ys. On this issue, one participant
said:

“Employees can accept and respond to decisions rbgdbemselves rather
than by their managers. My affiliation to the Mitnjsis not strong because |
do not participate in decision-making”.

And another participant added:

“Care and attention ought to be given to the issflemployees' awareness,
as to know their rights and duties over and abdneitnportance of carrying

out periodical surveys to know employees’ ideasitda/the remunerations
and incentives given to them. And their proposhtsukl be listened to on

this subject while considering the possibility esponding to them within

the permissible available budgets allowed to units”

And another employer believed that:

“Efforts should be pursued to create an atmospHhemured with mutual
trust between the employees and their managers.Wilienable employees
to participate in decision-making related to jobsdeption, incentives,
remuneration and development”.

This lack of transparency in the relationship bemvemployees and their line managers

gained more attention, with another participantrsgy

“There is a need to seriously encourage both emgdeyand managers to
reach a reconciliation and construct transpareniatmnships, honesty and
frankness as well as trust. This will lead to theation of a healthy

environment and healthy working conditions”.

One participant felt that exceptional employeesughbe catered for, and recommended:

“the serious consideration of allotting promotiorand increments and
remunerations exceptionally, based on rational awtturate assessment
that caters for experience and qualifications watkcellence in employees'
performance quantitatively and qualitatively”.

The same participant suggested the need to:

“develop and enhance intangible incentives such m@sising and
appreciating employees with high performance whdope and award
them with some sort of rewards”.

Training and development was considered worthygobmmendation as follows:

“I think that training and qualification must be \g@n more focus, and the
allocated funds for these two aspects should beased”.

One of the employees stated that the reward sysfeowuld focus on salaries and their
incremental nature to keep abreast with inflati@n.this issue he said:

“There should be an increase of salaries to cop¢hwhe economic
circumstances and rising cost of living along watffiorts made to secure a
suitable work environment, fighting routine and mimmmy so that
employees will not feel weariness and consequdrghdiscontented and
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experience a drop in morale. Employees feelingwlaig might end up being
neglectful and careless”.

And another referred to the very important matteditferentiating what was a legal entitlement
for an employee and what was a reward at the disoref the employer. In this respect, he
said:

“It is imperative to differentiate between whatasnsidered as basic rights
for every employee and the deserved incentivebdior innovative staff”.

The findings presented in this section are consisieross the individual interviewees and the
focus group discussions. The group stressed thieatdisy of developing and designing an

effective financial and non-financial incentive ®m to meet the needs of employees.
Additionally, the idea of an objective performanmoanagement system to include merits and
rewards was welcomed. And finally, there was strigading that employees should be given
the right to participate in decision-making relatedthe reward system so that they are in a

position to safeguard their needs.

7.2.4 Effectiveness of the Reward System in Achieving Gexnmental Objectives

Participants in this study were asked about thecaffeness of the reward system in
achieving the organisational objectives of theinistries. Specifically, they were asked
about the ability of the reward system to achiewveirt ministries’ goals. Only two
participants believed the reward system was capablachieving the organisational
goals, one saying:

“No doubt the government is still able to execglidns and programmes,
attract and retain the proficient people, albeietprivate sector has been a
strong competitor in this regard. The governmerdghte through incentives

to attract such categories to a large extent”

This view was supported by another participant weported that:

“The system, secures the level of desired objextiVbe yearly plans are
executed in time and the numbers of those seeddi®jif the governmental
sector is increasing. This in itself is a good wator of the ability of the
system to attract talented and efficient peoplerddweer, the government
has the resources to reinforce its systems andrpmmes to efficiently
achieve its goals”

In contrast, the other six participants emphasifet the system does not achieve their
ministries’ goals because it is ineffective. Onelefse employees argued:

“I'm sure that the prevailing reward system woulat achieve my ministry’s

goals because it is very limited and old. This i® do the absence of the
performance indictors related to the Ministry. @aled employees in my
Ministry are not given the opportunity to offer itheervices and skills

because their managers do not allow them to dd'that

And these views above were supported by anothécypant who stated:
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“The system could be helpful, but it is very lirdind needs to be reviewed
by specialists otherwise it will get worse. Thelpem is that the government
has never thought about changing the system”.

Another participant had strong negative views albogitsystem, complaining that:

“The current system in no way can achieve the gawent objectives due to
the absence of a link between eligibility and inyimg/increasing

production and developing the government’s positionrespect of the
desired and promised ambitions”

The results from the focus group discussion wetegedy in line with these negative views

about the effectiveness of the reward system inesuig the organisational goals, it being
stressed by group members that the system doedeipt organisations to achieve their
objectives because it does not meet employees’ aimdst is employees who are responsible

for achieving the goals.

7.2.5 Effectiveness of the Reward System in Achieving Engpyee Commitment
and Engagement

Eight interviewees were asked about their views hmw current reward system
facilitates their commitment and engagement todfganisation (their interest in the
job, satisfaction with the working environment, ggapation in education and training,
and opportunities for career development). Twoha& participants agreed to a large
extent that the system helped them to maintairr th@als and retain their interest in
their jobs. One said:

“The system is effective in achieving the targegedls and objectives to
some extent, but there is a great need to incressefficacy through
contributions of employees in formulating the systehich may suit their
ambitions and be more powerful to satisfy theirds8e

Another participant supported this idea, saying:

“The salaries in the civil service sector are naibshould they be compared
to the salaries in the private sector, and theysfatthe minimum level of
living needs and requirements. Also there are chanof training and
qualifying coupled with job advancement for goveeninservants. | might
conclude that the system satisfies the aims of@mes to some extent”

In contrast, however, six interviews were of thewithat the reward system was not effective in
achieving their commitment to the organisationsidas criticisms were levelled, one being:

“The salaries are very little if compared with thest of living and chances
for qualification and training are quite few andeautilised by a limited
group. The promotions are no more better for ociethrough prolonged
periods of time and might not yield money bendi@sause relevant staff
reached the top level of grades that they are ptechdo, thus you can
measure this parallel to the rest of the incentives

Another was that:

“The system is unable to cater for employees' neegdk requirements in
providing allocations that secure them and theimiiies and lead to a
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dignified life. A state of despair and frustratidominate most employees in
the sector and as such this situation generateis tiesire to leave it in the
hope of better offers”.

This view was supported by another participant wéported that:

“The system does not meet the desires and ambitibfarge sections of
employees. Thus, some of them when offered betes $rom outside the
sector, did not hesitate to submit their resignasiovithout paying attention
to how their departure might the sector”.

Ten participants in the focus group discussion vireragreement that the reward system does
not help to facilitate their organisational commeimh because it is not effective. On the other
hand, the other Tow participants believed the systeas managed to secure their commitment

and engagement.

7.3Introducing Intangible Rewards into a Total Reward Strategy

This section presents participants’ views on thetrdoution of intangible rewards to a
TRS, such rewards being manifest in continuousnittgi and development,
performance management and appraisal, job catatjorisand improvement, etc.
Participants were asked about their views on thgomance of intangible rewards in
developing a TRS within the Omani governmental gecand there was much
agreement among them about the importance of sugyistam, one participant stating
that intangible rewards:

“all help to create a motivating atmosphere for ergpks and disseminate
the soul of sincerity amongst them”.

This view was supported by other participants, £ag@ng:

“It is vital to introduce intangible rewards, as thplay a supportive role in
raising employee morale especially in the absericearal incentives”.

Furthermore, one of the participants stressed that:

“Because the human being is naturally motivatedraterialistic issues and
if we ignore the same, this will passively affaoptoyee morale”.

One of the participants held a different view, hoere saying:

“l see no reason to introduce intangible rewardshimithe elements of the
total reward strategy because it needs intensif@tsffrom top management
to assess effectiveness”

This viewpoint was supported by another participbat in different way. He stated that:

“This what we need, but we are unable to establishgible rewards albeit
they are desirable, because we are faced with tadlenges: firstly, the
intangible rewards are not perceptible and with paadvantage, and
secondly, the challenge is that human beings aldikgsfinancial benefits
even if living on top of mountains”
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Nine of the twelve members of the focus groups edjtbat it was sensible to include the non-
financial elements within the TRS because theseldvonotivate employees to commit

themselves to achieve the organisation’s goalseagdge in different activities. The remaining
three did not agree with this view, believing teatbedding the non-financial elements in the
TRS was not feasible because of the difficulty ssessing the direct impact of that on the

whole system.

7.3.1 Suitability of Applying a Total Reward Strategy in the OGS

Participants were asked about the suitability oplgpg a TRS in the Omani
governmental sector. Five of the participants weonpletely convinced of the
importance of implementing such a system as sogmoasible, fearing that the OGS
would soon encounter an alarming lack of produgtivDn this matter, one participant
claimed:

“It is time for the Omani government to adopt swcistrategy in order to
achieve its objectives efficiently.”

And another emphasised that:

“The strategy has become a necessity that the govent should quickly
adopt and facilitate its application after pavirfietroad for the TRS”

Commenting on the urgency, another participant said

“l see it necessary to speed up the process ofyapplthe TRS in stages
which can create a typical change within the Omagvernmental
organisations. This will lead to the creation ofrdern system for reward
in the Sultanate of Oman”.

On the other hand, there were a few participants, wihilst fully appreciative of the need to
adopt a TRS, were sceptical about the applicatfcguch a strategy on the grounds that Omani
organisations were not yet in a state of readimeigs respect. One commented on the need to
remove the obstacles to such implementation, saying

“l1 am with the application of this strategy but tlwerking environment in
the governmental sector is not yet ready for appica of TRS. The
government is invited to exert tough efforts toroeme all impediments,
thus the application will be set on proper basis”

And similar comments regarding the inability of angsations were echoed by yet another
participant, who said:

“There is no reason to adopt such strategy becadlis¢op management will
not be able to apply it. However, this strategyl Wwilp to curtail discontent
that is increasingly evident nowadays”

The findings of the in-depth interviews were cotesis with the findings of the focus
group which included eight participants. Ten of greup supported the adoption of a
TRS by the OGS, whereas two did not, but for ressoh practicality, i.e. the

organisations would not be able to properly delitherstrategy.
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7.3.2 Challenges to the Implementation of a Total RewardsSystem in the Omani
Governmental Sector

Participants in the in-depth interviews and in fbeus groups were asked for their
opinions regarding the challenges facing the impletation of a TRS, and in general,
all respondents were in agreement that there westades and that difficulties would
be encountered in trying to apply such a stratédlyparticipants mentioned that the
absence of business and human resources strategjebinder the development of an
effective reward system. One participant focusetherhuman resources issue, saying:

“The non-availability of a human resources strategglevant to any
governmental authority hampers the adoption of m@@hensive strategy”.

And another revealed that:

“The majority of the governmental departments lack businessegfied that
could contribute to the development of a framewaitk clear objectives.
The reason is that they generally depend upon gkam plans rather than
long term plans. Therefore, in light of the non-i¢afaility of strategies for
each ministry, they will not be able to establishusnan resources strategy,
let alone one for incentives and remunerations. i$hee would be restricted
to planning and developing programmes”.

Six of the participants reported that the lack opraper performance management system
represents one of the main challenges to the imgatéation of an effective reward strategy,

since only with such a system can rewards be cliadn® the most deserving employees.

There is an absence within the OGS of reporting padormance appraisal meaning that
managers cannot accurately assess the performatihm@resubordinates. One participant said in
this respect:

“The traditional administration system is still apied by the majority of the
government units which have been relying on annegbrts to assess the
performance of employees and keeping the sameas aad confidential”.

Participants have also agreed that flexibilityie ©Omani civil system does not exist, and hence,
this poses barriers to the establishment of anciffe incentive system. Additionally, this
rigidity has affected the delay in applying job egdrisation. These factors have led to low
employee performance, which as said already, is properly appraised using specific

performance indicators, thereby creating a viciciude.

In-depth interviews with employees indicated the $ystem suffers from favouritism and bias
which is not surprising since without a proper $parent reward system and performance
indicators, no manager is accountable, and carefiirer reward on a subjective basis. The
incentive system is rendered ineffective in thidture. Indeed, one of the participants
complained, saying:

“In recent years, the work culture has tended tomohe in which favouritism
has come to the fore, and behaviour is reciprocameth that certain
employees receive encouraging remunerations andpteonal increments
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and allowances because of their relationships wiite manager and not
because of merit”.

This was confirmed by another participant who said:

“There is a deficiency in qualified cadres who deen to change the
traditional incentive style and establish a way litik eligibility for the
receipt of incentives with distinguished servicasl ahe attainment of
planned goals and objectives. Officials are notene in applying rewards
system, and some are practising favouritism andgmally interfering in
assessing amounts to be paid. This has resultadfairness that has led to
mistrust”.

Almost, all participants revealed that top managemack the leadership skills required to
introduce a new strategy. This was aptly descrifyedne participant who stated:

“Apparently, general managers are not able to addrthe issue of incentive
and support it before top management because Hukythe necessary skills
of leadership”.

And another participant revealed that:

“Top management still consider the allocation aféntives as an expensive
process that affects the Ministry’s budget andeyaiit is not an investment
in the human capital that helps the Ministry to eefe its stipulated goals”.

It seems that the results from the in-depth intamgi are consistent with the opinions expressed
in the focus groups, since the absence of busar@dsiuman resources strategies, and the lack
of leadership skills among managers and generabgean surfaced in both. The focus group
results revealed that there is no effective peréorce appraisal system that helps managers to
assess their subordinates. And the work culturbimvithe OGS was noted as not encouraging
creativity among employees because monthly wages b@come entrenched as a tangible right

for employees rather than an incentive.

7.3.3 Success Factors in Respect of the Implementation @& Total Reward
Strategy

All participants were in agreement about the needink the reward strategy to the
business and human resources strategy in all gosTal organisations. On this issue,
one participant raised the need for complete coimipt, saying:

“The strategy should be compatible completely with general strategy,
human resources strategy and organisational cultafe governmental
bodies”.

And another expressed the opinion that compathauld

“yield the best effectiveness levels during theligppon process and help to
maintain the required objectives”.
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Almost all participants stressed that one of thénnsaccess factors in the design of an
effective reward system is a modern performance agement system, in which
respect, one participant said:

“The main objective of such system should be miigaindividuals’
achievement and reinforcing team work and confgrmiegarding
employees' personal objectives with the aims armsgof governmental
departments through clear bases and criteria alongh employees’
involvement in decision- making”.

Another participant mentioned the involvement opéygees as a critical success factor, saying:

“Employees’ views are not currently taken into ddesation by their
managers and their voice is not heard in desigrdiffgrent strategies and
making any decisions. This affects the developwietite incentive system
such that it doesn’'t suit employees’ ambitions, a@ndritical that those
ambitions are taken into account”.

This stumbling block in the process was also raisednother participant who said:

“It is crucial to establish awareness among emps/eegarding their role
in the change process and to clarify the anticipatse and benefits from
such change. In this aspect all available meansishbe used to make the
picture clear like organising workshops, conveningeetings with
supervisors, using the local internal internet toranunicate messages to the
employees about the system's developments and takidgr job
categorisation. All this activity should be part die decision-making
process relevant to establishing a new remuneradimhincentives strategy,
and employees should be involved”

On the issue of communication raised in the previextract, more was said by participants,
who placed emphasis on the crucial role played dymounication and the need for a broad
strategy involving different modes of communicattorenable the Omani government to create
awareness among employees. In this respect, oteijpant said:

“It is necessary to create an atmosphere of mutusdt and transparency
through which employees can easily communicate thélr managers and
present their views”.

Another participant stressed that:

“It is imperative that employees should be awareheiir roles in designing
and executing the reward system as well as in caonwating their view
effectively”.

Four participants addressed the issue of the rewgstem from the Islamic point of view,
highlighting the need to remember basic Islamicwealsuch as honesty, sincerity, self-control,
and true friendship. One of those participants:said

“Islamic values will help to augment an effectiyaplcation of the reward
system and create a healthy work environment wihganisations.”

Another participant said:

“Special consideration with keenness should be paithe application of
Islamic valuesthat focus on ultimate fairness and equality, hoyneself-
observation in all performed deeds”
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The findings from the interviewees coincided witlhge from the focus group, whose members
also reported that the inclusion of both finaneradl non-financial rewards was a critical success
factor, as also were linkages to the business amdah resources strategies in all Omani
governmental organisations. Satisfaction of theS&<was believed to lead to an effective
reward system at the national level. Participantghie focus group also stressed that the
government should develop an effective performamamagement system that encourages
managers to assess their employees on a clearafeggonal basis, and that favouritism and
bias in the allocation of rewards should be eradita This was emphasised as an important
CSF.

7.4  Conclusion

This chapter has produced the findings from thdigi@e aspects of the empirical work from
which it has emerged that much general agreemeistseketween the opinions of the
interviewees and those of the questionnaire regggusd It can be concluded that the obstacles
to the implementation of a TRS system within Omaggsernmental sector, as identified by the
gquestionnaire respondents were also articulatedhteyviewees and focus group members.
These can be summed up as being resistance fropkepebo are happy with the system that
rewards all people with regular salary whether tipeyform well or not, the inability of
managerial personnel to effectively appraise subatds due to their own skill inadequacies,
and the absence of definite evaluation criteria arculture which allows the interference of
third parties in what should be a transparent m®ead reward for performance. Additionally,
that culture is one that has hitherto not involwatkers in matters relating to reward and it can
be concluded that this is a substantial shortfathie current system because in the absence of
such approach, employers do not know what rewarglaetual motivators. The next chapter
provides a discussion of the problem faced by tES(Othe effectiveness of the RS within it,

and the possibility of introducing a TR philosophto that sector.
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CHAPTER EIGHT
DISCUSSION AND THE STUDY FINDINGS

8.1 Introduction

There are several studies that place an emphagiseamportance of effective reward
systems in organisations whether in the publicrivape sector (Chang and Bitch, 2006;
Wan, 2007; Butt 2008; Giancola, 2008). Yet, achlgvian effective RS in both
developed and developing countries remains ondéefmost complicated challenges
facing organisations because such a system cowdisangible and intangible rewards
which are hard to manage and to balance. This sairdgd to address one of the most
complex rewards systems in the Arab World (see &hnadpur). Using a mixed method
approach combining both quantitative and qualiegatipproaches, enabling triangulation
and complementation, this study has produced atifindings in respect of all aspects
of the OGS RS from the viewpoints of employeesdrious positions in the sector. The
study relied on a large scale sample which reptedeall governmental organisations in
Oman, and the quantitative results derived frora &xercise are complemented by the
findings produced by in-depth interviews and fogusups. The discussion is opened
with a brief presentation of the quantitative résukheir consistency with related
literature, and how support from these findings mgae from both the in-depth

interviews and focus groups.

As mentioned in Chapter One, the aims of the stady twofold: to examine the
effectiveness of the reward system (RS) in the Qmavernment sector, and to explore
the feasibility of introducing the Total Reward (TRoncept into that sector. This
chapter is divided into two main parts, the firsamining the effectiveness of the RS
operating in the OGS, and the second concernedthdtipotential for applying a TRS

in this sector.

8.2  The Effectiveness of the Reward System in the Civ@ervice Sector

This section aims to discuss the theoretical bamkgtt and empirical results of the
study by comparing them with studies conducted theroresearchers. It attempts to
link the results of the study with the theory offeetive reward, the literature reviewed,

and results from the in-depth interviews.
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8.2.1 Research Question 1. What does the RS in the Omarovernmental
System consist of?

Chapter Four provides an overview of Oman in gdnarad the RS in operation in the
OGS in particular. The first research question aimsritically review this provision

from the point of view of the Omani Civil Serviceaw, and the literature.

Supplementing this are the comments received din@gtudy’s empirical exercises.

In order to have some benchmark against which tsider the RS in the OGS, it was
essential to construct a theoretical framework espect of TR, as found from the
analysis of the literature, and hence, the studyabewith a literature review and a
particular focus on the RS in the OGS. As indidate Chapters Three and Four,
rewards play a critical role in employees’ liveaca they affect them economically,

socially and psychologically. Hence, the importantan effective RS was confirmed.

In this respect, it was established that effect@sndepends upon values, beliefs,
attitudes, business strategy, and human resouAr@ssi{rong, 2004; Crawley, 2007;

Zhou, 2008; Armstrong and Brown, 2009).

As far as the GS is concerned, the first Civil 88Law was drawn up in 1975, and
subsequently developed in 1980 to include 13 chemead 85 articles. In 2004, the
Omani government introduced a new law related ® RS (see Chapter Four for
differences between 1980 and 2004), and more fdgceort 15 March 2011, His
Majesty Sultan Qaboos issued Royal orders to inrecn allowance to meet the rising
cost of living.

Despite this known background to the OGS RS, howdhere is no formal statement
of what the RS actually contains, and despite ésearcher’'s many efforts to find one,
he was unsuccessful, leading him to conclude thiatabsence in itself is a negative
sign since it indicates that there is no propetilpsgated basis on which reward is made.
Indeed, it has been argued by Al-Awawi (2003:25@)} the“unclear reward system in
government organisations is considered one of tleennfactors that prevent the
transferring of the trainees’ learning from the imang programmes to their

workplaces”.

On this basis, the study emphasises a role forrgowent in the development of a
document dedicated to the RS. This policy docunséiatuld encompass all relevant

practical and operational measures, and be comuegico all employees so that they
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can understand their roles and the benefits they raeeive from the system. The

content of the prevailing RS is discussed in thiefong sections.

8.2.2 Research Question 2: To what extent does the RS tihe OGS have a well-
articulated philosophy?

Theoretically, the Omani government has exertedesefforts to ensure justice and
equity among all employees in relation to rewarldicles in the Civil Service Law
state that there is no discrimination or prejudieéveen employees on the basis of race,
sex or faith. Furthermore, the Omani authoritiesdelegated to pay some incentives to
the Committee of Employees’ Affairs for its effoits applying the principle of justice
among all employees. And, employees do have thw tigappeal against any decision
taken by the Committee if he/she feels it is unjostprejudicial. Moreover, an
employee can consult a dedicated court regardiygdacision that does not conform

with the Civil Service Law.

However, the vast majority of employees participgitin the quantitative survey
reported negative views about the philosophy of @@S RS. Specifically, 84%
complained that it was not transparent, 74.5% dtdtat it did not ensure fairness, and
83.7% said it was inflexible in attempting to acl@eorganisational objectives. These
results are supported by those produced from tleth interviews and focus groups.
Employees emphasised that the RS suffers from féiga and bias, and consequently
it was ineffective. In this respect, one employeaél:s “Officials are not sincere in
applying incentives and the remuneration systerhpnty that but some are practising
favouritism and personally interfere in assessingoants to be paid. This has resulted

in unfairness that led to mistrust”.

In terms of flexibility of the RS, the Omani goverant has not paid any attention to
this issue, and particularly the amendment of ggadad salaries is considered
necessary. Interviewees reported that the systemoisflexible and hinders the
establishment of an attractive incentive systeng, ionparticular saying:There is not

enough flexibility in the Civil Service Law to aatlse governmental departments to

establish incentives systems that suit the nattitleer work”.

It is worth emphasising in this section that almbsee-quarters of employees (70.2%)
reported that the RS is not affected by the Ardluoeiand Islamic values. This result is
consistent with the in-depth interview results. @h¢he participants saidThere is no

existence within the working environment of tharst values that invite honesty in
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work and God—fearing in every deed, and castingyaemvy etc. The result is distrust

either between superiors and subordinates or betveeeworkers themselves”

Actually, these findings do not coincide with thadeother researchers (i.e. Al-Lamky,
2006; Al-Asmi, 2008) who argued that religion playsrucial role in people’s everyday
lives and behaviour in Omani society. This may kebatable to the fact that the
ineffective implementation of the reward system dhe favouritism present in the
OGS, sets one worker against another, essentiahting a problem in the workplace

and an unhealthy environment.

According to Towers Perrin (2009), the key elemeasftan effective TRS include a
robust overall philosophy. On this matter, Armsgg@and Stephens (2006:6) noted that
a TR philosophy must be clearly applied to all emgpks to achieve fundamental values
like “transparency, equity and fairness in operating tieevard system’Many authors
(see Chapter Three) emphasise that people aréieshtrgth their rewards when they
perceive there is transparency, fairness, equatysistency and flexibility in the method
of distribution, and hence, if they do not consittexy are being appropriately rewarded

for their effort, they will invariably reduce thesommitment to the organisation.

The results of this study unfortunately reveal @ ¢gap between the objectives of the
Omani project in achieving social justice and therent reward system. Theoretically,
the Omani laws do not distinguish between diffesants of people on the basis of race,
gender and religion. Practically, the values statethe laws are not applied on the
ground since favouritism and mediation prevail e tmajority of government sector
organisations, with promotions and incentives bemgrded on the basis of personal
relationships (relatives, friendship, etc.) rathiean on employees’ performance and
productivity. These situations have created disicr@tion among employees who are
not satisfied with the organisations they work famd an urgent remedy is need so that
transparent actions and measures are applied @mglloyees regardless of their race,
gender and colour. Additionally, the Omani governtnghould ensure that it hires the
best people for higher positions that involve mamggmployees, so that employees
are dealt with on an equal basis and in an effectray. The government should also
work on developing an efficient and transparentiglunent system that likewise, is
able to deal with all employees on an equal basis.
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8.2.3 Research Question 3: To what extent is the RS aligd with the business
strategy in the OGS?

The survey questionnaire results demonstrate that dverwhelming majority of
employees reported negative views about the linkéen the reward system and their
ministry’s objectives (95% disagree and stronglyadree). And the qualitative results
coming from the interviews suggest that the majarftgovernment departments do not
actually have a business strategy, as seen byctimesnent:“Most government units
lack relevant strategies with a stipulated framevofk and clear objectives. The matter

is that they generally depend on year planning”.

These results reveal that there can be no reldtiprtetween the Omani reward system
and the business strategy of each ministry, sinost ministries do not have such a
strategy. Actually, whilst this finding contradicigth the literature that demonstrates
business strategies to be in existence, it doesagsee with it since both the Mercer
European TR Survey (2007) and the Hay Group Su(26%0) found the majority of
organisations not to be aligning their businesatsgies and rewards systems. This is
strange given that managers, academics and comsu(feowers Perrin, 2007; Aquila,
2007:11) believe that competitive advantage isnoglliy derived from such alignment.
Indeed, Aquila (2007:11) states th&A reward system that is tied to the firm’s

strategic objectives is more effective than on¢ ihaot”.

The study results indicate that governmental oggiuns are still working on the basis
of annual plans rather than on strategic objectares action plans. Moreover, this is
confirmed by the researcher’'s own experience anargl manager for 15 years, during
which time he has noted that the majority of gowsental organisations still engage in
annual planning, showing a lack of strategic viseord mission, which leads to poor
performance and productivity. Organisations in &S should develop their own

strategies that can be translated into practicdl grerational actions, and hence, the
Omani government is urged to encourage all orgaaisato develop strategic plans in
collaboration with employees, otherwise organisatioobjectives will never be

achieved and employee satisfaction will not be el

8.2.4 Research Question 4: To what extent is the RS aligd with the HR strategy
in government units in Oman?

The quantitative survey results clearly indicatat tthe vast majority of employees
(92.9%) did not believe any link existed betweea RS and employees’ recruitment

and selection within their ministries. About twadrtls of employees (66.9%) reported
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no link between the RS and retention of employeéhinwthe civil service sector
organisations. Moreover, no link was reported eithetween the RS and employees’
training and development (84.6%) or between theaR&the performance management
system (89.6%). These results were supported lepth interview findings which
demonstrated no relationship between the RS andtkHiRegies represented in training,
performance management and recruitment. One oértifdoyees stated thafTo date
there are no strategies for managing and developgheg human resources for every

single government department”.

The results obtained show how important the ratatigp between the RS and HR
strategy is. Many researchers (i.e. Dolman-Cond€l99; Gilbert and Turner, 2005)
contend that there is a mutual role between HRtegfies and RSs, and a survey
conducted by Watson Wyatt Worldwide and WorldatW¢2008/2009) found that
integration between RSs and talent management lam@msenot just with improved

attraction and retention, but also with strongeafficial performance

It is clear from the results that the governmentglanisations have not developed HR
strategies and still depend upon a reactionarycaapr. It is worth mentioning that the
Omani government has introduced contemporary systemresources management
and electronic management of HR. In fact, the Onamnployment system has been
classified as the best system by the United Natibiosvever, it seems that these steps
are still not sufficient to develop an effective ,R8d there remains an urgent need for a
strategic HRM plan for each ministry, which shoutdlude a transparent system for

rewards and incentives.

8.2.5 Research Question 5: To what extent does the RS the OGS provide an
optimal mix of tangible and intangible rewards?

The TR philosophy rests on the notion, among otlibeg both tangible and intangible
rewards are of value to employees, and should fiverdoe provided to them (Jones,
2008).

8.2.5.1Tangible Rewards

The results of this study indicated that employesedaries are low in comparison with
the living expenses and essentially they do noecadkie basic needs of employees’
families. More than half (58.5%) the respondengoried that the salari¢bey receive
do not cover their essentials, and these complairgssupported by the interviewees,
one of whom said‘The salaries are very little if compared with stoof living”.
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Moreover, 94.1% of employees did not believe theyempaid fairly when compared
with other ministries, and slightly more (95.4%l finat their pay was not competitive

with that offered by other ministries.

On the other hand, some employees demonstratedstitesfaction with their salaries
not because they are high, but rather becauserdloeyve these regularly every month
and on a continuous basis. In this respect, oreviieivee said“There is continuity
and persistence in paying salary without any detays the employee in the sector is
quite confident that he receives the salary byette of each month”.

Extensive research has shown that monetary rewarglscrucial in attracting and
retaining talented employees and in aligning staghaviour with business goals
(O’Neal, 1998; Schuster, 2008: Zingheim et al, 900Bor instance, the tangible
rewards contain three basic elements: pay, varigllg, and benefits. However,
Armstrong (2010) cautions that the situation is smtclear-cut, and that thought must
be given to how to ensure that these three elenoémésvard work together.

Base pay is intended to provide a normal livinguregment for the employee.
According to Greene (2009:12pay rates must be equitable and competitivEtom
the Islamic viewpoint, the Prophet Mohammed (Peagen him) was clear in his
perspective on reward, emphasising the need t@apamployee immediately after s/he
has finished the job.

As shown in Chapter Four, the Omani Civil ServicnwLdifferentiates in Article 2
between two types falaries the basic pay(against each grade in tgeades and pay
scheduleandfull pay (the basic salary plus allowances which are pravatzording to
categories antheasures and provisionsin addition to pay, employees may be entitled
to accommodation, electricity, water, and transggarh and telephone allowances
(Article 38, chapter 4). According to the samactet employees are also entitled to
travel allowances for training and official tasksside and outside the country.
Employees receive an annual increment in Januaty wear. However, employees with
poor performance are not entitled to any annuakment. In March 2011, the Omani
government decided to introduce an allowance tot rtieeincreasingly high costs of

living (http://main.omanobserver.gm

It is believed that tangible rewards are very int@atr for employees and their families

and it is assumed that every government should wewlards ensuring that its people
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live in decent conditions. Studies of the Omaniatibn show that salaries and benefits
are still very low compared to the costs of livihgdeed, demonstrations that took place
a few months ago are a clear sign of the critidalaion in which the Omani people
live. This critical situation has forced some (il employees to leave the
government sector, and if living conditions do moprove, more qualified individuals

will follow.

Despite the increase in employees’ salaries in ¢hvil sector, there is still a
shortcoming in the whole system. The periodicalusas are very small compared to
the higher cost of living. Moreover, as increases jpaid on a proportional basis,
employees on low level grades have not receivedgdhge actual amounts of money as
increases as those on top grades, so in fact ihde@mveen them is extending. Many
researchers argue that variable pay is a critoedlib a TRS if an organisation wishes to
remain competitive in the market and control itstsaHandshear and O’Neal, 1993;
Buchenroth, 2006). According to Zingheim and Sobug008), approximately 80% of
all organisations in the UK (including non-profitaking ones have developed some
type of variable pay. Variable pay takes differtartns such as individual pay, team
pay, and organisational performance pay. Pracyicdle OGS provides only individual
pay. Actually, Article 37 states that an employesyrhe entitled to incentive bonuses if
he/she provides excellent service, work, researcbr@ative suggestions that help in
work improvement, raise performance levels, andfdieves economy in expenditure.
Nevertheless, the survey results are inconsistéhtthis particular Article, since more
than half of employees (57.7%) agreed that theifopmance exceeded the allowances
they receive from their ministries. In fact, lehan 2% reported receiving bonuses for
skills improvement and competence leading to egnelperformance. These findings
coincide with those of Al-Shidy (2002) who founcatt65% of employees had never
received any incentive bonuses although their weak excellent. And in a study by
Shaiban (1994), it emerged that 85% of the sample wlissatisfied with the award of
bonuses in governmental units. Actually, in 2008 tMinistry of Civil Services
introduced a prize for exceptional performance auwbd suggestions for work
improvement, but in doing so, it did not specify avhtype of prize employees can

receive.

According to Article 36, an employee may be awardedxceptional allowance of two

equivalent periodic allowances at his/her job graolece annually (maximum four

allowances in each grade). However, this study dotirat only 1.5% of employees
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received exceptional allowances for better perforeea Sometimes rewards are given
for proficiency in employment, but Al-Sheedi (200d)ggests that there is a lack of
confidence in the official link between proficienay employment and access to the
promotional allowance, since 53% of employees sshirvey did not expect to receive

a reward, despite being professional at work.

The results of the survey questionnaire in thidgtuand the outcomes from the
literature review are, to large extent, consisteitih those from the in-depth interviews
and focus groups, which indicated that the inceniystem is not implemented in the
OGS. Employees attributed that to the inability méngers to distinguish between
active and inactive employees, one employee statiAggreat number of employees
avail one similar type of incentives despite déferes in their skills and qualifications,
and this results in frustration to hard workers \ehidefaulters continue in their

negligence’

It can be concluded from this brief presentatiothefincentive bonuses in the OGS that

this aspect of the RS remains weak and not implédesn the ground.

According to Article 27, employees in the civil gee sector are prompted to be
creative and promotion should be based on a megtiem (70% for efficiency and 30%

for seniority).

Participants in this study considered promotiomfithie viewpoint of fairness, showing
that length of service at the ministry increaseplegees’ promotion (70%). However,
this promotion does not influence employees’ contion to the development of the
ministry (4%), and employees believe that promotioaurs on the basis of favouritism
rather than performance and productivity. One p@dnt reported that*The

promotions are no more better for occurring througtolonged periods of time and
might not yield money benefits because relevarit stached the top level of grades

that they are promoted to, thus you can measusepduiallel to the other incentives”

Clearly, these results are not in line with the ilC&ervice Law, which states that
promotions should be based on proficiency as asdesshe annual reports, and that no
kind of favouritism or influence from personal rdaships should be present. The
results of study conducted by Al Ghailani (2005urfd that 98% of respondents
believed that promotions were based purely on siépni@nd in an earlier study by Al

Hosni (1992) only 28% of respondents believed tpe@motion was based on
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performance proficiency. That result does, noneslndicate, that promotion seemed
to operate more fairly in the past. The CIPD (200&3 indicated that UK public sector
employers operate a service-related pay systemrémression in the job, and the Hay
Group (2009) documents that approximately 50% of &fanisations use merit

increases for top-performing employees.

Although the Omani government has recently intredubenefits, employees are still
not satisfied with them and believe that these tisneannot cover the shortages in
their basic needs. The survey results found that dkerwhelming majority of
employees (95.6%) reported disappointment aboubdémefits they receive. Moreover,
employees had no choice of benefits or additioealises that might help with their
basic needs (92.5%). These results were emphabisdlde in-depth interviews and
focus groups conducted with employees, one sudicipants stating:‘The system is
unable to cater for employees’ needs and requirgésnam providing allocations that

secure them and their families to lead a dignifiéad.

McMullen et al (2009:10) state thdtEmployees’ benefits, are considered a basic and
important foundational element in attracting or aiting talent as competitors for talent also

offer employee benefits”.

In fact, every organisation has its own benefittesygprogramme. However, there are
typical and traditional benefits that are providigdthe majority or organisations such as
social security, medical and dental insurance, t@tgay, retirement pensions, life
insurance, shopping discounts, childcare vouchars] staff (Milkovich, 2000;
McMullen et al, 2009). Pension is deemed one of mh@or benefits in which
employees are interested because they look fotterliée after retirement. The results
of this study indicate that less than half of empls (46.1%) are satisfied with the
retirement system (pension) set by the Omani gonem, and indeed in this respect,
they are consistent with those obtained by Al Bdyg@009) who found the majority of
his respondents to be disgruntled with pensionngements. From the Islamic
perspective, Islam prioritises old people, as iathd in Chapter Four, which mentions
the role of Muslim Khalif Omar who initiated and phemented this consideration.
According to the Omani law, Article 151 states teatployees who are retired are
entitled to a grant/bonus of one month’s pay farhegear of service with a maximum
limit of ten months for grades 1-6, and 12 montirsgrades 7-14.
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Benefits and incentives are regarded as very impbfactors that help organisations to
retain qualified and skilled people. As mentionedlier, the Omani government has
been trying to secure a decent life for employeas these steps are not sufficient due
to the fact that, employees are not satisfied whih rewards offered. Therefore, the
government should focus on employees’ aspiratioasreeeds, and should also develop
a sole and single pension system for all employieeshe government sector to
encompass also the civil service sector, the Minist Defence, Sultanate Affaires
Office, Omani Police, and other security bodiese Tgension system substantially
differs between all these governmental bodies mmgeof retirement salary, final
reward, etc., and such variation across governrhdradies leads to discrimination

between employees.

8.2.5.2Intangible Rewards

According to McMullen et al (2009:10), intangiblewards are critical in helping
organisations to compete in the market and achtesie organisational goals effectively
and efficiently. Such rewards consist of: the ragah of the employer, values that the
employee identifies with, good leadership, a gosldtionship between managers and
their subordinates, training and development oppaties, challenging work, effective

performance appraisal, and a sensible work-lifarzs.

The results of this study are consistent with tholseined by the Hay Group (2009)
which showed that intangible benefits play a vitak in employee engagement and
commitment. Similar findings emerge from the mestent CIPD survey (2011) which
indicates that employees place great emphasis o+fimancial rewards when deciding

where to work and the level of commitment to giwetteir work.

Although the Omani government has taken real siemkeveloping and updating the
governmental system, these have not been suffimemtise the reputation of the sector.
Certainly, the Omani government has broadened etergment sector in the last four
decades and has absorbed more than two third$ Ohanis, but the sector has been
expanded horizontally rather than vertically so theus has been on quantity rather
than quality, and this has precipitated the migratf qualified people to the private
sector and indeed, overseas. This migration has paeicularly evident in managerial,
technical and engineering departments (see Chepte), and Ministry of Civil Service
figures clearly show the phenomenon has been isicrg@aver the past three years, with
the number of those resigning in 2005 being 20d,thaose 2010 reaching 385.
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In this study more than three quarters of employ@éésl %) said they intended to resign
as soon as they found another job opportunity scduey were dissatisfied with the
intangible rewards they received throughout theivise in the OGS. The comments
gathered in the in-depth interviews and focus gralipcussions confirmed this
intention, one employee sayin:he traditional administration system is still agtied

by the majority of the government units”.

The results of the study indicate that if the goweent does not take swift action and
eradicate the old system, the Omani labour markitswffer from a greater lack of
skilled people than at present. According to Al-Halnet al (2007:102), the region still
lacks from skilled individuals, and this seriousogboming is particularly true in jobs
that demand professional and high level abilitiesreby suggesting that more attention
should be given by the government to what it cantalattract and retain a talented
workforce, in the interests of being able to copthwhe current and future challenges
that can only be met by capable workers who canpetenand take the initiative (Al-
Ghailani, 2005).

Lawler (2008) notes that decades of research iteicane of the common reasons for
poor employee productivity and high turnover todmeineffective reward programme.
However, by delivering a broader TRS, organisatiagsjuire strong potential to
enhance their reputation as employers of choicej@ndhe ranks of high performers
(Gherson, 2000; Greene, 2007; CIPD, 2011). Howex€fRS requires an effective
performance management system, and in this reshecGS RS is lacking. Currently,
employees are monitored throughnual performance assessment reports, but there ar
no standards in place to provide managers with aguid, and hence decisions
concerning whether performance is excellent or vgopd (worthy of reward) are
subjective. Furthermore, employees are not perthitiesee their performance appraisal
reports so they have no idea how their contributionthe organisation has been

assessed. Clearly, this is unfair to employees.

The results of the in-depth interviews confirmeattthe performance management
system is one of the main challenges to the imphatien of an effective RS since
there is no proper mechanism to help managers andrgl managers to assess the

performance of their subordinates. For instances employee said‘Most of the
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government units have been relying on annual repaot assess performance of

employees and keeping the same as secret and eoimdid.

In fact, Al-Hadhrimi’s (2000) study revealed thhetsystem suffers from poor design,
since 76% of his respondents said there were rar glerformance standards against
which to be measured, and 33% complained that thaseno relationship between the
system and the salary increases or other rewdtdsan be said that the performance
management system is considered as the heartef idfR systems and if it is operated
properly, so will other HR aspects be performed.wel

Training and development opportunities represeatigh value for individuals to result
in their work satisfaction, engagement, and loy@Rpath and Schut, 2009), and there
are various strategies by which employers are tabpeovide these requirements. Some
are more effective than others, such as providsgjstance with tuition or outside
seminars and conferences, granting educationalasahbls, training packages dealing
with new technology, virtual education, or a variet self-development tools (O’Neal,
1998; Verma, 2009).

Since 1970, the Omani government has focusedfast®bn developing people’s skills
and qualifications. According to Article 53 of tiavil Service Law, all employees are
obliged to do some training. The Ministry of Ci@ervice is responsible for setting the
standards and criteria for designing annual trgirand development plans for the units
in collaboration and co-ordination with each minisfArticle 55). During the training
period (scholarships and training courses), em@gyae entitled to enjoy all types of
benefits such as receiving full salary, promotiars] periodical allowances (Article 54,
57 and 58).

According to Statistics of Civil Service employe€2010a), the total number of
employees who finished doctorate was 272 (231 matek 41 females) and those
achieving masters’ degrees was 2,517. In geneale ithan 50% of employees in the
OGS are educated to BA level and above. In termshefquality of training, the

majority of civil sector organisations have no daatied unit for training and

development, leading to a deficiency in trainindivdy and evaluation methods,
according to Al-Mugbi (2006).

The main problem associated with the current tngiind development system is that it

is not used as compensation or reward for goodpaence, whereas in fact, the very

-218 -



favourable conditions associated with it, renderst a very valuable commodity.
Another problem is that there are no criteria foo@sing employees for certain courses,
leaving the way clear for nepotism and favouritisand denying the ministries the

chance to skill their employees as the work tashated.

In this study, less than half (47.6%) of employbebeved they had sufficient training
to help them perform their jobs, and only 2.7% ré&gb having had the chance to
pursue their higher education and career developme@pportunities for higher

qualifications and training are few and have betdised by a limited number of people
only. These quantitative results are consistenh wite qualitative results which
emphasised the lack of training and qualificationoag employees, one participant
stating: “The training and qualification must be consideredth more focus and the
allocated funds for these two aspects must be ased’’.

Participants have also linked promotion with retgvaaining, believing these should be
offered fairly. One employee expressed his viewthe following statement:....
fairness should dominate in giving chances for poms and other facilities like

training and qualifying”.

The problem is also embedded in managers who hatveeceived sufficient training to

understand and implement the RS, and there isgantineed for this shortcoming to be
remedied such that managers are capable of condub evaluation, performance
management, and satisfaction surveys. Likewise l@aps should be informed of the

components of a TRS and how it operates.

In order to provide intangible rewards that areaative to employees, there is a need
for qualified and skilled leaders who can motivdheir employees to be more
committed, engaged and loyal to the organisatioeaders should also listen to
employees’ suggestions and create a harmonioushaatlhy relationship between

themselves and employees.

Clearly, leadership is a key factor in managinghbotganisations and people, since
when effective, it leads to motivation of employéede more productive and loyal to
the organisation. Therefore, the OGS should estab&adership competences in the
departments and divisions throughout the service.

Employees who participated in the in-depth intemgiend focus group discussions held
different views about leaders in the civil servemctor, believing that managers and
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general managers are ineffective and require |lshgetraining. One employee said:
“Apparently there is deficiency in higher level nagiers who do not believe in the
importance of adopting such strategy”

These comments coincide with results of a CIPD §2@Qirvey which demonstrated a
shortage of skilled leadership in all organisatigmsblic and private sector), and those
from Hay Group (2007) research which highlightedt thround 80% of companies did
not have competent and qualified internal staffié¢p combat the increased challenges

facing senior managers.

According to Al-Asmi (2008), middle managers in Qmappraise their subordinates
through their participation in social activitiesoWever, because planning, controlling
and monitoring is kept firmly within their remitheéy are not effective in their direction
of work, and this suggests that the Omani govertnsaould develop and qualify
leaders at all levels of management if it seeksldsign and implement an effective

incentive system.

Quiality of work depends upon the types of taskse@erformed and the personal goals
of employees, as well as on the degree to whichlames’ skills, knowledge and
qualifications are matched to the assigned tagsicle 4 in the Omani Civil Service
Law states that each division in the sector shpuéghare a list of tasks for permanent
jobs which should be approved by the Ministry o¥iCservice. Assigned tasks should
be designed in accordance with the job classiboatind order systems. In general,
vacancies are filled through appointment, promgtitnansfers or delegation and
according to the job description. It is worth renemng that the Omani teachings
focus on working hard and combatting laziness, 4masting, and unproductive

activity.

According to many writers (Heneman, 2007; Scotale2010), positive work content
leads to higher employee motivation and engageménthis respect, CIPD (2006:4)
research indicates thatPeople who have reasonable autonomy in doing thefr,
sometimes called ‘elbow room’, and who find theio challenging, are likely to have
high levels of job satisfaction and experience lesek-related stress”.

In contrast, Allen (2008) suggests that work-relagtress continues to be a major
reason for employees leaving an organisation. Titieoa attributes such resignations to

lack of satisfaction which leads to less commitmémtrelation to the Omani context,
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this study found that only 20% of employees enjbgirt job, and hence working
conditions and the general environment are ovemvimgly perceived as

uncomfortable.

Good working relationships are critical in the waldce, yet employees in the OGS are
jealous of each other, and are competitive in a wiaigh opposes the Islamic teaching
that “people are brothers”. The Prophet Mohammeshgp upon him) urged us to be

like one body and where one organ feels pain, aitgans pray for recovery.

It seems that employees are also not satisfied twehntangible rewards offered, apart
from the high social status they acquire by workimgtheir ministry (87.3%). Several
researchers suggest that RSs should be implementettourage co-operation because
employees who trust each other and work towardsaeed goal are more likely to feel
useful and valued within an organisation, resulimgncreased loyalty to the company
(Bragg, 2000; Armstrong, 2009). Effective relasbips emerge as an important factor
in explaining job satisfaction (CIPD, 2006).

Work-life balance is one of the most important aspef TR and a necessary ingredient
for organisational success. These aspects inclagible scheduling, job sharing, part-
time working, home working, flexible hours and caoegsed workweeks,

telecommuting, additional vacation and paid timkg-ahd time to care for dependents
(Giancola, 2005; Armstrong and Stephens, 2006; mane 2007; World at Work,

2007; Cotton et al, 2008; Parker 2008). Omani latiem pays great attention to social
relations in the civil sector because it is belgvbat this may increase employees’
productivity. Work-life balance focuses on the tatamber of weekly working hours,

and annual leave, and 29 articles relate to thiswd¥er, these do not take into
consideration the demand for flexible working hoarsl compressed working weeks.
Empirically, the results of this study found thaty10.7% of employees believed their
ministry had promoted their work-life balance, ahdse results are inconsistent with
those revealed in a survey conducted with 90 USl@yaps, which found that about

two thirds (66%) of employees had flexible work gnammes. The study also found
that 64% of organisations had improved employeent&in while 49% had enhanced

their recruitment programmes (Blades and FondaH))20

It can be concluded from the results above thatwbek-life balance system focuses

only on annual leave, neglecting other issues asdtexibility in number of hours, and

the Omani government should remedy this problenh wWie design of a new strategy
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that allows for compressed weeks and working framé. This would save costs in the
work place and allow employees to save time andeyan their transportation from

home to work.

8.2.6 Research Question 6: To what extent are there suppdive and effective
implementation processes for the RS in place in th@eGS?

The study results indicate that more than threetersaof employees (80.8%) believed
their ministry had no clear plans or methods reiggrdne processes of developing,
implementing and evaluating the RS. There are meegs to identify employees’ views
and attitudes towards the RS (according to 86.8%espondents), and ministries, do
not generally involve employees in the process es$ighing, implementing and
evaluating the reward system (only 5.3% of respotsdeelieved they did).

Roath and Schut (2009) suggest that to be effecivERS should be guided by an
action plan and a thorough defined process. Thewvis supported by several
researchers (i.e. Lawler, 2000; Manas and Grah@08;2Armstrong and Brown, 2006)
who emphasise that a reward system should not dged either as a ‘quick fix’ or
‘quick win’, but should plan for sustainability, &m that planning employees should be
involved. Such involvement is vital, since as Se{@06) found, organisations are
struggling to implement RSs due to lack of employ@elvement in the process.
These results are supported by the study conduated2000 organisations in 80
countries by McMullen and Stark (2008) which indezh that the majority of

organisations failed to effectively implement thei8s and only 30% were successful.

8.2.7 Research Question 7: To what extent are the stakelders in the OGS
committed to implementing the RS?

The study findings show that about two third of émgpes (67.4%) believed there was
no clear instruction regarding their responsil@sti and accountability in the
implementation of the RS, an almost 90% reported they do not understand their
roles in this respect. More than three quarterseoiployees believe that their
supervisors are not capable of implementing the &8, they also reported the belief
that their senior managers do not support its implgation. These opinions are
supported by the in-depth interviews, with one aeé stating:There is a lack of

skills among managers and chiefs to implement #raunerations and incentives

system”.

These results reveal that employees in the OGSnateaware of their roles and

responsibilities in the ministries for which thepmk, a situation possibly attributable to
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the lack of support received from their line mamag&herefore, the greater availability
of supportive and effective implementation processke more effective the reward
system.

It can be seen from the results that the OGS RSilistraditional and does not take
employees’ views into account when implementing #®ystem. This outmoded
approach means that the OGS is not utilising engasyexperience effectively since
their ignorance of the part they should play in wWwrk of the ministry precludes them
from contributing to a greater extent. Moreovek theffective system of performance
appraisal, being dependent upon annual reports¢hadin secret and confidential, has
no developmental value. Employees neither partieipawriting their reports nor view
them, so they have no idea whether their performamz productivity are considered
acceptable or otherwise.

According to Ledford and Hawk (2000), involvement employees in their
organisations’ RSs helps in implementation, andseqoently employees should be
encouraged to participate in all planning relateguch systems. However, managers
must also have the ability to support RSs, and study by McMullen et al (2009), it
emerged that more than three-quarters of repohieid tnanagers as being incapable in
this matter. The study also found that less tha%o 48 employees believed their

managers to be effective in communicating theatites related to the system.

It can be concluded that managers in the OGS dirershble to deliver the RS, a fault

which can be attributed to lack of appropriatelskihd qualifications.

8.2.8 Research Question 8: How effective is the RS in th@GS in terms of the
achievement of organisational objectives?

This question was raised in order to determinditikebetween the effectiveness of the
RS and certain factors influencing it. The multipilgear regression analysis results
found an overall significant relationship betweérwe teffectiveness of the RS (F =
168.829, P = 0.000<0.05) in the OGS and the inddgr@nvariables introduced to the
model (the philosophy of the RS, alignment of tlystem with business strategy,
alignment of the system with HR strategy, tangit@deard system, intangible reward
system, supportive and effective processes of im@fgation of the system, and roles
of managers in the implementation of the systetaih be concluded that the reward
system is negatively affected by the factors relate internal strategies of the civil
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sector. The independent variables used in the ssigre model are highly predictive of

the effectiveness of the RS.

These results mean that the RS will never be @ffecinless the factors (independent
variables) are considered either as motivatorsbstazles. If attention is paid to these,
the system can be improved, but if the Omani gavemt does not take these factors
into account in its future plans, there will beingprovement to the current system and

the brain drain outside the OGS will continue.

It is useful to recall some percentages from Chapibe. The descriptive results found
that only 25.6% of employees reported that theinistiies as being able to attract
talented people and only 18.6% believed they coubtivate talented employees. Less
than one third (30.5%) believed their ministriesuldoretain key talent and high

performers. Only 28.7% and 31.3% of employees ajgtkat their ministries had the

ability to manage cost effectively and to achiembanced financial performance.

These opinions received support from the intervesaend focus group members, many
of whom expressed negative views in this regard. firticipants stressed that the
system does not achieve their ministries’ goalg, ionparticular saying:'m sure that
the prevailing reward system would not achieve nrjistny’s goals because it is very
limited and old. This is due the absence of thdoperance indictors related to the

ministry”.

And another participant saitiThe system could be helpful, it is very limitatlaneeds
to be reviewed by specialists otherwise it will gairse. The problem is that, the

government has never thought about changing thersys

The results from the focus group discussion atméwith the negative views about the

effectiveness of the RS in achieving the orgarosali goals. The groups stressed that
the system does not help organisations to achiesie dbjectives because it does not
meet employees’ aims and they are the people reggerfor achieving the goals.

Only two participants believed the OGS RS could ibgroved. One of these
individuals said “No doubt the government is still able to execut® plans and
programmes, attract and retain the proficient peoglbeit the private sector has been
thus a strong competitive in this regard. To sumsaarthe government is able through
incentives to attract such categories to a largeeeX.
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Researchers in the field of RSs suggest thatentgely possible for organisations to
design a TRS that achieves effectiveness for thanisation and satisfies employees
(see Chapter Three). However, the major challerige TR approach is its need to
balance employees’ requirements with organisatioealds (Giancola, 2008). It is also
important to take into account that there is n@lgirbest practice and that a ‘one-size-
fits-all' approach is not possible as organisatidvae different goals, needs, and
employee preferences. According to Hay Group rebeé&009), organisations are
focusing on creating a link between their rewar@dgpammes and organisational
objectives. As seen in Chapters Two and Three,otljectives of employers are
deliver the RS through improving selection and ugnrent, retaining and motivating

employees, managing cost effectively and improwarganisational performance.

The literature documents that business stratedmg @ key factor in designing and
implementing a reward programme. However, sevarsdarchers argue that business
strategy and environment are not significantly édko the RS (Manas and Graham,
2003; Lawler, 2003; Gross and Friedman, 2004; Aromgt and Stephenson, 2006), and
hence organisations seem not to be appreciatingnipertance of communicating their
goals, with the result that they do not achieventh€he results of this study found that
the business strategy was not important in thecefieness of the reward system, and
that the problem might be embedded in the impleat@mt of the system rather than in
the design. In fact, the literature suggeststti@mbusiness strategy and environment are
not significantly linked to the RS (Manas and Grah&003; Lawler, 2003; Gross and
Friedman, 2004; Armstrong and Stephenson, 200@){fzat organisations are unaware
of the need to communicate organisational goaleniployees. However, the Mercer
European Total Reward Strategy survey (2007) engpdddhat reward strategies may
not be successful if they are divorced from theaargation’s strategic objectives.

Organisations wish to attract talented people whwehcompetent capabilities and
experience which may significantly enhance thepatalities to meet their goals in both
the short and long term (Khanuja and Harvey, 2010herefore, it is very useful to
create a match between the reward strategy anck tal@gnagement strategy, and once
an organisation develops its talent strategy, d@uh link that to its reward strategy
(Lawler, 2008). A survey conducted by the Hay G@r¢2009) indicated that companies
that fail to adopt an integrated approach to reward talent management are more

likely to experience problems in attracting criticand skilled employees (20%).
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However, the study found that 25% of participatioganisations (top-performing

employers) reported some difficulties in retaingkijled employees.

The results of the study reveal that the currentSOS continues to suffer from
weaknesses not only at the employee level, butatli$oe organisational level, since it
neither achieves the organisational goals or tlkdsee employees. In its current state,
the RS is incapable of achieving ministerial objsd because the weaknesses are
embedded. Firstly, the RS is not articulated toiehthe goals of the organisation;
secondly, the system suffers because there isnkobletween the RS and the HR
strategy and this requires the Omani governmensttengthen its HRM with a
particular focus on activities related to RS; thirdhe lack of intangible rewards on
offer is problematic because without these, the da8not be implemented from a
broader perspective; and finally, managers aresufficiently skilled to implement the

system.

8.2.9 Research Question 9: How effective is the RS in th@GS in terms of the
achievement of employee objectives?

This section discusses the impact of independetdria (represented in the philosophy
of the reward system, alignment of the system Wwithiness strategy, alignment of the
system with human resources strategy, tangible nevegstem, intangible reward

system, supportive and effective processes inntpéeimentation of the system, and the
roles of managers in the implementation of theesy$ton employees’ commitment and
engagement. The multiple linear regression analistsved a significant relationship
between employee commitment and the independenaébles (F = 97.743, P =

0.000<0.05). On the individual factors, the resdtiund that the philosophy of the
reward system (P = 0.628>0.05), alignment with hess strategy (P = 0.618>0.05),
alignment with human resources (P = 0.245>0.05{d #&ngible rewards (P =

0.480>0.05) had no effect on employees’ commitnat engagement. On the other
hand, intangible rewards (P = 0.000<0.05), supperénd effective processes in the
implementation of the system (P = 0.000<0.05), #mel role of managers (P =

0.025<0.05) did have an effect on employees’ comuieitt.

It can be concluded that there is a strong relalignbetween the effectiveness of the
RS in achieving employees’ goals and intangiblearels, the role played by managers,
and the presence (or absence) of effective progsesséhe implementation of the

system. In other words, this positive relationstepeals that the reward system will not

become effective until these factors are taken iatmount when designing and
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implementing the RS. Thus, the reward system isffettive in achieving employees’
objectives and hence they do not commit to therosgéion or become engaged in it
beyond what the job requires.

Interestingly, these results reveal that employeesimitment and engagement is more
affected by intangible rewards than tangible osessalaries, variable pay and benefits
are not too influential, whereas training and depsient opportunities, effective
communication between managers and their subosdinggromotion and a healthy
work-life balance are seen as motivators in thispeet. Although employees have
complained that their salaries are too low to muwdir basic needs, they are
nonetheless, keen to be involved in organisatiaiegision-making process, they do
want to improve their relationships with their lineanagers, and they are hoping for
training and development opportunities, as wellpasmotion. Indeed, they want a
social relationship with their managers. Accordioghl-Asmi (2008), middle managers
use employees’ participation in social events aa@praisal tool, but in essence, these
managers are not capable of proper appraisal insdogtion because they are still
enmeshed in the traditional activities of planniegntrolling and monitoring, rather
than having a more modern approach to managemantirtbludes delegation, and

empowerment of the workforce.

These quantitative results coincide with those iobthwithin the in-depth interviews
with employees which emphasised that the RS iddogfe in achieving their goals, in
which respect, one employee sai& state of despair and frustration dominated
amongst most of the sector's participants and ab $ois situation generated their wish

and desire to leave the government sector in dasgdvail better offers”.

One employee did believe the RS could achieve eyepkl objectives but indicated
this would require an upheaval of the system tmipeorate substantial employee
involvement, saying®The system is effective in achieving the targetgdls and

objectives to some extent, but there is a great wamcrease its efficacy through
contributions of employees to formulate a systeah ghits their ambitions and is more

powerful to satisfy their needs”.

As mentioned in Chapters Two and Three, the corsemps of an ineffective RS

include the migration of talented people, and thability to attract high calibre staff.

Indeed, as indicated by more than 80% of the cumasdire respondents, already,

employees in their vast majority do not recommdr@®GS to friends and family as a
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good place to work. This demonstrates that largabers of employees are seriously
contemplating leaving their current posts, a situnatvhich would reflect negatively on
the sector’'s productivity, and in fact 77.1% of éoypes openly said they intend to

resign as soon as they find another job.

The results from the focus group discussions alppart the negative views previously
discussed. Overall, the results of this study ddmawith those of the Hay Group
research (2010) which found that many organisatawasstill struggling to achieve their
goals because of the lack of commitment from batipleyers and employees. In order
to make a reward programme successful and effedioth employers and employees
are required to exert tremendous effort. Furtheembawler (2003) argues that treating
people properly is a fundamental issue in creatnganisational effectiveness and
success in the twenty-first century. It is worttmesmbering that it is necessary for
employers to care about their employees becausanisajional performance and

productivity depend upon employees’ engagementantmitment.

These views on employee engagement and commitmmenélso voiced by Towers

Perrin (2009) who emphasise that organisations Witiinly engaged employees are
more likely to achieve better financial performartban those with less employee
engagement. And according to the CIPD (2009), is hmecome essential for

organisations in both the public and private sectty engage their employees
significantly in the design and implementation mss of any RS. The Hay Group
research (2009) reveals that around 40% of orgémmsain its study have established
measures for engaging employees in respect ofreiffessues, and that around 50% of

organisations reported their intention to pay ggeattention to this in the future.

As shown in Chapter Four, there is a lack of waakpl morale, motivation, and
commitment in the OGS, which has resulted in tretoss inability to retain qualified
and skilled employees. Simultaneously, Oman’s peigector Oman has been growing
rapidly and is attracting public sector employae#s attempt to secure highly skilled
individuals. Indeed, as already indicated, the Fast years have seen a worrying
acceleration of this phenomenon, with numbers sigreations escalating from 207 in
2005, to 698 in 2009.

It can be concluded from this section that the RShie OGS is not successful in

achieving its employees’ objectives, a feature tludack of commitment among

employees. This situation demands the considerafi@mployees’ views on all work-
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related issues, and the recognition that theiri@pation in decision-making would

result in a feeling of ownership of organisatiopaiblems, and increased motivation.

8.3  The Potential for a Total Reward Strategy in CivilService Sector

When asked about the potential for applying a TRShe OGS, just over half the
questionnaire respondents (50.8%) indicated theliebthat such potential did exist,
and the interviewees and focus group members wesglieement with this opinion.
Five participants were adamant that a TRS shoulonipiemented as soon as possible
within the OGS to stem the flow of talent to thevpte section. One of these individuals
said:“It is now the time for the Omani government to pdsuch a strategy in order to

achieve its objectives efficiently”.

On the other hand, there were a few participantse wkpressed a different view,
considering the readiness and ability of the OGSbé& a big obstacle to the
implementation of a TRS, although they did agreetlen desirability of introducing
such a system. Their opinion was summed up by angcipant who said?l am with
the application of this strategy but the working/ieanment in the governmental sector
is not yet ready for application of TRS. The gowent is invited to exert tough efforts

to overcome all impediments thus the applicatidhbve set on proper basis”

The findings of the in-depth interviews and theu®groups were entirely in agreement.
Almost all participants supported the adoption of RS within the OGS. Only two

demonstrated their opposition to adoption suchesyst

Intangible rewards form one of the main elementa GiRS (see Chapter Two), and
there was emphasis placed by the need for suchrdeway a number of interviewees,
as indicated by one employee who statéidis“vital to introduce intangible rewards, as
they play a supportive role in raising employee at@respecially in the absence of

moral incentive”.

However, another individual who supported this viedentified the commitment
required from senior management, sayindt feeds intensive efforts from top

management to assess effectiveness”

Results from the focus groups were consistent vt opinions expressed by
interviewees. It was wholeheartedly believed thatangible rewards motivate
employees to commit themselves to achieving orgéoisal goals through their

engagement in different sorts of tasks. Howeverilstviall employees were able to
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perceive this clear benefit, a few participant® alensidered that it was impossible to
embed the non-financial elements in a TRS becaudificulties in assessing the direct
impact of that on the system. It is to be remenbéhnat the questionnaire respondents
indicated their preference for an approach whideretl both tangible and intangible
rewards, and that they ranked the seven elememésvaird that motivate them as being:
fair salary, developing and promoting their caresguity in delivering rewards and
incentives, rewarding excellent performance, flexitbenefits, wise and good
leadership, comfortable working conditions and eswinent. In relation to this aspect,
organisations have started moving from the trad#ioRSs that focused purely on
tangible rewards to a broader definition embraamgngible rewards. There are several
reasons behind this movement including the erosbnthe core elements of a
company’s package, pressure for effectiveness,implg the need to reinforce the
business strategy such that all factors are coresidevhen restructuring the TR
packages so that they encourage talented indiadiwatemain with the organisation,
and consequently retain its reputation.

Despite the fact that the TR concept is theordyicagéry simple, it is operationally
complex (Giancola 2008), and only a small humbecahpanies have successfully
implemented TRSs. Indeed, a CIPD (2009) survey doonly one-fifth of surveyed
companies had adopted a TR system and only 22%eofemaining population had
plans to do so. Some organisations still beliewa this better for employees to focus
only on tangible rewards (pay and benefits) anéxdude learning and development
from the system (Mercer, 2006; CIPD, 2007; ToweesriR, 2007). There are several
researchers (i.e. Armstrong and Stephens, 2006)cGl@&, 2008; Reilly and Brown,
2008) who mentioned that some employers face soiffieutties in including the
elements of intangible rewards in the system bexdhsy require competitive and
skilled human resources to work on the implemeotiatf these. Moreover, this also
requires top management who are able to lead atidwfoup the process of
implementation. As indicated, the holistic rewatthtegy is not a quick-fix solution;
rather it requires exerting great efforts over aqeeof. Such efforts are in the direction
of developing self-management abilities, self-awess, social awareness, and
relationship management on the part of organisaltileaders in pursuit of significantly

raised performance (Giancola, 2008).

It can be concluded that if organisations wishdo a TR strategies, they are required
to take that desire into account in their strateppectives because implementation of
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TR depends upon many factors as mentioned abovether words, organisations
should prepare themselves for this task. It isttvoemembering that the idea of TR
was initiated in Western organisations and the réxte which the experiences
documented in such environments can be transféoearganisations in developing
countries is a valid one. Oman is one of those ldpireg countries which has not yet
embraced the TR philosophy, although the governmastintroduced some reforms to
the existing system. After considering both theotietical and operational background
in Chapters Two and Three, however, it has emetigadthe RS in the OGS is still
weak and requires a huge improvement effort. Adagig, the Omani government
should recognise the enormous task involved, andarpa TRS to update its reward
philosophy, and it should rapidly work to introdusach a strategy which can be
translated into action plans. At the same time ni@magement in the civil sector should
develop both the tangible and intangible rewardgkwivill motivate employees to stay

in the sector.

8.3.1 Research Question 10: What are the main challenges the adoption of a
TR strategy in the OGS?

The descriptive study results document severallaingés to the implementation of a
TRS in the OGS. From the employees’ viewpoint, ¢heballenges include: lack of
business strategy (94.4%); lack of supportive humesmources and reward processes
(85.7%); lack of an effective performance managdnsgistem (85.8%); lack of an
effective communication system (84.9%); lack of mup from top management
(82.6%); lack of line management skill and abili®8.7%); lack of financial resources
(88.3%), and resistance from employees (72.6%).s&hguantitative results were
supported by the qualitative comments gained frbenih-depth interviews and focus
groups. All participants reported that the lack lmisiness and human resources
strategies may hinder the development of an effecteward system. One of the
participants stated that:‘Non-availability of human resources strategy redav to any
governmental authority hampers the adoption of smm@hensive strategy that can

evolve”.

Six of the participants reported the need to iniceda performance management system
as one of the main challenges, one in particuégiing: “The traditional administration
system is still adopted by the majority of the goweent units which have been relying
on annual reports to assess performance of empdogied keeping the same as secret

and confidential”.
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Furthermore, interviewees emphasised the problenfawburitism, raising this as
another challenge, with one participant sayifidgte work culture has changed in recent
years and is now represented in favouritism andtesus behaviour accompanying the
issue of some encouraging remunerations and exgggtincrements and allowances”
Essentially, this interviewee was complaining abthé upsurge in favouritism and
nepotism which meant that reward is now much mased on that phenomenon than

on merit, as is supposed to be the case in the OGS.

Almost all participants revealed that managersk latleadership skills would present
an obstacle to the introduction of a TRS, one @ithcomplaining that‘General
managers are not able to address the issue of tivemn and support with top

management because they lack the necessary $Kiladership”.

The results of this study coincide with the viewpessed by Zingheim and Schuster
(2000) view who argued that challenges within tiRSTimplementation process should
be clearly understood if there is to be any chasfcthe system being effective. The
shortfall in line manager skills is for exampleregd upon by many researchers as the
main challenge (i.e. Brown, 2001; CIPD 2007). Tihdicates that line manager support
and commitment in relation to TRS implementation eissential for its success
(McMullen and Stark, 2008). Yet, a Hay Group styd909) found only 28% of its
sample believed their managers handled the pagddormance relationship
effectively. Moreover, Towers Perrin research (200@s shown that trust within
supervisors is low (over 40% of respondents repgrtinis). These results confirm those
of Brown’s (2001) study in a number of Europeanamigations that reported failure to
implement a TRS in one third of organisation dudatk of managerial skill, and in a
survey conducted by the CIPD (2008), it was alsonéb that the most common
challenge was the absence of line management askidl managers’ inability to
implement the strategy as planned. This skill stgetextends to support for employees
in respect of their professional and career deveto, which is absent when line
managers and senior staff are unskilled in thesgersa Such lack of support from all
levels of management was highlighted in the CIPRared management survey of 2007
which identifies the most common challenges asidabk of line management skill and
ability to implement the strategy as intended; ldk of support from top managers,
front-line managers, staff and unions; and poorroomcation and/or lack of support

systems.
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Hence, employers must develop line management diéypabnd provide appropriate
tools to ensure that managers can manage intangivierds effectively as they are the
people responsible for managing coaching and asgessiployee performance, giving
feedback, recognising achievement, and providingmmgful work (Armstrong and
Brown, 2005; Towers Perrin, 2007; Armstrong, 2086ptt et al, 2010; CIPD, 2011).

The results of this study also reported that nagnaient with the business and HR
strategies represents a major challenges to TREeimgmtation. In this respect, the
Mercer European TR Survey (2007) documents théterabsence of a well-developed
business strategy, no reward strategy can be sfuteerefore indicating that failure

may result in both these strategies unless theglayeed correctly.

It seems that the interviewees and the focus gmembers have the same opinions in
this matter, believing that the absence of busireest HR strategies, and the poor
leadership skill levels possessed by managers emergl managers, stand as barriers to
effective TRS implementation. In particular, thecds group members complained
about the absence of any effective performanceasgglrsystem that helps managers to
assess their subordinates. Cotton et al (2008)edrghat effective performance
management for all employees is essential, andrdiogpto Worldatwork (2007/2008),

it is necessary for employers to measure the @ffsuess of performance management
by multiple criteria, including: growth, profitakiy, building customer loyalty, building
human capital, and operational excellence. Furtbezmemployees must have clear,
understandable and challenging performance measwtesh must at the same time
bee realistic and achievable (Kantor and Kao, 20@tham, 2007). All of this is absent
in the OGS.

However, such assessment was seen as redundarayarsymce the work culture within
the OGS does not encourage employees to be crdativ®use monthly salary has
become a tangible right for employees rather thmmeentive. A further issue raised in
the literature is that of employee involvementhe tdesign and implementation of the
TR strategy. The CIPD (2006) suggests that empkogbeuld be represented in design
and implementation processes, and the Watson Eamop®& Survey (2005) and the
CIPD (2007) Survey found that communication betweemployees and their managers
is critical in the implementation of TR strategyhal said, the Thomson Survey of
employees found that 36.7% of respondents repotied TR strategy was not

communicated well to their employees.
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8.3.2 Research Question 11: What is the critical succe$actors (CSFs) associated
with the adoption of a TR strategy in the OGS?

In terms of the creation of an effective TRS, th8F§ relate to those activities and
practices that should be addressed in order torenss successful implementation
(Moreen and Steven, 2006; Towers Perrin, 2007/8).

The vast majority of employees (90.6%) believe thdiRS requires a well-articulated
philosophy and a large percentage also recogniszchéed for alignment of the TRS
with the governmental sector’s business stratedy3¢6) and the HR strategy (83.7%).
The overwhelming majority (97.5%) expressed theebdahat there should be an
optimal mix of both tangible and intangible rewawdghin the TRS. At the same time,
employees (97%) agreed that the RS should meetthethneeds and those of their
employer (essentially confirming the earlier sta@éainconcerning the alignment with
the business strategy). Also, 87.7% of employeksaxledged the need for supportive
measures to facilitate the implementation of the, B®ong which was the solid

commitment from all stakeholders (86%).

These results are supported by the opinions exguteissthe in-depth interviews and
focus group discussions. All participants beliewedias necessary to link the reward
strategy to the business and HR strategies in alemmmental organisations, one in
particular saying “The strategy should be compatible completelyhwilhe general
strategy, human resources strategy and organisatioculture of governmental
bodies”.

And almost all participants cited the role of a med performance system in an
effective RS. In this respect, one participant séaldéhe main objective of such system
should be motivating individuals’ achievement aneinforcing team work and
conformity regarding employees’ personal objectivesh the aims and goals of
governmental departments through clear bases amigrier along with employees’

involvement in decision making”.

Four participants addressed the issue of reward fhe Islamic viewpoint, mentioning
the need for honesty, sincerity, self-control ange tfriendship. On this matter, one
participant said’Islamic values will help to augment an effectivpplcation of the
reward system and create a healthy work environmethiin organisations. This may
also include suitability of remuneration and inaeas that cover the basic needs of

employees and their families”.
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In respect of such needs, the focus group memhessed the urgency of developing
an effective financial and non-financial incentiggstem that meets the needs of
employees both in cost of living terms, and in peed development. They emphasised
the importance of a performance management sydtatriricludes merits and rewards
and that achieves employees’ financial, and calegelopment aims. Moreover, they
were agreed that employees should participatetefédg in decision-making related to

the RS so that they could highlight their particuteeeds and ensure these were

addressed.

The results of this study coincide with those dfestresearch such as that undertaken
by Towers Perrin (2009) which found that a robusgtrall philosophy is an essential
part of the implementation of a TR process. Suctopbphy should embrace certain
principles, such as transparency, equity and fagna operating the reward system
(Armstrong and Stephens, 2006Yhe Hay Group survey (2010) demonstrated that
potential rewards are not always comprehensiveljetstood by employees, and that
effective communication is another essential corspbof a TRS, and Kaplan (2005)
suggested that the foundation for such a strataghtrbe the overall business strategy
which could function as a vehicle to encourage wisgions to change their behaviour
and succeed in their work. According to the Hayoupr survey (2010), many
organisations are working to align their reward andiness strategies. Indeed as noted
by Aquila (2007:11), dreward system that is tied to the firm’s strategibjectives is

more effective than one that is not”.

Many researchers (i.e. O’Neil, 1995; Dolman-Conn&99; Brown, 2001; Manas and
Graham, 2003; Wilson, 2003; Friedman, 2004; Gillaexd Turner, 2005) argue that an
organisation’s RS must be closely linked with HRcdese appropriate rewards are
essential to attract, retain and develop employ€kesirly, aspects of HRM are mutually
supportive, and consequently, a competitive rewanttegy can help to solve
recruitment and retention difficulties. Performamagpraisals of employees provide the
evidence necessary to distribute rewards, and emselves, these might improve

employees’ capability and competence, enabling tteeperform better.

It can be concluded that the most effective globpproaches are marked by
management and oversight structures that: invadaeldrs at all levels; provide clear

lines of responsibility for programme design, fingny, implementation, ongoing
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management and monitoring; and ensure high-leadajloversight and ownership of

key decisions.

8.4  Conclusion

In presenting a wide-ranging discussion, structiaeslind the 12 research questions
identified in Chapter One, this chapter has adéckssl the objectives, by drawing
together the empirical evidence and secondary mhterived in the main from the

literature on reward.

In focusing firstly on the effectiveness of the OBS, it has overwhelmingly reported
that the current state of the RS is not healthgt,that employees are discontent with the
lack of attention it pays to them as individualsiomwvish to be involved in the design of
the RS so that their ideas about what rewards eteally valuable to them, can be
incorporated. The problem of complacency of emgésythrough the regular payment
of salary has been highlighted, and the accompgnynfairness associated with the
lack of a transparent system and the opportunitiegavouritism and nepotism on the
part of managers who have no formal standards werier by which to assess
employees’ performance has also been emphasisedodtbome of the current RS is

that talented individuals are leaving the OGS gitoaving rate.

In addressing the second aspect of the investigatioat being the potential for
applying a TRS in the OGS, the chapter has shoatnntiost participants (questionnaire
respondents, interviewees, and focus group membmsyider a TRS is highly
desirable since this would provide wide-ranging éfge. However, the feeling is
expressed by some, and this is confirmed in theraliire, that without strong
organisational commitment, manifested in variousnf® the implementation of a TRS

is likely to fail.

In the following chapter, an overall conclusion tbhe study is drawn, and
recommendations are made to the Omani governmeritrnjorovements to stem the
flow of talent out of the OGS.

Overall, this chapter has provided a clear indacatf how the empirical research was
executed and how the data was treated after doltectn the next chapter the
descriptive results and analysis of the questioenaill be presented.
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CHAPTER NINE
SUMMARY OF RESULTS AND RECOMMENDATIONS

9.1 Introduction

In bringing the thesis to a close, this chaptes@nés a summary of the results obtained
through the in-depth review of the literature nelgtto TR and its application
internationally, and the comprehensive empiricaldgt involving questionnaires,
personal interviews, and focus group discussidn®okceeds to make recommendations
in respect of reforming the current rewards systerthe Omani Government sector.
Subsequently, it indicates the contribution to klemlge made by the research, before

addressing its limitations, and proposing areaguture research.

Before considering the summary, it is worthwhilerédurn to the aims and objects of
the research, which are repeated here for eassading. There are two essential aims,
the first being to examine the effectiveness of tesvard system (RS) in the
government sector in the Sultanate of Oman, asrdated by the sector’s ability to
retain talent, and the second, to explore the liddgiof introducing the TR concept
into that sector as a means to motivate employedssacure their loyalty. The five
objectives emanating from this twofold aim were:explore the concept of TR as
conceived and practised in western environmentgyritecally analyse the RS in the
Omani Government Sector (OGS); to investigate thgpaict of the RS on the
achievement of organisational objectives in the Qt&Snvestigate the impact of the
RS on the achievement of employee objectives, amgtermine whether a TR strategy
would be appropriate for the cultural context & MGS.

The key variables in the study are as follows:
Independent Variables:

* The nature of the RS, and specifically, its alignmgith the Business Strategy
and the HR Strategy, and the mix of tangible amahigible rewards.

* The implementation of the RS, and specifically, ¢fffectiveness of the process
and the commitment of stakeholders.

Dependent Variable:

* The effectiveness of the RS, and specifically,abkievement of organisational
objectives, and engagement and commitment.
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9.2 Summary of Results

Prior to considering the overall summary of resaltsl the conclusions derived from

this information, it is appropriate to remember tha&ture of the participants who

provided the data on which the conclusions are draw this respect, the research
sample consisted mainly of government employeesie age of 40 years, two thirds
of whom were male. In terms of their educationalkggound, approximately 60% held

Bachelors’ degrees and above, and in respect gtHesf service, the largest percentage
(27%) had been in post fér- 10years.

The findings were essentially that:
1. 84% of employees believed the reward system wdkeardransparent not fair in

providing either rewards or incentives to employees

2. 88.9% of employees reported no link between the rewamstesys and their

Ministry’s mission.

3. 92.9% of employees reported no clear link betwéenréeward system and the

recruitment and selection of employees in the OGS.

4. 68.8% of employees reported no link between theardvgeystem and human
resource planning, or with the training and develept of employees.

5. 41.4% of participants were not satisfied with ttegfaries because these salaries
do not cover their basic living needs. Moreoverpkyees were not satisfied
with the benefits system. In terms of performa&2% of employees believed
their performance exceeded the allowances theyivesteand 29.8%were

satisfied with the retirement system

6. Employees were dissatisfied with the intangibleaeis available, and only 10%
believed the reward system promoted an effectivekwie balance. Only
47.6%believed they received enough training to help therperforming their

tasks.

7. 81.1% of employees believed their ministries had not tsped plans and
methods related to developing, implementing anduetiag the reward system.
86.8% reported that their ministries do not condegular surveys regarding

employees’ attitudes towards the reward systemslitiddally, 86.1% revealed
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10.

11.

12.

13.

that they were not involved in designing any syst§meward or performance

management).

67.4% of employees believed did not get clear éalion of my responsibility
and accountability in implementing the Reward Systd-urthermore, they
commented that line managers did not possess sfamted skills to implement

the reward systems.

93.9% of employees admitted that they were neitoenmitted not passionate

towards their ministries.

83.2% of employees do not advise others (relatases friends) to join the
government sector. 50.8% of employees agree upersuitability of the TR
strategy that should be applied in the OGS, an®%1lbelieve that the
introduction of a TRS will assist the Omani goveamn in reducing the

migration of talented people.

In respect of the perceived challenges to the #fl@emplementation of a TRS,
participants identified these as: lack of busireasd human resources strategies;
lack of supportive leadership and skill among Imangers; the ineffective
performance appraisal system; ineffective commiuicicasystem between

employees and their managers.

In respect of the perceived CSFs in respect okffextive implementation of a
TRS, the majority of employees believed these to &@ewell-articulated

philosophy; alignment of the TRS with the governtaésector’'s business and
HR strategies; an optimal mix of tangible and igiate rewards; a system that
meets both the needs of employees and the emplsypportive measures to
facilitate the implementation of the RS, among Wwhwas solid commitment

from all stakeholders.

The multiple linear regression analysis resultdcaig an overall relationship
between the effectiveness of the reward systenffactang the organisation’s
goals (F=168.829, P=0.000<0.05). Hence, the efemess of the system in
achieving the organisation’s goals is affected byaators (the philosophy of
the reward system, alignment of the system withnass strategy, alignment of
the system with human resources strategy, tangés@ard system, intangible
reward system, supportive and effective proces$esysiem implementation,

and the roles of managers in the implementatichetystem).

-239 -



In respect of employee commitment, the findings watb a significant
relationship between the effectiveness of the rdwsystem in achieving
employees’ objectives (F=97.743, P=0.000<0.5). lignindividual factors level,
the study revealed that employee commitment is rikedy to be affected by
intangible rewards than tangible rewards, and kg @bsence of managers’
effectiveness in their roles, rather than with patignment with either the

business or HR strategies.

As can be seen, the twelve research questionsnpeelsan Chapter One and again in
Chapter Eight, have been answered, and consequémtyaims and objectives have

been achieved.

The first and perhaps most important comment tonbde regarding the overall results
is that the current reward system in the OGS, wisilgoposedly based on the Civil
Service law, is out of synchronisation with the mateveloped reward systems in
Oman’s private sector, and indeed in other orgéniss, both public and private,
elsewhere in the world. This means that the systemeak as it does not have the
advantages of the more modern approaches which bheee implemented in other
countries and which have been shown in the litegatioi bring benefits to organisations
through their ability to create satisfaction amargployees. This is clearly a major

shortcoming of the current system.

More specifically, the narrowness of the rewards a@ffier makes the system
unattractive, since the comprehensive mix of tdegé#nd intangible rewards that is a
strong feature of the Total Reward philosophy isgimg, as also is the ability for
employees to participate in designing the rewasdesy. This has two effects. Firstly, it
means that the OGS is offering rewards that arextttcctive and hence, not motivators
of high performance and productivity. Secondly, nteans that employees are
discontented with their jobs believing that thepiroon is not valued, and these
conditions push them to look outside the OGS, thesdfecting a brain drain.

The unfairness of the system is another substan@ialotivator of employees on the

lower grades since bonuses are paid proportiorateakary, so a divide is created

between the ‘rich’ and the ‘poor’ within the sectdforeover, the fact that incentive

bonuses are not based on employees’ performanc@raddctivity, which cannot be

effectively measured in the absence of evaluatiter@, marks another injustice as

managers make awards in this respect on the bfasauritism. This also extends to
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the exceptional allowance which OGS employees atidezl to receive if their annual
appraisal reports are graded as excellent or veog.gGiven that the annual appraisal
reports are confidential, they are neither objecthor able to accurately measure
performance because of the absence of appropridgtieriac by which to judge
contribution, and consequently, the exceptionavedince aspect of the tangible reward
system is open to abuse, being operated more af$ Biogh a line manager than a

reward for good performance.

In respect of intangible rewards, those that dstarithe OGS RS are unattractive, and
it is concluded that these rewards play no paftelping to retain talent. For example,
the reputation of the Civil Service as providingoa for life, which once served to
retain employees, is rapidly diminishing given faetor’s lack of competitiveness with
the private sector, and the private sector's greaiacentration on performance rather
than connections and length of service. Moreovaming and development which can
function as an effective tangible reward, is na@éduas compensation or a reward for
performance. Indeed, the lack of criteria for chwgsemployees for certain courses
means that the selection of many individuals ishasted on merit and ability to benefit,
but rather more on connections, so for the vasbntgjof employees, the opportunities

are very small.

Other clear weaknesses in the system other thase tlassociated with reward
traditionally conceived of as important to emplageean be observed in the lack of
support received by employees because of leadettshiips not skilled in performance
appraisal, and basically incapable of objective leyg® evaluation. The practice of
favouritism and mediation prevail over productivapd performance in the award of
intangible rewards and as already mentioned thisnates the vast majority of

employees. Moreover, the lack of effective commatan between employees and
managers, and the professional relationship betwbeth parties suffers in

consequence, thereby damaging the quality of thd eovironment. Effectively, these

problems arise because of lack of thought on tliegdssenior management to the RS
implementation process, which requires written gome for line managers, and
periodic employee satisfaction surveys to determieat aspects of reward are
preferred over others. Hence, there has been ng temm strategic viewpoint

formulated which would lend itself to the estabiimt of formal mechanisms that

would support a reward programme.
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These pitfalls in the system combine to ensure ttwther the organisational, nor
employee objectives are achieved, and in wantieg fersonal goals to be realised,
employees are keen to see the introduction of sff&®egy in the OGS. However, the
obstacles outlined in this respect are substarighg: the lack of corporate strategy
and HR strategy in government units; lack of supporHR and reward process; lack
of solid performance management system; a poor iaaffective communication

approach; lack of support from top management; laickeffective line management
skill; lack of financial funds; and the resistartoechange from both employees and
managers. Consequently, it is concluded that aineemtganisational culture change is

basically required to underpin the effective adapif a TRS.

Nonetheless, the overwhelming majority (over 909%) participants reported that
implementation of a TRS may help employees to stape civil sector. Clearly, there
is a desire for change, but widespread scepticiboutathe HT and managerial

capability to forge ahead on this basis.

From the literature review it is apparent that Té&s mot fared well in some countries,
and even in western contexts, but the potentithlrethains for the possible benefits to
outweigh the disadvantages, and with careful atienio the CSFS identified in the
study, it should be possible to effectively impletha TRS in the OGS. Hence, the

following recommendations are made.

9.3Recommendations

Subsequent to the conclusions that the RS in th8 @Gneffective, recommendations
are now made for improving the situation by re-gesig the reward system to reflect
more of a TR philosophy. However, it must be unaed that in order for the Omani
government to design a new system and/or introdu€R philosophy, it is essential to
review all relevant laws and decrees. On the basithe study results, and the

conclusions drawn from them, the following recomuotegions are made:

1. Changes should be made to the Civil Services Lavallmv ministries the
necessary flexibility to formulate reward systermnattare suitable for their own
conditions and environments, and which, therefai#,be effective in helping

them to achieve their stated organisational goals.
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10.

A corporate strategy and a HR strategy should bendtated for each
government unit, and a reward strategy should bendtated within, and
integrate with these two strategies.

A government review should be undertaken of theetuimreward system with a
view either to reforming it or introducing a TRSasegy of the type used by

many organisations in Europe.

A concerted effort should be made to build profasai values in the workplace,
by introducing well-defined guiding principles, whi include the need to

achieve fairness, equity, consistency and transpgr@ operating the RS.

Employees’ rewards should be reviewed periodicaflygrder to be competitive
with the private sector, and to at least guaratieé salaries keep pace with

inflation and the cost of living.

A much greater focus should be placed on creatiogjtare of performance, by:
increasing the use of variable pay, linking the amlg and incentives to the
performance and contributions of the employees, estdblishing clear criteria

for such reward.

Promotion within the OGS should be based on pedoca and productivity
rather than seniority. Furthermore, promotion sdaubdt be influenced by any
sort of favouritism or mediation, and fairness dtoapplied to all employees

without exception.

The retirement system for all OGS employees shadunified so that the
retirement salary is 80% of the employee’s grotaga

A reasonable degree of flexibility should be buintb the RS so that employees
choose benefits that suit their needs, e.g. difterorking hours to suit
domestic responsibilities

Attention should be given to the provision of irgdie rewards, such as:
appreciation, acknowledgement and praise for exgeWork, the provision of a
comfortable working environment and terms and cioé of work for the

employee, the provision of opportunities for conéd education and career
development for all employees, the spread of aucmlof brotherhood, co-
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11.

12.

13.

14.

15.

16.

17.

operation and participation between superiors artbrelinates, and among co-

workers.

As a means to remove favouritism, and to ensuesand programme based on
meritocracy, a committee that operates transpareshtbuld be established in
every ministry to be responsible for decision-mgkaoncerning the award of

encouragement rewards and exceptional allowances.

A new performance management system should be liskidh that allows
employees to be involved in the assessment proaadsthat is based on clear
criteria for evaluation. It should operate to coctdperformance appraisal

quarterly rather than annually.

All managers involved in performance appraisal &hdee comprehensively
trained in how to assess employees from performasmoe productivity

perspectives.

Job categories should be developed throughout t&S @Gnd incentives
appropriate to each job should be provided to natdéivemployees to work
productively.

Top management should have a comprehensive knoaletigewards systems
per se, but particularly of that in use in the OG3is knowledge and
understanding should include all aspects of deaigh implementation, and it
can be achieved though mangers’ engagement iningaicourses and

workshops.

Line mangers should be involved in reforming thevael system so that
attention can be paid to ensuring it achieves boglanisational and employees’

objectives.

Regular employee satisfaction surveys should benaken by the government
to identify employee opinions regarding the rewaadd incentives they receive,
and to albw a degree of employee involvemémthe design and implementation of

the reward system.
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9.4 Contribution to Existing Knowledge

This study contributes to knowledge in three maaysv

Firstly, it makes a solid contribution to several literagiin that it represents an in-
depth exploration of the applicability of the westdR concept to a Middle Eastern
country where cultural imperatives do not coincith those of the originating context
of TR. In this respect, the study proposes a cdne¢pnodel based on six factors
affecting the effectiveness of both Omani orgamsast and employees’ commitment
and engagement, and it legitimises that model @n lthsis of empirical evidence
gathered from a large sample of employees providiuidence in several different ways
throughout the Omani OGS. Specifically, 978 conemleguestionnaires were received,
representing an 81% response rate. Hence the tapacigeneralisation across the
public sector in Oman is guaranteed, and across @ilblic sectors in similar cultural

contexts it is considerable. These aspects oftthayy gender a substantial contribution
to the TR literature, to that in respect of develgpcountries where grace and favour
operate, and to the literature of the Arab World, vehich Oman is a good

representative.

Secondly it makes a methodological contribution in conimg the benefit of
triangulation of data using three (questionnamé&nview, and focus group) rather than
the usual two methods of data collection, and agisg these activities such that the
qualitative data gathered from the interviews aodu$ groups was sought after the
guestionnaire survey results had been analysedtd;éme qualitative data was valuable
not only in complementing the quantitative data &lsb in allowing trends emerging in
that data to be pursued in depth.

Thirdly, and no less importantly, the study has enhanbedunderstanding of the
reward culture in the OGS, highlighting its strdreyaind weaknesses and pinpointing
how the many weaknesses can be remedied. In sg,dbiras contributed to the growth
of a national literature, and potentially to naibpolicy-making, and as the benefits to
be derived from a sensitive reward system basdti@philosophy of TR are numerous,
it can be said to make a contribution to the oVetal/elopment of the Sultanate of
Oman. Moreover, it may be possible to extend thategalisation to public sector
organisations in other developing countries that@draracterised by societies in which
grace and favour operate.
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9.5Limitations of the Study

No research study comes without its limitationsese are in fact, an integral part of
any study, delineated by its aims and objectivesndd, this study does not claim to
have covered all matters related to reward, pdatilguin the Omani context, and the

following limitations are indicated:

1. The OGS consists of several sub-sectors which waoder the umbrella of the
Omani Government, e.g. the civil service, militapglice, etc., and it was not
possible to thoroughly investigate all these sutiess in a single study.

2. Whilst the researcher had access to all targeteismes throughout the life of
this study, it was not always easy to follow upadedllection in each ministry,

despite his having sent two reminders.

3. Due to lack of literature on the reward systerthien Arab world, in general, and
in Oman in particular, the study relied on literatproduced by western authors
who mainly studied the reward systems in Europendtlteless, this feature has
rendered the study as a pioneer, and hence stesragthits claim to contribute to

knowledge.

4. The low percentage of women in the OGS resulted one third/two thirds
representation in favour of men, and it is accepietl women’s appreciation of
reward may well be different from that of men, espty in a society like

Oman’s, where the roles of women are well-defingdiskam.

9.6 Recommendations for Further Research

Arising from the limitations, a number of suggestidor future research are offered, as

follows:

1. The sub-sectors within the OGS (civil service, taily, police, etc) should be
explored in the same manner as the ministriesdoreea complete picture of the

reward phenomenon in Oman.

2. The issue of intangible rewards requires furtheregtigation in the Omani
context, and in particular with populations of wam&nce it is accepted that
different perspectives might be held on what typlageward are found attractive

by women.
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3. The literature revealed that many organisationsvéstern countries have not
adopted a TR philosophy but the reasons are nat,adespite the claim that TR
is a strong motivator. Further in-depth researtb the reasons for not pursuing

a TR approach would be valuable.

4. The study canvassed opinion from current OGS ensgloy and hence
discovered that many employees were contemplatiiggatimg to the private
sector and the reasons why. Future research calimvfup the careers of
individuals who have left the OGS to establish wthat precise reasons for their
resignation were and whether the reward systentisein new organisations are

more attractive, and how.

9.7 Final Word

Reflecting on the experience of undertaking thgeaech study, | have found this to be
exhilarating in several ways. In all its stageshadve felt an enormous surge in
confidence and achievement in making the study éa@nd producing reliable and
valid results. This is not always guaranteed in diedEastern society, and more to the
point, the findings are interesting and lay thenidation for more effort. From a
personal viewpoint, | believe the outcome of thedgtis valuable to all top managers
and many employees in the civil service sector, lamduld welcome the opportunity to
explain my experience and the results and recomatemd of the study to such an
audience. This would provide me with an opporturtiby further disseminate the
outcome of this research project and to make aab#tucontribution to the overall
development of the Sultanate, since it is crudaktain talent within the country and to

reap rewards from the educational investment madese Omani people.
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Appendixes

Appendix 1

The position of interviewees

Z
(@]

Post

Comment

Manager general administrative and financial adfairthe Ministry of National
Economy

Manager general administrative and financial asfinistry of Fisheries

Manager general human resources development irsivirof Education

Manager general internal audit in Ministry of Héalt

Advisor of civil service Minister for civil servicemployees affairs

Advisor of Minister of Information for human resces

Deputy manager general Institute of Public Admnaitsbn

0 N O g b~ W N P

Assistant manager general administrative and fiadaffairs in Ministry of
transport and communications
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Appendix 2

The position offocus group who are working in theMinistry of Civil Service

No | Female No | Male

1 Deputy Director General, Directorate 1 Director of Development Department g
General for Information and Statistics Government Services

2 Director of Planning 2 Director of performance evaluation
Director of Human Resources 3 Director of Budget Department

4 Director of Quality 4 Director of research and review
Head of Training Department of Humar 5 Director of Recruitment
Resources

6 Head of Media Department 6 Researcher balancing functions
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Appendix 3
QUESTIONNAIRE

This questionnaire is intended to gain informatiegarding the effectiveness of the Reward
System (RS) in government units in Oman, and thenial for introducing a Total Reward
Strategy. All information provided in it will besad for PhD research only, and will be kept
entirely confidential. Thank you in advance for y@ime and willingness to participate.

Where boxes are provided, please indicate your ensith a ticky
PART ONE: Demographic Information

Q.1 Please indicate your age:

Under 25
25-30
31-40
41-50
51-60

61 or over

Q.2 Please indicate your sex:

Male
Female

Q.3 Please indicate your number of years’ expeeiavithin Oman’s government sector:

Under 5
5-10
11-15
16-20
21-25

26 or over

Q.4 Please indicate your highest level of quaifin:

Diploma
Bachelor's Degree
Master’s Degree
PhD

Q.5 Please indicate whether you hold any mandgerjarofessional qualification:

Administration Manager
Department Manager
Assist. Manager
Section Head

Other (specify )
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Part Two:

Government organization .

Please tick the responses that best represenbpmion.

Your opinion on the effectivenessf the current Reward System in your

Q.6 This question is concerned with the extenthactwvthe RS in your ministry have a well-

articulated philosophy

No

Statement

Strongly
Agree
(%0)

Agree
(%)

Neutral
(%)

Disagree
(%)

Strongly
Disagree
(%0)

6a

The reward system is
transparent and every

employee understands how

it operates and how s/he is
affected by the system

6b

The reward system ensurgs

that there is fairness in
providing rewards and
incentives to its employeeg

6c

The reward system provides

an equitable basis for
providing rewards and
incentives to its employeeg

6d

The reward system provides

the necessary flexibility to
achieve its objectives

6e

The Arab/Islamic value of
reward influences the
reward system applied in
the Ministry

Q.7 This question is concerned with the extenthaiwvthe RS is aligned with the business
strategy in your ministry.

No

Statement

Strongly
Agree
(%0)

Agree
(%)

Neutral
(%)

Disagree
(%)

Strongly
Disagree
(%)

7a

There is a clear link
between the reward syster
and the Ministry’s mission

=1

7b

There is a clear link
between the reward syster
and the Ministry’s
objectives

=1

7c

There is a clear link
between the reward syster
and the Ministry’s future

=1

planning
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Q.8 This question is concerned with the extenthaivthe RS is aligned with the HR strategy

No

Statement

Strongly
Agree

Agree

Neutral

Disagree

Strongly
Disagree

8a

There is a clear link between t
reward system and the
recruitment and selection
system

he

8b

There is a clear link between t
reward system and the retentig
system

8c

There is a clear link between t
reward system and the training
and development system

8d

There is a clear link between t
reward system and HR plannin

8e

There is a clear link between t
reward system and performang

he
e

management

in your ministry.

Q.9 This question is concerned with the tangibleards that you resave in your ministry.

No Statement Sl Agree | Neutral | Disagree Syrongly
Agree Disagree

9a | My salary covers the normal
necessities of living

9b | | am paid fairly compared to others
in the Ministry

9c | My pay is competitive compared to
similar jobs in other sectors

9d | The benefits package | receive is
fair

9e | | have enough choice of benefits
and additional services that are
suitable for my needs

of | There is a strong link between my
annual allowances and my
individual performance

9g | | am satisfied with what the
retirement system provides for my
retirement

9h | | can get bonuses when | improve
my skills and competence and
produce excellent performance

9i | Promotion is strongly influenced
by length of service

9j | Promotion is strongly influenced
by contribution

9k | I can get exceptional allowances
when achieving better
performance
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Q.10 This question is concerned with the intangiblgards that your resave in your ministry.

Strongly
Agree

Strongly

No Statement .
Disagree

Agree | Neutral | Disagree

10a | My Ministry has a
good reputation that]
provides employees
with high social
status

10b | My Ministry
promotes a healthy
work-life balance

10c | | have been given
sufficient training to
perform my job
effectively

10d | | have opportunities
for continued
education and caree
development

=

10e | My job is enjoyable
, enriching and
challenging

10f | | have comfortable
working conditions
and environment

10g | | have the
information | need
to make decisions
about my work

10h | I aminvolved in
establishing my
goals and objectives

10i | My leadership treats
everyone with
respect

10j | I receive regular
feedback on my
current performance
from my supervisor

10k | I receive my
performance
appraisals on
schedule

10l | I work co-
operatively with
others

10m | | have good
relationships with
others in the
organisation
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Q11: This question is concerned with the extentlaeee supportive and effective
implementation processes for the RS in your mipistr

No

Statement

Strongly
Agree

Agree

Neutral

Disagree

Strongly
Disagree

11la

The Ministry has
clear plans and
methods for the
process of formulating
or developing,
implementing and
evaluating the Rewart
System

11b

The Ministry updates
and reviews the basis
and policies of the
Reward System and

continuously improves

it in response to the
competitive
environment

1lc

The Ministry carries
out regular
benchmarking to
ensure that the
compensation offered
to its employees is fai
compared with the
compensation
received by
employees doing
similar jobs in other
ministries

-~

11d

The Ministry carries
out regular surveys to
identify the views and
opinions of its
employees towards
the rewards and
incentives they
receive

1le

The Ministry involves
employees in the
process of
formulating,
implementing and
evaluating the Rewart
System

D

)

11f

The Ministry has a
good performance
management system
that supports the
effectiveness of the

reward system
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Q.12 This question is concerned with the exterttlag stakeholders in your ministry
committed to implementing the RS.

Strongly
Agree

Strongly

NO Statement Disagree

Agree | Neutral | Disagree

12a | | get clear delineation of
my responsibility and
accountability in
implementing the Reward
System

12b | I understood my roleand
responsibility in
implementing the Reward
System

12c | My supervisors are capable
of implementing and
managing the reward
system in practice

12d | The senior managers fully,
support the reward system
implementation

Q.13 This question is concerned with the effectess of the current RS in helping
your ministry meet its objectives.

Strongly
Agree

Strongly

NO | Statement Disagree

Agree | Neutral | Disagree

13a | Ability to manage cost
effectively

13b | Ability to achieve enhanced
financial performance

13c | Ability to attract key talent

13d | Ability to motivate talented
employees

13e | Ability to retain key talent
and high performers

Q.14 This question is about the effectivenesshef current RS in helping to achieve employee
engagement and commitment.

Strongly
Agree

Strongly

NO | Statement Disagree

Agree | Neutral | Disagree

14a| | am committed,
enthusiastic and passionate
about my Ministry

14 | 1 would recommend this
b unit to others as a great
place to work

14c | lintend to stay with this
unit as long as | can

14 | I don't mind resigning if |
d get an opportunity to work
in anther sector
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PART TREE:

The Potential for a Total Rewards Strategy

A Total Rewards Strategy is one that considers rtie salaries and wages. It consists of

package which is often designed to suit individiraployees and that can include financial
reward according to effort and results, appointmamtl promotion on merit, training and
education opportunities, opportunities to work imenhanced work environment, pension

entitlements, and other allowances and considenatibat improve the balance between wor

life and family/social life.

1

=

TRS would assist in
reducing the migration
of talent from the OGS

to the private sector

No Statement itrongly Agree | Neutral | Disagree S‘Frongly
gree Disagree
Q.15 | A TRS is suitable for the
Omani government
sector
Q.16 | The introduction of a

Q.17 This question is concerned with the extemthiach particular Challenges to the

Implementation of a Total Reward Strategy in theaDnGovernment Sector

Statement — A
challenge to the
implementation of a
TRS in the OGS is
the:

Strongly
Agree

Agree

Neutral

Disagree

Strongly
Disagree

17a

Lack of a good
business strategy

17b

lack of supportive
human resources
strategy

17c

Lack of a good
performance
management system

17d

Lack of an effective
communication systen

L

17e

Lack of support from
top managers

17f

Lack of line
management skill and
ability

179

Lack of financial funds

17a

Resistance from
employees who claim
that TR simply hides
the further erosion of
salary increases
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Q.18 This question is concerned with the extenthiech particular features (critical
success factors — CSFs) must be in place for feetefe implementation of a Total
Rewards Strategy.

Statement - It is essential to: S;‘r;:legéy Agree Neutral Disagree g};%g?éye
18a | Have a well-articulated reward
philosophy
18b | Align the RS with the business
strategy
18c | Align the RS with the HR
strategy

18d | Provide an optimal mix of
tangible and intangible rewards
18e | Customise rewards to meet
employers’ and employees’ needs
18f | Have supportive and effective
processes of implementation in
place

18g | Have solid commitment from all
stakeholders to the strategy

Part Four Rewards and Appropriate Incentives

Please put the Rewards and Incentives below inrtier of importance as you see appropriate
for a healthy working environment .

Implzczln c€ Incentive

1 Incentives for excellent performance

2 Training and Continuing education

3 Equity in awarding rewards and incentivep

4 Wise and good leadership

5 Fair salary

6 flexible benefits

7 Good opportunities for career developmegnt

8 Comfortable working environment

9 Good working relations with colleagues

10 Transparent communications system

11 Interesting and challenging work

12 Ack_nowledgement and appreciation of
achievement

13 Independence and freedom in performing
the work

14 Appropriate working tools and instrumengs

15 Effective performance management
system

16 Work- life balance

17 Good reputation of the organization

18 Excellent work values
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PART FIVE: Anything else you wish to add

Thank you for your co-operation. It is highly-valued.
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Appendix 4
INTERVIEW AND FOUCUS GROUP SCHEDULE

The purpose of this interview is to consider thevRel System in the Omani Government
Service, in particular — its effectiveness, and o might be improved. The interview is
going to be in two main parts. The first will cales the effectiveness of the existing system
The second will focus on the concept of Total Reaard the feasibility of introducing this int

the Omani Government Service.

PART ONE: The Effectiveness of the Existing Rewar@®ystem

1- What are the main features of RS in your ministry?

2- What are the crucial points of strength and weae®sf the RS in your ministry?

3- How effective is the RS in your ministry in terwisthe achievement of organisational

objectives?

4- How effective is the RS in your ministry in ternistiee achievement of employee
objectives?

5- What suggestions can be offered for developingimuptoving the RS in the in your

ministry?

PART TW O: The Potential for a Total Rewards Strategy in tle OGS

A Total Rewards Strategy is one that considers rtime salaries and wages. It consists of
package which is often designed to suit individiraployees and that can include financial
reward according to effort and results, appointmamntl promotion on merit, training and
education opportunities, opportunities to work imenhanced work environment, pension
entitlements, and other allowances and considenatibat improve the balance between wor
life and family/social life.

|

=

6- How importance of intangible rewards in developn§RS within then the OGS?

7- What are the suitability of applying a TRS in th&&?

8- What are the main challenges to the adoption dR &ffategy in the OGS?

9- What are the critical success factors (CSFs) asmatwvith the adoption of a TR
strategy in the OGS?

Thank you for your time and participation
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Appendix 5

Letter of assistance request. 26/2008
Consultant of the secretary general

Counsel of Ministers

Subject: khalid Bin Said, Aljarradi

As part of the continues collaboration betweenRbgal Court Affairs and The Board of
Ministries of in different areas and as part of iyefiort to develop the performance of our
employees.

Please be informed hat the above mention namessiipg his PhD studies in the area HRM.

Currently he his conducting his theses, (as ingastin of the effectiveness of reward system in
the government of the sultanate of Oman and thengiat of introducing total reward system)

Kindly instruct your concern department and indizts to offer him all possible assistance so
that he can get an essay access to the requirenaion and data for his area and studies.

Director General of Human Resources

ROYAL COURT AFFAIRS
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