THIRD OF THREE PARTS

PAY AS INCENTIVE

Good salaries alone are not enough to motivate employees.
Special incentives should be required for exceptional performance.

alaries, in and of themselves,
s are seldom major motivators,

as was noted here last month.
Salaries come with regularity, don't
reward special performance, and are
expected by the employee.

Given these reasons for salaries
being neutral (at best), managers who
want to motivate through compensa-
tion had better find alternatives dif-
ferent than regular pay.

Here are some incentive plans that
we've seen work in the green indus-
tries. They should be modified to meet
your specific organization, but the
basic ideas and practices remain the
same.

1. Define “exceptional” perfor-
mance, and pay for it. Most people are
paid for doing an average workload.
When compiling working objectives
for the year, you should tell employ-
ees not only the “acceptable” work to
be performed, but also the “excep-
tional” performance. This rating sys-
tem gives the workers, even part-
timers, goals for earning above the
average pay base.

Though this can be used in both
short-term and long-term time
frames, it does not have to be over an
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extended period of time.

2. Pay incentives for “team” per-
formance. Take one unit of your
workforce and give it a task requiring
all its members to perform well. Pay a
bonus to all of the members if the
team is able to achieve a high perfor-
mance rating. This creates a strong
peer pressure to perform, and that can
be highly motivational to team-ori-
ented workers.

(One caution: if you are paying an
incentive for team performance and
you give the team several under-per-
formers, you will find that even peer
pressure will fail to motivate these
people. The team must understand
the goals and be willing to function as
ateam in order to achieve rewards for
all the members.)

3. Always base compensation, paid
as incentive, against a written and
measurable goal. Instances exist of
managers saying things like, “if you
do a good job, we’ll take care of you.”
What does this mean? That they will
take their employees to the Bahamas
for a six-week vacation, or that they
will buy them an ice cream cone?

The above statement has two am-
biguous phrases: ““‘good job” and ““take
care of you.” If you can’t write down
what a “good job” means to you and
what ‘“‘taking care' of someone
means, it’s highly likely that what-
ever reward you give will be disap-
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pointing to many of the employees.
Always spell out what is expected as
well as the possible incentives with
each given time frame and task.

4. Leave some room in your budget
for the unexpected reward. As we
wrote last month, unexpected pay-
ments for exceptional performance
can be extremely motivational. They
should be a part of your budgeting
process whether you put in a special
line for them or simply have them un-
der a miscellaneous expense.

If you already have a line in your
budget for rewarding certain types of
performances, you're more likely to
give them than if you have to find the
funding in another budget line. While
this is not a formal “plan” for incen-
tives, it can be a factor that will force

....Unexpected payments
for exceptional
performances can be
extremely motivational.

you to think of incentive plans as you
do your budgeting.

Motivation depends on the indi-
vidual to be motivated, the types of
motivation available and logical, and
the timing of the motivation.

Incentive plans can be motiva-
tional.

It takes a strong management effort
to come up with plans that truly moti-
vate both part-time and full-time em-
ployees. The interaction of the
manager with his/her people will
probably be the key to understanding
what types of compensation and in-
centive plans will work. It's not easy
to motivate employees, but the mana-
ger who is aware of the personal psy-
chology and financial constraints im-
posed by the organization will be the
manager whois able to have the work-
force performing at its peak. WT&T



