AC 1.1
Reward incorporates both financial and non-financial returns that employees receive in exchange for their contribution to organisational objectives. Effective reward systems are built on key principles such as fairness, transparency, consistency, and alignment with organisational goals (Armstrong and Brown, 2024). Fairness and equity are particularly critical, as employees need to perceive rewards as just and proportionate. Where reward arrangements favour senior staff, as observed at GreenFriendlyEco, perceptions of inequity may arise, potentially leading to dissatisfaction, reduced commitment, and increased turnover (Armstrong and Taylor, 2023).
Transparency is another core principle of effective reward. Employees should clearly understand how rewards are determined and how performance is evaluated (Marchington et al., 2021). While GreenFriendlyEco, utilises measured day work and standard times, evidence suggests that such systems, if not complemented by meaningful incentives, can reduce motivation and encourage employees to meet only minimum performance expectations (Sam-Mensah et al., 2025). Consistency in reward application is also important, as inconsistent practices can erode trust in management and foster perceptions of bias or favouritism (Armstrong and Taylor, 2023).
It is important that any reward systems are closely aligned with organisational objectives to reinforce desired behaviours such as productivity, quality, and sustainability. Inclusive reward practices that are applied across all levels of the workforce support a sense of value and belonging, helping to strengthen the psychological contract between employer and employee (Baskin, 2023; Robbins and Judge, 2024). Organisational culture is strongly influenced by the behaviours that are recognised and rewarded, and limited recognition may lead to a culture of compliance rather than engagement. At GreenFriendlyEco, the absence of reward incentives could be a significant factor contributing to low morale and weak employee engagement.
The importance of reward to performance management lies in its ability to reinforce performance expectations and encourage continuous improvement. Systems that rely solely on control mechanisms, such as standard times, are unlikely to motivate employees without clear links to performance outcomes (Dessler, 2020). Research indicates that effective reward practices are strongly associated with higher engagement and motivation, which in turn support improved organisational performance (CIPD, 2025)
In conclusion, the principles of reward fairness, transparency, consistency, and alignment with organisational goals play a critical role in shaping organisational culture and enhancing performance management. For GreenFriendlyEco, implementing fair, transparent, and inclusive reward practices would help improve motivation, encourage positive behaviours, and address issues of negative culture and employee turnover.
AC 1.2
As identified, GreenFriendlyEco is experiencing increased employee turnover alongside a negative organisational culture, suggesting weaknesses within its current reward approach. The absence of formal incentive schemes and the reliance on measured day work indicate limited motivation for employees to exceed minimum performance standards or demonstrate discretionary effort. Evidence shows that both extrinsic and intrinsic rewards make a significant contribution to improving employee contribution and sustaining organisational performance when applied in a balanced and strategic way. This is particularly relevant in manufacturing contexts, where employee motivation directly influences productivity, quality outcomes, and workforce retention (Armstrong and Brown, 2024; CIPD, 2025a).
Extrinsic rewards, such as pay, bonuses and benefits, provide tangible recognition for performance and are effective in driving short-term improvements in productivity, attendance, and retention (Armstrong and Taylor, 2023). At GreenFriendlyEco, the introduction of performance-related or skill-based pay could encourage employees to increase effort, improve output quality, and take greater ownership of their work, thereby enhancing individual and team contribution. The CIPD (2025) emphasises that fair and transparent reward systems strengthen the employee - employer relationship by reinforcing perceptions of fairness and organisational support. This, in turn, supports sustained organisational performance through reduced turnover and improved workforce stability. However, where extrinsic rewards are relied upon in isolation, they may promote compliance rather than commitment and encourage a narrow focus on measurable outputs, potentially limiting longer-term engagement and innovation (Robbins and Judge, 2024).
In contrast, intrinsic rewards relate to the psychological benefits employees derive from their work, including recognition, autonomy, skill development, and a sense of meaningful contribution (Armstrong and Brown, 2024). Research suggests that intrinsic rewards have a stronger influence on sustained motivation, discretionary effort, and organisational commitment, all of which are critical to long-term performance improvement (CIPD, 2025). For GreenFriendlyEco, initiatives such as recognition schemes, enhanced learning and development opportunities and greater employee involvement in decision-making could improve morale, rebuild trust, and encourage employees to contribute beyond contractual expectations. As a result, intrinsic rewards support sustained organisational performance by strengthening engagement, reducing turnover and fostering a more positive workplace culture (Green, 2018).
The greatest contribution to sustained organisational performance is achieved when extrinsic and intrinsic rewards are integrated within a total reward framework (CIPD, 2025a). Armstrong and Brown (2024) argue that combining financial incentives with recognition, development and employee voice creates a more resilient, motivated, and productive workforce. For GreenFriendlyEco, adopting such an approach would enhance immediate employee contribution by aligning rewards with performance expectations, while also supporting long-term cultural change, improving retention and sustaining organisational performance through higher levels of engagement and commitment.
AC 2.1
Grade and pay structures provide a formal framework for determining how employees are rewarded within an organisation, and different approaches present distinct advantages and limitations. Within GreenFriendlyEco, selecting an appropriate structure is particularly important to ensure fairness, transparency, and consistency with the organisation’s sustainability-driven values and long-term growth objectives.
A graded pay structure is one of the most widely adopted systems in both the private and public sectors. This approach groups jobs of comparable size, responsibility, and contribution into a series of grades, each linked to a defined pay range (CIPD, 2025c). Progression within a grade is typically based on factors such as experience, skill acquisition, and performance, providing a clear and structured pathway for pay development. For GreenFriendlyEco, a graded structure could enhance internal equity by ensuring that roles contributing similar value to environmental performance and operational effectiveness are rewarded consistently. Research suggests that such transparency supports employee perceptions of fairness and strengthens trust in pay decisions, which can positively influence engagement, retention, and overall organisational commitment (Mohrenweiser & Pfeifer, 2023). However, Graded structures can be administratively rigid and may struggle to accommodate emerging or rapidly evolving roles, particularly in areas such as sustainability innovation or environmental data analysis, where job responsibilities often expand beyond traditional grade definitions (One et al, 2018).
In contrast, a narrow-banded pay structure represents a more tightly defined variation of the graded approach. Narrow banding involves a larger number of grades with relatively small pay ranges, allowing organisations to differentiate pay more precisely based on job size and responsibility (CIPD, 2025b; CIPD, 2025c). This structure can be particularly effective in reinforcing pay control and maintaining strong internal relationships. For GreenFriendlyEco, narrow banding could support a strong sense of procedural fairness by clearly distinguishing between roles at various levels of environmental or technical responsibility. Narrow pay bands can also reduce the risk of pay drift and help organisations maintain consistency during periods of controlled growth (CIPD, 2025c). However, limited pay ranges may restrict progression opportunities within roles, increasing the likelihood of grade inflation or employee dissatisfaction if promotion opportunities are scarce. This may be especially challenging for knowledge-based sustainability roles where skill development does not always align neatly with hierarchical advancement (Mohrenweiser & Pfeifer).
Overall, while both graded and narrow-banded structures promote clarity, fairness, and accountability, GreenFriendlyEco must balance control with flexibility to ensure pay arrangements support innovation, employee motivation, and evolving sustainability priorities (Brauer, 2025).
AC 2.2
At GreenFriendlyEco, introducing contingent rewards could significantly influence performance at individual, team, and organisational levels. Contingent rewards are forms of recognition or financial incentive provided based on achieving pre-defined performance standards, targets, or behaviours (Armstrong and Brown, 2024). These rewards link effort and contribution directly to outcomes, creating a clear line of sight between performance and recognition.
At an individual level, contingent rewards can enhance motivation, engagement, and accountability. Employees in production roles at GreenFriendlyEco, operating under measured day work and standard times, could benefit from performance-related bonuses or piece-rate incentives. According to self-determination theory, contingent rewards can strengthen intrinsic motivation when aligned with personal competence and achievement, while also satisfying extrinsic motivational needs (Lin et al., 2022). Recognition for meeting or exceeding production targets may reduce turnover among skilled and non-skilled employees by demonstrating that effort is valued and rewarded (CIPD, 2025e).
At a team level, contingent rewards can promote collaboration and collective responsibility. For example, offering team-based bonuses linked to overall production efficiency or quality targets encourages cooperation, knowledge sharing, and mutual support among workers. Evidence suggests that contingent rewards aligned with team outcomes improve communication, cohesion, and accountability, fostering a sense of shared purpose (CIPD, 2025e; Gallup, 2024). In a workplace like GreenFriendlyEco, where the current culture has been described as negative, team-based contingent rewards could shift dynamics towards collaboration and positive reinforcement rather than individual competition alone.
At an organisational level, contingent rewards can reinforce strategic objectives and support performance management. Linking rewards to company-wide targets, such as reducing waste, improving production efficiency, or meeting sustainability benchmarks, aligns employee behaviour with organisational goals (Armstrong and Brown, 2024). A structured contingent reward system can also aid retention by demonstrating fairness and transparency, which is particularly important for GreenFriendlyEco as it seeks to reduce turnover and improve engagement (CIPD, 2025a). Additionally, effective contingent rewards can foster a performance-oriented culture where employees understand how their contributions impact business success, improving overall organisational productivity and profitability.
However, it is important to design contingent rewards carefully. Poorly structured incentives can lead to short-term focus, unhealthy competition, or a neglect of non-rewarded activities (Dessler, 2020). GreenFriendlyEco should therefore balance individual, team, and organisational incentives while maintaining clear performance metrics and fair evaluation processes.
In conclusion, contingent rewards, when strategically designed, can enhance individual motivation, foster team cohesion, and align employee behaviour with organisational objectives, providing a robust approach to improving performance and culture at GreenFriendlyEco.
AC 2.3
To fully realise how benefits can contribute to a healthier workplace, organisations must understand the common issues affecting employees that lead to short and long-term absence (CIPD, 2025f). Offering additional benefits is a key strategy for improving employee productivity and organisational commitment. For GreenFriendlyEco, introducing benefits such as flexible working, family-friendly policies and private health insurance (PHI) could provide clear advantages in addressing high turnover and a negative workplace culture.
One major merit of flexible working is its positive impact on employee wellbeing. Flexible working arrangements, including flexible hours, remote or hybrid working and additional leave options, enable employees to better balance work and personal responsibilities. Research by the CIPD (2025g) identifies flexible working as a key factor in reducing stress, burnout, and work–life conflict, which are significant contributors to absenteeism and employee turnover. Employees who feel trusted and supported are more likely to be motivated and engaged (CIPD, 2025f)
Similarly, family-friendly policies enable organisations to support employees across different life stages and health related needs. These may include enhanced maternity and paternity pay, parental leave, carers’ leave and menopause support. Clemo (2025) highlights how the introduction of family-friendly working practices, including a menopause policy and enhanced maternity benefits, helped create a more inclusive and supportive working environment, transforming an organisation from low employee satisfaction to achieving Great Place to Work certification. Such initiatives demonstrate organisational commitment to fairness, inclusion, and wellbeing. Dawson (2025) further reports that research conducted by Working Families and Bright Horizons found that 48% of UK parents with access to enhanced parental leave experienced higher job satisfaction and engagement. 
Another valuable benefit is private health insurance (PHI), which offers advantages for both employees and employers. Paton (2023) reports that over 50% of employees consider access to PHI through their employer to be a key benefit, highlighting its importance within the overall reward package. PHI also strengthens the employer value proposition and supports attraction and retention in competitive labour markets. From an employee perspective, PHI provides faster access to medical diagnosis and treatment, reducing waiting times and supporting quicker recovery, which can enhance wellbeing and job satisfaction (CIPD, 2025g
Overall, promoting employee wellbeing through a comprehensive benefits offering can help prevent stress and create a more positive workplace culture. Good health and wellbeing are recognised as key enablers of employee engagement and organisational performance (Suff, 2025). For GreenFriendlyEco, introducing flexible working, family-friendly policies and PHI would demonstrate a clear commitment to employee wellbeing, support cultural change, and help address ongoing issues of turnover and low morale.
AC 2.4
At GreenFriendlyEco, the absence of formal recognition and reward schemes is contributing to low employee engagement and rising turnover among both skilled and non-skilled staff. Recognition plays a vital role in motivating employees, fostering a sense of achievement, and ensuring individuals feel valued for their contributions. Evidence shows that effective recognition not only enhances engagement but also improves productivity, strengthens loyalty, and supports higher retention levels (Gallup, 2024). Recognition can be delivered through financial schemes, which provide direct monetary rewards, or non-financial schemes, which acknowledge contribution without pay-related incentives.
Public recognition, such as awards, certificates, or formal commendations, offers a visible way of reinforcing positive behaviours and organisational values. This form of recognition signals that employees are valued beyond basic pay, which can strengthen engagement and commitment. Armstrong and Taylor (2023) highlight that visible recognition supports motivation, while Baskin (2023) notes its role in enhancing psychological safety by encouraging employees to perform confidently without fear of criticism. CIPD (2025e) further emphasises that public recognition is most effective when it is timely, transparent, and linked to clearly defined criteria, promoting fairness and trust. Implemented consistently, public recognition could help GreenFriendlyEco move towards a more positive and performance-focused culture.
Private recognition from managers, peers, or customers provides a more personalised approach. Sincere and tailored acknowledgement has been shown to strengthen engagement, deepen employees’ sense of belonging, and reduce turnover by building trust in leadership (Gallup, 2024). CIPD (2025e) highlights that employees who feel genuinely valued are more likely to demonstrate discretionary effort. At GreenFriendlyEco, private recognition could take the form of regular manager feedback, informal praise, or peer recognition for exceeding expected performance, reinforcing positive behavioural norms within teams.
Monetary awards, including pay increases, prizes, or sponsored trips, provide tangible recognition that directly reinforces performance and achievement. Armstrong and Brown (2024) argue that financial incentives are most effective when linked to measurable outcomes, which aligns well with GreenFriendlyEco’s existing system of standard times. CIPD (2025e) notes that monetary awards can also enhance engagement and retention while supporting a transparent reward culture (Brauer, 2025). A key benefit of this approach is the clear and immediate link it creates between effort and reward, which can motivate employees to meet or exceed performance expectations.
In summary, adopting a combination of public recognition, private acknowledgement, and monetary awards offers GreenFriendlyEco a practical and balanced approach to improving engagement, morale, and retention. Together, these forms of recognition can create a fair, transparent, and motivating reward system that reduces turnover and supports the organisation’s long-term success.
AC 3.1
The reward environment at GreenFriendlyEco is traditional and cost focused, shaped primarily by long established internal practices rather than current labour market expectations. Internally, the organisation relies on measured day work, standard times, and tightly defined output targets. This reflects a transactional reward philosophy that prioritises control and consistency over motivation and engagement. Armstrong and Taylor (2023) emphasise that reward systems should be strategically aligned with organisational values and performance objectives; however, at GreenFriendlyEco, reward appears disconnected from individual contribution and the behaviours the organisation seeks to encourage, reinforcing a culture of compliance rather than commitment.
The current reward package is narrow, comprising base pay, 28 days paid annual leave and a non-contributory pension scheme. While these provisions provide security and meet baseline expectations, they align with what Armstrong and Brown (2024) describe as “hygiene factors”, which prevent dissatisfaction but do little to motivate employees. A further issue is the awareness that enhanced pension or benefit arrangements apply only to senior staff. The lack of transparency surrounding these arrangements risk increase the idea of unfairness, which research consistently links to lower job satisfaction and increased turnover (Mohrenweiser and Pfeifer, 2023).
Externally, GreenFriendlyEco operates in a competitive UK manufacturing labour market where employee expectations have shifted. Both skilled and non-skilled workers increasingly value more holistic reward packages. CIPD (2025a) highlights the importance of a total reward approach that integrates pay, benefits, development, wellbeing, and recognition. Compared with market norms. GreenFriendlyEco’s reward offer appears limited, weakening its employee value proposition and reducing its ability to attract and retain talent. The absence of incentive schemes, structured recognition or meaningful non-financial rewards leaves the organisation vulnerable to competitors offering more progressive reward frameworks.
While manufacturing organisations often prioritise efficiency and cost control, evidence suggests that well-designed performance-related incentives and recognition schemes can enhance productivity and engagement without undermining operational discipline (CIPD, 2025e; Gallup, 2024). Internally, the lack of recognition and employee voice may also be contributing to a psychologically unsafe environment (Baskin, 2023). Bailey (2022) further notes that contemporary reward practice increasingly balances structure and transparency with flexibility, enabling organisations to respond to employee expectations while managing cost pressures.
Overall, GreenFriendlyEco’s reward environment reflects practices that were historically effective in providing stability but are now misaligned with both internal cultural needs and external labour market realities. Without reform, the current reward approach is likely to continue driving disengagement and turnover. A more inclusive, transparent, and strategically aligned reward framework is therefore essential to support long-term organisational performance and sustainability.
AC 3.2
GreenFriendlyEco’s rising turnover and limited reward practices highlight the need for structured benchmarking to guide improvements in pay, incentives, and recognition. Benchmarking provides vital evidence to assess pay competitiveness, internal fairness, and the impact of reward practices on organisational outcomes (CIPD, 2024; CIPD, 2025d). To develop a comprehensive understanding, three complementary approaches market benchmarking, internal benchmarking, and outcomes benchmarking can be evaluated in terms of relevance, data gathering, measurement, insight development, and limitations (Armstrong & Taylor, 2023).
Market benchmarking compares GreenFriendlyEco’s pay and reward practices with those of organisations of comparable size, sector, and location. Data can be sourced from third party salary surveys, industry reports, and specialised benchmarking tools combining official earnings information with live placements (ONS, 2022). Effective benchmarking requires careful job matching to ensure that roles such as skilled operatives and supervisors are compared to appropriate market equivalents (CIPD, 2025d). Measurement typically focuses on median pay positions, pay quartiles, and total reward comparisons, including benefits. This approach highlights whether pay levels are competitive and supports informed decisions on incentive schemes and total rewards, enabling alignment with market conditions, employee expectations, and organisational objectives (Armstrong & Brown, 2024; CIPD, 2025a). However, market benchmarking can be limited by differences in job definitions or organisational context, meaning comparisons may not fully reflect internal realities (Pacelli, 2024).
Internal benchmarking uses GreenFriendlyEco’s HR and payroll data to compare pay, benefits, and conditions across groups and grades. Data is drawn from payroll records, job descriptions, and internal performance metrics. Measurement focuses on pay equity, range penetration, and benefit access. For example, the current enhanced pensions for senior staff can be evaluated for fairness. Internal benchmarking exposes disparities that could affect morale and supports decisions that enhance transparency (Vulpen, 2021). Its limitation is that it provides no insight into external competitiveness, which may leave the organisation vulnerable to market driven turnover.
Outcomes benchmarking links reward practices to organisational outcomes such as turnover, retention, productivity, and engagement. Data is drawn from HR analytics, engagement surveys, and performance metrics. Analysing trends before and after implementing reward changes shows whether incentives influence behaviours and retention. This approach supports the development of effective, strategically aligned reward systems (CIPD, 2025e). A disadvantage is that outcomes may be influenced by external factors, making it difficult to attribute changes directly to reward interventions.
In conclusion, integrating market, internal, and outcomes benchmarking enables GreenFriendlyEco to develop competitive and equitable reward strategies while evaluating their real impact on workforce behaviour and performance. Recognising each method’s limitations ensures insights are interpreted accurately and applied effectively.
AC 3.3
To address GreenFriendlyEco’s concerns about employee turnover and low motivation, job evaluation provides a structured foundation for fair pay, recognition, and reward systems. Job evaluation is the systematic assessment of the relative worth of roles within an organisation, enabling fair pay structures, clarity of responsibilities, and a basis for incentive schemes (CIPD, 2025d).
Formal approaches to job evaluation involve structured, documented methods that produce transparent, consistent outcomes. These include analytical techniques such as point-factor systems, where jobs are assessed against compensable factors such as skills, responsibilities, effort, and working conditions. By assigning points to each factor, organisations can create an internally consistent hierarchy of roles. For GreenFriendlyEco, this approach could differentiate skilled production employees from non-skilled roles, ensuring that pay, benefits, and potential incentive schemes are aligned with actual contribution (Armstrong and Brown, 2024). Formal approaches also often incorporate market data to maintain external competitiveness, which is essential for retaining critical staff in the competitive UK manufacturing sector (Pacelli, 2024).
Informal approaches, by contrast, rely on managerial judgment, discussion, and experience rather than structured frameworks. This could include line managers proposing pay adjustments or bonuses based on perceived contribution or loyalty. While informal approaches are flexible and can be implemented quickly, they carry risks of inconsistency, perceived unfairness, and bias, which may reinforce negative cultural perceptions if not carefully monitored (Armstrong and Taylor, 2023).
Within formal evaluation, methods can be further classified as analytical or non-analytical. Analytical approaches, such as point factor evaluation, break jobs into defined elements, and assign measurable scores, providing precise comparisons across roles. These approaches are particularly useful when designing structured incentive schemes linked to performance metrics such as measured day work (CIPD, 2025d). Non-analytical approaches, including job ranking and job classification, are simpler. Job ranking orders roles from most to least important, whereas job classification allocates jobs into predefined grades or bands. These methods are easier to implement and can integrate with existing benefits, such as the non-contributory pension scheme, but they may overlook subtle differences between jobs and provide less guidance for performance related rewards (Armstrong and Taylor, 2023).
For GreenFriendlyEco, combining formal analytical evaluation with non-analytical classification schemes and market benchmarking would provide a fair, transparent, and motivating framework for pay and rewards. Supplementing these with informal recognition and small, timely incentives can further enhance engagement, improve workplace culture, and reduce turnover (CIPD, 2025e; Gallup, 2024). Implementing structured evaluation methods offers a clear path toward transforming the company’s negative performance culture into one that encourages commitment, motivation, and overall organisational effectiveness.
AC 3.4
Implementing effective reward practices requires careful consideration of UK legislative requirements to ensure compliance and reduce legal and reputational risk. Reward management is shaped by employment law, anti-discrimination legislation, and statutory entitlements, which collectively establish minimum standards for pay, benefits, and incentives (Armstrong and Taylor, 2023). Ensuring that all reward practices comply with these requirements is essential not only for legal protection but also for promoting fairness and supporting a positive organisational culture.
The National Minimum and Living Wage (NMW/NLW) legislation sets the statutory minimum for employee pay, which must be met for both skilled and non-skilled employees. GreenFriendlyEco must ensure that all roles comply with current rates, particularly given the measured day work system and standard times used in production. Non-compliance can result in enforcement action, financial penalties, and back pay claims, which could negatively impact employee morale and retention (Gov.uk, 2025a; CIPD, 2025b).
Equal pay and anti-discrimination legislation are equally critical in shaping fair reward practices. The Equality Act 2010 prohibits pay discrimination based on protected characteristics, including gender, race, age, disability, and religion. GreenFriendlyEco must ensure that pay, bonus schemes, and benefits such as pensions and leave are applied consistently across all employees. Conducting regular pay audits can identify and correct disparities, particularly given the special schemes available for senior staff, helping to avoid claims of unfair treatment and enhance staff perception of fairness (ACAS, 2024; Mohrenweiser and Pfeifer, 2023).
Working Time Regulations (WTR) influence reward through entitlements such as paid annual leave, rest periods, and overtime pay. GreenFriendlyEco currently provides 28 days of paid holiday; ensuring continued compliance with statutory minimum and properly accounting for overtime under measured day work is essential for both legal compliance and employee satisfaction (Gov.uk, 2025b; Armstrong and Taylor, 2023).
Other legislative frameworks include pension auto-enrolment, requiring employers to provide access to a qualifying workplace pension for eligible employees, and tax legislation, which governs the treatment of benefits, bonuses, and other forms of reward (CIPD, 2025a). Misalignment can result in financial penalties, regulatory scrutiny, or employee dissatisfaction.
In conclusion, reward practices at GreenFriendlyEco must comply with statutory pay, equal treatment, leave, pensions, and tax regulations, while considering health and safety requirements. Ensuring compliance not only protects the company legally but also reinforces fairness, engagement, and commitment across the workforce. Aligning reward systems with legal compliance, fairness, and wellbeing initiatives supports motivation, reduces turnover, and contributes to a more positive organisational culture.
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