Reward systems evaluation at Sweepscrub

Sweepscrub Services Ltd is a contract cleaning company based in South Wales. It
employs over 1,000 staff in a variety of roles, many on a part-time basis. It provides basic
cleaning services for organisations throughout the region, much of the work being
carried out in the evenings after office hours.

For most purposes, the workforce is perceived as being split into two distinct categories.
The majority (850) work as cleaners. They are paid a set hourly rate and each is assigned
to one of three grades, labelled A, B and C. A grades are new starters employed on a
casual basis. After three months they are given permanent contracts and a pay rise to the
B level. After two years’ service they move on to the C grade. The differentials between
the grades are small. The intention is to retain staff by giving them an incentive to remain
with the organisation working to an effective standard.

The second category comprises the salaried staff. These are mostly employed on a fulltime
basis and are paid a monthly salary for the job. Some are supervisors who work in
the field alongside the cleaners. Others are head office staff engaged in sales and
administrative functions. The personnel manager in consultation with the managing
director sets their salaries. There are no grades, each rate effectively being individually
agreed on appointment and then increased as and when it is possible to do so or, more
often, when someone asks for a rise. The intention is to pay at around the market rate
with a view to recruiting and retaining an effective team. This group are also paid
performance-related bonuses each year amounting to 3% of salary. In the case of sales
staff, it is calculated on a commission basis. The other salaried employees are formally
appraised each year and then either given the bonus or not. In practice all but a handful
of under-performing individuals receive a performance-related payment. The aim is to
help maintain a consistently high level of performance and to help ensure that staff meet
any individual objectives that they have been set.

All staff (ie hourly-paid and salaried) receive a profit-based bonus payment once a
quarter. This is triggered whenever profits reach a pre-defined target figure. The total
amount of money distributed is 6% of the firm’s profit for the quarter. It is allocated on
a points basis, each individual receiving a share calculated with reference to the number
of ‘pay points’ he or she has been given. Cleaning staff are all on 3 points, most salaried
staff on 7, and senior managers on 10, 12 or even 20. Each quarter, the profit to be
distributed is divided by the total number of points and allocated accordingly. The
scheme is primarily intended to increase commitment and thus to have a positive impact
on retention and performance. It is also useful as a method of rewarding individuals
without increasing costs, since it is possible to award people more points rather than a
higher salary when they ask for a pay increase. The system also reduces the cost base in
quarters where profit targets are not met.

The final component is a money purchase pension scheme, which all permanent staff are
invited to join. The contribution rate is 5% of base pay, which is matched by a company
contribution. It is offered as a means of differentiating the company from other
employers in the region who do not offer pensions to hourly-paid staff, and thus aims to
improve recruitment and retention rates. It is administered externally by an insurance
company, to whom an annual administration charge is paid.






Your task
You have been taken on by Sweepscrub as a personnel specialist. Your first project is to
undertake a review of existing reward systems, to present a report of your findings, and to make recommendations for change.


Consider and come to conclusions on the following questions.
1 What would be the main criteria you would use in evaluating the system as a
whole, and each component of the reward package?

2 What, if any, changes would you recommend, given a free hand and a modest
budget?

