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REMUNERATION

Manual pay-setting processes are often the cause 
of poor decisions that lead to wasted resources, 
the loss of talent, and employee disengagement. 
Paul Adams outlines how the latest technology can 
transform these processes in your organisation

TECHNOLOGY 
– THE KEY 
TO GETTING 
PAY RIGHT

FAIR PAY, in the sense of equal pay for work 
of equal value and performance, has become a 
hot topic in recent years, especially in regard to 
gender pay differentials. Yet the perception of 
being paid fairly has long been a crucial 
component of employee engagement. 

Unfortunately, the manual processes that 
many companies use make it difficult to ensure 
fair and representative pay; there are too many 
opportunities for error and bias to contaminate 
the process. 

Imagine two employees, Mary and Jane, 
who perform almost identical roles within 
an organisation – Organisation A – but in 
different divisions. Mary receives 25% more 
pay than Jane, despite having the same level 
of experience and an equivalent performance 
rating. When Jane finds out Mary receives 
more, she becomes angry and disengaged. 
Mary, meanwhile, worries that she is overpaid 
and won’t be able to get another job elsewhere 
that pays equivalent rates. 

How did this happen? The managers 
followed the same process in establishing the 
roles. They created a position description, 

had it evaluated, and then set a pay level 
within the appropriate band. Yet the 
significant difference in pay hasn’t gone 
unnoticed by the incumbents.

A number of compounding factors across 
the position creation and pay-setting cycle 
caused this pay anomaly.

1 The creation of position descriptions was 
paper-based and had been devolved to line 

managers, with little or no support or guidance 
to ensure consistency or quality. Mary’s division 
consistently ‘gilded the lily’ when describing 
positions, inflating the accountabilities and scope 
of roles.

2 For job evaluations, manager rhetoric and 
overstated position descriptions led to 

inflated grades within Mary’s division. This was 
in part enabled by Organisation A’s paper-based 
evaluation methodology: at peak times, job 
evaluation panels could inadvertently overlook 
consistency checks. 

3 Organisation A could have identified this 
anomaly using an organisation-wide 

analysis of remuneration, but never had the time, 
because this would have involved the manual 

combination of data from multiple spreadsheets 
stored across the organisation. 

Position descriptions

Pay analytics

Job evaluation

In 2017, when we’re talking about 
blockchain transactions and governments 
conducting more of their citizen services 
online, the use of paper-based processes in 
HR is as archaic as using a chequebook at the 
supermarket.

Indeed, many HR processes are 
now available in the cloud, including 
remuneration reviews, performance 
planning and review, learning management, 
recruitment and onboarding.

But other processes, such as job design 
and evaluation, are still often carried out 
using old-school paper-based techniques that 
should have gone the way of the typewriter. 
Organisation-wide pay analysis, meanwhile, 
becomes an exercise that risks death by Excel. 

It seems incredible that organisations invest 
so little in ensuring jobs are correctly designed, 
documented, graded and priced when each 
job may end up costing more than $1m over 
its lifetime. Not to mention the thousands of 
man hours wasted on manual processes, and 
the impact on employees of not getting it right.

Software-as-a-Service provides a great 
basis for documenting, justifying, storing 
and ranking roles, as well as analysing 
pay across the organisation. Cloud-based 
software Workforce & Governance, designed 
in collaboration with remuneration consultant 
Egan Associates, does just that.

If Mary’s division had been using the 
software, they would have been able to view 
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year, Workforce’s software-based job evaluation 
system has evolved and can continue to evolve 
in sync with the world of work. Emerging job 
families can be added easily and enhancements 
made seamlessly. 

Instead of putting off pay analysis 
because of the amount of time it would take, 
Organisation A would be able to upload pay 
data and immediately view dashboards that 
show pay across the organisation or broken 
down into employee subsets such as division 
or gender. Organisation A could identify 
hotspots of excess remuneration expenditure, 
such as in Mary’s division, potentially saving 
millions. HR could then return to the position 
descriptions and job evaluation database to 
understand such anomalies. 

Unfortunately, Organisation A is not an 

isolated case. Manual processes are often the 
cause of poor decisions that lead to wasted 
resources, the loss of talent, and employee 
disengagement. 

Companies that are serious about 
remunerating their employees appropriately 
should think about whether any part of their 
pay-determining process is subject to human 
error, potentially a� ecting the consistency and 
quality of salary setting. Utilising technology 
to mitigate these risks enables HR to devolve 
more responsibility to line managers without 
sacrifi cing the ability to oversee the quality 
of decisions and reduce differentiation 
caused by silos or unconscious bias within the 
organisation. Pay will be fairer and employees 
will be more engaged, regardless of their 
gender, specialty, work location, ethnicity, 
length of service or age. 

and print existing position descriptions for 
similar roles across the organisation from the 
software’s database. This database of position 
descriptions would act as a single source of 
truth, discouraging varied position descriptions 
for equivalent roles and encouraging 
consistency in the way jobs are documented 
across the organisation. If Organisation A 
wanted to create a new role, managers would 
be able to access a database of customisable 
template roles, helping to ensure thorough, 
consistent position descriptions. 

For job evaluation, rather than manual 
quality checks, real-time checks would be 
made as evaluations were completed, with each 
evaluation stored for easy review at a later date. 
While the company’s old job evaluation system 
was static and became more dated with each 

Contact Paul Adams at Workforce & Governance 
today on (02) 9225 3220 or workforce@ewag.com.au 
for a no-obligation demonstration, or visit 
www.workforceandgovernance.com for more 
information.

Other processes, such as job design and 
evaluation, are still often carried out using 
old-school paper-based techniques that 
should have gone the way of the typewriter

• More e� ective processes

• Jobs are designed to meet the organisation’s needs, 
are accurately described in detail, and are easily 
accessed via an online database

• Job evaluation is easier and more user-friendly 

• More accurate job advertisements lead to more 
relevant applications and better hiring decisions 

• Jobs are graded accurately and people are paid 
appropriately from the outset

• Analysing pay is made simple, and pay anomalies 
can be quickly recognised 

• Sta�  and managers share clear expectations, so 
management or recognition of performance is more 
objective and easier to measure

• Career paths and development opportunities are 
made clearer 

• Sta�  e� ectiveness and engagement improves

BENEFITS OF GETTING 
POSITION DOCUMENTATION 
AND PAY-SETTING RIGHT 
USING SAAS
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