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Article Summary:

This article examines how a strong Total Rewards foundation, rooted in fairness and
equity, can transform an organization into a more inclusive workplace. A well-structured
system of HR programs, policies, and job architecture ensures objective decision-making
in areas like compensation, promotions, and career development. Inconsistent or
subjective decisions can create inequities, eroding trust and morale. Mapping the
employee journey helps identify hidden biases, with practices like blind reviews and
mentorship programs addressing these issues. With studies showing that disengaged
employees can cost a median-size S&P 500 company up to $355 million annually in lost
productivity, building a fair and transparent Total Rewards system is not just good
practice, it's a strategic advantage.

By embedding principles of
fairness and equity into the
very fabric of our organization
- in our systems, policies, and
every interaction - we can
create a workplace where
everyone has the opportunity
to thrive.
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A recent conversation with a college senior
preparing for job interviews was eye-
opening. When | explained the role of HR
compensation departments in ensuring fair
and equitable decision-making related to
new hire offers, promotions, annual salary
increases and more, they said, “l thought all
of this was solved a long time ago.” In fact,
every hiring decision, every managerial
action, and every organizational restructure
presents new opportunities for workplace
inequities. Conversely a strong Total
Rewards foundation, built on the principles
of fairness and equity, can be a powerful
catalyst for creating an inclusive workplace.

The dynamic nature of employee
expectations and the presence of five
generations in the workforce underscore
the importance of establishing a solid
foundation for fair and equitable decision-
making. By building upon a solid
foundation of programs and policies,
companies can create an objective working
environment and then iteratively add
programs to address specific gaps and
respond to emerging talent challenges.

Unfortunately, many companies neglect
the importance of building and
maintaining foundational HR programs. In
the past, dedicated teams were often
tasked with crucial activities like job
evaluation and compensation
benchmarking. However, in today's fast-
paced business environment, these
fundamental practices are often overlooked
or under-resourced.

How often do we encounter situations
where a manager wants to reward a
deserving employee with a promotion, even
if the role itself doesn't necessarily warrant a
higher level? This can inadvertently create
internal inequities, leading to frustration,
resentment, and a decline in employee
morale. When promotions are not aligned
with clear job criteria and performance
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expectations, and when they appear
preferential, it can erode trust in the
organization's leadership and undermine
the integrity of the compensation system.

But what if, in addition, your organization
lacks a robust job architecture due to years
of subjective decision-making? In such
cases, it becomes even more challenging to
ensure impartial and equitable promotions.
Without a clear framework, it's easy for bias
and inconsistency to infiltrate the process.

This is a concerning new reality in many
organizations — a history of inconsistent,
subjective decisions and a lack of a robust
job framework makes it incredibly difficult
to ensure unbiased and inclusive decision-
making. It is like trying to build a house on
quicksand, because without a strong
foundation, even the most well-intentioned
actions can lead to unintended negative
conseqguences and organizational
dysfunction.

There are numerous HR programs, policies,
and elements that can contribute to a
strong, inclusive organizational foundation.
For this article, we will focus on Total
Rewards, specifically compensation, and its
key role in creating an equitable and
inclusive workplace.

Job Evaluation: Development of a
hierarchy of jobs by systematically
determining whether jobs are equal or
unequal and by how much. This allows
companies to make equitable pay
decisions mmfp equal pay for equal work
and more pay for more important work

Compensation Benchmarking:
Comparing your company's salaries to
market rates for similar roles. Data-
driven process ensures fair pay, boosts
employee morale, and helps your
company stay competitive in the job
market.
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UNLOCKING INCLUSION: THE
POWER OF TOTAL REWARDS

Total Rewards encompasses all that an
employee values in the employment
relationship. It's a comprehensive system
that goes beyond compensation and
benefits, including both tangible and
intangible elements. This system reflects
not just programs, but the “how” of the
program, the practices, the guidelines, the
rules, and the behaviors that guide their
delivery.

There are typically five pillars of total
rewards, each of which includes programs,
practices, elements, and dimensions that
collectively define an organization’s
strategy to attract, motivate and retain
employees.

These elements are:

¢ Compensation (Often misinterpreted
as the only element of Total Rewards)

¢ Benefits

e Work-Life

¢ Performance and Recognition

¢ Development and Career
Opportunities
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Crucial to achieving an equitable workplace
is how we deliver these programs.
Consistent and transparent systems are
essential and an opportunity to elevate
Total Rewards programs into the
cornerstone of a fair and equitable
workplace.

SHRM research shows that 88% of US
workers consider fairness extremely or very
important in their workplace. But employee
sentiment on how well employers deliver
on this topic is 61% negative.

As Deloitte emphasizes "Diversity and
inclusion are not just the right thing_to do;
they are essential to business success."
Their research highlights that inclusive
workplaces are more innovative, more
productive, and better able to attract and
retain top talent. By creating consistent and
transparent systems, we can mitigate bias,
promote objectivity, and foster a culture of
trust. This, according to Deloitte, is the
starting point for inclusion, enabling
organizations to unlock the full potential of
their diverse workforce.

Crucial to achieving an equitable
workplace is how we deliver these
programs. Consistent and
transparent systems are essential.

STRONG FOUNDATIONS, STRONG
INCLUSION: BUILDING BLOCKS FOR
AN EQUITABLE WORKPLACE

While the modern workplace is complex,
with no one-size-fits-all solution for creating
an inclusive environment, there are
fundamental building blocks that must be
in place. These foundational elements
include robust job architecture, well-
defined policies and processes, and fair and
inclusive employee experience.
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JOB ARCHITECTURE: THE KEY TO
FAIR CAREER PROGRESSION AND
EQUITY

While job architecture may not be the
most glamorous aspect of Total Rewards,
it is undeniably one of the most critical
foundations for a successful organization.
But, as Korn Ferry aptly observes, “You
don't get there by accident.”

JOB ARCHITECTURE IN ACTION

One organization experienced significant
internal inequities due to an overly
complex structure with numerous levels
and roles. This led to situations where
managers created roles specifically for
certain employees, which had a
detrimental impact on employee morale
and reinforced perceptions of unfairness
within the organization. By revamping
the job architecture, we streamlined
career paths, enhanced clarity, and
established a fairer, inclusive employee
experience.

Job Architecture: Dynamic framework
that effectively organizes work. It
provides clarity by defining roles,
identifying critical skills, and ensuring
fair and consistent compensation and
career progression.
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A well-defined job architecture
empowers employees by
providing a clear roadmap for
employee progression, ensuring
that individuals are hired,
developed, evaluated,
promoted, and rewarded
impartially and consistently.

This resulted in increased trust, improved
talent retention, and significantly higher
employee engagement.

A well-defined job architecture empowers
employees by providing a clear roadmap
for employee progression, ensuring that
individuals are hired, developed, evaluated,
promoted, and rewarded impartially and
consistently. Serving as the backbone for
key HR processes, it is crucial for effective
recruitment, selection, and career
development.

By clearly defining roles and
responsibilities, organizations can attract
and select the right talent, provide clear
career paths, and establish specific
promotions criteria. Additionally, a well-
defined job architecture supports
compensation practices and effective
performance management, which fosters
trust and minimizes the potential for bias
and inequity.
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THE POWER OF EQUITABLE TOTAL
REWARDS DELIVERY

The next critical building block is not merely
offering a diverse range of programs but
designing Total Rewards processes and
policies with equity and fairness at their
core. It's about how we deliver these
programs and effectively create an
engaging employee experience that fosters
a sense of belonging.

A robust job architecture is essential for
developing many of these policies. By
providing a clear framework for roles and
responsibilities, it ensures that performance
Mmanagement systems are equitable, salary
administration is transparent, and
promotion guidelines are objective and
well-defined.

Furthermore, by establishing clear and
consistent guidelines for compensation,
benefits, performance management, and
career development, organizations can
create a level playing field for all employees.
This includes practices such as regular pay
equity audits, unbiased performance
evaluations, equal access to training and
development programs, and structured
guidelines for pay increases based on
performance and market rates.

This focus on impartiality and clarity in our
programs and policies aligns with
McKinsey's research, which underscores the
importance of such practices in fostering_an
inclusive workplace. A strong sense of
belonging, crucial to employee
engagement, flourishes when employees
experience fair opportunities for
advancement and equitable recognition for
their contributions.

As McKinsey's research underscores,
attracting and retaining top talent, driving
innovation, and achieving superior business
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outcomes demands a foundational
workplace framework where merit, equity,
and fairness are paramount.

This framework empowers everyone to
succeed, cultivates a strong sense of
belonging, and ultimately unlocks the full
potential of our workforce. “When workers
don't find those things in an organization,
they disengage, retention takes a hit, and
performance and productivity can suffer.”
In fact, McKinsey research on employee
productivity suggests that employee
disengagement could cost a median-size
S&P 500 company between $228 million
and $355 million per year in lost
productivity.

UNCOVERING BIAS: MAPPING
THE EMPLOYEE JOURNEY

The next step towards a truly inclusive
workplace is to systematically identify and
address potential biases embedded within
our programs and policies. By mapping_the

retirement, we can examine how our
programs and policies impact different
employee groups. Are these processes fair,
transparent, and equitable? Are there
specific moments where subjective
decision-making could lead to biased
outcomes?

For example, at one company, employee
journey mapping revealed significant
disparities in the time-to-promotion for
underrepresented groups.

Employee Journey Mapping: the
process of visualing_the employee
experience from hire to exit. The goal is
to determine areas for improvement and
opportunities for value creation so you
can retain and attract stellar employees
and motivate them to do their best work.
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Factors like limited access to high-
visibility projects and unconscious
bias contributed to these inequities.
To address these inequities, the
company implemented several
solutions, including “blind reviews”
for promotions, expanded
mentorship programs for
underrepresented groups, and
increased transparency in promotion
criteria. This example demonstrates
how employee journey mapping can
effectively uncover systemic barriers
to fairness and inclusion, guiding the
implementation of targeted solutions
to create a more equitable workplace.

A CALL TO ACTION: UNLEASH THE POWER OF TOTAL REWARDS

This article has explored the critical role of Total Rewards in fostering a fair and inclusive
workplace. We've demonstrated how a well-structured Total Rewards program, grounded in
sound job architecture, transparent policies, and a meaningful and equitable employee
experience, can serve as a catalyst for broader equity and inclusion efforts.

However, the foundation for a truly equitable and inclusive workplace is not built overnight.
It requires a commitment to continuous improvement and dedication to dismantling
existing biases within your Total Rewards programs and HR processes.

FORGE A STRONG FOUNDATION

Invest in the Basics: Build a robust job architecture with clearly defined, objective
criteria for career development as well as job and salary actions (i.e., promotions).
Ensure it remains dynamic and relevant to today's evolving workforce.

CONDUCT A TOTAL REWARDS AUDIT: UNCOVER HIDDEN BIASES

Deep Dive for Equity: Scrutinize your existing programs, policies, and practices.
Identify hidden biases and inconsistencies. Develop a comprehensive plan to address
these issues proactively. Empower your managers with the knowledge and tools they
need to implement change.

MAP THE EMPLOYEE JOURNEY: CREATE AN INCLUSIVE EXPERIENCE
See the Bigger Picture: Track how your programs and policies impact employees
across all demographics. Identify opportunities to eliminate systemic inequities and
create a truly inclusive experience at every stage of the employee journey, from
recruitment to retirement.
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Let's not just talk about inclusion -
let’s act on it. It’s time to
systematically dismantle barriers
that hold our employees back.

TOTAL REWARDS: A WINNING
STRATEGY FOR EQUITY AND
INCLUSION

A fair and equitable workplace is not just
the right thing to do — it creates a powerful
competitive advantage. Countless studies
have consistently demonstrated that
inclusive workplaces outperform their
peers. They drive higher employee
engagement, foster greater innovation,
and enhance productivity. On the other
hand, neglecting equity and fairness in the
employment value proposition can create
significant risks, from increased turnover,
decreased engagement and productivity,
and potential damage to the company’s
reputation.

Let's not just talk about inclusion — let’s act
on it. It's time to systematically dismantle
barriers that hold our employees back. Let's
cultivate an inclusive culture where
everyone feels valued, respected and
empowered to reach their full potential.
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By embedding principles of fairness and
equity into the very fabric of our
organization — in our systems, policies, and
every interaction - we can create a
workplace where everyone has the
opportunity to thrive.
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