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ABSTRACT

The study explores employees’ evaluation of thati@hship between reward and organisational stieddg the
Zimbabwe National Family Planning Council. Thearatipropositions and empirical research evidenee téghlighted
the significance of direct links between rewardd arganisational performance. A sample of sixtyese(67) participants
comprising top and middle managers and, lower lewgbloyees based at Head Office in Harare werevieteed using a
self-administered questionnaire. Data were analyséthy descriptive analysis. The key findings shdweat the majority
of the participants reported lack of integratiorivieen rewards and organisational strategy. Thethdurreported low
levels of appreciation for their efforts and cdmiitions by the organisation. The key recommendsatiare that the
organisation should continuously review human resmumanagement practices and consider performatatd
remuneration that can be directly related to acdsmment of operational and strategic goals. Initamd top
management need to engage the parent ministry eyndtkkeholders to support implementation of revedrategies and
HRM practices that enhance organisational perfooman

KEYWORDS: Reward Management, Organisational Strategy, Sitatigman Resource Management
INTRODUCTION

Reward strategies should be integrated with thenbas objectives in order for the organisation ¢hieve
competitive advantage (Brown, 2001). A tight linktlveen reward management and business strategybcoes to the
development of employee behaviours that are camtistith the business strategy (Armstrong et abD52P67). Thus
reward policies and practices play a significantt pa achieving strategic goals and influencing tinederpinning
organisational culture (Armstrong and Murlis, 20@37).Becker and Gerhart (1996) point out thatalignment between
reward systems and the organisational strategyiticat for the effective attainment of organisat# goals. In turn,
Gomez-Mejiaet al (1992) highlight the need for modéay firms to align reward strategies with orgational strategies
in order to achieve higher levels of performancebath the individual and organisational levels. Atrang (2010)
suggests that reward management strategies arnticpsacontribute to the improvement of organisatl@erformance and
enhances employee attraction, retention and engager8chuler and Jackson (1999) posit that theyiaten between
human resource (HR) and business strategy corgshuotthe effective management of human resouirogspvement in
organisational performance and the overall sucoéghe organisation. In addition, they point oue ttmportance of

vertical integrationbetween human resource management (HRM) practimeshe organisational strategic management
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process. Wright and McMahan (1992) reiterate tleatical integration is critical in aligning orgaat®nal goals with HR
activities. Schuler and Jackson (1987) add thatcadrintegration ensures that HRM responds tormss challenges and
contributes to the development of core competenbesontrast, Baird and Meshoulam (1988) desctilogizontal
integrationas the congruence among the various human resawanagement practices (e.g. resourcing, remuneration
performance management, human resources developassential for standardising the implementatioeftéctive and
efficient HRM practices. While Armstrong (2010) ess that horizontal integration ensures that ifferént elements of
the HR strategy fit together and are mutually sufip® However, Schuler (1992:20) cautions that ltimgy business
needs with HR activities is challenging, mainly &ese linkages between HR activities and businesdsnend to be the

exception, even during non-turbulent times’.

Purwanti et al (2010) reiterate that reward stiategnotivate and energise employees through resiognihe
achievement of employees. In many ways, the pesitikganisational outcomes derived from integratieggard and
business strategies include retention of high peréos; enhancing financial performance and atingdtey talent (World-
at-work, 2010). Brown (2001) reported some positiglationship between rewards and business stratetiye broadest
sense. While, Cox and Purcell (1995) point out thatreal benefits of a well-designed organisatiomaard strategy lies
in its complex linkages with the business stratégg/a result, the integration of reward systemgsus the achievement
of competitiveness (Armstrong 2003; Beer,1984).dkais et al (2003) point out that positive emplopesceptions on the
reward strategy influences their attitude towatdsdrganisation. This is supported by Rhoades @04l1) who state that
the reward strategy plays a critical role in mdiivg employees to perform creatively. In turn, Ng@2013:2) asserts that
the only way to ensure the continued viability ofrpanies in the midst of challenging economic eminents as was the
case for Zimbabwean organisations when this stualy eonducted is to focus on reward management i@yathisational

performance.

The organisation under investigation in this stutlg, Zimbabwe National Family Planning Council (ZNF) is a
parastatal established by an Act of Parliament985land falls under the Ministry of Health and @hLare. The
organisation is mandated to co-ordinate the prorigif family planning (FP) services in Zimbabwe.eTtore services
include the provision of technical assistance/suppand quality control for all public and privatd® service providers;
training, marketing and communications for FP atitceoreproductive health (RH) issues; youth repctiga health; RH
research; the procurement and distribution of emptives for the whole country. The organisatiparates thirteen (13)
clinics country-wide. This study examines employe®aluation of the relationship between reward aggment strategy
and organisational strategy, in particular, how aeis offered by the organisation influence empleyerotivation
towards meeting the stated organisational straf€lgg.research contributes to the body of knowleatyéhe nature of and
influence of reward management strategies on ttenatent of organisational strategies within théljmusector in
Zimbabwe, a developing country.

LITERATURE REVIEW

Strategic Human Resources Management (SHRM)

Strategic human resources management (SHRM) ptetuthat the development and implementation of HR
strategies should be integrated with business egfieg (Armstrong and Taylor, 2013:16).Baird and hoeslam

(1988:116) state that ‘business objectives areraptished when human resource practices, procedumgsystems are
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developed and implemented based on organizatiopetls) that is, when a strategic perspective to hureaource
management is adopted’. This is reiterated by Schahd Jackson (2007:5) who point out that SHRMal®ut
‘systematically linking people with the firm’. Inddition, Walker (1992) highlighted that the SHRMncept places
emphasis on the alignment between the human resouranagement practices and the organizationéégyra-rom this
perspective, SHRM enables organisations to attampetitive advantage through creating unique HRIdteaps that
cannot be imitated by others (Barney, 1991).Whieeer (1995) points out that SHRM links corporateategy and
HRMin order to enhance the exploitation of oppoittaa in the business environment. In turn, Armstrand Murlis
(2004) point out that reward strategies determeedirection in which reward management innovatiamg developments
should be integrated with the business strategywitltstanding the SHRM propositions cited abovemairong (2010)
cautions that reward management is one of the teobnical of the HR practices and can fail badlgat embedded as

part of a holistic approach to HR.
Reward Management

Armstrong (2003:13) define reward management a®eeps concerned with the formulation and imple @@
of strategies and policies that aim to reward pedairly, equitably and consistently in accordamgth their value to the
organisation. Schwab and Smadja (1995) point cait teward management is not just about attachihgeviaut about
rewarding people according to the value they crésteugh recognising and paying them in ways theg¢tnor exceed their
expectations.The point is reiterated by Wood (1988) the aim of reward management is to attrdgghly qualified and
competent workforce that is motivated to perfornhigh levels. In addition, Murlis and Armstrong @8) point out that
rewards support the achievement of business ggalsnburing that the organisation has talented anyhged people.
Similarly, reward management plays an importane fiol supporting and developing the organisatioriucel through
linking rewards to behaviour (Armstrong et al. 2D1Rurther, Schneider (1987) pointed out that remraanagement is a
motivational tool that can be used to channel eyg®oefforts towards attainment of organisationalg@nd showing
concern for the value they create in the orgamisatSchwab and Smadja (1995) emphasise that remarchgement
should be based on a well-articulated philosophgenpinned by a set of beliefs and guiding priresghat are consistent
with the values of the organisation. Similarly, Atmong (2007) highlights that reward managemenulshavork in
tandem with the strategies, policies and processas enhance the employees’ contribution towardgamisational

objectives.

Armstrong and Brown (2006) pointed out that the ponents of reward management should consist ofidiag
non-financial rewards and employee benefits whimfpether constitute total remuneration. From thisspective, the
concept of total remuneration takes cognizancéefact that there is more that employees wantvahge other than just
money in an employment relationship (Armstrong 2083 a result, a prudent reward strategy shoutddmn attracting,
retaining and motivating employees and enhance twgitribution towards achievement of organisatiayeals. Brown
(2001) notes that an effective reward managemerst mmave clearly defined goals and a well-definedt kio business
objectives. He further points out that a well-desig pay and reward programme should be tailordtiemneeds of the

organisation and its people.

A study by Sohail and Al-Ghamdi (2012) in Saudi Biea showed that organisational performance improved

when reward practices were in sync with generidriass strategies. In turn, Ong and Teh (2012) tedasome direct
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relationship between total rewards systems andn@sgional performance in Malaysian manufacturirggnpanies.
Similarly, Scott et al (2010) reported some positielationships between total rewards, employeagsment programs
and organisation performance. This supports obSensby Edirisooriya (2014) on the positive linktlveen employee

performance and goal-oriented rewards in the puglator in Sri Lanka.

Onyango (2014) examined the effects of rewardsrgarosation performance in public primary school&éenya
and showed that employee rewards significantlycééft organisational performance. While Ozutku’s1@0study in
Turkish manufacturing companies showed some pesitelationship between reward practices and orgaoisl
performance. Mehmood et al. (2013) examined theticgiship between incentive-based reward systents
organisational performance in different types ofibass organisations in Pakistan. They showed tteatmajority of
employees were dissatisfied with incentive-baseg pé¢hile Karami et al (2013) explored the effectiess of reward
management on organization performance in Iranstuiodved that reward management systems had some/@aifect

on employee motivation and the success of the bssistrategy.

Aktar et al (2012) examined the relationship betwemwvards and employee performance among exedetreé
employees in commercial banks in Bangladesh. Tleppried some positive relationship between levélenaployee
motivation and rewards. In turn, Danish (2010) réga some positive relationship between employetvation and job
satisfaction in Pakistan. Harunavamwe and Kanen@@di3) explored the relationship between monetarg non-
monetary rewards on motivation among lower levepleyees in selected retail shops in South Africaylbbserved
some weak relationships between rewards, motivaiwh organisational strategy. In contrast, Chiboamd Chipunza
(2010) reported positive relationships between rdvstrategies and employee motivation in selectedie organisations

in Zimbabwe.

Terera and Ngirande (2014) explored the impacte@fards on job satisfaction and employee retentionrg
nurses in the Eastern Cape, South Africa. They sHothat employee rewards were positively relatectrigployee
retention although this did not result in job datision among the nurses. On the other hand, HaddEshwar (2014)
reported some positive relationship between rewandsmotivation on job satisfaction among employedke public and
private sector commercial banks in India. In tufmenin et al (2013) reported some positive relafip between job

satisfaction, rewards, human resources policieseamgloyee retention in Vodafone Ghana Limited.

On the other hand, San and Theen (2012) exploeetutittion of reward systems in small to mediunegrises
in Malaysia and showed some positive integratiotwben reward systems and the business strategyzaH&f011)
explored the relationship between rewards, employetvation and strategy in three non-profit orgations in Pakistan
and reported some direct relationship between resitri rewards and employee motivation. Similarlystady by
Pratheepkanth (2011) reported some positive relstip between rewards and business strategy in eoomh banks in
Sri Lanka. In turn, Snelgar et al. (2013) explocategories of rewards considered important by eyegle and the impact
of these reward categories on an organisationliyabd attract, motivate and retain employees agharedium to large
size organisations in South Africa. Their findirgl®owed that most employees preferred adequate pagito any other
category of rewards. Schneider (1987) reiteratasrtward management should be used as an empimt@ational tool

to enhance the value they create for the orgaoisati
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Business Strategy

A business strategy is concerned with the matcivdsst the internal capabilities of the company as@lbility to
exploit opportunities in the external environmekriay, 1999). Chandler (1962) defined strategy ascenmng the
determination of the basic long-term goals, adeptibcourses of action and allocation of resoureessary for carrying
out the goals. In turn, Ansoff (1969:7) definedcatgy as ‘a set of management guidelines whichifypbe firm-product
market position, the directions in which the fireeks to grow and change, the competitive toolslitemploy, the means
by which it will enter new markets, the manner ihieh it will configure its resources, the strengtthwill seek to exploit

and conversely the weaknesses it will seek to avoid

Strategy is a concept of the firm’s business wipigdvides a unifying theme for all its activitieSimilarly, Porter
(1991) states that business strategy is aboutrobgpa competitive position that leads to supesind sustainable financial
performance. In addition, Quinn (1980) points dattstrategy enables an organisation to achieveetitive advantage

through deployment of unique capabilities whileUsioig on the present and future direction of thganisation.
Rewards and Business Strategy

The integration between rewards and business gyratentributes to the effective management of HR an
improvement in organisational performance (Schalet Jackson, 1999). This is supported by Husela €é1997) who
stated that the relationship between rewards asthéss strategy helps organisations to achieve etitimp advantage by
creating unigue HRM systems that cannot be imitdigdothers. Similarly, Truss et al (1997) pointedt ¢hat the
integration between rewards and corporate strgtegyides a broad range of solutions for solving plem organisational
problems. Purcell (1989) notes that the integratimkage between rewards and business strategyneefabusiness
development. Guess (1987) adds that the fit betwemwards and business strategy enhances the peinoip

complementarities (mutuality) of rewards and busingtrategy that generates employee commitment.

World-at-work (2010) observed that the integratioetween total rewards and business strategy iseathi
through the direct involvement of senior executikesponsible for total rewards in business stratigelopment. Gohari
et al (2013) explored the relationship between rdajaemployee performance and business strategygmifferent
employee levels within two Malaysian Tourism comipanThey reported that intrinsic and extrinsic aed¢ had positive
relationships with the attainment of the busingsstegy. While Jehanzeb et al (2012) investigateditpact of rewards
and motivation on business strategy in the pubtid private sectors in Saudi Arabia and reportedbieefits of the
alignment between rewards and organisational ghvalsenze et al (2013) examined the relationshipvéenh rewards and
business strategy among academic, administratice saipport staff at Busoga University in Uganda. yT heported

improvements in organisational performance ariiom the alignment between rewards and busineategy.

Chomal and Baruah (2014) explored the relationdiepveen performance-linked reward practices and job
satisfaction levels among different employee caiegoin the Indian banking sector. Their observeticshowed
differences by employee levels on the relationgigifween performance-linked rewards, job satisfactiod attainment of
business strategy. While Khalid et al. (2011) exedi the influence of rewards on motivation, jobiséattion and
business strategy within the private and publicewatility organizations in Malaysia. They reportsgime variation in

perceptions on the relationship between rewards eangdloyee motivation and job satisfaction and attent of the
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business strategy within the public and privateé@sc The key reason cited in the study was thhtipsector employees
enjoyed better rewards in the form of pensions, g$eburity and related welfare policies comparecpitivate sector
employees. On the other hand, Wambugu and OmbaiBj26&kamined the influence of reward strategiesmployee and
organisational performance among teaching and eaching staff in Kenya. They reported some positalationship

between reward strategies and employee performance.

In view of the preceding theoretical and empiriealdence, this study explores employees’ evaluatibthe
relationship between reward management and thenisaj#onal strategy in the Zimbabwe National Fan#iianning
Council (ZNFPC), a parastatal under the MinistryHeflth and Child Care. The study contributes &libdy of research-
led evidence on the influence of reward managemsieategies on the achievement of strategic gogiilolic institutions
in developing countries.

METHODOLOGY

An exploratory case study design was adopted irstilngdy. Yin (2013) points out that the boundariesieen the
phenomenon and the context within which it is stddare not clearly evident within a case study.sTdpproach is
important in gaining rich understanding of the ersl context and the process being enacted (MandsWood 1991).
This provides considerable opportunities to gereeaaswers to the questiomfy, whatandhow(Saunders et al 2009).The
population of the study comprised all employee®bax the ZNFPC Head Office in Harare.

Sixty-seven (52 males and 15 females) employedtcipated in this study. The ages ranged from 18rydo
over 65 years. The qualifications profiles showrat £2% held Ordinary & Advanced Levels, 36% haliege diplomas,
28% had undergraduate degrees and 13% held pakiageadegrees. The work role categories showed#atere in top
management (director) positions, 19% were divididepartmental managers while 50% were lower level
operational/front-line employees. Participants’ kv@xperience varied from 1-5 years (20%); 6-10ydag9o); 11-15
years (34%) and 16 years and above (18%). Therddsga believed that the convenient sample (Sasreteal, 2009)
were in a position to provide insights on the fielahip between rewards and the organizationatesiya in particular,

how the rewards management strategy influencedames$ to pursue or otherwise the stated organiadtgoals.

A self-administered questionnaire was used to cbtata in this study. The questionnaire comprisetth closed
and open-ended items. Questionnaires are widely inseollecting survey information (Saunders et28l09; Bryman and
Bell, 2007, Erikson and Kovalainen, 2008). The ¢joesaires were pilot-tested to check the relevaarmt usability of the
items. All the questions were found to be cleapésticipants. Permission to carry out the study geted by Head
Office senior management. Participation in the ytwas voluntary and in order to ensure anonymigyrtipipants were
asked not to write their names on the questionnhiraddition, participants were assured that tresponses will be kept

confidential and used only for the purpose of #tigly.

Descriptive analysis was used to analyse the Batguencies and percentages were used to presetdtdn Data
are presented in Tables 1-3 below.
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RESULTS
The findings of this study are presented in Takhli8s

Table 1: Demographic Data (n=67)

Characteristics of Respondents | Frequency | Percentage (%)
Gender
Male 52 78%
Female 15 22%
Age
18-24 years 22 29%
25-34 years 23 31%
35-44 years 17 23%
Above 45 years 13 17%
Educational levels
Ordinary & Advanced Level 15 22%
College Diploma 24 36%
Degree 19 28%
Postgraduate degree 9 13%
Organisational level
Top management 4 6%
Divisional management 13 19%
Lower level 50 75%
Work experience
1-5 years 13 20%
6-10 years 19 28%
11-15 years 23 34%
Above 16 years 12 18%

Table 1 shows that 78% of the respondents were while 31% were between 25-34 years old and 34% had
working experience ranging between 11-15 years. quaifications profiles show that 36% held Collaetjplomas and

employee category representation shows that 50% lverer level employees.

Table 2: Evaluation of the Relationship between Reards and Organisational Goals

Yes No Not sure
Rewards are linked to organisational goals 6 (9%) 0 (%) 11 (17%)
Rewards are linked to departmental goals 30(45p0)  (53%)

Table 2 shows that the majority (75%) of the resl@mts reported that they did not discern any lieknieen
rewards and achievement of organisational. In &5% reported lack of direct link between rewardd departmental

goals.
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Table 3: The Relationship between Rewards and Motation (n=67)

Factor Respondents
Am motivated by available financial & non-financrawards 5 (7.20%)
Am not motivated by available financial & non-firaal rewards 56 (83.40%
Am unsure about the link between financial & namaficial rewards 6 (9.40%)
| prefer Performance-related pay 36 (53%)
| prefer adequate base pay 31 (47%)
Superiors do not appreciate my job role contributio 19 (28%)
Superiors recognise my role job role contribution 5(52%)
| feel empowered to do my job 21(31%)
Support & feedback_ is offered through Quarterly &nial 35 (52%)
Performance appraisals
Support & feedback is offered through Memos & Megsi 25 (38%)
Support & feedback is offered through refresherses 7 (10%)

Table 3 shows that the majority of the respond86t40% were dissatisfied with the financial and-fioancial
rewards offered by the organisation. The majori8%) of the respondents reported that they prefear@erformance-
related reward system. The significance of perforceaappraisals in terms of offering feedback ampett was cited by

52% of the respondents.
DISCUSSIONS

The findings show that 75% reported lack of a ditadk between rewards and organisational strat®§y, of
perceived some link between the two while 11% wersure. In turn 55% reported lack of a link betweewards and
departmental strategies compared to 45%.While th@nity of the respondents (83.40%) reported thatytwere not
motivated by the available financial and non-finahcewards. These findings support observation®hyish’s (2010)
that failure to align rewards with the businesatstyy affect employees’ motivation towards achigvinganisational and
departmental goals. The importance of the diredt ietween rewards, employee performance and ssssteategy was
echoed by Gohari et al (2013); Ozutku (2012) andaka et al. (2013). The apparent disconnect betwigencial
(extrinsic) and non-financial (intrinsic) rewardsdamotivation cited by the majority of participariees not augur well
with recommendations from empirical evidence (&lgfiza 2011; Pratheepkanth 2011; Jehanzeb et &B;20usenze et
al., 2013; Harunavamwe and Kanengoni, 2013; WambmnguOmbui (2013)).

The direct link and effects of financial and nonafincial rewards on employee motivation support ofagions by
World-at-work (2010).The importance of performamekted pay as a reward management strategy we mjt 53% of
the participants which concurs with observationgdhymal and Baruah (2014), Khalid et al. (2011) Krehmood et al.
(2013).Similarly, Nguwi (2013) highlighted the nefed linking performance-related pay and perforngparticularly in

challenging business environments as was the oaskd Zimbabwean context when this study was edout.

Respondents reported low levels of perceived ajgirec (28%), empowerment (31%) and recognitior4pf
their personal contributions by superiors. Thispaups observations by Snelgar et al. (2013) om#wed for managers to
consider categories of rewards considered impotgnemployees since these impact on the organmatability to
attract, motivate and retain employees. The negayoattention to these intangible aspects is ethgeSchneider (1987)
that reward management should be used as a motightiool to galvanise employee commitment towadiding value to
the organisation. This reinforces the importancesofards on job satisfaction and employee reterdlserved in studies
by Terera and Ngirande (2014); Head and Eshwar4(P&id Kwenin et al (2013).
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In many ways, the reported dissatisfaction witlaficial and non-financial rewards (83,40%) and theegved
negative relationship between rewards and busstestegy (75%) points to the absence of an integréihkage between
rewards and business strategy (Purcell,1989), fiarlsetween rewards and business strategy (e.g. Qi35 Brown,
2001).Broadly the underlying tenets of strategimbn resource management which espouse the neciessityegration
between HR and business strategies (e.g. ArmstaodgTaylor, 2013; Schuler and Jackson, 2007; Barb@91;Greer
(1995) are not evident in the Zimbabwe National Baflanning Council.

CONCLUSIONS

The perceived negative relationship between rewsadagement and business strategy should be additegse
management. Dissatisfaction with rewards have wafittns for employee motivation, job satisfactiord aommitment
which affect execution of organisational strategi@sthe case of ZNFPC, the consequences of panumeration on
execution of its constitutional mandate has impigces on human capital development as well as witeio-economic
developmental goals. Overall, the organisation kh@ontinuously review human resource managemesttiges and
consider introduction of performance-related payaddition, top management should engage the pamenmdtry and key
stakeholders to avail resources to support orgaoisd reward strategies and HRM practices thatané organisational
performance.
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