
IN-CAMERA MEETINGS
How misunderstanding the concept can stump boards and irritate
management

when Directors meet on their own, without Manage-
ment or any other non-Board member present.

A good starting point for considering the degree to
which non-Directors should attend meetings is the pur-
pose of governance: to enhance Management decision-
making. The risk of having open meetings is that issues
will not be fully considered and that difficult issues will
be overlooked or addressed superficially. Not having
Management and, perhaps others, attend Board meet-
ings will often mean that Directors will not have access
to information that is critical to optimal decision-mak-
ing. Clearly, in-camera sessions must, therefore, be
aligned with facilitating decision-making by the Board.

Ensuring the right people are in the boardroom at
the right time will help deliver on this goal; allowing
Directors the time to meet with Management helps to
promote Board independence and provides a forum
where Directors can put forward issues and questions
that a more open meeting might not permit.

Regularly scheduled in-camera sessions provide the
means by which directors can, ideally, raise concerns
and dispense with issues that could otherwise serve to
undermine the trust and confidence that in-camera
sessions supposedly create on their own. Rather than
breeding mistrust and doubt, in-camera sessions, over
the longer term at least, tend to do just the opposite by

allowing for areas of possible conflicts to be identified
and resolved proactively. Issues that go unaddressed
tend to fester and, ultimately, come to the surface much
uglier than had they been addressed in their infancy.

Even when in-camera sessions are used regularly by
boards as part of their regular meeting agenda, they are
often done so for the wrong reasons. They are not hid-
ing places where boards can run to deal with difficult
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One of the more common traps boards find them-
selves captive to is an inability to gauge whether the

board is really unified on an issue or whether there are
concerns or reservations about a particular matter. In a
meeting with directors, management and possibly oth-
ers present, it’s difficult to raise these matters without
mistakenly offending or putting others on the defensive.

In-camera sessions are designed for and intended to
help boards work through potentially contentious
issues so that the best interests of the organization are
well served. Most directors and management groups
misunderstand their purpose and often fumble their
way through in-camera session often because of a lack
of a shared understanding of their purpose, how they
will be used and what decisions will be made.

It’s dangerous to generalize, but when it comes to

in-camera sessions of the Board, Directors tend to have
misconstrued ideas as to how these sessions are to be
managed and what they are to achieved; Management,
on the other hand, often try to avoid in-camera ses-
sions altogether so that Directors won’t make the
wrong decisions or have inappropriate discussions.

A definition of what constitutes an in-camera ses-
sion is probably valuable at this point: essentially, it is

In-camera sessions must be aligned with facilitating decision-making by the Board.

JOHN DINNER is president of
John T. Dinner Board
Governance Services
(www.boardgovernance.ca)
e-mail: john@
boardgovernance.ca

by JOHN T. DINNER
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CLC vs. ESA
The rules are different for federally regulated companies

BUSINESS & THE LAW

Most employers are familiar with the Employment Standards
Act (“ESA”) and the obligations that piece of legislation places

on them, particularly at the time when an employee is dismissed.
Under the ESA an employer must provide advanced written notice
of termination or payment in lieu of that notice (termination pay)
which amounts to roughly one week for each year of service up to
a maximum of eight weeks. In cases where an employer has an
annual payroll of $2.5 million or more, or as a result of a partial or
permanent discontinuance of an establishment of 50 employees or
more are terminated within a six month period, then severance
pay of one week for each year of service is owing for employees of
five years or more up to a maximum of 26 weeks.

The ESA, however, only applies to provincially regulated
employers. If an employer is a federally regulated company, then
the Canada Labour Code (“CLC”) applies. This can be quite signifi-
cant as the CLC provides employees with a unique remedy not
available to provincially regulated employees which mirrors pro-
tections available to unionized workers through their collective
bargaining agreements.

The unjust dismissal provisions of the CLC allow non-manager-
ial workers upon dismissal to file a complaint that they were
unjustly dismissed, notwithstanding the employer’s payment to
them of any termination or severance pay which might be owing
under the provisions of the CLC. In order to be successful in an
unjust dismissal complaint the employer must prove that it had
real and substantial cause to end the employment relationship
and that the decision to dismiss was independent of any purely
personal disputes or reasons, and that the action taken was nec-
essary to ensure the effective operation of the business. This is a
difficult threshold for an employer to meet. In support of its deci-
sion to dismiss, the employer must establish that the penalty
imposed (summary dismissal) is proportionate to the error(s) com-
mitted by the employee.

To be successful, an employer must establish that there were
warnings and progressive discipline to try and correct the employ-
ee’s misbehavior or misconduct.

A carefully considered, and proportionate regime of progressive
discipline is necessary if an employer wishes to be successful in
an unjust dismissal complaint. It is very difficult to mount a suc-
cessful response to an unjust dismissal complaint if there has
been no thoughtful consideration in advance of the steps to be
taken throughout the progressive disciplinary process.

If an employer is unsuccessful in an unjust dismissal complaint,
it can be faced with an order to reinstate that employee and pay to
the individual lost wages from the date that the employment rela-
tionship was terminated. Where it takes a year or more to reach a
hearing of the issue, the damages can become quite substantial.

It is therefore extremely important for federally regulated com-
panies, where they are considering dismissing an non-managerial
employee, that they seek legal advice in advance and ensure that
the actions taken will be adequate to effectively respond to any
future complaint for unjust dismissal. X

MELANIE REIST is a civil
litigation lawyer and a
partner in the Kitchener
firm of Charles Morrison
& Melanie Reist.

by MELANIE REIST

issues or where directors feel they can
speak with greater candour. As much as
this may be tempting and true, directors
need to use in-camera session judiciously
and for the right reasons. Boards need
the courage to work through the agenda
during the course of the normal meeting.

The growing accountability expected of
boards along with increased transparency
would suggest, perhaps to some, that in-
camera sessions are now an outmoded
and irrelevant (and possibly, irresponsi-
ble) tool. Rather than acquiescing to this
misguided notion, boards need to under-
stand and be explicit about when and
how in-camera sessions should be used.

The following is a brief list of issues
that rightly should be considered first by
Directors in-camera:
• identifying and resolving internal prob-
lems and factions of the board;

• reviewing the CEO’s performance, com-
pensation and employment status;

• handling approaches from/to third par-
ties;

• reviewing important government poli-
cies and their implications for the
organization;

• legal advice and litigation;
• the possible acquisition or disposition
of property; and,

• considering personnel and union
matters.
While in-camera meetings should be

used sparingly, they should be a regular
part of the meeting agenda and the Board
should be unapologetic for doing so. The
key is to have a well understood rationale
for their use. The most important reason
for prohibiting non-directors from attend-
ing certain portions of a meeting is when
deliberations are likely to include informa-
tion that could prejudice the interests either
of the organization or of a person the
organization has an obligation to protect.

As to content of minutes of in-camera
meetings, the same principles generally
apply as to what records should be kept
relative to regular board meetings: the
place and date of meeting, and the start
time; the persons present, and who
served as chair and secretary; the text of
all resolutions; the results of votes on all
resolutions; any formal objections of
directors; and the time of adjournment.
The nature of the issue considered dur-
ing an in-camera session of the board
should be noted in brief and generically.
Records of the in-camera meetings
themselves should be kept separate
from the other records, maintaining
confidentiality as long as warranted by
the circumstances. X

GOOD GOVERNANCE
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not have done everything possible to facilitate the sale.
You may have assumed you were dealing with the

decision-maker. You may have even asked, “In addi-
tion to yourself, is there anyone else who should be
involved in our discussion?” And the prospect said “No,
I will be making the decision.”

What both of you failed to realize is that even if he
has the authority to make the decision, there is a lot of
background noise going on in his head. He’s wonder-
ing things like:
• How is this going to impact our budget? If I buy this,
what will I have to defer for the next budget?

• How will this change our procedures? How will it
impact people’s lives? Who is going to be resistant to
this change? How can I get her on side?

• What are the political ramifications? If I buy this, who
will be offended? Howwill that impact our relationship?

• Even though it will solve one problem, will it create
others? Do I have the time to manage the fallout? Is
it better to wait?

• What are the implications of buying now vs. the
future? Will I have more money to spend in the
future? What about the opportunity cost? Which is
the biggest risk?

• How will I sell this to my boss (or spouse, or board of

directors)? Do I have enough data to recommend this
product? What objections will they have? Where do I
find the time to put this all together?

• What if the other two vendors that I talked with really
did have a better deal? Should I have them come
back one more time?

• I wonder if we can solve our problem with an in-
house solution.

• How do I compare this product fairly? Maybe I should
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THE BEST PERSON TO HELP
SOLVE CLIENTS’ PROBLEMS
Putting all the questions and issues on the table

WAYNE VANWYCK is founder of
The Achievement Centre
International and Callright
Marketing Services. He is
an author, trainer, consult-
ant and speaker on topics
of sales and leadership.
email: wayne@
theachievementcentre.com

It’s Friday afternoon. Earlier this week you presented a
proposal to your client that you feel really meets his

needs. You’ve done a great job of asking questions to
determine his needs, wants and the pain he is feeling.
Based on your understanding of your product, you
believe you have the perfect solution. It fits exactly
what he said he was looking for. When you made your
presentation, there were no objections raised other
than, “Leave it with me and I’ll get back to you next
week.” It looks like a slam dunk. You put it into your
sales report as a 95% chance of closing. You expect to
get the order within the next 10 days. After all, there
were no objections.

When you make the follow-up call, you get voice-

mail. You leave a cheery message ending with, “Please
give me a call…” But John doesn’t call. Two weeks go
by. In the third week you call again. You leave another
voice mail. Still no response. By the time five weeks
have passed, you’re beginning to wonder what went
wrong. What did you do – or not do – that may have
caused this? It seemed like such a perfect sale.

Does this sounds familiar? Chances are it’s not per-
sonal. It’s not that you did anything wrong, but you may

SALES TALK

It’s not that you did anything wrong, but you may not have done
everything possible to facilitate the sale.

by WAYNE VANWYCK
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make a decision matrix with all the
features from the three products and
see which one gets the most points.

• I just don’t have time to think about all
this right now and I don’t have enough
solid information to make a confident
decision. I think I’ll put it on the back
burner for a few months…
And you thought it was a slam dunk.
It may not be lost, but it’s going to take

longer to consummate this sale than you
thought. Deep in your heart you knew
this might happen. It’s happened before.
And if you’re honest, you make decisions
the same way. There are almost always
others who have to be appeased, con-
sulted or persuaded before you buy.

How do you deal with this situation in
a proactive way? Even if there were no
objections, there are still issues to be
dealt with. Help him through the buying
process by asking questions that will get
him to think through these concerns.
• What opportunity costs are you avoid-
ing by taking action now? What would
they be if you waited?

• If it’s important to solve this problem,
why haven’t you done so in the past?
What’s gotten in the way? What’s dif-
ferent now? What internal solutions
have you considered that might solve
this problem? Why haven’t you gone
that route?

• Who else will be impacted by this pur-
chase? What changes will they have to
buy into? How will you convince them
that this is the right decision? Who
might be a detractor? How will you
deal with that person?

• What are the criteria that you will use
to judge this solution? What additional
information do you need to be able to
convince others on your team? What
do you need to make a fair comparison
with other vendors?

• What makes this a good time to move for-
ward? What would happen if you didn’t?
These are only a few of the questions

your buyer may be considering. The key
to making this work is to sincerely try to
help him make the right decision by put-
ting all the background questions and
issues on the table. Show that you are
considerate and understanding of the
process he must go through before say-
ing “yes”. Show that you are here to help
him think his way through it to come up
with the best answers. Because you care
enough to deal with this in a helpful,
coaching manner, you are showing that
you are the best person to help him solve
his problems. X

SALES TALK
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2008 – BE YOUR OWN
CHANGE AGENT
Get clear on the vision and choose your goals list wisely

LINDA GREGORIO is President
of Presents of Mind, a
corporate consulting and
leadership development
organization. email:
linda@pomconsulting.com

by LINDA GREGORIO

LEADERSHIP DEVELOPMENT

‘New Year resolution’ hype – probably because in the
past I made them never really intending to keep them
– I do feel it is important to have a vision of where
you want to go in the year ahead, and to have a
clear goals list to guide you in getting there. I tend to
think of each New Year as a change management ini-
tiative of sorts. A time when you can identify change
needed, and kick-start the change needed to shift the
status quo.

What should that change process include? Part of
the change process not only includes having a clear
vision of what you want, it includes ensuring you
list and target goals you are interested in, committed
to and capable of, with or without support. Being
clear on the vision and choosing your goals list wisely
is crucial.

As a long time volunteer fitness instructor at the
local YMCA, I am reminded of all the resolutions that
come and go each year. Each and every January we
note memberships and attendance rise, only to fall
back down again, to normal levels, within 90 days. I
dubbed this the “90-day start-stop plan‚” and I use it

as a benchmark when setting annual goals for myself.
If I think my interest in any one goal may/will fade
within the first 90 days, for any reason, I don’t add it
to the list.

Whether you take ‘New Year resolutions’ seriously,
or create an annual goals list, or whatever it is you
call your annual plan, there is no question it is worth

It wasn’t that long ago that we were asking ourselves
where the summer had gone so quickly. Now, with

winter upon us, it will be ‘resolution’ time before we
know it. Speaking of resolutions, have you given any
thought to what you ‘expect’ out of 2008, both per-
sonally and professionally? And, if not, maybe now is
a good time to do that.

As the Next Year moves in on you, how has ‘reso-
lution’ time worked for you in the past? Or has it?
Maybe you also have an annual method of writing
down your resolutions, and of holding yourself
accountable to them throughout the year. Maybe you
even start early to think about them and you may
already have a well vetted list for 2008. Or, perhaps

like many others, maybe you make resolutions know-
ing full well that they’ll be broken sooner than you
would like – either sometime mid-spring when the
outdoor weather starts calling you, or for certain
when summer arrives and all routine seems to go out
the window.

Although I have never been big on the so-called

It is important to have a vision of where you want to go in the year ahead,
and to have a clear goals list to guide you in getting there.
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having one, one that works for you. One
that sets you up for success; instead of
one that sets you up for repeated disap-
pointment. After all, I assume you want
to do new things and get new and
improved results, don’t you?

To help all of us prepare for 2008,
below is a list of change management
reminders:

• Let Go. Let Go. Let Go. Be willing to let
go the old, to make way for the new.
Whether that is letting go of old pat-
terns of behaviour; or letting go old
friendships which no longer work; or
letting go your old reactions to prob-
lem colleagues who last year made

you want to rip your hair out, whatev-
er it is, be ready to ‘Let it Go’.

• Get Real. Be sure you are serious
enough about whatever it is you put
on your goals or resolution list. Ask
yourself, “Can it survive the 90 day
start/stop plan?”

• Stay Sane. Remember: the definition of
insanity is to do the same thing over
and over again, yet expect different
results. Be prepared to change what
and/how you do things. If you don’t,
you’ll fail.

• Work It. Ensure that you know which
skill you are trying to develop,
strengthen and/or leverage. It is the
skill(s) you must rely on to succeed,
for merely wanting it will not make
it so.

• Get Support. Ensure you have the sup-
port/resources you need. Surround
yourself with the people needed to
help you succeed. Find the mentors
you need; hire a trainer, or perhaps
make time for the continued learning
classes you have been putting off.

• Don’t Change ‘Everything’ You Do.
Some things can be left alone, and
some things might just need minor

tweaking. Personally and professional-
ly, as with organizational change, too
many change management initiatives
at once can do more harm than good.
If you did not achieve everything you

had hoped to in 2007, then prepare for
2008 differently than you have in the
past. Perhaps, try creating and imple-
menting an annual plan, if you never

have. Maybe even be bold and commit
to being your own change management
agent this coming year. You have
nothing to lose, only a few things to let
go of, and lots to gain – get started
today! X

LEADERSHIP DEVELOPMENT

After all, I assume you
want to do new things

and get new and improved
results, don’t you?

You have nothing to lose,
only a few things to let go

of, and lots to gain –
get started today!

Getting it Right…On Time!

501 Franklin Blvd., Cambridge • Tel: 519-622-7200 • Fax: 519-622-7172
1-800-563-7200 or 1-888-563-7200 • rates@allloads.com

SERVICE TO ALL POINTS
IN CANADA & U.S.A

• Inbound or Outbound
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• All Types of Freight

www.allloads.com
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organizational swamp.
The biggest moose that emerged for this group was

that they had trouble openly dealing with issues, con-
cerns, and problems. They were just too darn nice to
each other! That’s certainly a good thing on the one
hand. But teams (and families) that don’t have coura-
geous conversations eventually end up with bigger
problems. Using a guided discussion process, we were
able to effectively voice the issues and get them out
on the table to form action plans.

This experience meshed wonderfully with a chapter
I just finished the week before in my Moose-on-the-
Table fable. The book’s main character is Pete
Leonard, a struggling middle manager in a struggling
company. In this short excerpt from one of the last
chapters — after many trials and tribulations — Pete is
talking about some of the insights and changed per-
spectives he’s developed as he tried to deal with his
own fears and the company’s big moose problem:

“We’ve had way too much going-along-to-get-
along and inauthentic conversations around
here. This behavior has attracted a major herd of
moose that are getting in the way and slowing us
down. We need loud debates, heated conflict, and
healthy arguments.”

“That’s the part I am having real trouble with. We
have enough problems now. I don’t see how more
conflict is a good thing,” Cy said.

“Let me give you an example. Two Saturdays ago
Ryan was home from university. It’s a rare treat to
have him home, so we tried to figure out what to do
to for some nice family time together. It’s been a while
since we did anything together so the ideas weren’t
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JIM CLEMMER is a Kitchener-
based international speaker,
workshop/retreat leader on
practical leadership. His
new book is Moose-on-the-
Table: An Organizational
Fable about Courageous
Conversations.
www.clemmer.net, email:
Jim.Clemmer@Clemmer.net.

TOO MANY TRIPS TO THE
ZOO?
Learning to attack all sides of the issue without attacking each other

by JIM CLEMMER Last spring I delivered a two-day workshop at a
ranch resort in the foothills of Alberta’s beautiful

Rocky Mountains for a group of 21 managers and
supervisors for a mid-sized family business. They
were highly participative and keen to improve their
personal leadership skills and move their company
from very good to outstanding.

One of the key features of our workshop was a
moose hunting exercise I have developed over the
past seven years of work with many management
teams. The Moose-on-the-Table metaphor has
evolved into a very popular and effective part of my
workshops and our consulting work. The moose rep-
resents an issue that everyone knows is a problem

but isn't being addressed. People are trying to carry
on as if things are normal. Meanwhile the issue is
blocking progress and has caused some team mem-
bers to tune out of conversations. Like a dysfunction-
al family with an abuser in its midst, no one wants
to confront the problem. By failing to declare the
issue, they further empower it. The moose has babies
and invites its buddies to wade into the growing

The moose has babies and invites its buddies to
wade into the growing organizational swamp.

PRACTICAL LEADERSHIP

Important message to all

Audi, BMW, Mercedes, Porsche,
VW & Volvo owners.
“The Canadian automotive service industry
changes on a daily basis. This is also true for
how the consumer expects to be treated.
You should expect more.” – Uli Furtmair.

At Furtmair Auto Services we are the service
professionals. We meet the highest customer
service standards. Our company won the Bosch-
Jetronic-Cup, finishing first among all service cen-
ters in North America. This demonstrates our
ability to satisfy our customers.

This is what you can expect from us:
Our objectives:
• To maintain your Original

Factory Warranty
• To maintain your car’s authenticity

using Bosch OEM parts
Our features:
• International Award-winning expertise
• Top-notch servicing using the latest

diagnostic equipment
• Helpful advice from professionals with the

most up-to-date skills and training

Our benefits:
• A written International Warranty
• Reasonable service rates
• Customer-focused service

FURTMAIR AUTO SERVICES INC.
In Business Since 1987 To Serve YOU

519 576-9972
51 Bridge Street East, Kitchener

WEBSITE: www.furtmair.com
E-MAIL: fast@furtmair.com
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PRACTICAL LEADERSHIP

exactly rolling off the top of our heads.
After a bit of overly polite discussion
about what to do, the four of us agreed
to pile in our little compact car and drive
ninety minutes to the zoo. It took three
hours to get back due to a huge traffic
jam. I think the whole trip was mostly
for old time’s sake. At the zoo, we spent
four hours miserably trudging around
from pavilion to pavilion – in the rain —
looking at exhibits that hadn’t changed
in years.

“It was a quiet ride there and a sullen
ride back. As we sat there stuck in traffic
seven dismal hours later – and after

we’d given up our Saturday together –
we finally vented our true feelings. Cy,
not one us of wanted to go to the zoo in
the first place. Everybody was being too
polite and going along with what they
thought the others wanted to do. If we
would have had an open conversation
with everybody stating how they really
felt we would have had a much better
time together.”

“Been there, done that,” Cy chuckled
as he nodded his head.

“We’ve been on way too many trips to
the zoo around here. We need to
learn how to argue without being argu-
mentative. We have to learn how to
attack all sides of the issue without
attacking each other. That’s a huge
culture change for us.”

“Yes, it is,” Cy agreed. “We do avoid
disagreement and differences of opinion
– to each other’s faces anyway. We do
go to the zoo a little too often.”

Have you been part of a few too many
trips to the zoo? It takes real courage to
initiate tough conversations and declare
a Moose-on-the-Table. It also takes
courage to create an environment that
allows everyone to openly discuss prob-
lems and give their opinions so you can
all skip the trip. X

Make Every Occasion“A GourmetAffair”

9-262 MILL ST., KITCHENER • EMAIL: gourmet_affair@hotmail.com • www.gourmetaffair.ca

Creativity & Quality forYour
CORPORATE EVENTS,BUSINESS MEETINGS &
LUNCHES,WEDDINGS,BANQUETS & FUNERALS
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• Full service caterers
• Customized menu to suit your budget
• Professionally trained staff

Contact: BRUCE SUTHERLAND,
Head Chef/Owner
OVER 25YEARS EXPERIENCE IN FOOD & DESIGN

519.579.7141 Bruce Sutherland

We need to learn how to
argue without being

argumentative. We have to
learn how to attack all

sides of the issue without
attacking each other.

Get Off
the
Couch!

GET OFF THE COUCH!

E X E R C I S E E Q U I P M E N T

842 Victoria St. N., Kitchener
579-8721 • 1-800-846-3333
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single costs of doing business, and it is critical that you
have processes in place to ensure you are paying “just
right” – neither too little nor too much.
What does it mean to pay “just right”?

Let’s start by defining what we mean by “pay”. For
our purposes, “pay” means cash compensation, which
includes base salary, annual cash bonuses and com-
mission payments for sales staff.

Paying just right means that every employee is paid
within a few percentage points- say 5% – of their value
to you and to the marketplace for a comparable role. If
you are accurate in paying staff to within 5%, you are
doing a very good job because you are neither de-moti-
vating staff nor unnecessarily escalating your cost of
doing business.
How do you go about paying “just right”?

How do you decide what “just right” means for you?
For starters, it’s important to understand that cash com-
pensation is just one piece of your overall employment
offering that includes benefits, time off, work challenge,
culture, leadership, career prospects, the physical work-
place, training investments and many other aspects of
employment that are important to prospective employ-
ees. You know that employees come to work for many
reasons and pay is only one of them.

If you imagine that employment with your company

is the “product” and your employees are “buyers” of
that product, you need to ask yourself, “What kind of
employees do I want/need to make my company suc-
cessful, and how do I create an employment offering
that will be attractive the right job candidates?” For
example, if you run an “eat what you kill” sales organi-
zation, then you might want to create a “sink or swim”
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DAVID NEILLY is Managing
Director of PeopleCOMP, a
full-service Human
Resources consulting firm
specializing in cash
compensation and
performance management.
email: david.neilly@
peoplecomp.ca.

HOW TO PAY EMPLOYEES
“JUST RIGHT”
You need good process, strong executive governance and disciplined
execution

by DAVID NEILLY Anyone who leads a company or a department knows
it is foolish to underpay employees, because when

employees feel underpaid, they become resentful of the
organization and withhold some of their enthusiasm
and commitment. In the long run, these disgruntled
employees will leave the company unless they are
“handcuffed” by stock options or pension arrange-
ments. In some respects, however, the handcuffed
employee is an even higher productivity risk because
he or she will keep showing up for work, provide mini-
mal contribution and possibly poison the workplace
with resentment and cynicism.

What about paying employees too much? We all can
think of situations where certain employees are over-
paid, either because they were hired in at too high a
salary relative to their market value, or because their

compensation has crept up over the years and overshot
their contribution. What if you were paying your entire
workforce or a large part of it more than was neces-
sary? How would you know it if this were the case, and
what would you do about it?

If you are running a business that is “human capital”
intensive, employee pay is probably one of your largest

What if you were paying your entire workforce or a large
part of it more than was necessary?

GUEST COLUMN
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environment with lots of cash upside, lit-
tle management coaching and few bene-
fits. On the other hand, if you are building
a business that depends on loyalty, team-
work and innovation, then perhaps you
want to create a workplace with middle of
the market cash compensation, higher

investments in benefits and training and a
very collaborative, supportive and colle-
gial culture.

So, the first step in paying “just right” is
to be very clear on the level and type of
talent that you need to attract, the kind of
workplace you are trying to create to
retain and engage that talent, and the role

that pay plays in your overall employment
offering.

The second step is to build a pay struc-
ture that aligns base salary and bonus
with level of responsibility and perform-
ance. All things being equal, your pay
structure should guide you to pay more
for increasing levels of responsibility and
for increasing levels of performance. Nor-
mally your structure will take the form of
a set of salary ranges with a minimum,
mid-point and maximum for each range.
The salary ranges are determined with the
help of industry compensation surveys,
and are updated annually to keep pace
with competitive trends.

You should also have a “job evalua-
tion” tool that helps you measure the size
of a job or role, as well as a set of guide-
lines that will help you decide if a particu-
lar employee should be paid near the bot-
tom, the middle or the top of the pay
range based on performance. The job
evaluation tool is critical for ensuring that
the pay ranges assigned to employees are
consistent within and between functions
and helps remove individual manager
bias from the process.

Finally, you need a process to link pay

to performance. By “performance”, we
mean both company and individual per-
formance. You need to determine what
factors will determine changes in individ-
ual pay, how salaries will be adjusted
each year and the basis for annual bonus
payments if applicable.

Paying employees “just right” is not con-
ceptually difficult but it does require good
process, strong executive governance and
disciplined execution. Paying “just right”
will help you create a cost structure that
supports the needs of your business, and
attract and retain employees that are “just
right” for your business. X
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Paying employees “just right” is
not conceptually difficult but it
does require good process,

strong executive governance and
disciplined execution

It is critical that you 
have processes in 

place to ensure you are 
paying “just right” 

– neither too little nor too much.
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