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Personnel Administration
Designing the Pay Structure and
Formulating the Pay Plan

by ABM S Zahur

FOCUS

One of the most useful tools to begin the formulation of the pay plan is a chart of comparative rankings
indicating the highest present rates for each class and the range of pay for benchmark classes produced by the
pay survey. Alternatively, a separate set of such charts showing only the present minimum and maximum rates

for each class and those of the pay survey for related benchmark classes can be prepared.

as much an exercise of

defining the purposes to be
served by the compensation
system as it is in devising
suitable pay tables in response
to them. This inter-re-
lationship is important to
avoid having a rigid pay struc-
ture or one which defeats the
original goals. One can con-
struct a compensation system
where each class or position is
priced at a single pay rate. Ex-
cept for employment contracts
or official positions for which
salaries are fixed by law. the
single rate structure has been
found to be administratively
unwieldy and too inflexible to
respond to changes in a person-
nel system. As such many pub-
lic and private employers have
a modest shift from single pay
rates to several pay ratés or pay
ranie for a given job or class of
work. In such manner differ-
ences in work performance can
be recognised, the retention of
workers improved, and the
multiplicity of case-to-case pay
adjustiments can be reduced.

In some government settings
the formation of different
ranges and range schedules has
been controlled by one or more
master schedules which not
only serve to standardise pay
ranges for large segments of the
service but are also designed for
long-term retention of career
employees. This is done by the
compression of increments into
relatively small percentage
aniounts by providing for long
terms of service at the high pay
steps. Standardisation of pay
scales for a large segment may
indicate the ratios within pay
ranges or grades and between
them. It is difficult to decide
wither there should be one or
many salary schedules. Small
organisations may operate with
flat or single rates requiring the
managing authority to effect
changes on a case-to-case basis.
Even in such case it may be de-
sirable to have standard pay
rates for simplifying pay-roll
administration and provides at
least an implied incentive for
employees. In middle-size or-
%anisatiuns a single schedule
rom awhich all sal ranges
are derived may be desirable.
But here, too, flexibility may be
appmpriate in assigning ranges
of varying sizes to different oc-
c?au:}na] groupings or in pro-
viding a separale compensation
scheme for the executive and
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management group.

As the size and complexity of

the organisation increase the
pressures between uniformity
and diversity become stronger.
It is difficult to .decide as to
which is more appropriate, one
or many schedules. To provide a
degree of flexibility in the size
and number of pay steps (which
should be assigned to define
classes), it is possible to com-
pute a basic %n ssion of pay
rates from which suitable pay
ranges can be drawn. In settings
where this approach has been
taken it is usual to fix ranges of
certain lengths (such as 9, 12 or
15 steps) for application to the
various classes.

Flexibility in the size of pay
increases is reflected in part by
the increased monetary value
that a fixed percentage progres-
sion provides as one ascends
the pay scale. In addition, be-
cause of the small percentage
progressions policy guidelines
can be developed lor increases
of two or three pay steps in
recognition of special perfor-
mance or the attainment of
special training and skills.
Single increment increase can
be used to reward continued
good service or longevity. In set-
tings where such flexibility is
allowed il has sometimes been
necessary to a maximum nuim-
ber of percentage or employees
in an organisation who can be
granted accelerate pay in-
creases or to regulate this
through budgetary controls.

It is useful to decentralise
certain authgrity on pay ad-
miinistration. It may be done
identifying a rate in the middle
of assigned range as a "median”
or "'normal” rate. Progression
to that rate can be administered
on a decentralised basis.

Between the “ceiling” and
the “tloor’ as fixed by policy the
following three criteria may be
followed in assigning pay levels
to classes:

* comparative degree of diffi-
cultﬁr and responsibility of
wor

* necessary hierarchic or
administrative and supervisory
levels

* community or national
standards

One of the most useful tools
to begin the formulation of the
pay plan is a chart of compara-

tive rankings indicating Jhe &

highest present rates for éach
class and the range of pay for
benchmark classes produced by

the pay survey. Alternatively, a
separate sel of such charts
showing only the present
minimum and maximum rates
for each class and those of the
pay survey for related bench-
mark classes can be prepared.

* If heavy reliance is placed
on community standards the
new rate should closely approx-
imate the pay level shown by
the pay survey, Where govern-
ment service is customaril
above or below the genera
market rate, a comparable rela-
tionship to the pay survey data
should f:stahﬁs ed. Where of-
ficial pelicy is to subscribe to
an outside prevailing rate, but
there is a wide discrepancy be-
tween pay survey rates and pre-
sent rates it mav be neces to
fix the new rate somewhere be-
tween them covering the pay
survey data.

* The pay scales of the lowest
class or classes of the occupa-
tional family should then be
fixed in relation to the pre-
scribed “bottom” of the plan as
fixed by policy.

* The pa¥ scales for the top

ositions ol the occupational
lamily should then be fixed in
relation to the prescribed
“‘ceiling” of the pay plan as
fixed by policy.

* The pay scales of interme-
diate classes should be deter-
mined by the ranking relation-
ships shown on the chart of
comparative rankings of the
classification group.

* The pay relationships be-
tween allied class families of
sub groupings of each major oc-
cupational group should then be
fixed.

After mmﬁleting the above
tasks for the occupational
gruui)s the entire structure
should be reviewed. The lower
level classes should be reviewed
1o determine whether the rela-
tionships established within
their particular occupational
family continue to be consis-
tent with their counterpart
lower classes in other occupa-
tional groups. A similar analy-
sis should be made of the higher
classes so that one views the top
administrators in relation to
top engineers, in relation to top
doctors and so on. Finally, the
middle groups should similarly
be compared in the light of in-
ter-occupational pay relation-

task *- specific monetary
amounts may be assigned to

pay administration and analy-
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each class after detection and
adjustment of inconsistencies.
The job essentially involves as-
Elgm;wnt :}:;f Elpemﬂlﬁ ranges of
ay Lo each class. asaiﬁn.‘._x‘
IE'HI}';gEE there are fnevita ﬁ
questions regarding interpreta-
tion of the charts of compara-
tive ranking wherein pay data
or traditional pay relationships
differ significantly from the
classification rankings. Where
precise information about
present pay is not easily
available it will be necessary to
resort to a sampling method to
obtain present pay levels.

The extent to which a de-
tailed and precise budget effect
can be computed depends on the
degree to which the classifica-
lion process has been carried to
the allocation of individual po-
sitions, If all positions have
been classified and allocated to
one of the classes, all of which
are priced, it is only a matter of
setting forth some basic formu-
lae from present rates to the
proposed rates. They are (i)
rales exceeding the proposed
range maximum, (ii] rates
‘within the proposed range, and
(iii) rates Igeiuw the proposed
minimum of the range.

If the classification work is
carried out up to detailed allo-
cations, one can calculate rea-
sonably accurated estimates of
installation costs. It is impor-
tant to carry the pay plan work
u1p to computing estimated cost
ol installation. Without such
estimates policy makers are
faced with too many uncertain-
ties regarding cost, impacts,
and general feasibility.

In compiling a pay plan re-
port the following elements
may be included:

a. A general discussion of
present pay practices identify-
ing their strengths and weak-
resses,

b. A statement of basic prin-
ciples of the new pay plan

c. A brief description of the
methodology and results of the
pay survey if community stan-
dards are among these princi-
ples;

d. the proposed pay plan in-
dicating present and proposed
pay rates, proposed pay range
and assignments, budget effect
estimates for installation, pro-
posed rules and regulations for

Sis of pay related bengfits apd,
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The author is a former Joint
Secretanry.
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Pakastan's 'No' to NGOs

Muhammad Najeeb writes from Islamabad

Most of the foreign NGOs doing relief work in Afghanistan are stationed in Pakistan and are not

allowed to enter Afghanistan

AKISTAN'S Interior Min-

istry is rplanning action

against foreign non-gov-
ernmental organisations
(NGOs) that were established for
relief work in Afghanistan but
are alleged to be engaged in "un-
desirable activities" in this
country.

Sources in the ministry said
there had been high-level offi-
cial discussions concerning the
NGOs which were allegedly
working in violation of their
mandate. The NGOs, mostly
from the West, are not only for-
eign-funded but are also
manned by foreign nationals.

The government claims to
have received reports that rep-
resentatives of several foreign
NGOs stationed in Pakistan
were involved in spying, doing
Christian missionary work and
supplying arms and ammuni-
tion to anti-Taliban groups in
Afghanistan.

"We don't intend to disturb
anﬁ* genuine foreign NGO, but
will evolve a strategy to wind up
all those which are operating in
violation of their mandate and
against our national interest.”

an Interior Ministry source told
IANS.

_ lamabad.

On receiving reports against
certain NGOs. the ministry took
up the matter with the missions
concerned but it has not been
decided whether these organisa-
tions should be wound up or
shifted to Afghanistan.

“There is actually great pres-
sure on the government to en-
sure the continuation of these
foreign NGOs in the country,” a
source said, adding that al-
though Pakistan had decided
against giving visas to several

the staff of the NGO and ensure
the return of personnel under
SUSpICIOn.

Some American NGOs, like
SNI (Shelter Now Interna-
tionnal) and SERVE. were also
asked to wind up their opera-
lions in Pakistan because of
"suspicious" activities. The
Americans first refused to wind
up their NGOs but later took up
the matter with the government
of Afghanistan and persuaded it

to let them shift to that country.

Most of the foreign NGOs do-
ing relief work in Afghanistan
are stationed in Pakistan and
are not allowed to enter
Afghanistan. As many as 300
foreign NGOs are registered by
the ACBAR (Agency Coordinat-
ing Body for Alghan Relief), but
only 30-35 are allowed to work
in Afghanistan,.

--India Abroad News Service

Madam Albright: Has Her Childhood
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Experience Any Impact on US
Foreign Policy?

by Barrister Harun ur Rashid

A view prevails that Madam Albright needs fo keep the
because it is perceived to be pre-occupied with

ADAM Madeleine

Albright (62) is the 63rd
United States Secretary

of State (Foreign Minister). She
migrated to the US from
Czechoslovakia when she was
only 11 years old.. Her

appointment demonstrates the -

diversity of the make-up of
President Clinton's adminis-
tration. The President recently
appointed a Bangladeshi-
American to be the US Ambas-
sador to Fiji. These appoint-
ments {llustrate how the vi-
brant, dynamic multi-ethnic
democracy works in the US.

Prior to this position,
Madam Albright was US Am-

bassador to the UN in New York

with the rank and status of a
cabinet Minister. In that
capacity she participated in the
most powerful body within the
administration, National Secu-
rity Council. At the UN, she
pursued the US policies with
determination and firm re-
solve. She has been perceived
as the most “sharp-beaked
hawks” within the US admin-
istration and a person who
calls "a spade a spade” without
batting an eye-lid.

Madam Albright was born
in 1937 in Czechoslovakia as
Marie Jana Korbel. Her father
was a Czech diplomat and a
writer. Korbel family fled to
London in 1939 when Marie
was two years old and there-
alter returned . Her father was
the Czechoslovakian Ambas-
sador to Marshal Tito's Yu-
goslavia. She was tutored by a
&uv&mesa in Belgrade which

ept her away from contacts
with the communists. However
she learnt Serbian language
and during Kosovo conflict she
was able to utilise it to influ-
ence the Serbian population to
appreciate the reasons for NA-
TO'’s bombing..

At a later date Marie was
senl to a Swiss boarding school
where she adopted the name
Madeleine. By 1948 when the
communists took over
Czechoslovakia. the family left
for good to the United States.
Ambassador Korbel was an
academic in the University of
Denver in International Rela-
tions. He wrole books on Yu-

oslavia and Kashmir.

adeleine was involved in her
father's work. - TS
@ - As a child she saw conflict
;Enl%ed by Hitler who pursued
the "final solution of the Jews.”
She knew personally of ethnic
cleansing and her grand par-
ents were perished in the Holo-

| caust. [She knew her Jewish

origin only after she was ap-
inted as Secretary of State as
er parents kept it secret). She
finaily left her country when
Stalinism was creeping in the
communist ideology. At the
Senate Foreign Relations
Committee, she said: "I arrived
in America when I was 11 years
old. My ambition at that time
was only to speak English well,
please my parents, study hard,
and grow up to be an Ameri-
can.”

Madeleine was a bright stu-
dent and completed her PhD on
the 1968 Prague Spring. She
married at a young age a jour-
nalist and a newspaper heir
Joseph Albright. She raised
three daughters and her mar-
rigag with Joseph ended in
1

From 1972 she became in-
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_that the US society is better than others.
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: US foreign policy in correct perspective
American safety and has its roots in

a concept

ary of State Madeleine Albright addresses the

journalists following her talks with moderate ethruc Albanian
leader Ibrahim Rugova (R) and Kosovo Liberation Army (KLA)

commander Hashim Thaci 08 June 1999 in Cologne.

volved in Democratic Party’s
politics while she was Profes-
sor at the Georgetown Ujiivur-
sity. The location of .ie Uni-
Versity waus perfect as shie was
able to culiivate the Demo-
cratic elite in Washington. She
wis appointed by her thesis su-
erviser Zbigniew Brzezinski.
esident Carter’s Natiorial Se-
curity Adviser, in his office in
the Capitol Hill. Subsequently
she became one of the foreign
Folicy advisers to senior party
eaders, such as Walter Mon-
dale and Michael Dukakis.
During the Presidential cam-
paign of Dukakis, she is known
to have met Mr. Clinton.
President Clinton appointed
her the UN Ambassador in New
York and both of them became
closer and their views were
compatible. She is a stron
feminist and she was repnneg

to have jokingly said: “It used

to be that the only way a
woman could truly make her
foreign policy views felt was by
martying a diplomat.” At his
second term, President Clinton
appointed her as the Secretary
ol State, a formidable globe-
trotting position. At the con-
firmation-hearing of her ap-
pointment, the Republican
Chairman of Senate Foreign
Relations Committee, Senator
Jesse Helms called her a “'muﬁh
and courageous lady” and the
Committee endorsed her ap-

—AFP

pointment.

__Madain Albright is a force-
lul uielZ policy maker, 1t was
repucted that she pushed Presi-
dent Clinton to make the deci-
sion to launch the NATO attack
on Yugoslavia for the deliber-
ate policy of ethnic cleansing —
an abominable act of violation
of humian rights i Kosovo.'

some political anglysis main-, ;|

tain that her fight agayinst in-.

justice. ethnic cleansing. diéta-
torship and violation of hu-
man rights is fired by her per-
sonal experiences. She knows
fully what refugee life is . She
said: "We came to America after
being driven twice from our
home in Czechosloyakia, first
Hitler and then by Stalin.”
She cannot erase her memory
of the genocide of the Jews un-
der Nazism as the Jews were
perceived the mortal enemy of
“the Aryans” by the Nazi lead-
ers.
She is known to be respon-
sible for the US-led invasion of
Haiti and urged President Clin-
ton in 1993 to strike against
Bosnian Serbs. In his memoir
General Colin Powell recalled
Albright arguing: "What's ‘he
point of having this superb
military vou're always talking
about if we can’t use it?” In
1999 she was able to use it
a%ainst Yugoslavia in Kosovo.
She is happy about NATO's fu-
ture role in Europe. She is

strong on China and Latin
America.

Her perceived ve and
up front style in foreign rela-
tions has earned both friends
and foes. Her hawkish inclina-
tions put her in direct conflict
with Powell doctrine *which
holds that US military action
requires an overriding threat
to US interests. Her critics say
that she has less understand
of the traditions in Asia wh:gl%
are different from those in Eu-
rope and the US. Furthermore
there is a view that her a pre- .
cialion of the role of US eco-
nomic ties in foreign relations
Is not strong. Human rights
and poverty are interlinked
and deprivation in basic
amenities of life can neither
prolect nor promote human
rights.

Some maintain that the
State Department’s push to-
wards deregulation and dis-
mantling of all barriers to
trade and finance may have
undermined Russia's economy,
blown up the South East Asian
economies, de-stabilised some
of its Latin American countries
and angered its major trade
partners, from Japan to Eu-
rope. Madam Albright's role is
perceived to be minimal in
€CONOomlic area.

The US is the overwhelming
economic and military power
in the world today. The Ameri-
can people expect decisive vic-
tory and no unnecessary casu-
alties. They prefer quick reso-
lution of conflicts with its
mighty power. As a directional
underpinning to foreign and
securily policy, it is effectivcly
a principle which guarantess
supremacy in the world. Alter
its debacle in Vielnam and So-
malia, the US has olten turn=d
away from direct involvement
ur comthicts 1 many parts of
the world.

President Clinton appears
to 1 ruce "Star Wars” (anti-
miscaie defence system) to-
gether .with Japan in the Far

East where war il be kept on
the other sidde (U o0 v irld, with
few US casuaiitics, | e could
argue with Madini sdoright’s

description of the US as “the
indispensable nation.” But the
US which wants much but risks
little could lind the leadership
difficult in the days ahead:

' A view prevaijls that:Madam
Albright needs 1o keep the US
foreian policy’ in datréct per-
spective because it is peréeived
to be pre-occupied with Ameri-
can salety and has its roots in a
concept that the US society is
better than others. Further-
more after the collapse of
communism, the US appears to
have no [irm direction because
of lack of ideology. There is a
view that its absence indicates
that the US policy may not be
driven by politiclans and elec-
torates, but big multinational
corporations.

Madam Albright is sincere
and passionate about demo-
cratic values and freedom.
Some analysts maintain that
her childhood experiences and
her feelings on the past have a
definite imprint on the US
foreign policy. The jury is still
out on the effectiveness of US
foreign policy pursued by
Madam Albright.

The writer is former
Bangladesh Ambassador to the
LN, Geneva.

representatives of the NGOs on
account of their controversial
activities, many of them had
succeeded in getting visas fol-
lowing western pressure on Is-

One western diplomat, irr his
meeting with a Pakistani offi-
cial. had even threatened to
stop issuing visas to Pakislanis
for his country if the NGOs were
not allowed to operate in Pak-
istan, the source claimed.

He alleged that a French NGO
called ERA was found to be
involved in supplying arms and
ammunition to the Northern
Alliance in Afghanistan led by
Ahmed Shah Masood. On the
basis of that report the Interior
Ministry was directed to reduce
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HE anatomy of the UN

anti-drug abuse measures

in the late twentieth
has a complex
historical background with
cross-regional connections.
Through the dealings of the
British East India Company,
the traditional use of medicinal
opium had become a non-
medicinal business commodity
during the late eighteenth and
throughout the nineteenth
centuries. At the time of growth
arid development of the opium
monopoly in Bengal from 1773
to 1856, the economic condition

century

Genesis of UN Drug Control in South Asia

by Dr. M. Emdadul Haq

An international summit could facilitate the adoption of unvaried laws on narcotics and irtroduce a strict

internaﬁan_g! monitoring system on cross-border and cross-regional drug trafficking.

of the poppy ryots had
deteriorated and tension had.
erupted between the local

zamindars and the colonial
authorities. In an attempt to
further control the private
cultivation of opium poppies
and the Iree trade in opium, the
government adopted the Opium
Act of 1857 and the Opium Act

TOM & JERRY

DIST.BY ASIA FEATURES

By_Hunnq-Barbaru:

As THE DRUG TAKES
EEFECT — ONLY SHEER
WILL POWER IMPELS BOND
TOWARDS TNE TREES!

BUT THE MAN WHOSE
NOSE NE BROKE IS
ALRERADY FOLLOWING WiIM
OVER THE BALZONY [

of 1878.

The colonial drug laws ap-
plied a double standard as they
allowed the colonial authorities
to appropriate revenue from the
state run opium monopoly,
while pushing the private
traders to become involved in
the contraband trade. The
Indian opium trade flourished
until the late nineteenth
century, when China had
emerged as a major market for
the supply of opium from India.
To control opium traffic the

Chinese authorities in the late

1830s implemented the death
Eenalt}* ior local offenders,
owever, in India at that time
the production and supply of
opium was legal and sent to
China traffickers in viola-
tion of Chinese laws. By the end
of the century, the colonial
rulers progressively increased
local consumption of intoxicat-
drugs in South Asia through
the establishment of an official
distribution system.

As public opinion in the US,
UK, India, Ceylon (Sri Lanka).
Burma (Myanmar) and China
started to rally against the
colonial opium trade, the adop-
tion of international control on
the EUR]JI? of drugs from India,
Hong Kong and elsewhere be-
came im tive. Many domes-
tic and cross-regional pressures
contributed to the initial direc-
tion of international control of
South Aslan opium in the first
decade of the twentieth century.

Driven by its socio-economic
objectives, the US Government
initiated an international
move to regulate the opium
trade in South Asia. The US at-
tempt connetted the Indian
opium trade more than ever
with global politics. Besides the

| US push, a political demand for

" trol durin

amending the colonial drug
policies had persisted in South
Asia from the late nineteenth
century. Finallfr. the anti-
opium battle launched by

" Christian missionaries, espe-

cially in England, 'compelled
the British Government to set
up a Royal Commission on
Opium in 1893. The British
Government, the most powerful
imperial government on earth
at that time, eventually joined
in the US sponsored initiative
at the expense of its Indian
opium revenue and risked the
elficacy of the Royal Commis-
sion.

To retort the US-led inter-
national actions, the Govern-
ment of British India dpursued a
‘one step forward and two steps
backward' policy on drug con-
the early twentieth
century. As a result of the
Shanghai requirements, the
government gradually reduced
opium exports by the 1920s,
however, its heavy reliance on
excise revenue accelerated the
dispersal of stupefying drugs for
local consumption. After its
initial disappointment in
Shanghai, the Government of
British India boycotted the
Hague Conferences during 1912-
14, and launched repressive
measures durin% the early
1920s against the Non-co Oper-
ation workers who agitated
against the distribution of
drugs from government stores.

- Under political pressure at

home, and due to diplomatic
strain abroad, the colonial au-

thorities ratified the Geneva

Convention of 1924-25, yet re-
frained from introducing any
uniform anti-drug legislation.

As a result of the varied laws at
the provincial level, the distri-
bution of drugs continued both

from licit and illicit channels
during the 1930s and 40s. To
elude further pressure against
drug trafficking. the Govern-
ment of India convened an anti-
opium summit in 1927, while
contraband trade in harmful
drugs persisted after the wither-
ingdgf the formal opium trade in
1935. ’

The Government of British
India emerged as an important
player during the early twenti-
eth century. when South Asian
opium trade became a focal
point in international narco-
diplomacy. During all the ma-

jor international summits in

Shanghai The Hague and
Geneva, the British delegates
from UK and India played
diplomatic chess against the
Sino-US alliance to protect
their revenue interests in India.
It was through a delicate pro-
cess of collective bargaining,
especially amongst three key
players — the US, the UK and
China — international agree-
ments were reached about the
role of the British Government
in the South Asian opium trade.
These agreements laid the
foundation for nearly all the
international measures that
compelled the Government of
India to reduce the size of its
century old opium industry and
its opium tratfic to China.

However, due to financial
dependence on revenue from
drugs, and constitutional ar-
rangements for collecting ‘'max-
imum revenue' from opium ex-

ort, the pursuit of a whole-
Eearted anti-drug policy was
almost impossible for the Gov-
ernment of British India. In the
absence of harmonious policies,
the proh'hition of intoxicating
drugs faiicd in India during the
1940s, and also after in-

dependence. Due to a variation
in provincial anti-narcotics
laws, a similar affliction oc-
curred in the post-independence
Pakistan.

The variation in the ratifi-
cation of international proto-
cols and conventions continued
after the UN had assumed the
drug control programmes in
1946. As a result of the varied
legislotion, the problem of drug
trafficking and drug abuse con-
tinually persisted across the
globe, ile the countriés in
South Asia have recently
adopted tougher drug laws,
some wesiern countries still
prefer to undertake alternative
‘trials’ of particular hard drugs.

With meager resources, South
Asian countries can not afford
such %{_gantic costs. Moreover,
the ditferences In legal provi- -
sions, which from region
to region, have always been
favourable for underground
traffickers.

Despite the differences be-
tween countries within the re-
gion, and the uniqueness of
each country's situation. the

ains of drug addiction and il-
ﬂcit trafficking have become
common to each, and are in-
tensifying. Without the appli-
cation of unvaryinil laws, it will
be difficult to handle such a gi-
gantic problem with such com-
plex global connections. An in-
ternational summit could fa-
cilitate the adoption of unvar-
ied laws on narcotics and in-
troduce a strict international
monitoring system on Cross-
border and cross-regional d
trafficking. The summit coul
also extract reparations from
countries for past misdeeds in
the drug trade and present a
quota system for medicinal
opium, which would help reduce
gﬁ:ba.l drug problem in the next

millennium.

The writer is Professor of
Political Science, University of
Chittagong



