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For employees, it is important but complex. Very

few are familiar with their total reward and all the

rules behind it. 

For employers and shareholders, reward has a huge

impact on ROI. It is usually the biggest category of

expense and is referred to in many strategic

decisions. 

If they had all reward on a single platform

If each category of reward was in a single platform 

Can employees see all of their reward in real-time?

Is pay equity analysis performed in real-time across

a single data source for all reward (or is it based on

manually derived, samples)?

Digitising Reward

Reward is an obvious target for automation and

digitisation. 

To see all reward in one system in real-time,

standardised on a single set of data that can accurately

answer any question, creates huge cost savings and

efficiencies.  There is slow progress in exploiting these

opportunities.

Survey

This survey takes the pulse of current practice.  It

asked senior practitioners in global firms to state:

And then asked about the level of data quality in some

strategic reward processes:

We also gathered data on the participants (no. of

employees, revenues, industry sector, global HRIS) to

pin down whether some profiles had more progress

towards digitisation than others. 

Purpose & Methodology

uFlexReward is a spinout that markets Unilever’s in-house

technology that automates and digitises reward.  Our annual

business review with the CEO refers to market status.

Because we have so many contacts across global firms, we

created a survey to assess this, which could also be fed back

into the market.

We used Agile methodology to draw on internal skills and

knowledge to create and report on the research questions

within two weeks of initiating the idea.

 

The sample size was small.  Personal invitations to 47 heads

of global reward who have engaged with us along the path

from demonstration all the way to adoption. 

Separately, we collected responses from senior reward

practitioners who have requested information on the system.  

 

These groups overlapped, but we felt this did not undermine

the value of the data. In total, about 300 people were

contacted. 53 (16%) opened the link and 30 completed the

survey (10%).

We followed an ethical and professional approach based on

trust amongst peer professionals and global

firms.  We are a Unilever subsidiary operating to high

standards of corporate responsibility. This preserved

anonymity for respondents and underpins the integrity of the

results.

RESEARCH
OBJECTIVES

Why we did it 



Everyone that receives a copy of this report is a reward expert

who is qualified to interpret the data, so we have limited our

analysis to the very big points. Firstly, we created a list ranked

by commonality from 100% to 57%. Then we added some

comments to the data. The following are listed not in terms of

significance, but for their high level of uniformity:

1) 97% do not offer personalised reward options between

variable and fixed pay.

- With the movement to more flexible contracts in the Future of

Work, employees will have far greater variation in reward and will

need far greater power to personalise their reward across all

categories to support their circumstances.  This will quickly

become a must-have.  The risk is that it descends into poorly

documented, spreadsheet-based administration.

2) 97% do not have access to benefit data for all employees

in all countries.

- This is not surprising as most organisations have several

benefits providers because there is no supplier who offers global

coverage.

 

3) 93% do not know their pension policies and individual

employee contribution amounts.

- It is difficult to get an off-the-shelf package.

4) 90% do not have the ability for HR, Reward, or Line

Managers to search for and model all forms of reward for

any employee in any country and any entity in real-time.

Or, see the impact of a change in any reward policy to any

employee.

- This is a must for anyone who manages people and wants to

balance cost control with motivation, retention, transfers,

promotions, and recruitment. 

COMMONALITY IN RESPONSE - You need a total reward view - not just the 70-80% that is

easy to see (fixed comp). Having an understanding of the

change's impact to personal reward is vital to maintain

morale and understand cost - especially when making mass

changes such as restructuring or pension migration.

5) 90% do not have the ability for employees to

feedback on their reward in real-time.

- This goes hand in hand with seeing all of their reward. If

they see things they do not value, you need to know. Of

course, the strategic solution for that is not just feedback, but

personalisation.

 

6) 90% do not have a single global platform that holds

all reward policies for all employees in all countries

and all entities.

- You cannot analyse reward by its policies and parts if all of

the policies and their underlying logic are not in one

location. It is hard to audit and be accountable for reward if

you can't find the policies. This creates a dependency on key

people to maintain it when it instead needs to be a system.

7) 90% cannot instantly extract data from multiple

systems to see the total reward cost for an individual

employee or a selected group of employees.

- How can you, without a total reward platform, answer basic

and vital reward questions? 

8) 83% cannot supply employees with real-time total

reward statements.

- Nobody understands all the rules or their current position

on complex items such as shares and pension. This is vital. 

 

DEGREE OF
CONSENSUS

What was said

This was a higher response than is normal for an informal survey. Our subjective view is that the patterns in the data are so strong, that we
can generalise across the whole of global business.  Most questions had >80% commonality, so we believe it is unlikely that a larger
response would change the conclusions. This matches our market experience. In just over one year of operations, we have not come across
a single firm that has automated and digitised total reward. 



 

9) 83% cannot see the effect on pay ratios of changing

specific reward policies before the changes are

implemented.

- The ability to assess the impact of changes on equity is the key

to change.

10) 80% do not provide employees with core and flexible

reward options.

- As the workforce changes, one standard reward package for

all employees is no longer realistic. Employees need to flex and

personalise rewards depending on their own life circumstances.

 

 11) 80% cannot produce real-time pay equity reports.

- This is rapidly becoming a Tier 1 risk, as many companies

cannot produce data to prove they are fair and equal payers.

For companies who are not, this is vital to be able to organise

change.

 

12) 80% do not have real-time reporting access to all

reward data for all employees, all countries, and all

entities.

- This is an absolute basic necessity for any well-managed

asset. Companies need to be able to see the whole of it in all its

detail and to a) search and sort in any way and b) to make

mass changes to key variables in order to see the impact on

dependencies.

13) 73% do not include all forms of reward within the pay

equity analysis.

- It is important to have oversight on all forms of reward when

analysing equity.

 

14) 63% supply reward data for financial reporting,

business modeling, and analytics.

- This is important. You need a single version of the truth. If you

solely leave it to finance, you risk important reward ideas being

neglected.

 

15)  57% do not have one, single global HRIS

- The most surprising thing is that 43% could say yes. Most

global firms do not integrate all acquisitions, new ventures, and

new acquisitions into their core HRIS. However, they do need to

see the consolidated cost data for people from all of their

holdings/subsidiaries. An enterprise-wide consolidation system

is viable. An enterprise-wide HR transaction system is not.

 

 

 

 

1-10,000 10,001-20,000 20,001-50,000 50,000+ 

40% 

30% 

20% 

10% 

0% 

Respondent Profile: Number of
Employees in the Company 

Respondent Profile: Global Company
Revenue

Respondent Profile: Job Title

Head, Global Reward
53.3%

Global Director, Total Reward
20%

Reward Manager
10%

CHRO
6.7%

CEO
3.3%

VP HR
3.3%

20bn +
36.7%

5bn to 20bn
26.7%

1bn to 5bn
23.3%

Less than US$1bn
6.7%



ANALYSIS &
CONCLUSIONS

What we think

Employees in global firms cannot create an accurate picture

of their total reward in real-time.

Strategic and local decisions that refer to reward are using

sub-optimal data. Data is out of date, suffers errors and

omissions, and uses averages, assumptions, and allocations

where it cannot easily find accurate data at the employee

level.

Statutory reporting (company reports and pay equity/ratios)

uses data sampling rather than total reward from a

standardised, real-time database. 

The overwhelming situation is:

The survey shows that progress towards automation and

digitisation of total reward data is slow. We do expect this to

change quickly to a tipping point because of pressure from:

a) Shareholders - who want efficiencies in all areas of

spend (accelerated by COVID),

 

b) Employees - who need far greater personalisation in

reward, 

 

c) Wider society - that is increasingly demanding data

and action on pay equity.

Reward data automation and digitisation are practically non-existent



The survey sought a snapshot of how well businesses are

prepared to meet the demand for real-time reward data. This

refers to all policies for all employees for all rewards in real-time

in one platform. 

 

The first section probed whether any companies had actually

achieved this goal. It started by asking how many firms had

actually achieved the goal of a standardised, single HRIS. Then,

whether all data for each specific reward category is held in a

single platform. Finally, if they can access all reward data in a

single platform.

Single Strategic HRIS

Only 43% have a single HRIS. This proves it is possible in

companies with a simple structure, that are international rather

than global, which grow organically without acquisitions. For

57%, the reality falls short. The dream of a single HRIS is blocked

by a number of things: new acquisitions that take time to

integrate; acquisitions that are encouraged to remain

independent; new ventures that are set up outside the core, and

the shortfalls of a core HRIS when meeting critical specific

business requirements. For 57% of respondents, there is no

possibility of building a real-time, total reward capability in the

core administration system.

Single Source of Data For: Compensation, Benefits,

Pensions, Shares

As expected, 53% of firms have succeeded in standardising on a

single payroll system. 60% hold all share awards in a single

system (this makes sense as shares administration is a head

office function, often applying to a small subset of senior

employees).  Variations in local labour markets, regulation, and

tax mean there are no truly global suppliers or software

administration systems for benefits and pensions.  3% of

respondents have a single data source for benefits,  7% for

pensions.  This has obvious consequences for reward data

consolidation.

Real-time Total Reward Data in a Single Platform

The answer to the final question was inevitable. Other than

Unilever, there was no respondent with access to all

reward data for all employees in a single, automated, digital,

reward platform. For the record, Unilever has 140,000

employees, in 120 countries, >£20bn of revenues. It has some

significant acquisitions still outside the HRIS, and a complex

reward program that sets standards in pay equity (including

global living wage and shares for all employees).  

 

Does this quality of data fit the need for reward data in 2021?

For every other respondent, total reward data

has to be consolidated from multiple systems.

Without an automated, digital reward total

reward platform, this is a time-consuming

process of data extraction and data conversion

that requires spreadsheet manipulation.  The

data is not real-time, it reflects a specific

historical date. It retains manual inputs, so is

likely to contain errors. And, it has to rely on

estimated values for categories of reward -

where administration systems don’t hold costs

by the individual employees. The question is:

does this quality of data fit the need for

reward data in 2021?



The Growing Pressure on Reward Data in 2021 

To answer the question, we explored four areas where

HR and Reward data is under increasing pressure from

boards, shareholders, wider society, and employees.

 

Realtime Employee Total Reward Statements

83% of employees covered by the survey do not

receive real-time, total reward statements. Given the

complexities of all the rules that determine their

personal benefits, pension, and shares, they probably

don’t appreciate the true value of the investment in

their actual, up-to-the-moment personal reward. 

 Looking forward to the proposed changes in the

flexible future of work, a clear real-time statement of

total reward is essential.  Employees will demand

more personalisation and firms will provide less

standardised reward.

Detailed Margin Management

Analytics is making all forms of corporate investment

and spending more accountable.  As reward and

people

cost is commonly the biggest annual investment, the

pressure to account in detail is growing.  The survey

revealed that only 10% of companies have the

capability to report on and manage reward costs

showing all rewards for all employees. This places HR

and Reward under pressure.  Time is running out for

using proxy data for categories of reward (shares,

pensions, benefits) where reward administration

systems do not hold data at the employee level of

detail.  The current state is to spread aggregated costs

by a uniform factor across the population of

employees. In the case of benefits and pensions, this

has the effect of overstating payments to lower-

income employees and understating for high-income

employees. The results are that business decisions

use poor data and vulnerabilities on pay equity

reporting. 

98% of the reward decisions that impact pay equity are made with out of date data

Pay Equity

In the last 12 months, few subjects have hit the

headlines as hard as equality and diversity. In 2021,

policy rhetoric will not be long enough to prove to be a

fair and equal employer.  To monitor and maximise

progress, up-to-date pay equity data is needed at the

moment reward decisions are made on pay policy, hires,

promotions, bonus plans, etc.  Only 2 out of 30

companies who responded can perform real-time

pay equity data analysis. 1 runs monthly reports, 4

quarterly and 23 (77%) perform pay equity analysis once

a year. This suggests 98% of the reward decisions that

impact pay equity are made with data that is between 1

month and 12 months out of date.  Once the facts

emerge that this can be done quickly, cheaply and in

realtime, anything less will look like obstruction. 

 

Future of Work – Personalisation of Reward Across

All Categories

The flexible contracts anticipated by the Future of Work

will demand greater variation and creativity in reward.

Employees will ask to personalise reward to their

circumstances, in real-time. At present, 97% of

respondents are not prepared for this. In fairness, it

does seem to be very futuristic, even "unthinkable," but

the note of caution here is that working from home (our

new normal) feeds into the Future of Work and

personalisation.  Without digitisation, the risk is that this

demand will descend into the chaos of spreadsheet

administration.

 



SURVEY
RESULTS
JANUARY  2021



Systems
1) Do you have a single global HRIS for all employees, all countries, and all entities?

Do you have a single global system holding all.. 
2) Salary data for all employees, all countries, and all entities?

3) Benefits data for all employees, all countries, and all entities?

4) Pensions policies and individual contribution for all employees (and cost to the employer), in
all countries and all entities?

5) Share award policies and vested/unvested values for all employees, in all countries and all
entities?

 

No
56.7%

Yes
43.3%

Yes

No 17

13

Response Number

No
53.3%

Yes
46.7%Yes

No 16

14

Response Number

No
96.7%

Yes
3.3%

Yes

No 29

1

Response Number

No
93.3%

Yes
6.7%

Yes

No 28

2

Response Number

Yes
60%

No
40%

Yes

No 12

18

Response Number



6) Do you have a single global platform that holds all reward policies for all employees in all countries and
all entities, that are linked in real-time to all the previous systems?

7) Does HR supply reward data for financial reporting, business modelling, and analytics?

Total Reward
8) Can you provide all employees with real-time total reward statements?

9) Can employees supply real-time feedback on each component of their personal reward?

10) Do you have real-time reporting access to all reward data for all employees, all countries, and all
entities?

 

No
90%

Yes
10%

Yes

No 27

3

Response Number

Yes
63.3%

No
36.7%

Yes

No 11

19

Response Number

No
83.3%

Yes
16.7%

Yes

No 25

5

Response Number

No
90%

Yes
10%

Yes

No 27

3

Response Number

No
80%

Yes
20%

Yes

No 24

6

Response Number



11) Can you instantly extract data from all these different systems to see the total reward cost for an
individual employee or a selected group of employees?

Modelling
12) Subject to security permissions, can HR, Reward or Line Managers search for and model all forms of
reward for any employee in any country and any entity in real-time?

13) Can HR, Reward or Line Managers see the impact of a change in any reward policy to any employee
alongside their existing package?

Pay Equity
14) Can you produce real-time pay equity reports (gender pay gap, ethnicity pay gap), covering all
employees, all countries, and all entities?

15) Does your pay equity analysis include all forms of reward?

 

No
90%

Yes
10%

Yes

No 27

3

Response Number

No
90%

Yes
10%

Yes

No 27

3

Response Number

No
93.3%

Yes
6.7%

Yes

No 28

2

Response Number

No
80%

Yes
20%

Yes

No 24

6

Response Number

No
73.3%

Yes
26.7%

Yes

No 22

8

Response Number



16) Can you see the effect on pay ratios of changing specific reward policies before the changes are
implemented?

17) What is the frequency of your pay equity reporting?

Personalisation
18) Do you provide core benefits and flexible benefits to all employees globally?

19) Can employees personalise their reward between the big categories of: fixed pay, variable pay,
pension, shares, and other benefits?

 
 
 
 
 

No
83.3%

Yes
16.7%

Yes

No 25

5

Response Number

Annually
76.7%

Quarterly 
13.3%

Daily
6.7%

Daily

Monthly 1

2

Response Number

Quarterly

Annually

4

23

No
80%

Yes
20%

Yes

No 24

6

Response Number

No
96.7%

Yes
3.3%

Yes

No 29

1

Response Number



Respondents
20) Job Titles:

21) Global Company Revenue:

22) Industry:

Head of Global Reward
53.3%

Global Director, Total Reward
20%

Reward Manager
10%

CHRO
6.7%

VP HR
3.3%

CEO

CHRO 2

1

Head of Global
Reward

VP HR

16

1

Response Number

Global
Director, Total

Reward
6

3Reward Mgr

1HR SME

20bn +
36.7%

5bn to 20bn
26.7%

1bn to 5bn
23.3%

Less than US$1bn
6.7%

Less than
US$1bn

1bn to 5bn 7

2

5bn to 20bn

20bn +

8

11

Response Number

Unknown 2

Engineering
13.3%

Foods
13.3%

Technology
13.3%

Beverage & Tobacco
10%

Financial Services
10%

Energy
6.7%Professional Services

6.7%

Construction
3.3%

Healthcare
3.3%

Property
3.3%

Transport
3.3%

Aerospace

Bev & Tobacco 3

1

Comms

Construction

1

1

Response Number

2

4Engineering

3Fin Services
Mgr

Energy

Foods 4

Healthcare 1

Oil & Gas

Prof. Services

Property

Technology

Transport

Pharma

1

2

1

4

1

1



23) Number of Employees:

24) Number of Countries:

25) HRIS being used (including duplicates):

 

50,000+ 
36.7%

10,001-20,000
26.7%

1-10,000
23.3%

20,001-50,000
13.3%

50+
50%

21-50
30%

11-20
13.3%

1-10
6.7%

10,001 - 20,000 8

7

20,001 - 50,000

50,001+

4

11

Response Number

1 - 10,000

11 - 20 4

2

21 - 50

50+

9

15

Response Number

1 - 10

Oracle 4

11

SAP HR

Success
Factors

13
 

10

Response Number

Workday

SAP HR
30%

Workday
27.5%

Successfactors
25%

Oracle
10%

Other
5%

Peoplesoft 1

Other 2


