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Appraisal 

PAC-fixing 

Plans Exposed 

Without informing or consulting employees, HR are 
trying to move the goalposts for appraisals to 
make it harder to get a good PAC rating. 

This year’s “Shaping Tomorrow With You” 
employee survey (which closed on 20 April, long 
before this year’s pay review was announced) 
showed that just 14% of UK&I staff responded 
favourably to the statement “The better my 
performance, the better my pay will be”.  This is 
28% worse than an average UK employer.  We 
need to make this better, but HR seem to be 
making it worse! 

Other than this year, which the company said was 
a one-off, PAC ratings are a factor in determining 
your pay.  Many staff also have new 
bonus/incentive rules which use PACs too. 

For example, in recent training, HR are telling 
managers to make it more difficult for staff to get 
an “Achiever” PAC rating. 

It’s not uncommon for someone to exceed on 
some objectives, while falling short on another, 
perhaps less important one.  In the past, good 
managers took a common-sense approach and 
award an “A” if that reflected the individual’s 
overall performance. 

The new (unpublished) guidance tells managers 
that to get an “A” an employee must meet all the 
agreed objectives / deliverables “without 
exception”.  In the training, managers were also 
warned that this would be checked. 

This could easily result in staff who are 
working hard, doing a great job for customers, 
being marked as a “P” if, for example, they 
were late with one timesheet. 

We need to root out of Fujitsu the mindset and 
fundamentally counter-productive approach to 
performance management which lies behind this.  

See inside for more details. 

Fair Pay for 

the Hours 

You Work? 

To deliver what our customers want, many 
of us work more than our contracted hours, 
or work hours well outside the traditional “9 
to 5, Monday to Friday”. 

Across Fujitsu, there is confusion over how 
staff are treated when they work additional 
or unsocial hours.  Some get paid, while 
others don’t, people get paid dramatically 
different amounts, and there is lack of clarity 
about what many staff are entitled to. 

Some of this confusion arises because staff 
have TUPE transferred in with various terms 
and conditions, but most of it comes from 
the company’s attempts to introduce worse 
terms instead of the Unsocial Hours Policy 
(UHP) which used to cover all non-
management grades. 

In 2010 the company introduced (without 
consulting Fujitsu Voice) stingy new “UK 
interim Additional Hours guidelines”, closely 
based on previous guidelines used for some 
people in IS. 

The company has now decided it wants to 
introduce the UK guidelines for some staff in 
Manchester, so is entering negotiations with 
UNITE.  Though the negotiations are local, 
the company wants any changes to the 
guidelines to be applied UK-wide, so this 
is an issue for everyone. 

See inside for more details. 

You can find the UK guidelines and other 
company information in the “Reward” 
CafeVIK community, under “Overtime, Shift 
and Standby Payments”. 

http://www.unitetheunion.org/fujitsu


 

Forced Ranking in Appraisals 

Some companies, particularly in the USA, use a system of “forced ranking” (which goes under various 
names), where your appraisal result doesn’t only depend on your own performance, but that of your 
peers.  The employer decides in advance how many people will get good and bad appraisals and 
managers are forced to share them out, however far that deviates from reality. 

This article by a US management consultant explains how destructive this approach can be, using the 
example of Microsoft: 
http://www.management-issues.com/2012/8/24/opinion/microsoft-and-dumb-decisions.asp 

HR’s Q&A for bonuses says “Is there a forced distribution of PACs?  There is no forced distribution of 
PAC rating but we are seeking to achieve a normal distribution curve which will be obtained 
through the moderation process”.  Does this translate as “no but yes”? 

Fujitsu does not have a policy of forced ranking, but the flawed thinking behind forced ranking lies 
behind many of the problems with our appraisal system.  The graph below is taken from the recent 
training for managers. 

HR’s graph from the training course for managers shows that they assume that PAC ratings should fit a 
particular “bell curve”.  This is a completely unfounded assumption – why should the number of people 
performing well equal the number performing badly?  This then leads to the assumption that if the graph 
is “skewed” to the right, this is a problem rather than a success. 

Good managers try to get everyone in their team performing well, not to get equal numbers performing 
well and badly.  Good managers know that you should give more positive feedback than negative 
feedback if you want to influence behaviour.  Good managers know that they need team members to 
work together, rather than feeling that every visible failure by a colleague helps their PAC, pay rise and 
bonus.  Shouldn’t training be helping managers to manage well, rather than encouraging bad 
practice? 

Opposition to “forced ranking” is part of UNITE’s Fair Pay Charter for the IT industry: 
www.unitetheunion.org/itcharter  

http://www.management-issues.com/2012/8/24/opinion/microsoft-and-dumb-decisions.asp
http://www.unitetheunion.org/itcharter


 
 

…pay for hours continued 

Negotiations between UNITE and Fujitsu over changes to the UK guidelines on “Out Of Hours” 
began on 1 October.  This is a summary of the main agenda issues: 

Agenda point UNITE comments 

Scope – under what 
circumstances would new and 
existing employees be covered 
by the guidelines, under what 
circumstances would OOH be 
paid or unpaid? 

The guidelines describe “paid” and “unpaid” groups but there is no 
clarity about which roles attract payment and which don’t.  Many staff 
who aren’t paid feel they get less for doing just as much work as some 
who do get paid. 

At the moment there is a lack of clarity and consistency about when the 
new guidelines should be used.  Existing employees with better terms 
want to avoid being forced onto the new guidelines. 

Validation – would there be an 
exercise to validate the OOH 
terms recorded on the system 
for existing employees?  When 
and on what basis? 

We need to clear up the company’s records once and for all, especially 
for those staff with “NOELIG” recorded on the system but who may well 
be entitled to payment. 

The legal status of the policy – 
would it be contractual and/or 
included in an agreement with 
UNITE? 

The UK guidelines could be changed at any time by the company, 
which gives staff little confidence for the future. 

Premium rates 

The guidelines offer no premium at all for extra hours 8am-8pm Mon-
Sat, far below the standard set by the Ethical Trading Initiative code 6.2. 
Overtime rates are far below what Fujitsu says its competitors pay,  
Standby rates pay less than the worst bit of ICL did 20 years ago (even 
before inflation!) 

Index-linking or review of 
standby rates which are 
expressed as monetary values 

Standby rates have been increased this year and last, but there is no 
guarantee of this.  The company has failed to increase other rates for 
decades. 

The UK guidelines make it cheaper for managers to get staff to do extra hours than to hire enough 
people.  How can it be right for some to be suffering stress due to excessive hours at the same 
time as jobs are being cut and many young people struggle to enter the labour market? 

In parallel with these negotiations, the company is gradually introducing a new online “My 
Overtime” system.  It is vital that employees who think it shows the wrong Out Of Hours terms for 
them raise this promptly for resolution. 

Join UNITE 

UNITE is already achieving a lot in Fujitsu.  To 
achieve more we need more staff to join the union 
and help make Fujitsu a better place to work. 

Joining the union doesn’t mean agreeing with 
every union policy – we’re a democratic 
organisation and have as many views as 
members. 

The vast majority of staff agree they want job 
security, fair pay, decent terms and conditions, 
adequate pensions etc and we need to work 
together to have any real influence on company 
decisions.  If you want these things, please join 
UNITE today: http://www.unitetheunion.org/join  

Introduce a friend via 
http://www.unitetheunion.org/introduce  

http://www.ethicaltrade.org/eti-base-code/working-hours
http://www.unitetheunion.org/join
http://www.unitetheunion.org/introduce



