
Academic Journal of Business & Management 
ISSN 2616-5902 Vol. 6, Issue 4: 51-55, DOI: 10.25236/AJBM.2024.060409 

Published by Francis Academic Press, UK 
-51- 

Compensation for Non-Staff Personnel: Balancing the 
Challenges of Flexibility and Fairness 

Xiaoyan Chen1,a, Wenjie Fu1,b,* 

1Eye Hospital, Wenzhou Medical University, Wenzhou, China 
a153532722@qq.com, bwenjie022@126.com 
*Corresponding author 

Abstract: Balancing flexibility and fairness in the employment of non-staff personnel involves 
determining how to meet the organization's needs for adaptability while ensuring that compensation 
disparities are aligned with employee contributions and market value. This approach upholds principles 
of labour rights and fair competition. Addressing this challenge requires the formulation of 
compensation policies that account for differences in job nature, skill levels, and market demands, while 
also mitigating the risks of dissatisfaction and attrition caused by unreasonable disparities. In this 
context, organizations must establish a fair and transparent compensation system, communicate 
compensation standards effectively, and emphasize the link between compensation and performance. 
This provides a rational basis of compensation decisions, thereby optimizing the allocation of human 
resources and fostering sustainable development. 
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1. Introduction 

Non-staff personnel are individuals recruited by government agencies and public institutions to fill 
positions beyond the establishment numbers approved by the organizational establishment management 
authorities. These individuals are often hired on a contractual, temporary, or part-time basis to undertake 
specific tasks or projects. Typically, they are employed to address the organization's labour needs in 
rapidly changing environments, leveraging their specialized skills, short-term work demands, and the 
flexibility of their employment. 

Non-staff personnel possess significant advantages in project-based work environments, as they can 
rapidly fill positions that have specific skill shortages, thus enhancing the efficiency of project operations. 
Moreover, their employment flexibility allows organizations to scale their labour force promptly in 
response to fluctuating demands, thereby reducing the fixed costs associated with long-term staffing. 
Additionally, non-staff personnel bring fresh perspectives and unique viewpoints to organizations, 
fostering innovation and encouraging diversification. 

In China, since the introduction of the employment system for public institutions in 2002, the "non-
establishment contract system" has seen continuous expansion. The proportion of non-staff personnel 
within public institutions has increased, reflecting a trend towards widespread adoption and increasingly 
diversified roles. However, this shift has also introduced challenges related to fairness and stability. 
Inequalities in compensation, benefits, and career development opportunities among different 
employment contracts can raise concerns about fairness. Moreover, a prolonged and extensive reliance 
on non-staff personnel may lead to organizational instability, and the potential loss of talent due to the 
concentration of specific field skills within the non-staff workforce presents challenges for the effective 
use of non-staff employment. 

Therefore, addressing the issue of compensation for non-staff personnel and achieving a balance 
between their employment flexibility and fairness is crucial. This involves ensuring that compensation 
disparities are aligned with employee contributions and market value, which upholds labour rights and 
the principles of fair competition. 
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2. Current Status of Non-Staff Personnel Compensation Management 

2.1. Unequal Pay for Equal Work 

Although non-staff and staff employees perform the same tasks, there is a significant difference in 
their compensation. Staff employees receive a basic salary, which includes position and grade wages, 
managed in accordance with national standards. In contrast, non-staff personnel typically receive 
compensation with different wage components and standards, and they generally do not enjoy the same 
level of benefits. Additionally, there are disparities in social security benefits, such as housing funds, 
medical insurance, and pension schemes, between staff and non-staff personnel. 

2.2. Egalitarianism in Compensation 

The phenomenon of stagnant compensation for non-staff personnel is widespread, as most units adopt 
an equal distribution method in which the salaries of all non-staff personnel are essentially the same. 
Neither a mechanism for salary growth nor a way to reflect job performance based on positions or 
workload exists. This results in a long-term state of stagnation. Even if they have a substantial workload 
and outstanding job performance, non-staff personnel cannot receive the same or better treatment as 
regular staff. The inability to adequately reflect the true capabilities of non-staff personnel seriously 
affects their work enthusiasm and creativity, which may lead to staff turnover. 

2.3. Limited Promotion Opportunities 

Human resource management is a fundamental management task for organizations, and most 
enterprises and institutions have established human resource management departments. However, in 
some units, there is no planning for the career development of non-staff personnel, which seriously 
neglects the growth needs of these personnel, and fundamentally limits their promotion opportunities. 
Units fail to provide systematic training for non-staff personnel, which results in their inability to improve 
their job skills using the organization's resources. Furthermore, units cannot offer non-staff personnel a 
planned career development path, and do not consider them for title evaluations and internal promotions 
within the organization [1]. Such practice greatly weakens their sense of belonging. non-staff personnel 
see no future development opportunities, and their enthusiasm for work gradually decreases. 

3. The Impact of Compensation Disparities 

The salary disparities between non-staff personnel and regular employees can have profound effects 
on both employees and organizations: 

3.1. The Impact on Employees 

3.1.1. Motivation and Satisfaction 

Inequality in compensation may diminish employees' motivation and satisfaction with their work. 
Whether they are part of the staff or not, if there is a phenomenon of "equal work, unequal pay," 
employees may feel that their efforts are not proportionally rewarded, leading to a range of negative 
psychological and emotional reactions. Such disparities can undermine their enthusiasm and sense of 
investment in their work. 

3.1.2. Sense of Instability 

Due to the temporary nature of their employment relationship, non-staff personnel often experience 
a strong sense of job instability. Persistent disparities in compensation can lead non-staff personnel to 
seek other job opportunities with more reasonable pay, resulting in decreased job stability and frequent 
job changes. This not only deprives non-staff personnel of opportunities for the continuous development 
of their experience and skills but also wastes time, thereby weakening their competitiveness. 

3.2. The Impact on Organizations 

3.2.1. Employee Turnover 

Salary disparities can lead to talent loss as employees may seek jobs with more competitive 



Academic Journal of Business & Management 
ISSN 2616-5902 Vol. 6, Issue 4: 51-55, DOI: 10.25236/AJBM.2024.060409 

Published by Francis Academic Press, UK 
-53- 

compensation. This can result in increased costs for the organization due to turnover, higher training 
expenses, and vacant positions, ultimately affecting organizational stability and productivity. 

3.2.2. Organizational Performance 

Numerous studies have shown that employee job satisfaction is positively correlated with job 
performance. Salary disparities can lead to a decrease in motivation among non-staff personnel, which 
inevitably results in a decline in their performance. Additionally, the tense atmosphere caused by salary 
disparities within a team can negatively impact teamwork and communication, ultimately leading to a 
decline in organizational productivity and performance. 

3.2.3. Talent Attraction and Public Image 

In today's society, there is increasing attention on social responsibility and equity issues. Salary 
disparities may impact an organization's public image, leading to public scrutiny and criticism. Such 
disparities could potentially damage the organization's reputation and brand image. 

4. Theoretical Foundations of Compensation Management for Non-Staff Personnel 

4.1. Incentive Theory 

Incentive Theory focuses on the extent to which employees are influenced by compensation and 
reward systems, and how this feedback affects their performance and behaviour. Two important concepts 
within this theory are intrinsic and extrinsic motivation. Intrinsic motivation refers to the satisfaction and 
interest employees derive from the work itself, while extrinsic motivation involves tangible rewards such 
as salary and bonuses. Psychologist Leventhal proposed the Comprehensive Incentive Theory, which 
was further developed by management scholars Porter and Lawler. They conceptualized the incentive 
process as a comprehensive one, involving internal conditions, external stimuli, behavioural performance, 
and outcomes, suggesting that satisfactory incentive effects can only be achieved by considering all 
aspects [2]. Building on this theory, compensation management for non-staff personnel can employ 
various reward mechanisms, allocating compensation based on project completion and performance 
evaluations. For instance, organizations can establish a base salary for contract-based non-staff personnel 
and also implement a bonus system based on their contributions and efficiency in the project. Such a 
compensation model incentivizes employees to deliver high-quality work and receive corresponding 
rewards upon task completion. 

4.2. Fairness Theory 

Fairness theory emphasizes employees' perceptions and evaluations of salary disparities, as well as 
how these perceptions influence their job satisfaction and motivation. This includes both internal fairness 
(relative to salary differences within the same organization) and external fairness (comparing to salary 
levels in the external market). In the management of compensation for non-staff personnel, fairness 
theory suggests that organizations need to ensure that salary disparities are perceived as fair and 
reasonable by employees. For example, if non-staff personnel in the same project team receive 
significantly lower salaries for the same work compared to regular employees, it may lead to 
dissatisfaction. Therefore, to maintain internal fairness, organizations can transparently establish salary 
standards based on job contribution and performance, ensuring that employees perceive the fairness of 
salary disparities. 

Both of these theories aim to incentivize employees to deliver more efficient job performance, serving 
the flexibility and balance in compensating non-staff personnel. However, in the current situation, there 
is still a need to further strengthen the theoretical foundation and implement these theories through 
practical means. 

5. Strategies for Balancing Fairness and Flexibility 

Based on the comprehensive analysis of the current situation and its impacts, addressing the issue of 
salary disparities among non-staff personnel has become an important aspect of human resource 
management. Drawing from the two fundamental theories of compensation management mentioned 
above, the following are some proposed strategies for optimizing compensation management. 
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5.1. Establishing a Fair Compensation System  

Employers should establish the correct principles of human resource management to handle the issue 
of compensation for non-staff personnel fairly. When designing compensation for non-staff personnel, 
clear compensation policies should be developed. These policies are aimed at enhancing fairness and 
eliminating discriminatory practices. The goal is to eliminate wage disparities for equal work and ensure 
that non-staff personnel receive equitable treatment in terms of compensation compared to staff 
employees. This can be achieved by openly disclosing the basis and the decision-making process behind 
salary disparities. For example, salary disparities can be determined based on factors such as project 
complexity, risk level, and market demand. By doing so, employers can reduce dissatisfaction, eliminate 
speculation and misunderstandings among employees, and help them understand the rationale behind 
specific compensation differences. 

5.2. Performance-Oriented Compensation System 

Establishing a performance-based Compensation System involves integrating compensation with 
employees' actual performance and contributions to their work. It includes defining performance 
evaluation metrics and processes to ensure objectivity in the evaluation process and reduce the perception 
of unfairness in compensation disparities. Additionally, clear performance evaluation criteria should be 
established, closely aligned with job responsibilities and organizational goals, to quantify and measure 
employees' work achievements. This helps employees understand the expected outcomes and motivates 
them to perform better. Furthermore, a performance-oriented compensation system requires regular 
performance evaluations and feedback mechanisms. It should consider not only quantitative measures 
but also factors such as quality, innovation, and collaboration, taking into account the actual work 
performance and opinions of employees. This helps minimize the impact of individual subjective 
judgments and ensures equal treatment for all employees. 

5.3. Diverse Incentive Mechanisms 

In addition to basic compensation, organizations can provide other forms of incentives to combine 
economic and non-economic rewards, in order to compensate for any shortcomings that may arise from 
compensation disparities. For instance, personalized incentive mechanisms can be designed based on 
individual interests and psychological needs, taking into account the different employees. By prioritizing 
the satisfaction of individual motivations, this approach can stimulate employees' passion for their work 
and enable them to perform at their highest potential. Furthermore, continuously enriching the content of 
compensation through the introduction of various types of rewards can help mitigate dissatisfaction 
among non-staff personnel. 

5.4. Communication Mechanisms 

Establishing regular communication channels to explain the rationale and basis for compensation 
differences can help alleviate employee concerns and dissatisfaction. By creating feedback channels and 
actively listening to employees' opinions and suggestions regarding compensation, organizations can 
promptly respond, make adjustments, and improve based on employee feedback and performance data, 
thereby enhancing the quality and effectiveness of communication. For example, a medical institution 
holds regular internal meetings to explain the composition and reasons for the compensation structure of 
different employee groups, helping employees understand the organization's compensation strategy. 
Through optimizing communication mechanisms, organizations can ensure that employees fully 
understand compensation policies and decisions, reduce doubts and misunderstandings, and mitigate 
dissatisfaction. 

5.5. Career Development for Non-Staff Personnel 

Continuing education should be provided for non-staff contract personnel, with an emphasis on 
enhancing their vocational skills. This training should encompass, but is not limited to, professional 
ethics, work demeanour, and technical expertise. Tailored to the job characteristics of non-staff contract 
personnel, their multifaceted needs for self-improvement should be fully considered by offering a variety 
of professional knowledge and career development lectures. Moreover, to fully stimulate the proactivity 
of non-staff employees, it is essential to guide their career development effectively. Establishing a 
comprehensive promotion mechanism and focusing on the career advancement needs of non-staff 
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personnel will fundamentally increase their work enthusiasm and reduce turnover. 

In addressing the issue of compensation disparities among non-staff personnel, the integrated 
application of these strategies can effectively mitigate feelings of inequity, preserve employee motivation 
and satisfaction, and foster organizational stability and sustainable development. 

6. Conclusion  

Under the mode of employing non-staff personnel, striking a balance between flexibility and fairness 
involves ensuring that while meeting the organization's flexibility needs, salary discrepancies align with 
employee contributions and market value, thus upholding the principles of labour rights and fair 
competition. This challenge requires the formulation of compensation policies that not only reflect 
differences in job nature, skill levels, and market demands but also mitigate the risk of dissatisfaction 
and attrition resulting from unreasonable disparities. In this context, organizations need to establish a fair 
and transparent compensation system, communicate compensation standards effectively, and emphasize 
the link between compensation and performance, to ensure scientific and rational basis of compensation 
decisions, thereby achieving optimal allocation of human resources and sustainable development. 
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