
Organisation Background

Last Mile Health began working in Liberia’s 
remote, last mile communities in 2007, and 
is now partnering with the governments 
of Ethiopia, Liberia, Malawi, and Sierra 
Leone to strengthen community health 
systems, upskill the health workforce, and 
directly demonstrate effective community 
based primary care. To realise their 
mission to save lives in the world’s most 
remote communities, Last Mile Health aims 
to catalyse a critical mass of exemplar 
government led community health systems, 
delivering quality primary care for last mile 
communities in low and middle income 
countries. Last Mile Health provides services 
tailored to the needs of government 
partners and focuses on designing, scaling, 
strengthening, and sustaining exemplar 
community health systems. Simultaneously, 
they advocate for stronger community 
health funding, practice, and policy 
mechanisms to influence health systems 
across Africa.

Since expanding beyond Liberia in 2019, Last 
Mile Health has around 247 employees. The 
organisation has global offices in Ghana and 
the United States and is currently operating 
in Liberia, Malawi, Sierra Leone, and Ethiopia.

Using the Project Fair Principles and Standards of Fair INGO 
Reward as a Roadmap for Equitable Pay

In 2021, Last Mile Health redesigned its compensation model, and  
the Project Fair Principles and Standards were used as a guiding 
principle for decision-making and ensuring staff were paid equitably 
across the organisation. The Principles and Standards align closely 
with Last Mile Health’s mission and values, and underpin their reward 
principles: equity, transparency, competitiveness, and methodological 
rigor. As an organisation that focuses on systems change, using 
the Principles and Standards helped ensure that Last Mile Health 
is consistent in being ethical, transparent, and equitable in how it 
pays its staff. The model highlights specifically the linkages with 
Project Fair and the rationale for using its Principles and Standards, 
which assures staff that the model is evidence-based and backed by 
research. Overall, the four principles of the model, informed by the 
Principles and Standards, led to 5 key choices:

1. We developed salary scales largely based on country-specific 
costs of labour, rather than ignoring geographic differences in pay.

2. We developed salary scales based on the local INGO labour 
market, rather than the local public sector market.

3. We pay our senior leaders using the same set of salary bands, 
rather than differentiating pay by geography.

4. We expanded benefits to program country staff but not to  
other employees.

5. We have limited—but not eliminated—international staff hires 
within country programs.

In addition to these five choices, the Principles and Standards were 
used as-is or incorporated in spirit. More specifically, the organisation 
was aiming to become more ethical by aligning its reward closely  
with its mission and values. Similarly, to become more transparent, 
Last Mile Health decided to make their rewards policies publicly 
accessible for internal staff, future candidates, and other INGOs.  
To address the equity and sustainability principles, Last Mile Health 
ensured that all their jobs were appropriately graded and continued 
using reliable salary benchmarks and data sources. Finally, keeping 
compliance and risk principles served as a guide when thinking about 
issues such as budget forecasts, integrating with labour regulations, 
and responding to changing taxation and inflation. The new 
compensation model built around the Principles and Standards is also 
changing the culture of accountability in healthy ways as employees 
understand that actions are ongoing, learn about pay equity in the 
model, and ask questions about certain decisions.
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If starting from scratch or planning a review, 
look at other existing models and frameworks
Start with the Principles and Standards as a guiding star, 
especially the ethical principle, to ensure your processes 
are free from bias and discrimination before moving to 
more complex principles like transparency, equity, or 
alignment with the market. Feel free to visit:  
www.lastmilehealth.org/wp-content/uploads/2021/08/
Last-Mile-Health-Compensation-Overview-2021-1.pdf
You will find the complete compensation model, including 
principles, choices, and transparent salary scales that  
are fully replicable. Building a compensation model is  
an investment, so it helps to leverage existing resources, 
learn from other organisations and be clear about 
objectives and resource constraints.

Be transparent and use open communication
Compensation can be difficult to talk about, and some 
people find it unsettling to discuss. It helps to be very 
transparent with your staff from the beginning about what 
you are trying to do and why you are doing it. Openly 
communicating the rationale for setting compensations 
and pay increases can go a long way. This also applies to 
aligning your HR, leadership, and Board of Directors to a 
common set of objectives and project outcomes.

Begin with the end in mind
Start with setting principles and map out where you would 
like to end up and the pros and cons of different paths. 
Reflect on what matters the most to you and whether what 
you are designing is sustainable in the long term or will 
only work for a year or two before needing to be revisited.

Insight into the Process: 
Emphasising collaboration  
and multiple iterations
During the process, the organisation thought 
through equity considerations for internal  
staff, the INGO space, and future candidates. 
Last Mile Health hired a consulting firm to 
ensure best-in-class data. The consultants 
helped them reach out to 30 organisations 
similar in structure and region. This was 
complemented by group interviews with 
around 45 staff members, individual interviews 
with a further 17, and interviews with the 
Board of Directors. While some Principles and 

Standards were already in use, developing an 
overarching model ensured that all principles 
were meaningfully addressed. The organisation 
took a total reward approach in redesigning 
the policy, which included expanding benefits 
to program country staff to ensure they are 
equitable in the market and comparable  
across the organisation.

After implementation, Last Mile Health 
conducted sessions with staff to provide an 
overview of the model to ensure all employees 
understood applications of the compensation 
model. To institutionalise, Last Mile Health 
documented an in-depth overview of the 
model and made it publicly available on its 
website, and included it in all job descriptions 
for prospective employees. Last Mile Health 
also tracks annual employee data on 
compensation equity and transparency, and 
has a commitment to revisit the model with 
staff to ensure continued understanding and 
accountability. The model is being treated as 
a living document, and Last Mile Health will 
continuously monitor labour markets and best 
practices by reviewing market data every 2-3 
years to ensure the organisation pays staff 
appropriately and equitably. Throughout the 
process, the leadership and Board of Directors 
were heavily invested and supportive, which 
helped ensure effective implementation.

Recommendations for other organisations

Community health worker Workinesh Getachew with a young 
patient in Oromia Region, Ethiopia.
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