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The Money Conversation + Promotion Case Kit
Chapter 12 · for managers
When the salary range for every role is published by law, the money conversation arrives whether you schedule it or not. Separate the conversations in time; never separate them in logic. The same evidence and rating must explain both.
The three questions that are coming (prep your answers)
1. "The posted range is 90 to 130. Why am I at 96?" Connect placement to documented factors: experience at hire, demonstrated scope, performance history, and a path: what evidence moves a person up the range. Never improvise; improvised comp stories get compared across employees, and the comparison is now legally interesting.
1. "The new hire's posting showed more than I make. Why?" Name it honestly: market movement, and what the company will or won't do about internal compression. The era of invisible compression is over.
1. "My raise is 3 percent. The review says I had a strong year. Explain." The consistency test, in public. Say what's true about the mechanics (budgets, ranges, calibration), and advocate where advocacy is real instead of performing helplessness.
The five mechanics (the whole technical syllabus, learnable in an afternoon with your HRBP)
1. Ranges and placement: every banded role has a range; placement is a compa-ratio (salary ÷ midpoint; 0.92 = 8% below). A tenured strong performer at 0.85 is the escalation case.
1. Merit budgets: the pool is a percentage decided above you; a 3% pool is an average you shape, not 3% each. Spreading it evenly taxes your best people.
1. Compression and inversion: market rates outrun merit budgets; know the mechanism's name and file the case.
1. Variable pay: the individual bonus multiplier is usually a direct function of the rating. Don't imply control over equity grants you don't control.
1. Total compensation: base, bonus, equity, benefits, flexibility. Retention talks lost on base are sometimes winnable on the rest.
The promotion case template (a case that survives committee)
A promotion case has three properties:
1. Written in the next level's language: evidence she has already been operating at the target level for quarters. Committees promote on demonstrated, not projected, performance.
1. Built from the evidence file: outcomes, scope, multiplier effects, third-party recognition, each dated.
1. Anticipates the no: names its own gap and shows the development plan already closing it.
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	Your entry

	Target level + the language that defines it
	

	3–5 dated proofs of operating at that level
	

	Scope / multiplier evidence
	

	Third-party recognition
	

	The likely gap, and the plan already closing it
	



Two manager obligations: tell people where they stand before the cycle ("you are one demonstrated quarter of X away from a case I can win"); and when the case loses, deliver the outcome with its reasons and a path, the same day you learn it.
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