
Salary Benchmarking by Role, Industry & 
Location

Your practical guidebook to knowing your worth — and negotiating from a position of strength.

Designed for career changers, job seekers, consultants, and managers with 0–15 years of experience who are ready to stop guessing and 

start negotiating with data.



Why Salary Benchmarking Is Non-Negotiable

Most professionals underestimate their market value — not because they lack skill, but because they lack data. According to surveys 
across major job platforms, nearly 60% of workers have never formally researched salary ranges before entering a negotiation. The 

result? They leave money on the table every single time — at offer stage, at review time, and across the entire arc of their career.

Salary benchmarking is the practice of systematically comparing your compensation — base salary, bonus, benefits, and equity — against 

verified market data for equivalent roles, industries, and locations. It transforms a nerve-wracking guessing game into a structured, 

evidence-based conversation. When you know what the market pays, you negotiate from facts, not feelings.

This guidebook solves a very specific problem: you don't know where to look, what to compare, or how to translate raw data into a 
compelling ask. Whether you're entering the job market fresh, switching industries at 10 years in, or preparing for your annual review, 

the five-step framework inside gives you a replicable process you can use every time compensation comes up.

💡 How to use this guide: Read it once for orientation, then return to each section as a reference when you're actively 

benchmarking. The worksheets and checklists are designed for real-world use — print them, fill them digitally, or share them 

with a mentor or coach.
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The Salary Benchmarking Framework at a Glance

Before diving into the details, here's the end-to-end process this guidebook will walk you through. Each step builds on the last, creating a 

complete picture of your market value.

NegotiateBuild RangeLocation 
Adjust

Market 
ResearchDefine Role

The five steps are not designed to be completed in a single sitting. Most professionals spread this process over a week — gathering data, 

sense-checking against their network, and refining their range before any negotiation conversation. Use this as your roadmap throughout 
the guidebook.

Identify the Key Roles and Job Titles The first step in salary benchmarking is to identify the key roles within your organization or 

industry. Understanding the core responsibilities, qualifications, and skill sets required for each position will allow you to accurately 

match these roles with industry standards. It's important to also consider geographic location, as salary expectations can vary widely 

across regions.

1.

Gather Comprehensive Data Once you have identified the relevant roles, the next step is to gather data from multiple credible 

sources. This can include salary surveys, compensation reports, public databases, and industry-specific reports. The more diverse 

and up-to-date your sources, the more accurate your benchmarking will be. This data should include base salary, bonuses, benefits, 
stock options, and other forms of compensation.

2.

Adjust for Factors That Influence Pay Factors such as the experience level, education, industry specialization, company size, and 

location can all affect salary benchmarks. For example, a position in a high-cost city like New York may have a different salary range 

than one in a smaller market. Consider adjusting for these factors to make the salary comparisons more relevant to your specific 

context.

3.

Analyze Compensation Packages In addition to base salary, compensation packages often include benefits, bonuses, commissions, 

and other non-salary components. Analyzing the entire compensation package is critical to understanding the true market value of a 
role. This step helps you ensure you are benchmarking against the total rewards package, not just the base salary.

4.

Compare with Industry Averages Now, you’ll compare the gathered data with industry averages. This comparison will help you see 
where your salary or compensation package stands relative to competitors in the market. Are you offering below-market salaries? Or 

are you positioned as a leader in compensation? This is an essential step to ensure you're competitive and retain talent.

5.

Understand Salary Trends Salary trends can evolve over time due to economic shifts, demand for certain skills, or changes in the 

labor market. Understanding these trends helps you anticipate future compensation adjustments and ensure that you stay aligned 

with market expectations. Keep an eye on emerging trends like remote work, gig economy roles, or automation, as these may impact 

salary benchmarking in the future.

6.

Benchmark Across Different Demographics Benchmarking across various demographics, such as gender, age, and experience, 

allows for a more equitable approach to compensation. While focusing on industry standards, it is important to account for diversity 
in compensation practices. This step ensures that compensation is fair and free from biases, promoting equality in your salary 

structure.

7.

Adjust for Company-Specific Factors Every organization has its unique needs and priorities. When benchmarking salaries, it is 

important to align the market data with your organization’s budget, financial capabilities, and internal compensation structure. This 

step helps ensure that while you're staying competitive, you're also working within your company’s financial realities.

8.

Set Benchmarks and Salary Ranges Based on all the gathered data, analysis, and adjustments, you can now set clear salary 

benchmarks and establish salary ranges for each role. This ensures that all employees or prospective hires within a specific role are 

compensated fairly and consistently. It is also a useful tool for negotiation during recruitment and performance reviews.

9.

Communicate Findings and Recommendations The final step involves communicating your findings clearly to stakeholders, such as 
HR, hiring managers, and executives. You should also create a strategy for how you will use this information to adjust salaries and 

enhance your talent acquisition efforts. Transparency and clarity in communication are key in aligning organizational compensation 

policies with market benchmarks.

10.

By following this framework, you can establish a comprehensive and accurate understanding of your market value, ensuring that 

compensation practices are aligned with industry standards and the unique needs of your organization. This ongoing process helps retain 

top talent, attract skilled professionals, and foster a fair and competitive workplace.
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Step 1 — Define Your Role with Precision

The most common benchmarking mistake is comparing apples to oranges — looking up "Marketing Manager" salaries when your actual 

role is a hybrid of content strategy, paid acquisition, and team leadership at a 200-person SaaS company. Vague job titles produce vague 

data. Precision is everything.

Start by writing a one-sentence role definition that captures your function, seniority level, scope of responsibility, and industry 
context. For example: "I am a mid-level Software Engineer (L4 equivalent) working on backend distributed systems at a Series B fintech 

startup with 150 employees." That sentence alone eliminates thousands of irrelevant data points and focuses your search on highly 
comparable roles.

Next, clarify your seniority tier. Many industries use different language for the same level — "Associate," "Senior Associate," "Manager," 
"Lead," "Principal," and "Director" can mean wildly different things across tech, finance, consulting, and healthcare. Cross-referencing 

your level to industry-standard frameworks (like Radford, Mercer, or Levels.fyi for tech) ensures you're comparing the right bands.

Questions to Define Your Role

What is your official job title vs. your functional title?

How many people do you manage (if any)?

What is your company's size and funding stage?

What percentage of your work is individual contribution vs. 
leadership?

What is your primary domain (e.g., growth, platform, 

compliance)?

Common Role Clarity Mistakes

Using your job title without checking how it maps to 

industry standards

Ignoring company size — a VP at a startup ≠ VP at a Fortune 

500

Conflating "years of experience" with seniority level

Forgetting to account for scope (regional vs. global 

responsibility)

Copying a job description verbatim without filtering for 

relevance
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Role Clarity Worksheet

Use this worksheet to pin down your role definition before you start researching. Completing it takes fewer than 10 minutes and 
dramatically sharpens your benchmarking accuracy. Fill it in honestly — the more specific you are, the more useful your data will be.

Field Your Answer

Official Job Title

Functional / Market-Equivalent Title

Industry / Sector

Company Size (employees)

Company Stage (startup / growth / 

enterprise)

Years in This Role / Function

Total Years of Professional 

Experience

Primary Location (city / metro area)

Scope (individual / team lead / 

department head)

Key Technical Skills or 
Specializations

✏️ Pro Tip: If you're benchmarking for a target role rather than your current one, complete this worksheet for the role you're 

moving into — not the one you're leaving. This gives you a future-facing data set that supports a stronger offer negotiation.
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Step 2 — Research Market Salary Data Like a Pro

Raw salary data is everywhere. The challenge isn't finding it — it's knowing which sources are reliable, how to triangulate across multiple 

inputs, and how to interpret ranges rather than fixate on single numbers. A confident salary benchmark is built from at least three 
independent data sources, cross-referenced and weighted for relevance.

Primary sources fall into three categories: aggregated platforms (where employees self-report), recruiter intelligence (real-time market 

knowledge from people actively placing candidates), and compensation survey data (methodologically rigorous, often industry-

specific). Each has strengths and blind spots. Using all three gives you a more complete picture than any single source alone.

🌐 Aggregated Platforms
Best for: Quick benchmarks, broad 

trends, tech and corporate roles

Glassdoor — self-reported salaries 

by title and company

Levels.fyi — highly detailed for 

tech roles (total comp)

LinkedIn Salary — filtered by 

industry, location, experience

Payscale — strong for non-tech 

and mid-market roles

Watch out for: Self-reporting bias, 

small sample sizes, outdated entries

🤝 Recruiter Intelligence
Best for: Real-time market data, niche 

roles, salary negotiation prep

Specialized recruiters in your 

domain (fintech, healthcare, etc.)

LinkedIn conversations with active 

headhunters

Staffing agency rate cards (for 

consultants/contractors)

Industry association salary 

surveys

Watch out for: Recruiter incentive to 

push toward higher offers (good for 

you), anchoring bias

📊 Compensation Surveys
Best for: In-depth benchmarking, HR-

grade data, executive and specialist 

roles

Radford / Aon — technology and 

life sciences standard

Mercer Total Remuneration Survey

Willis Towers Watson (WTW) 

surveys

SHRM Compensation Data Center

Watch out for: Often require purchase 
or employer access; may lag 6–12 

months

When you pull data from these sources, always record the 10th, 25th, 50th (median), 75th, and 90th percentiles if available. The 

spread between these numbers tells you how much variance exists in the market for your role — and where you realistically sit based on 

your skills, tenure, and performance.
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The Data Collection Tracker

Don't rely on memory. Every time you pull a salary data point, log it in this tracker. Over time, this becomes your personal compensation 

intelligence database — something you can revisit every 6–12 months to track market shifts. The goal is to collect at least 8–12 
comparable data points before drawing conclusions about your range.

Source Role Title 
Used

Location Low ($) Median ($) High ($)

Glassdoor

LinkedIn Salary

Levels.fyi

Recruiter 

Conversation

Industry Survey

Peer / Network

Your Calculated 
Range

Floor Target Ceiling

📌 Benchmark Rule of Thumb: Discard any data point that is more than 18 months old, references a different country, or is 

based on a title that doesn't match your seniority level. Quality over quantity — 6 accurate data points beat 20 irrelevant ones 

every time.
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Step 3 — Adjust for Industry Premiums and 
Penalties

The same job title can command dramatically different pay depending on the industry you work in. A Senior Data Analyst at a hedge fund 

and a Senior Data Analyst at a nonprofit may share identical skills and responsibilities 4 but their market rates can differ by 40–80%. 

Understanding industry premiums (and penalties) is essential to benchmarking accurately.

Industry salary variation is driven by three factors: the revenue a role can influence or generate, the competitive intensity of talent 
acquisition in that sector, and the regulatory or capital environment that shapes compensation structures. High-margin, high-growth 

industries consistently pay more. Mission-driven, government, and early-stage sectors consistently pay less 4 but often compensate 

through equity, flexibility, or non-monetary benefits.

When adjusting your benchmark for industry, calculate a premium or discount factor relative to the national median for your role. If 

you're moving from nonprofit communications (typically 15320% below market) to a tech company's marketing team (typically 20330% 

above market), the raw salary increase may be substantial even if your title and responsibilities stay the same. This context is critical 
when evaluating offers or making a case for a raise.

d  Industry Switcher Alert: If you're changing industries, benchmark your target industry — not your current one. Your 

current salary is not a valid anchor for a sector that pays differently. Frame your ask based on the new market, not where you're 

coming from.
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Industry Benchmarking by Role — Illustrative 
Ranges

The table below provides illustrative salary ranges for common roles across high-demand industries in the United States. These figures 

represent approximate total base salary at the mid-level (337 years experience) in major metropolitan markets. Use as directional 

guidance 4 always verify against current, role-specific data from your tracker.

Role Tech / SaaS Finance Consulting Healthcare Retail Corp. Nonprofit

Product Manager $1453180K $1203150K $1303160K $1003130K $953115K $75395K

Data Analyst (Senior) $1153140K $1203155K $1103135K $853110K $803100K $65385K

Marketing Manager $1103135K $1003125K $1053130K $853105K $903110K $60380K

HR Business Partner $1103135K $1053130K $953115K $803100K $75395K $60375K

Software Engineer (L4) $1553195K $1403175K $1303165K $1103140K $1003130K $803100K

Operations Manager $1053130K $1103135K $1153140K $903115K $853105K $65380K

Note: Ranges are illustrative, based on 2024 market data aggregates for mid-level professionals in major U.S. metros. Actual figures vary 
by company size, specific location, and individual qualification. Always triangulate with live sources.
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Step 4 — Apply Location Multipliers

Where you work is arguably the single most powerful variable in your salary equation — sometimes more powerful than your industry, 

title, or even years of experience. A Marketing Manager in San Francisco earns, on average, 55–75% more than the same role in Nashville 
or Raleigh. The rise of remote work has complicated this picture further, creating entirely new benchmarking scenarios that didn't exist 

five years ago.

Location adjustments work through two mechanisms: cost-of-labor (what employers in that market pay to attract and retain talent) and 

cost-of-living (what you need to earn to maintain a comparable standard of living). These are related but not identical. High-labor-cost 

cities may be essential for certain industries even when remote options exist — because proximity to headquarters, clients, or ecosystems 

still commands a premium.

🏙️ Tier 1 — Premium Markets
Index: 140–180% of national median

San Francisco / Bay Area

New York City (Manhattan)

Seattle

Boston

High compensation driven by tech density, finance, and fierce 

talent competition. High COL partially offsets gains.

🌆 Tier 2 — Strong Markets
Index: 110–140% of national median

Austin / Dallas

Chicago

Los Angeles

Washington D.C.

Denver / Boulder

Competitive pay with moderating (though rising) cost of 

living. Strong talent hubs in multiple sectors.

🏘️ Tier 3 — Mid-Range Markets
Index: 90–110% of national median

Nashville

Minneapolis

Phoenix

Atlanta

Raleigh-Durham

Growing tech and corporate hubs. Excellent purchasing 

power. Increasingly competitive for remote-enabled talent.

🌄 Tier 4 — Value Markets
Index: 70–90% of national median

Indianapolis

Memphis

Oklahoma City

Smaller metro / rural

Lower nominal salaries but strong real purchasing power. 

Remote work is rapidly increasing pay in these markets.

To apply a location multiplier, take your national median salary benchmark and multiply it by the relevant index factor. If the median for 

your role nationally is $110,000 and you're in San Francisco, your adjusted benchmark is approximately $154,000–$198,000. This is your 

starting point for conversations, not your floor.
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Remote Work & Location — The New 
Benchmarking Frontier

The normalization of remote work has fractured traditional location-based compensation logic in ways that still aren't fully settled. 

Different companies now operate on fundamentally different philosophies, and understanding which model your employer uses is critical 

to knowing whether your salary is competitive or exploitative.

If you're a remote worker, your negotiation strategy depends entirely on which model your target company uses. For location-based 

employers, you must understand their geographic pay tiers and benchmark against your registered work location. For role-based 
employers, national or even global median benchmarks apply directly. For hybrid zone employers, identify which zone you fall into and 

benchmark that tier specifically.

q  Remote Negotiation Tip: If a company asks where you live before making an offer, ask whether they use location-based or 

role-based compensation — before answering. Your answer to their question may anchor your offer before the conversation 
even begins. Get the model right first.
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Step 5 — Build Your Personal Compensation 
Range

You've defined your role, gathered market data, adjusted for industry premiums, and applied location multipliers. Now it's time to 

synthesize all of that intelligence into a three-number compensation range: your Floor, your Target, and your Ceiling. This range is not a 

guess — it's a data-backed position that you can defend in any salary conversation.

Your Floor is the absolute minimum you would accept — the number below which you would decline an offer or leave an employer, 

factoring in total comp, benefits, flexibility, and career opportunity. It should be set at or above the 25th percentile for your role, location, 

and industry. Your Target is the number you genuinely believe reflects your market value given your specific skills, performance, and 

differentiated experience — typically the 50th to 75th percentile. Your Ceiling is your aspirational anchor — the highest justifiable number 
you can defend with data, set at the 75th to 90th percentile.

1

🔵 Floor
25th percentile

Minimum acceptable. Decline anything 

below this. Factor in full comp package, 

not just base.

2

🟠 Target
50th–75th percentile

Your evidence-based market value. Lead 

with this in negotiation. Defend with 

specific data points.

3

🟡 Ceiling
75th–90th percentile

Your opening anchor. Sets the frame. 

Justifiable with strong skills or 

specialized expertise.

In practice, always open at or near your Ceiling in a negotiation. This is not arrogance — it's strategy. Anchoring high gives you room to 
negotiate downward while still landing at or above your Target. If you open at your Target, you're likely to settle at your Floor. The range 

exists to protect you from that outcome.
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Total Compensation — Beyond the Base Salary

A critical benchmarking error is comparing base salary alone while ignoring the full compensation stack. Two offers with identical base 

salaries can differ by $30,000–$100,000+ in total annual value once you account for bonuses, equity, benefits, retirement contributions, 
and flexibility. Always benchmark total compensation, not just the number on the offer letter.

Base Salary
The fixed annual amount paid regardless of performance. Your 

primary anchor. Most benefits and bonuses are calculated as a 

percentage of base — so a higher base has a compounding 

effect on your total package.

Annual Bonus / Incentive
Target bonus is typically expressed as a % of base (10–50%+ 

depending on seniority). Distinguish between discretionary 

and formula-based bonuses — only the latter provides reliable 

income modeling. Ask for the historical payout rate, not just the 

"target."

Equity / RSUs / Options
At startups and public tech companies, equity can equal or 

exceed base. For RSUs at public companies, calculate the 

current annual grant value. For options, model conservatively 

— startup equity is speculative. Always ask about vesting 

schedules and cliff periods.

Benefits & Retirement
Health insurance, dental, vision, 401(k) match, HSA 

contributions, tuition reimbursement, parental leave, and PTO 

all have real dollar values. A 6% 401(k) match on a $120K salary 

is worth $7,200/year — equivalent to a $7,200 raise. Quantify 
everything.

📋 Total Comp Calculator: Add Base + Bonus (target %) + Equity (annual vesting value) + 401(k) match + Insurance value 

($5,000–$20,000 typical employer cost) + Perks. This is your true annual compensation. Compare this number, not just base, 

when evaluating offers side by side.
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Real-World Case Example — The Career Switcher

Meet Priya, a 31-year-old Operations Manager with 7 years of experience in the healthcare sector. She's transitioning to a Product 
Operations Manager role at a mid-size SaaS company in Austin, Texas. She's never formally benchmarked before and initially planned to 

ask for a 10% raise over her current $95,000 — which would have put her at $104,500.

After following the five-step framework in this guidebook, here's what Priya discovered:

Role Definition
Priya clarified her target title is 

"Product Operations Manager" — 

not generic "Operations Manager." 

This matters because Product Ops 

is a specialized, high-demand 
function in SaaS that commands a 

meaningful premium.

Market Research
Across Glassdoor, LinkedIn Salary, 

and two recruiter conversations, 

she found Product Operations 

Managers in Austin at her 

experience level earn between 
$110,000 and $140,000 base. The 

median was $124,000.

Industry Adjustment
She was moving from healthcare 

(mid-premium) to SaaS tech (high-

premium). The industry switch 

alone justified a 20–25% market 

rate increase relative to her 
previous compensation 

benchmark.

Location Multiplier
Austin is a Tier 2 market (110–140% of national median). 

Her data was already Austin-specific, so no additional 
adjustment was needed — but she confirmed the range 

was not San Francisco-inflated.

Compensation Range Built
Floor: $115,000 | Target: $128,000 | Ceiling: $138,000. She 

opened at $135,000 in negotiation. The final offer landed 
at $126,000 base + $15,000 target bonus + RSUs — a total 

comp of approximately $152,000. Her original ask of 

$104,500 would have cost her nearly $48,000 in year-one 

value.

"Salary benchmarking gave me the confidence to stop anchoring on my old paycheck and start anchoring on what the market 

actually pays. The data did the talking." — Priya M., Product Operations Manager
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Negotiation — Using Your Benchmark in the 
Room

Benchmarking data is only as powerful as your ability to deploy it in a live negotiation conversation. Most professionals have the data but 

hesitate to use it directly — either because they're afraid of seeming demanding, or because they don't have a script. The good news: you 

don't need to be aggressive. You need to be specific, calm, and data-anchored.

The most effective negotiation posture is what practitioners call "collaborative confidence" — you're not fighting against the employer, 

you're informing them about the market reality for someone of your caliber. Frame every number you present as market intelligence, not 

personal desire. "I need $130K" is weak. "Based on market data across three sources for this role and location, the range for this level is 

$120K–$140K, and I'm targeting $132K based on my specialized background in X" is powerful.

Negotiation Landmines to Avoid

Never anchor to your current salary — it limits your range

Don't reveal your floor or your urgency to accept

Avoid ultimatums unless you mean them

Don't negotiate against yourself by hedging ("I was thinking maybe...")

Never accept the first offer without at least one counter

Avoid apologizing for asking — data-backed asks need no apology

High-Impact Negotiation Phrases

"Based on my research across [sources], the market range for this role is..."

"Given my experience in [X], I'm targeting the upper half of that range."

"I want to make sure we're aligned with market — can you share the band for this role?"

"I'm very excited about this role — is there flexibility to come closer to $[X]?"

"I'm comparing this to [competing offer/market rate] — here's what would help me decide."
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Negotiation Preparation Checklist

Before any salary conversation — whether it's an offer negotiation, a performance review, or a promotion discussion — run through this 

checklist. Missing even one item can weaken your position significantly. The goal is to walk into every conversation over-prepared and 
under-emotional.

📊 Data Preparation
☐ Collected data from at least 3 

independent sources

☐ Verified data is current (within 

12 months)

☐ Applied industry and location 

adjustments

☐ Defined Floor, Target, and 

Ceiling numbers

☐ Calculated full total 

compensation value of the offer

🗣️ Narrative Preparation
☐ Written a 2-minute "why I'm 

targeting this range" summary

☐ Listed 3–5 specific value 

differentiators (skills, outcomes, 

expertise)

☐ Prepared responses to "why do 

you think you deserve X?"

☐ Practiced your opening ask out 

loud at least 3 times

☐ Role-played with a mentor, 

coach, or trusted peer

🧠 Mindset Preparation
☐ Reminded yourself: you're 

sharing market intelligence, not 

making demands

☐ Identified your walk-away 

scenario (and committed to it)

☐ Prepared for a "no" without 

withdrawing your number 

immediately

☐ Noted competing offers or 
timelines that create natural 

leverage

☐ Reviewed your non-negotiables 

(equity, flexibility, title, start date)

⏱️ Timing Tip: The best time to negotiate is after an offer has been made — not before. Let the employer make the first offer 

whenever possible. Once they've invested in selecting you, their incentive to close is strongest — and so is your leverage.
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Common Benchmarking Mistakes — and How to 
Fix Them

Even well-intentioned professionals make systematic errors when benchmarking their salaries. These mistakes don't just produce 

inaccurate data — they can lead to underconfidence, under-asking, and years of compounding compensation loss. Here are the most 

common pitfalls and their precise fixes.

❌ Mistake 1: Using Current Salary as the 
Benchmark

The problem: Your current salary reflects what your previous 
employer was willing to pay — not what the market pays. If 

you've been underpaid, this anchors every future negotiation 

to a number that was already wrong.

The fix: Always benchmark to market data, not your pay stub. 

Treat your current salary as one irrelevant data point, not your 

starting line. In many U.S. states, employers are now prohibited 

from asking for your current salary — a law designed precisely 
to break this cycle.

❌ Mistake 2: Benchmarking Once and Never 
Revisiting
The problem: Salary markets shift significantly in 12–24 

months, especially in high-demand fields like tech, data, and 

healthcare. A benchmark from 2022 may understate 2024 rates 

by 15–30% in some roles.

The fix: Set a calendar reminder to re-benchmark every 6–12 

months — even when you're not actively job seeking. Your 

annual performance review is the natural prompt. Walking in 

with current data signals professionalism and market 
awareness to your manager.

❌ Mistake 3: Focusing Only on Base Salary
The problem: Offers with identical base salaries can differ by 

tens of thousands of dollars when bonuses, equity, benefits, 

and PTO are factored in. Comparing bases alone produces a 
dangerously incomplete picture.

The fix: Always calculate and compare total compensation. 

Develop a simple spreadsheet that converts every element of 

the package into an annual dollar value. Only compare these 
totals, not individual line items in isolation.

❌ Mistake 4: Relying on a Single Source
The problem: No single salary database is complete, current, 

or unbiased. Glassdoor skews toward larger companies. 

Levels.fyi skews toward tech. Payscale skews toward mid-

market. Each has blind spots.

The fix: Use the three-source minimum rule — aggregated 

platforms, recruiter intelligence, and at least one industry-

specific survey. Triangulate and look for convergence. Where 

sources agree, you have signal. Where they diverge, you have 
questions to investigate.
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Self-Assessment — Where Do You Stand?

Before closing this guidebook, take a few minutes to honestly assess your current compensation position relative to the market. This self-

evaluation is not a judgment — it's a diagnostic. The goal is to identify where you have the strongest case for a raise, a counter-offer, or a 

negotiation refresh at your next opportunity.

Assessment Question Yes ✅ Partially 🔶 No ❌

I know the market salary range for my current 

role

My current compensation is at or above the 50th 

percentile for my role, industry, and location

I have benchmarked my salary in the past 12 
months

I understand how industry affects my pay level

I know my total compensation value (not just 

base salary)

I have a defined Floor, Target, and Ceiling for 

negotiation

I feel confident making a data-backed salary ask

I know what sources to use for ongoing 

benchmarking

Scoring: Count your Yes answers. 7–8 Yes: You are benchmarking at a high level — focus on refining your negotiation narrative. 4–6 Yes: 
Good foundation — revisit the steps where you answered "Partially." 0–3 Yes: High opportunity — start with Steps 1–3 of this guide and 

build from there. Every "No" is a gap that's costing you money.
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Your 30-Day Salary Benchmarking Action Plan

Knowledge without action is just information. This 30-day plan converts everything in this guidebook into a structured, time-boxed 
sprint. Complete one week of actions at a time. By Day 30, you will have a complete, current, and defensible compensation benchmark — 

and a clear plan for your next salary conversation.

1Week 1 — Define & Research
Complete the Role Clarity Worksheet (Day 1–2)

Identify your equivalent market title and seniority 
level (Day 3)

Set up accounts on Glassdoor, LinkedIn Salary, and 

Levels.fyi (Day 4)

Begin populating your Data Collection Tracker with 

4–6 data points (Day 5–7)

2 Week 2 — Adjust & Validate
Apply industry premium or discount to your raw 

data (Day 8–9)

Apply location multiplier and confirm your market 

tier (Day 10)

Reach out to 2 recruiters in your field for market 

intelligence (Day 11–12)

Add 2–4 additional data points from network 

conversations (Day 13–14)

3Week 3 — Build Your Range
Calculate your total compensation value (Day 15–16)

Set your Floor, Target, and Ceiling numbers (Day 17)

Research total comp for 2–3 benchmark roles at 

target companies (Day 18–19)

Identify upcoming negotiation opportunities 

(review, offer, promotion) (Day 20–21)

4 Week 4 — Prepare & Act
Draft your 2-minute salary ask narrative (Day 22–23)

Complete the Negotiation Preparation Checklist 

(Day 24)

Practice your ask in a role-play with a mentor or 

peer (Day 25–26)

Schedule the conversation or submit the counter-

offer (Day 27–30)
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Key Takeaways — Your Salary Benchmarking 
Playbook

You now have everything you need to benchmark your salary with precision and negotiate your compensation from a position of data-

backed confidence. Let these seven principles guide every compensation conversation you have from this point forward.

1 Define before you research.
Precise role definition is the foundation of accurate benchmarking. Vague inputs produce vague data. Spend 10 minutes clarifying 

your functional title, seniority, scope, and industry before opening a single salary database.

2 Use three sources minimum — always.
No single salary database gives you the full picture. Triangulate across aggregated platforms, recruiter conversations, and 

industry surveys. Convergence is confidence. Divergence is an invitation to investigate.

3 Industry and location are multipliers, not footnotes.
The same role can pay 40–80% differently across industries and 55–75% differently across major U.S. cities. Always apply these 

adjustments before drawing conclusions from raw salary data.

4 Build a range, not a number.
Your Floor, Target, and Ceiling give you strategic flexibility in any negotiation. Opening at your Ceiling and settling at your Target is 

far better than opening at your Target and settling at your Floor.

5 Benchmark total compensation, not just base salary.
Bonuses, equity, 401(k) match, benefits, and flexibility have real dollar value. Calculate the full package for every offer or current 

role. The number that matters is total annual compensation.

6 Your current salary is not your worth.
If you've been underpaid, your paycheck reflects a historical negotiation — not your market value. Break the anchor. Benchmark 
to the market, negotiate to the market, and never apologize for asking for what the data supports.

7 Re-benchmark every 12 months, no matter what.
Markets shift. Your skills develop. Your leverage grows. Annual benchmarking keeps you informed, confident, and proactive — 

instead of reactive, underpaid, and surprised. Make it a non-negotiable part of your career practice.

.
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