Compensation That Works:
Aligning Pay Across Remote,
Hybrid & Frontline Teams

A strategic webinar on designing compensation systems for distributed and multi-location
workforces, focused on the Pay Drives Behavior model to align financial incentives with

organizational results.

Consistency Flexibility
Across all locations For local talent markets
Retention

Reducing turnover



©Recognize
Alex Grande

Your Guide to All Things Recognition & Rewards

Alex Grande is a web developer with a passion for motivation and human
behavior.

As the CEO of Recognize (RecognizeApp.com), Alex has spent over a decade
engineering the "Human API", using technology to scale the fundamental
psychological need for appreciation.

CEO,
Alex@RecognizeApp.com



http://recognizeapp.com/

CORE CHALLENGE

The Core Signal: Why
Compensation Strategy Fails
Without Alignment

The Problem The Strategic Shift Required

Compensation acts as the clearest signal Organizations must move away from

of organizational values yet disconnects legacy in-office models toward a remote-
routinely emerge between remote, first or geo-flexible compensation
hybrid, and frontline employees due to philosophy that treats all employees

visibility bias. equitably regardless of where they work.

Internal inequity and confusion

Performance decay across teams /5 Misalignment between pay and

values is one of the top drivers

Erosion of trust in leadership

of voluntary turnover in

distributed teams.




FRAMEWORK

The "Pay Drives Behavior" Framework

Effective compensation plans are engineered. Every element of pay should make the right behavior the easiest choice for employees.

Behavioral Nudge

Design pay plans so that the desired behaviors lead to pipeline growth,
client retention, deal quality are the natural path of least resistance for

employees.

Incentive Mix

A common growth-aligned structure for advisory roles: 60% base

salary and 40% performance-based bonus.
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Identifying Goals

Strategic focus determines structure. Pipeline growth calls for different

incentives than deal quality or recurring revenue targets.

Performance Weighting

Strategic KPIs: 40% new assets, 30% recurring revenue, 20% client

retention, and 10% discretionary.



DATA MAPPING

Pay Models Matched to Revenue Motions

The right compensation model depends entirely on the sales motion your team executes. Mismatching model to motion creates misaligned incentives and

poor outcomes.

Sales Motion Best-Fit Model
High-velocity / Transactional Commission-Only
Mid-market / Recurring Base + Commission (Tiers)
Enterprise / Complex Team-based or Profit-based
Long Ramp / Technical Draw Against Commission

Core Behavioral Signal

Focuses purely on volume and immediate

output

Rewards consistency and over-performance

Encourages long-term collaboration and deal

quality

Provides stability while building long-term

pipeline



GEOGRAPHIC STRATEGY

Geographic Strategy: Choosing
Your Core Methodology

Organizations must make a foundational choice between three geographic pay

philosophies. The primary decision driver is balancing administrative simplicity with

cost-of-labor accuracy.

62% 67%

Already Adopted Employee Expectation
of companies have implemented of employees expect wages based on
geographic-based pay policies where they actually live
Core Models

Local-Market, Zone-Based, or Location-

Agnostic- each with distinct tradeoffs



[ METHODOLOGY 1 ’

Localized Market Pay (Cost of Labor)

Core Concept

Salaries are tied directly to the specific market rates where the

employee works.

Purchasing Power

Ensures employees in high-cost hubs (London) and low-cost hubs

(Zagreb) have similar disposable income and quality of life.

Competitive Advantage

Prevents overpaying in lower-cost markets while remaining

competitive for top local talent.

Complexity

Requires distinct salary bands and regular benchmarking for every

location where staff is employed.



[ METHODOLOGY 2 ]

Geographic Pay Differentials (Zone-Based)

A tiered approach that groups locations into zones based on a baseline HQ location, applying a formulaic multiplier to determine pay across the
organization.

Set HQ Baseline Define Zones Apply Multiplier

Establish the headquarters location as the Group all employee locations into 4-5 pay Use a formulaic multiplier per zone we can be
100% reference point for all salary bands with approximately 10% variance more scalable and easier to manage than
calculations. between each tier. individual benchmarking.

/N Accuracy Risk: Approximated multipliers may miss nuances for highly specialized roles such as niche engineering positions.



CASE STUDY

Case Study: The Buffer Multiplier Strategy

Buffer's transparent pay model uses a Cost-of-Living (COL) index relative to San Francisco to determine salary multipliers across global locations.

COL Index (vs. SF) Location Tier
= 0.70 High
0.50-0.70 Average
<0.50 Low

Multiplier

100%

90%

80%

Example Locations

San Francisco, New York, London, Zurich,
Seattle

Austin, Portland, Berlin, Chicago

Montana, Columbus, Warsaw, Bangalore

(& Buffer's model is one of the most cited examples of transparent, geo-flexible compensation in the tech industry.



{ METHODOLOGY 3 ’

Location-Agnostic Pay (Geo-Neutral)

The geo-neutral philosophy pays for the value of the role regardless of the

employee's physical residence.

Philosophy Remote Advantage
Role value, not location, Employees can relocate without
determines pay salary adjustments

Hiring Focus

Managers focus purely on talent, not payroll geography

A\ Financial Risk

Can lead to underpaying in expensive hubs like London, making it
hard to attract local talent. Also, overpaying in low-cost hubs like

Bangalore, creating unsustainable payroll costs.




Summary Comparison: Choosing Your Geographic Model

Each geographic pay model involves a fundamental tradeoff between simplicity, accuracy, and cost. Use this framework to identify the right fit for your

organization's stage and structure.

Local-Market

Pros: Max
financial
sustainability.
Cons: Extreme
admin
complexity.

Zone-Based

Pros: Balanced
simplicity &
accuracy.

Cons: Perceived
inequity between
zones.

Geo-Neutral

Pros: Max
simplicity

& talent focus.
Cons: High cost &
local
uncompetitiveness.



Decoupling Pay from Visibility

Proximity Bias

Managers often favor employees they see in person for high-visibility tasks,
stretch assignments, and promotions systematically disadvantaging remote

workers.

The Teleworking Premium Paradox

Researchers found remote/hybrid workers often earn 12% more than office

workers, but this is driven by tenure and negotiation skill.

The "Invisible" Worker

Without objective data, remote contributions remain underrecognized, creating a

silent equity gap that compounds over time.

Strategic Solution

Replace visibility-based decisions with objective workforce analytics: measurable

outcomes, not office presence, should drive compensation decisions.




PERFORMANCE MANAGEMENT

Measuring Outcomes, Not AHtendance

The Four Pillars of Objective Performance

@ Standardized Meftrics

Focus on results, like project milestones, client quality, and

profitability. Avoid focusing on hours logged or desk time.

B Inclusive Coaching

Ensure remote and hybrid employees have equal access to

feedback and "stretch" opportunities for career advancement.

Jll]ﬂ Objective Criteria

2
2838

Use quantitative, data-driven measurements to remove bias from

performance ratings across all work arrangements.

Manager Training

Educate leaders on communicating pay decisions based on

outcomes rather than proximity or personal familiarity.



MARKET BENCHMARKS

Project Management Salaries (USD)

Understanding market rates across key global hubs is essential for building competitive and equitable salary bands for project management roles.

Location Average Annual Base Contextual Insight
Seattle, WA $120,000 6.2% higher than national startup average
San Francisco, CA $126,859 Based on $60.99 hourly rate; 37% above national avg
Everett, WA $95,640 High range driven by aerospace sector ($140k+)
Mexico City, MX $51,957 Based on $1.04M MXN; 27% higher than Mexico avg
Bangalore, IN $22,680 Based on 18.9L; top 1% earn over T49L

Location

San Francisco, CA

Seattle, WA

Everett, WA

Mexico City, MX

Bangalore, IN

o

10k 20k 30k 40k 50k 60k 70k 80k 90k 100k 110k 120k
Annual Base (USD)

130k



MARKET BENCHMARKS

Software Engineering Salaries (USD)

Software engineering shows the widest global salary variance of any role category making geo-strategy decisions especially high-stakes for engineering

teams.
Location Average Annual Base Contextual Insight
San Francisco, CA $215,311 Average at ivo; senior roles reach $276k+
Austin, TX $130,139 Tech hub standard with $5,000 typical bonus
London, UK $160,062 £95k to £130k
Dallas, TX $110,192 17% higher than Texas regional average
Mexico City, MX $44,882 The average Software Engineer Salary range in Mexico is from
$28,441to $62,703.
Bangalore, IN $38,524 The average Software Engineer Salary range is from $23,816 to
$60,903.
Location

San Francisco, CA

Austin, TX 130k

Dallas, TX T10k

London, UK

Mexico City, MX

Bangalore, IN

o

20k 40k 60k 80k 100k 120k 140k 160k 180k 200k 220k
Annual Base (USD)



MARKET BENCHMARKS

Operations Associates & Frontline Roles (USD)

Frontline and operations roles show significant regional variance, with San Francisco commanding nearly 19x the salary of comparable roles in Bangalore.

Location Average Annual Base Contextual Insight

San Francisco, CA $108,523 Senior roles; 8% above San Francisco average

Everett, WA $80,224 Driven by heavy industrial/logistics needs

Austin, TX $69,782 14% higher than Texas statewide average

Dallas, TX $55,816 Matches regional administrative standards

Mexico City, MX $14,350 Based on $287,028 MXN; entry level at $204k MXN

Bangalore, IN $5,720 Based on ¥4.76L; Goldman Sachs pays 312.6L
Location

San Francisco, CA 109k

Everett, WA 80.2k

Austin, TX 69.8k

Dallas, TX

Mexico City, MX

Bangalore, IN

o

10k 20k 30k 40k 50k 60k 70k 80k 90k 100k 110k
Annual Base (USD)



INTERNAL EQUITY

Solving the Internal Equity Gap

Internal equity focuses on fairness within
the organization. It is the foundation of

long-term workforce trust.

710%

Frontline Workforce

of the U.S. workforce consists of frontline
employees, who often face high burnout

and financial stress

407%

Fairness Lift

higher perceived fairness achieved by
organizations with documented

compensation philosophies

The Equity Risk

A failure to address internal equity gaps

leads to:

Higher voluntary turnover rates

Loss of talent from

underrepresented groups

Erosion of psychological safety and

engagement

Legal and reputational exposure

Success Driver: Document your
compensation philosophy and
share it transparently with all

employees.




GOVERNANCE

Establishing Salary Bands and Architecture

A robust compensation governance structure prevents ad hoc pay decisions and ensures consistency, fairness, and legal compliance across all locations.

01 02

Job Architecture Salary Bands

Develop consistent job levels based on work complexity and organizational Implement structured, market-data-driven bands to prevent ad hoc pay
impact creating a shared language for roles across all locations and exceptions that create inequity and erode trust over time.

functions.

03 04

Guardrails Center of Excellence (CoE)

Define clearly where your organization will lead, match, or lag the market Use dedicated global committees to oversee compliance, consistency, and

for specific roles and document this philosophy publicly. equity across diverse regions and regulatory environments.



COMPLIANCE

The Annual Compensation Audit Cycle

Compensation is not a set-and-forget system. A structured audit cycle ensures your pay strategy remains competitive, equitable, and aligned with

organizational goals.

Audit Task Frequency Primary Objective

Market Benchmarking Quarterly Ensure competitiveness in fast-changing talent hubs

Pay Equity Analysis Annually Identify and correct unexplained gaps (gender, race, location)
Cost-of-Living Review Quarterly Adjust for exchange rate and inflation volatility

Policy/KPI Alignment Annually Ensure the "Pay Drives Behavior" model still meets goals

Pay Equity Analysis

Market Benchmarking

88

Cost-of-Living Review

Policy & KPI Alignment



ECONOMIC OUTLOOK

2026: Navigating the "Year of
Contention”

Labor Market "Softening"

With unemployment rising to 4.3% and job growth slowing, employees have less

leverage to job-hop, but disengagement risk is quietly climbing.

i
B

The Wage Gap

56% of frontline workers report living paycheck to paycheck in a crisis that directly

impacts productivity, retention, and organizational reputation.

Both employers and employees are increasingly hesitant to make changes due to

macro pressure creating a frozen talent market with hidden disengagement.

Strategic Response

Move from a "Year of Retention" to a "back-to-basics" focus on fair, transparent,

and consistently applied pay the foundation of sustainable workforce trust.

| "Job Hugging"




IMPLEMENTATION ROADMAP

Key Takeaways for Success

Building a compensation system that works across remote, hybrid, and frontline teams requires four foundational commitments.

o

Align Pay with Performance Standardize Geographic Differentials
Tie compensation to outcomes and results — not location, visibility, or Choose and document your geographic pay methodology. Manage
office attendance. Let the "Pay Drives Behavior" model guide every growth sustainably without overspending in low-cost markets or
incentive decision. underinvesting in high-cost hubs.

@
Leverage Integrated Technology Communicate Transparently
Use automated multi-currency payroll systems and compliance tools to Share how salaries are determined — openly and consistently.
manage local law requirements across every jurisdiction where you Transparency about pay philosophy is the single greatest driver of
employ people. long-term workforce trust.

© Organizations that align pay with performance, geography, and transparency consistently outperform peers on retention, engagement, and

talent acquisition.



OFFICE HOURS
HR Office Hours: Bring Your Recognition Questions (Live Demo + Q§A)

Tuesday, May14-2PMET |TTAMPT

What you'll see (driven by YOUR questions):

e Alive demo of Recognize in action

e How recognition flows across real teams in distributed

environments
e How organizations drive consistent participation
e  What managers actually see in their day-to-day dashboards

- | r Tl -I q-l ? 27 _I- . . . L4
Thursday, May lsth @ 2pm E| e How teams launch and sustain adoption without complexity

Ask Us Anything About

o Bonus:
Team Recognition and Engagement

e Live QEA
e $100 gift card raffle

David Jones

e 9 $1,000 in rewards credit for new customers
¢~ Ifimproving engagement and retention

is on your radar,

Register here:
this will be a high-value 45 minutes for you!

https://usO2web.zoom.us/meeting/register/ITxYbL_eQjOup
2uFXzRp7A#/registration



https://us02web.zoom.us/meeting/register/ITxYbL_eQjOup2uFXzRp7A#/registration
https://us02web.zoom.us/meeting/register/ITxYbL_eQjOup2uFXzRp7A#/registration

NEXT WEBINAR

Stop Measuring Everything: Find Your HR North Star Metric for Your
Distributed Team

Thursday, May 21| 1PM ET |10 AM PT

@ Recognize Key Takeaways:

STOP M EASU RIN G * How to identify the one metric that should guide your People strategy
EVERYTH I NG: FIN D YOU R H R * Turning metrics intfo manager-driven behaviors, not just reports
NORTH STAR METRIC FOR S e
YOUR DISTRIBUTED TEAM igning leadership, HR, and teams around a shared definition of success

* Avoiding the trap of over-measuring and under-operating

THURSDAY, 21 MAY -
HE@ ——— i i * Making your North Star visible, actionable, and embedded in daily work
E‘-G)ﬁ 01:00 PM ET (((.))) Liveviebinar 'ng you Vis| : in daily w

REGISTER

HERE:hHps://usO6web.zoom.us/webinar/register/9517785116186/WN_IBZE
8pKmRyuLSGINIbZCvg#/registration

Alex Grande

P d by:
Chief Executive Officer oW

@Recognize % ﬁgﬁm
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