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SWARTHMORE COLLEGE 

STAFF COMPENSATION REVIEW STEERING COMMITTEE 
 

Report on Phase 1 
April – December 2001 

 
Introduction 
 
The Staff Compensation Review Steering Committee (CRC) was formed in the spring of 2001 at 
the request of President Al Bloom. Our task was to provide a thorough review of staff 
compensation practices at Swarthmore College, to gather input from the entire community, and 
to recommend a compensation philosophy and system that meets the needs of the College and 
its employees.  This review was determined to be critical to the College; its primary 
stakeholders are members of the staff, 
 
The need to look at the compensation system has existed for several years. A review became a 
higher priority after Melanie Young was hired as associate vice president for human resources 
in April 2000.  
 
Members of the CRC were selected by the Staff Advisory Council (SAC) and the Administrative 
Advisory Council (AAC) from nominations submitted by a variety of employees. Although it 
was not designed to be strictly representative of all areas of the College, the committee consists 
of members of the staff from a broad range of departments, experience, and job types. It has 
been chaired by Melanie Young with the assistance of Martin Cormican, compensation and 
benefits manager.  The committee met almost weekly from late April until mid-November. 
 
Committee members are: 
 
Kim Alvin   Environmental Services 
Marty Cormican  Human Resources 
Carmen Duffy  Treasurer’s Office 
Carolyn Evans  Worth Health Center 
Chuck Hinkle  Grounds 
Pat James   Community Service Learning 
Sharmaine LaMar  Equal Opportunity 
Les Lawler   Dining Services 
Jeff Lott   Publications 
Linda McDougall  Dining Services 
Rose Maio   Sociology/Anthropology 
Hamza Wali   Environmental Services 
Melanie Young  Human Resources 
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At our first meeting, members of the committee agreed to important ground rules that made 
possible extremely frank and honest discussions within an atmosphere of confidentiality and 
trust. We further agreed that our decisions would be made by consensus, not by vote. 
 
In conducting our study, we received input and assistance from five advisory groups: SAC, 
AAC, the president’s senior staff, a faculty advisory group, and a student advisory group. An 
outside consultant, David Pierson, has assisted us throughout our work, providing technical 
expertise and knowledge of compensation systems in a variety of organizations. 
 
Research  
 
The committee’s research consisted of three efforts. First, we sought to learn as much as possible 
about compensation theory and practice. Second, we surveyed staff, faculty, and students. 
Third, we studied Swarthmore’s own compensation system. The goal of this research was to 
inform the committee and to reach agreement on a philosophy of compensation that fit the 
mission, values, and financial goals of the College. 
 
David Pierson led several educational sessions about compensation. We learned how market 
forces affect compensation systems, how jobs are evaluated and “graded,” how job grading 
systems are constructed within organizations, and how pay is linked to performance. Later 
discussion focused on economic trends and the effect of labor markets on compensation in both 
industry and higher education. 
 
With the help of Robin Shores, director of institutional research, we designed surveys for staff, 
faculty, and students.  (Copies are found in Appendix 1.) The faculty and student surveys were 
intended to probe attitudes and values for an ideal Swarthmore compensation system. The staff 
survey was more extensive. It asked staff members to: 
 

• Evaluate the current compensation system 
• Give ideas about an ideal compensation system 
• Evaluate current College benefits plan 
• Rate benefits not currently offered 
• State why they continued to work at Swarthmore 
• Rate the current job classification system 
• Respond to several open-ended questions about compensation 
 

Approximately 200 staff members and 40 faculty members responded to the survey. Due to an 
error in e-mail forwarding, students did not receive copies of the survey before the end of the 
spring semester. A summary of the survey results is found in Appendix 2. 
 
As the survey was being evaluated, we turned to an examination of Swarthmore’s 
compensation system. We learned about the point-factor grading system that has been used 
since 1980 by performing a hypothetical job analysis using this system. We examined the 
College’s use of labor-market and salary surveys to set pay rates for different types of jobs. And 
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we looked at how wage and salary adjustments are made, both within grades and when 
employees are promoted. 
 
With the help of Sue Welsh, treasurer, we learned how the College’s budget is constructed, how 
long-range financial planning is done, and how the College’s endowment provides income for 
both restricted and unrestricted uses. We learned that: 

o The College spends about $20 million annually on staff salaries and an additional $5 
million on staff benefits. 

o Increasing salaries or benefits would require additional funds from increasing tuition and 
fees, increasing endowment spending, reducing other areas of the budget, or raising 
more endowment. 

o For every $40,000 added to the budget, the College would need $1 million in new 
endowment. 

o The majority of the endowment is designated for specific purposes and may not be used 
for staff salaries.  

o The College budget has very little flexibility from year to year. 
 
When comparing the College’s current compensation system to the most recent market surveys, 
we learned that: 

o Swarthmore staff salaries currently average 102.6% of market midpoints. This breaks 
down almost evenly between exempt and non-exempt employees. 

o The College’s benefit package is average on health care, above average on vacation, and 
below average on employer contribution to retirement and on the dental plan. 

o Although health care coverage is about average for the College as a whole, the cost to 
those who choose single coverage is significantly below the cost to employees who insure 
their families under the same plan. 

 
Several members of the president’s senior staff met with the committee to provide their 
perspective on compensation philosophy.  Among their recommendations were: 

o The College’s compensation philosophy should reflect Swarthmore’s position as a pre-
eminent liberal arts college. 

o The market must play a role in determining compensation. Depending on the job, both 
local and national market comparisons should be made. 

o The College should treat individuals generously at the lower end of the grading scale. If 
necessary, Swarthmore should pay more generously than the market. 

o There should be opportunities for generous merit pay with the expectation of high 
performance. 

o If compensation at Swarthmore is to be above market, it is reasonable to expect that 
employee performance will also be above average. 

o Although there is value to the College in seniority, it should not be the main determining 
criteria in setting pay rates. 

o Individuals should not be paid according to their needs. 
 
In July, we invited students and other representatives of the Living Wage and Democracy 
Campaign to meet with us, but none were able to attend the scheduled meeting. We did hear 
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from Peter Murray ’00, an economic development activist, who discussed the pros and cons of 
the “living wage.” After considering these issues, we summarized the pros and cons as follows: 

o Advocates believe that the College has a moral obligation to pay workers what it costs to 
meet basic needs without government assistance. 

o Advocates of a living wage believe that Swarthmore could afford to do this by shifting its 
spending priorities. 

o A national social problem exists because the federal minimum wage is below the federal 
poverty line. 

o A “living wage” is often implemented as a common wage regardless of need, which does 
not achieve the goal and may displace workers. 

o Funds might be better spent to support families through health care and scholarship 
programs. 

o Higher wages can be earned by acquiring more marketable skills. 
 
 
Our research ended with a long meeting at which we summarized our findings from all sources 
and began the process of defining a compensation philosophy for Swarthmore. 
 
 
A summary of what we learned in the research phase of our work includes the following: 
 

o Effective compensation systems support an organization’s mission and values. 
o There are two predominant types of compensation systems in use today: factor-based 

and market-priced systems. 
o Most colleges use a factor-based system similar to Swarthmore’s. 
o Most employers base individual pay on a combination of market (supply and demand), 

experience, performance, and skills. 
o Communication within the organization is vital. Employees must understand the 

program for it to be effective. 
o Swarthmore’s current grading system has held up well despite its age, but it is widely 

misunderstood and may not consider all the factors that both the College and its 
employees need.  

o Swarthmore has many blended and unique jobs that make market comparisons more 
difficult. 

o Our performance appraisal system is inconsistent. 
 

 
Philosophy 
 
The committee’s focus shifted in August to a series of discussions designed to produce a new 
compensation philosophy for the College. Questions raised in these meetings included: 
 

What is the mission of the College? 
- discussion of the values and mission of Swarthmore, both as an educational 

institution and as an employer 
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What type of staff is needed to fulfill that mission? 

- discussion of performance expectations, recruitment, compensation for scarce 
skills, and fulfillment of the mission of the College by staff 

 
 What type of compensation is needed to attract and retain those staff? 

- discussion of market comparisons, variable pay, seniority, salary increases, 
performance evaluations, and inflation 

 
What role should ethical considerations play in determining pay? 

- discussion of College obligations to staff, labor markets vs. employee needs, 
cash salary vs. benefits, singles and families, plus various methods to improve 
opportunity and advancement of lower-paid staff 

 
What are the implications for spending? 

- analysis of costs of various options 
 

 Can we have this philosophy and be responsible financial stewards? 
- discussion of the role of compensation in the College’s budget 

 
These discussions led to a draft philosophy and made possible further discussion of specific 
recommendations to accompany that philosophy. These recommendations were finalized in 
September. They were first discussed with the advisory committees (SAC, AAC, senior staff, 
faculty, and student) in early October and after some further refinements, were presented to the 
College community at a series of open meetings in October and November.  
 
Responses to the recommendations expressed at these open meetings were generally favorable. 
The committee met further to reconsider some concerns that were raised. 
 
President Bloom favorably received the recommendations in mid-November. Melanie Young 
then took the results of the committee’s work to the Finance and Trusts Committee of the Board 
of Managers, which endorsed them and asked the committee to proceed to Phase 2 of its work, 
which is summarized below.  
 
The committee drafted the following compensation philosophy for Swarthmore:: 
 

The purpose of Swarthmore College, as stated in the College Bulletin, is to enable 
Swarthmore students to become more valuable human beings and more useful members 
of society by helping them realize their fullest intellectual potential and developing in 
them a deep sense of social and ethical concern. 
 
This mission is accomplished primarily through a rigorous academic program 
conducted in an intimate residential setting.  Swarthmore’s reputation as one of 
the nation’s pre-eminent small liberal arts colleges derives both from its 
academic excellence and from the intentional campus community that has been 
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created to support students and faculty as they pursue the educational 
enterprise. 
 
The staff of Swarthmore College is integral to the fulfillment of the mission of 
the College. The staff creates and maintains the infrastructure that supports the 
educational experience and allows faculty and students to pursue their 
intellectual interests.  Many staff members are also directly involved with 
students through counseling, teaching, and providing housing and dining 
services. 
 
Like the faculty, the staff at Swarthmore need to be among the finest in their 
professions.  Because we are a small community, when even one staff member 
performs below the level needed, it affects many – and can have a direct impact 
on the quality of the educational experience.  Equally as important as superior 
knowledge and skills is the employee’s commitment to the institution, and the 
interpersonal skills he/she brings to the institution.   
 
Therefore, our compensation system must support the hiring and retention of 
excellent employees, and our culture must challenge them to contribute in 
meaningful ways to the mission of the College.  Our compensation system 
should also be fair and non-discriminatory, and easy to administer. 
 
Additionally, we recognize that it is the combined efforts of all employed by the 
College, faculty and staff, that allows Swarthmore to maintain its pre-eminent 
position.  Therefore, our compensation goals for faculty and staff should be 
comparable.   
 
In order to attract and retain high caliber staff, we must be vigilant that our 
wages and benefits are competitive with other employers.  Each job at 
Swarthmore has a natural “market” that can be used for this comparison, which 
is defined as the market from which we recruit for that particular job.  We must 
be committed to making market adjustments to ensure we do not slip behind 
the market. 
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Working at Swarthmore has many intangible benefits that add to its attractiveness as an 
employer.  Staff at Swarthmore value their co-workers, the jobs they do, the college 
atmosphere, the resources available and the benefit package.  These are valuable 
resources that should be preserved and developed, as research tells us a compelling place 
to work is as important as competitive wages.   
 
However, Swarthmore College’s attractiveness as a place to work should never be used 
as a reason to offer sub-market wages.  Rather, the quality of staff work life available at the 
College should be used as a strategic advantage in attracting the best possible staff.  
Continuing  development of the culture and staff environment will help in recruitment 
and retention efforts. 
 
We recognize that there will be performance differences among employees and believe it 
is important to recognize superior contributions by linking pay to performance. 
 
Seniority, when combined with good performance, brings a special value to the College.  
Long-term high performing employees should be among the highest paid employees in 
their comparison group, and their  longevity should be recognized in tangible ways. 
 
As stated in the purpose statement, Swarthmore is known for its deep sense of social and 
ethical concern.  To fulfill our desire to help create a more just and humane world, the 
College should devote additional resources to those staff members who work in our 
lowest paying jobs. 
 

Recommendations 

Using this philosophy as a guide, the committee put forward the following recommendations 
for changes in the College’s compensation system: 
 

Adopt a staff compensation goal that is comparable to that of the faculty.  Staff should 
have a salary and benefit plan that is slightly better than the average of market 
comparison groups.   
 
Create a Swarthmore minimum wage of $9.00/hour, with rapid movement to the stated 
compensation goal for good performers 
 
Eliminate the mandatory employee retirement contribution and increase the College 
contribution to retirement from 7.5% to 10%.  This action will add the equivalent of one 
week’s wages (minimally) to the annual take home pay of each employee 
 
Decrease the cost gap between single and family health care costs by freezing the benefit 
bank at current levels and shifting new money to better support family coverage. 
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Establish Longevity Awards for long term employees in the amount of $100/year 
awarded at each 5 year interval. 
 
Increase funds available to staff for tuition reimbursement (professional development). 
 
Create the infrastructure necessary to make it easier for employees to identify and 
prepare for new job opportunities. 
 
Improve the performance evaluation system at Swarthmore College. 
 
Investigate using Employer Cost Index (ECI) instead of Consumer Price Index (CPI) for 
compensation planning purposes. 
 

 
Implementation 
 
Three of the committee’s recommendations were implemented for the upcoming (2002-03) fiscal 
year: 
 

A $9.00 per hour minimum wage for all regular employees 
 

A provisional shift of new benefit bank dollars to family health-care insurance while 
further study of benefits is undertaken 
 
Elimination of the mandatory pension contribution of 2.5 percent of salary up to $20,000, 
accompanied by an increase in the College’s contribution to 8 percent of gross salary. 
 

In addition, the Human Resources Office announced a one-year moratorium on job 
reclassification for the next fiscal year, intended to allow a thorough study of job classifications. 
 
 
Next Steps 
 
During the spring of 2002, the committee will take a closer look at the job grading system and 
pay grade structures currently in use at the College. Working with the Faculty-Staff Benefits 
Committee and the College Budget Committee, we will also continue to monitor the 
implementation of these recommendations. We will seek continuing input from our advisory 
groups and the College community as we undertake the next phase of our work. 
 
 
 
 
Report Submitted March 25, 2002 
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APPENDICES 
 

Appendix 1 — Survey Instruments [Missing faculty and student survey] 
 
 
 

Swarthmore College 
Staff Survey on Compensation Philosophy – May 2001 

 
As its first goal the Compensation Committee wants to understand what Swarthmore’s 

philosophy about compensation (pay, benefits) should be.  These questions will be a starting 
point to help us understand what you feel should be the driving values of our new system.   
 

Your responses will be held strictly confidential!  We do not ask for your name on the 
survey.  We have asked a few job classification questions at the end to help us better understand 
the responses to some of the items, and to determine whether all employees are represented.  
But the survey results will be presented in group summary format only, and never in a way that 
would allow someone’s identity to be known.  If you feel uncomfortable answering the job 
classification questions (or any other questions), please just skip them.  What is most important 
is that we have as much input from you as you wish to provide.  We ask that you return your 
survey (instructions at end) by May 31, 2001. 
 
A.  Evaluation of current system 

First, it would be helpful to know how you feel about aspects of our current system.  
Please indicate your level of agreement with each of the following statements using the 
following scale: 
 
  Strongly Disagree Disagree Neutral Agree Strongly Agree 
  SD D N A SA 
 
1.  I understand the system used to grade jobs. ..................... SD ___ D ___  N ___ A ___ SA ___ 
 
2. The grade of my job accurately reflects the work that I do. .. SD ___ D ___  N ___ A ___ SA ___ 
 
3. I understand how employees can earn pay increases in  
their grade. .......................................................................... SD ___ D ___  N ___ A ___ SA ___ 
 
4. There are generally opportunities for employees to move  
up to the next grade level. ..................................................... SD ___ D ___  N ___ A ___ SA ___ 
 
5. I understand the other terms that are used to describe pay  
at Swarthmore (for example “Full Market Value”). ................... SD ___ D ___  N ___ A ___ SA ___ 
 
6.  I feel that my current pay level is fair. . ............................... SD ___ D ___  N ___ A ___ SA ___ 
 
7. I am satisfied with the current compensation system  
at Swarthmore. . ................................................................... SD ___ D ___  N ___ A ___ SA ___ 
 
 

B. Ideal Compensation System 
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Next, we’d like to know how you think Swarthmore should go about setting annual pay 
increases.  Rather than evaluating the current system, here we’d like to know what you think is 
the ideal scenario for Swarthmore. 

Using the following scale, please indicate how much you feel each of the following things 
should affect the amount of a Swarthmore employee’s annual pay increase.   
 
  Not at All  Moderate  A Great Deal 
  0 1 2 3 4 
 
1. Performance as judged by immediate supervisor ...........................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
2. Performance as judged by someone above immediate  
supervisor .......................................................................................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
(How much do you feel each of the following things should affect the amount of a Swat employee’s annual pay 
increase?)  
 
  Not at All  Moderate  A Great Deal 
  0 1 2 3 4 
 
3. Performance as judged by others (e.g. coworkers, direct  
reports, customers) .........................................................................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
4. Performance as judged by employee (self-evaluation) ...................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
5. Whether skills of person are in high demand elsewhere..................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
6. Inflation (across the board cost-of-living adjustments) ....................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
7. The College’s financial well-being..................................................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
8. Years of work in the position .........................................................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
9. Years of work at the College .........................................................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
10. Years of work experience (anywhere) .........................................0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
11. Salary levels earned by people in similar jobs at other colleges .....0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
12. Salary levels earned by people in similar jobs in other industries ...0 ___ 1 ___  2 ___ 3 ___ 4 ___ 
 
 

These are more items about pay, just in a different format, to help us understand what 
you think the values should be at Swarthmore.   Please indicate your level of agreement with 
each of the following statements using this scale: 
  Strongly Disagree Disagree Neutral Agree Strongly Agree 
  SD D N A SA 
 
13. The starting salary or wage offered to any person hired at  
Swarthmore should be whatever it takes to get the very best  
person to join the College. ...............................................................SD ___ D ___  N ___ A ___ SA ___ 
 
14. A new hire should not be paid more than someone else already  
doing the same kind of job here, regardless of their qualifications  
or experience. .................................................................................SD ___ D ___  N ___ A ___ SA ___ 
 
15. Comparing the pay earned by employees at Swarthmore with  
the pay earned by employees at other colleges is a good way to  
set our salaries. ..............................................................................SD ___ D ___  N ___ A ___ SA ___ 
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16. External comparisons should not affect the pay earned by  
employees at Swarthmore. ..............................................................SD ___ D ___  N ___ A ___ SA ___ 
 
17. Whatever method of deciding pay that is used, it should be the  
same for every department. .............................................................SD ___ D ___  N ___ A ___ SA ___ 
 
18. The annual pay increase should NOT be tied at all to  
job performance. .............................................................................SD ___ D ___  N ___ A ___ SA ___ 
 
19. Some of the annual pay increase should be tied to job  
performance. ..................................................................................SD ___ D ___  N ___ A ___ SA ___ 
 
20. Any (all) annual pay increase should be tied to job performance. ..SD ___ D ___  N ___ A ___ SA ___ 
 
  Strongly Disagree Disagree Neutral Agree Strongly Agree 
  SD D N A SA 
 
21. Someone who is cross-trained and can perform another job  
at the College should be rewarded with higher pay. ...........................SD ___ D ___  N ___ A ___ SA ___ 
 
22. Some people believe Swarthmore should pay employees  
based on a market approach.  This approach would set pay based  
on what other employers pay for a position. Do you agree or disagree  
that this is the approach Swarthmore should use in setting a minimum  
hourly wage that can be paid to an employee? ..................................SD ___ D ___  N ___ A ___ SA ___ 
 
23. Some people feel that the lowest hourly wage paid to an employee  
need not be based on the market, but should be determined by a standard 
that is set by the College to reflect its moral and ethical values about 
the minimum needed to earn a living.   Do you agree or disagree that  
this is the approach that Swarthmore should use? .............................SD ___ D ___  N ___ A ___ SA ___ 
 
 

 
C.  Current Benefits 

Part of the compensation that we earn is reflected in the benefits that we receive and are paid for 
by the College.  Below is a list of benefits currently paid by the College.  We would like to know two 
things about each item: 1) How important is it to you?  2) How satisfied are you with it?  Please use these 
scales: 
   Importance   Satisfaction 
 
 Not  Somewhat   Not  Somewhat  Very  
 Important Important Important Satisfied Satisfied  Satisfied 
 NI SI I NS SS VS 
 
1. Medical Coverage .............................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
2. Dental Coverage ...............................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
3. Vacation ...........................................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
4. Sick Leave ........................................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
5. Parental Leave ..................................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
6. Life Insurance ...................................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
7. Short Term Disability .........................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
8. Long Term Disability ..........................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
9. Tuition Grant Program for  
children of employees ............................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
10. Tuition Reimbursement  
(continuing education) ...........................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 



12. 

11. Retirement (College-paid portion) .....NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
12. Carebridge (Employee  
Work/Life Referral System) ....................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
13. Horizens (Employee 
Counseling Program) ............................NI ___ SI ___  I ___  NS ___ SS ___ VS ___ 
 
 
14. In order to help us better understand your responses, please indicate whether your health benefits are for single 
or family coverage:   

Single ___ Family ___ 
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D.  Benefits Not Offered 
Next is a list of benefits not offered by the College. (Of course, any changes to benefits 

would necessarily have to undergo careful review and prioritization.  These items are presented 
primarily to gauge interest in a range of areas.)   For each of these items we would like to know: 
1) How important is it that the College provide such a benefit?  2) How likely is it that you 
would make use of each benefit if it were offered?   
   Importance   Would you use? 
 
 Not  Somewhat   Probably  Don’t  Very  
 Important Important Important Not Know  Likely 
 NI SI I PN DK VL 
 
1. Long Term Care Insurance ................NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
2. Subsidized Dependent Care  
Assistance (for Child, Elder)....................NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
3. On site Child Care .............................NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
4. Additional Life Insurance.....................NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
5. Pre-paid Legal Insurance  
(like an “Attorney HMO” plan) .................NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
6. Mortgage Assistance Plan ..................NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
7. Pet Health Services (Med. Coverage)..NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
8. Other: ___________________ ...........NI ___ SI ___  I ___  PN ___ DK ___ VL ___ 
 
 
E. Values in continuing employment 

Please indicate your level of agreement with each of the following statements using this 
scale. 
 
  Strongly Disagree Disagree Neutral Agree Strongly Agree 
  SD D N A SA 
I continue to work at Swarthmore because of:  

1. The pay ............................................................................SD ___ D ___  N ___ A ___ SA ___ 
2. The benefits ......................................................................SD ___ D ___  N ___ A ___ SA ___ 
3. It is convenient to my home ................................................SD ___ D ___  N ___ A ___ SA ___ 
4. It allows me to do a job that I enjoy .....................................SD ___ D ___  N ___ A ___ SA ___ 
5. I like working with the people here ......................................SD ___ D ___  N ___ A ___ SA ___ 
6. Resources available on campus (e.g. Library, 
Athletics facilities, Arboretum) ................................................SD ___ D ___  N ___ A ___ SA ___ 
7. Tight job market .................................................................SD ___ D ___  N ___ A ___ SA ___ 
8. The reputation of the College..............................................SD ___ D ___  N ___ A ___ SA ___ 
9. I enjoy a college environment .............................................SD ___ D ___  N ___ A ___ SA ___ 

 
F. Job classification questions 

These questions will help us to understand results for some of the items above that may 
affect employees differently.  They will also let us know whether all types of employees are 
represented in the results.  However, if you feel uncomfortable answering any item, just leave it blank! 
 
1. Are you  

Exempt (Salaried) ___ 
Non-Exempt (Hourly) ____ 

 
2. How many years have you worked at the College?                                          

_____ 
 

3. Do you supervise other staff?   
 Yes ___   
 No ___ 
 
4. What is your Grade Level (if you know) ____ 
 
5. Is your position 
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 Temporary ___ 
 Permanent ___ 
 
6. Is your position 
 Full-Time ___ 
 Part-Time ___
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G.  Open-Ended Questions 
It can be difficult to answer complex questions like those above with 

simple answers.  These final questions are meant to give you an opportunity to 
respond more freely.  Please write as much or as little as you want (attach 
additional pages if needed). 
 
1.  Are there any issues in this survey that you would like to expand on or describe in more 
detail? 
 
 
2.  Since this is just our first attempt in gathering your input on compensation, it is likely that we 
have missed some things that you may feel are important in considering a compensation 
philosophy for the College.  Please let us know of other concerns or issues that were not 
addressed here, but that we should be aware of.   
 
 
3.  We’d like to know what things you like about the current system of compensation, what you 
don’t like, and any ideas you might have for a better way of doing things.   
 
 
4.  Is there anything else you would like to say? 
 

 
 

THANK-YOU for sharing your opinions! 
 
If you have completed this survey electronically (using Word), please attach it to 
an email message and email it to: SWAT-COMP.   If you have completed a paper 
copy of this survey, please put it in Campus Mail to: SWAT-COMP.  Paper copies 
may also be left at the College Post Office for SWAT-COMP. 
 

* * * Your responses will be most helpful if they are received by May 31. * * * 
 
The results of this survey will be shared with the full campus community.   
Please know that there will be additional opportunities for you to have input in 
this important work.  (You may send campus mail or email to SWAT-COMP at 
any time with your comments or suggestions.)  Again, thank you for your help. 
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Swarthmore College 

Faculty/ Student Survey on  
Staff Compensation Philosophy – May 2001 

 
As its first goal the Compensation Committee wants to understand what 

Swarthmore’s philosophy about compensation (pay, benefits) should be.  These 
questions will be a starting point to help us understand what you feel should be 
the driving values of our new system.   
 

Your responses will be held strictly confidential!  We do not ask for your 
name on the survey.  We ask that you return your survey (instructions at end) by 
May 31, 2001. 
 
 

Ideal Compensation System 
 

We’d like to know how you think Swarthmore should go about setting 
annual pay increases.  Rather than evaluating the current system, we’d like to 
know what you think is the ideal scenario for Swarthmore. 

 
Using the following scale, please indicate how much you feel each of the 

following things should affect the amount of a Swarthmore employee’s annual 
pay increase.   
 
 
  Not at All  Moderate  A Great Deal 
  0 1 2 3 4 
 
1. Performance as judged by immediate supervisor .......................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
2. Performance as judged by someone above immediate  
supervisor ....................................................................................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
3. Performance as judged by others (e.g. coworkers, direct  
reports, customers) ......................................................................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
4. Performance as judged by employee (self-evaluation) ................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
5. Whether skills of person are in high demand elsewhere.................. 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
6. Inflation (across the board cost-of-living adjustments) .................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
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7. The College’s financial well-being ................................................. 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
8. Years of work in the position ......................................................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
9. Years of work at the College ......................................................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
10. Years of work experience (anywhere) ......................................... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
11. Salary levels earned by people in similar jobs at other colleges ..... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
12. Salary levels earned by people in similar jobs in other industries ... 0 ___ 1 ___  2 ___ 3 
___ ................................................................................................. 4 ___ 
 
 
 These are additional items about pay, just in a different format, to help us 
understand what you think the values should be at Swarthmore.   Please indicate 
your level of agreement with each of the following statements using this scale: 
 
  Strongly Disagree Disagree Neutral Agree Strongly Agree 
  SD D N A SA 
 
13. The starting salary or wage offered to any person hired at  
Swarthmore should be whatever it takes to get the very best  
person to join the College. ............................................................... SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
14. A new hire should not be paid more than someone else already  
doing the same kind of job here, regardless of their qualifications  
or experience. ................................................................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
15. Comparing the pay earned by employees at Swarthmore with  
the pay earned by employees at other colleges is a good way to  
set our salaries. .............................................................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
16. External comparisons should not affect the pay earned by  
employees at Swarthmore. .............................................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
17. Whatever method of deciding pay that is used, it should be the  
same for every department. ............................................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
18. The annual pay increase should NOT be tied at all to  
job performance. ............................................................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
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19. Some of the annual pay increase should be tied to job  
performance. .................................................................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
20. Any (all) annual pay increase should be tied to job performance. .. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
 
21. Someone who is cross-trained and can perform another job  
at the College should be rewarded with higher pay. ........................... SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
22. Some people believe Swarthmore should pay employees  
based on a market approach.  This approach would set pay based  
on what other employers pay for a position. Do you agree or disagree  
that this is the approach Swarthmore should use in setting a minimum  
hourly wage that can be paid to an employee? ................................. SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
23. Some people feel that the lowest hourly wage paid to an employee  
need not be based on the market, but should be determined by a standard 
that is set by the College to reflect its moral and ethical values about 
the minimum needed to earn a living.   Do you agree or disagree that  
this is the approach that Swarthmore should use? ............................ SD ___ D ___  N ___ A 
___ ................................................................................................. SA ___ 
 
 

 
 

 
24.  Are you a 

Full-Time Faculty member _____ 
Part-Time Faculty member _____ 
Swarthmore student _____ 

  
It can be difficult to answer complex questions like those above with 

simple answers.  Also, since this is our first attempt at formally gathering your 
input on staff compensation, it is likely that we have missed some things that 
you may feel are important in considering a compensation philosophy for the 
College.   Please feel free to use the space below to add any additional comments 
or thoughts that you would like to share with the Compensation Committee. 
 

 
THANK-YOU for sharing your opinions! 

 
If you have completed this survey electronically (using Word), please attach it to 
an email message and email it to: SWAT-COMP.   If you have completed a paper 
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copy of this survey, please put it in Campus Mail to: SWAT-COMP.  Paper copies 
may also be left at the College Post Office for SWAT-COMP. 
 

* * * Your responses will be most helpful if they are received by May 31. * * * 
 
The results of this survey will be shared with the full campus community.   
Please know that there will be additional opportunities for you to have input in 
this important work.  (You may send campus mail or email to SWAT-COMP at 
any time with your comments or suggestions.)  Again, thank you for your help. 
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Appendix 2 — Summary of Survey Results 
 
 
 
Approximately 200 employees, 40 faculty and 0 students responded to the 
survey. (Students never received the survey due to an e-mail forwarding error.) 
The staff response consisted of 42% exempt, 51% non-exempt and the remainder 
not indicating their status. In this summary, the staff responses will be presented 
first, and then compared with the results from the faculty. 
 
STAFF RESPONSES 
 
In regards to our current system, the majority of staff reported not 
understanding how grades (65%) and pay increases (67%) are determined, and 
disagreed that there are opportunities for advancement (68%).  Slightly over half 
the staff who responded reported overall dissatisfaction with the current 
compensation system.  People had more favorable, although still generally 
dissatisfied, views about their current pay.   Slightly over 36% believe their pay is 
fair, while 44% believe their pay is not fair. 
 
In regards to an ideal system there was strong agreement that performance 
should play some role in annual increases (89%), that supervisors should judge 
employee performance (79%) and that inflation should be a factor in determining 
salary increases (82%).  Results showed that majorities also supported 
considering years in position, years at the college and years of experience in 
determining annual increases. 
 
More staff (55%) supported a non-market based approach to determining pay 
(paying what a person needs to live on, regardless of what other employers pay) 
than supported using a market based approach (43%) to determining pay 
(comparisons with what other employers pay for a particular job).  However, 
neither point of view captured a clear majority, as almost half of employees 
responding agreed with both methods, or were neutral.  In other items asking 
whether staff thought external comparisons should be used to determine pay, 
staff preferred using external comparisons over not using external comparisons 
by a ratio of 2:1  
 
In regards to satisfaction with benefits, the 5 most important currently offered 
benefits (in order of importance) are vacation, medical, retirement, sick leave, 
and long term disability.  The majority of employees rated all of these as “very” 
or “somewhat  satisfied”, with retirement and medical receiving more 
“somewhat satisfied” than “satisfied” ratings.    Medical coverage received the 
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most number of “dissatisfied” ratings (9%), then retirement (8%), sick leave and 
LTD (4%) and then vacation (3%).  
 
In regards to benefits not yet offered, no item received a rating by the majority of 
employees as important, however, the items that received the highest importance 
ratings were (in order of importance) long term care insurance, on-site child care, 
mortgage assistance, dependent care assistance and additional life insurance. The 
only items that received “very likely to use” ratings by a third or more of 
employees were long term care insurance , more life insurance and mortgage 
assistance. 
 
One of the most interesting aspects of the survey results are the answers to the 
question of why people stay at Swarthmore.  90% of the staff said it is because of 
the people here and 81% say it is because they enjoy the job that they do.  Right 
behind, with 80%, is that people enjoy a college environment.  Next most 
important in the decision to stay at Swarthmore are the benefits (73%), followed 
by convenience (77%), and the resources Swarthmore has to offer (58%).  The 
college’s reputation is next (52%) and pay is at 45%. 
 
Differences in the responses of exempt and non-exempt employees were 
statistically significantly on 15 out of the 61 questions on the survey.  One of the 
next tasks for the committee is to understand those differences so that the 
recommendations that are eventually made work equally well for both groups of 
employees. 
 
FACULTY RESPONSES 
 
Among the faculty, there was also agreement that an ideal compensation system 
would include some component related to performance (88%), as judged by the 
employee’s supervisor (71%), and that inflation (85%) should be considered.  
Comparisons to what other colleges pay were considered valuable (68%). 
 
Faculty responses on whether to use a market based approach to pay were about 
the same as employees, with a slight preference going to a non-market approach 
to pay (paying what a person needs to live on, regardless of what other 
employers pay).  There was also less support among faculty for a market 
approach to pay (comparisons with what other employers pay for a particular 
job) than there is among staff.  Faculty also differed from staff in that they were 
less supportive of college finances and years of experience paying a role in 
determining annual increases.  


