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V irtually every study examining 
teacher satisfaction in early 
childhood education indicates 

that child care workers are  dissatis- 
fied with the low pay and paltry ben- 
efits they receive. Teachers9 salaries 
have never been high, but the  situa- 
tion seems to be worsening as sala- 
ries have not kept pace with inflation. 
Real earnings by child care teachers 
have actually declined by nearly one 
quarter since the mid-1970s (White- 
book, Howes, & Phillips, 1989; Kisker, 
Hofferth, Phillips, & Farquhar, 199%). 

We know that both prospective and 
practicing teachers are influenced by 
salary levels. Indeed, the number of 
teachers who leave early childhood 
education for other occupations is 
directly related to the amount the  
individual is underpaid as a teacher 
compared to potential earnings in 
other fields. The statistics and the  
consequences of turnover are  well 
known (Whitebook et a]., 1989; Willer 
&Johnson, 1989; Daniel, 1990). While 
there are some promising federal and 
state initiatives to enhance child care 
staff compensation (Boyer, Gerst, & 
Eastwood, 1990; Whitebook, Pember- 
ton, Lombardi, &Galinsky, 1990; Child 
Care Employee Project, 1992), and 
increased attention is being focused 
on the issue through the  Worthy 

Wage Campaign and the Full Cost of 
Quality Campaign, we need not wait 
for the results of these national ef- 
forts to improve the plight of the 
early childhood workers in our pro- 
grams. There are important steps that 
can immediately be taken to improve 
policies and practices regarding em- 
ployee compensation. 

An organization's compensation 
system deals with the distribution of 
pay and fringe benefits, policies re- 
garding tenure and job security, and 
how promotion opportunities a re  
handled. Even though early childhood 
workers may feel underpaid and un- 
dervalued by society, they can feel 
valued by their own center or  school. 
Work environments tha t  have  a 
healthy organizational climate gener- 
ally have a compensation system in 
place in which pay, job security, and 
promotion policies are both fair and 
equitably administered. Good com- 
pensation systems also increase the  
level of professionalism of workers 
by providing incentives for staff to 
achieve higher levels of education 
and training. Compensation systems 
that are both equitable and include 
incentives for professional growth re- 
sult in greater commitment to  the 
employer and to the profession. 

This is in sharp contrast to policies 
that exist in many early childhood 

no written job description. In another 
study of the organizational policies 
and practices of 85 child care cen- 
ters, only 11% provided any kind of 
counsel for professional advancement 
or had implemented a career ladder 
(Jorde-Bloom, 1989). 

Y%e symbolic importance of 
rewards-the equiw issue 

Compensation is more than simply 
an economic issue; it can be a potent 
emotional issue (Jensen, 1979). This 
is because pay, benefits, and oppor- 
tunities for promotion mean different 
things to different people. While the 
importance of pay and benefits as a 
s o u r c e  of mot iva t ion  is  o f t e n  
downplayed in workers' self-reports 
of job satisfaction, the extrinsic re- 
wards that workers receive are im- 
portant for their symbolic value. Pay 
is a means of communicating recogni- 
tion and, for many, is a symbol of the  
value placed on their work. As such, 
it affects feelings of self-esteem. 

Opportunities for promotion, as 
well, have strong symbolic impor- 
tance. Many people regard promo- 
tion policies as recognition of past 
performance and as providing a sense 
of security for the future. For some, 
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Compensation practices also con- 
stitute a means of comparison, both 
within and outside the immediate pro- 
gram. Early childhood workers, for 
example, compare themselves to oth- 
ers holding similar positions within 
their own organization, as well as to 
others holding similar positions in 
other centers or schools. For many 
workers, questions of internal and 
external equity may be just as impor- 
tant as questions of adequacy. These 
equity issues clearly affect how em- 
ployees feel about their work and 
how committed they are  to their jobs. 

Equity can also be construed from 
a more personal perspective-the de- 
gree to which an individual's pay and 
benefits are equitable given the effort 
she  or h e  puts into the job. There 
appears to be an element of relative 
justice that underlies our perceptions 
of equity (Adams, 1963). The phrase 
"After all I've done for y o u . .  . " is a 
simple, outward expression of an in- 
ner feeling that what a person has 
given does not equal what she  or he 

received in re turn  (Huseman Br 
Hatfield, 1989, p. 8). People evaluate 
their jobs by comparing what they 
give to it (their inputs-time, energy, 
commitment) with what they get from 
it (their outcomes-pay, recognition, 
security, friendship). 

The issue is complicated because 
people use different yardsticks to 
measure their inputs and outcomes. 
Some compare what they give and get 
to what other people who are like 
them (their co-workers, friends, 
people in similar jobs) appear to give 
and get. Others compare their inputs 
and outcomes to previous jobs. What 
is certain is that people do make com- 
parisons, and this is the perspective 
they use to decide if they are being 
treated fairly. People feel underre- 
w a r d e d  when  t h e i r  i n p u t s  a r e  
greater than the resulting outcomes. 
When what they perceive they give to 
a relationship does not equal what 
they get from it, they feel distressed. 
The natural response in this situation 
is either to  reduce inputs (by coming 

to work late, doing less, doing care- 
less work, calling in sick, forgetting to 
follow through) or to terminate the 
work  r e l a t ionsh ip  (Huseman Br 
Hatfield, 1989). 

What this means for child care pro- 
gram administrators is that an inte- 
gral part of managing staff must be 
managing the  equity factor-that hid- 
den dimension that guides, controls, 
and,  t o  a certain extent, shapes 
people's perceptions and behaviors. 
Put simply, "managing equity involves 
managing people's perceptions of 
what they give and get" (Huseman Br 
Hatfield, 1989, p. 26). 

What makes the whole equity issue 
such a potential minefield for admin- 
istrators of early childhood programs 
is that directors and staff often have 
quite different perceptions of organi- 
zational  practices (Jorde-Bloom, 
1988). Administrators tend to view 
organizational life far rosier than do 
their staff. Administrators may per- 
ceive that they have instituted fair 
and equitable practices, but their em- 
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ployees may interpret policies and 
practices quite differently. Objective 
truth is less important than percep- 
tions because people act on the basis 
of their perceptions. 

Intrigued with this issue, I recently 
conducted a study of the compensa- 
tion practices of 200 centers in 30 
states. I was struck by a pattern in the  
results. Of the 1,450 respondents, 
only 41% of the teachers and assis- 
tant teachers thought that pay at their 
centers was distributed fairly; only 
39% believed that fringe benefits were 
equitably distributed; less than one- 
half (48%) thought that the pay at  
their centers was fair compared to 
what other centers paid; and only 
19% believed that their centers of- 
fered good opportunities for promo- 
tion. Pn each of these areas, the ad- 
minis t ra tors  had m o r e  posit ive 
perceptions (e.g., 72% of the direc- 
tors believed that fringe benefits were 
equitably distributed). In all areas, 
the differences were statistically signifi- 
cant. If we are serious about improving 
the quality of work life for early child- 
hood workers, I believe that we cannot 
ignore differences in perceptions. 

So what can program administra- 
tors do? Most importantly, they can 
talk to employees about a wide range 
of equity issues. Sometimes the mere 
act of asking people in what ways 
they feel underrewarded can affect 
the perspectives they have. Second, 
administrators can implement poli- 
cies and practices that reduce inequi- 
ties and provide the incentive for staff 
to make a long-term commitment to the 
field of early childhood education. 

The impoutunce of hauing a 
written compensation goNcy 

We take for granted the importance 
of communicating to parents and to 
the  community our philosophy of 
education with respect to classroom 
teaching practices. Such a statement 
embodies what we believe about the 
educational process and how we in- 
terpret our role as caregivers. It is 
surprising, then, that s o  few centers 
actually have a staff policy manual 
detailing their philosophy of compen- 
sation. How can we say that our em- 
ployees deserve less? 

Mmy progrm adrniwbbatos have been 
succeshB in ellmiwa~ng the adve 
rela~onship dfi ~ e i r  sBdf by being more open 
about bndgetwy mattem a d  shdwg 
iwforma~on regwding compenm~asw imues. 

Small programs are often reluctant 
to make their policies formal because 
they fear becoming too bureaucratic, 
but most people work best when they 
know the philosophy underlying their 
compensation and their potential for 
promotion. Without a well-written 
compensation philosophy, employees 
may perceive that their pay is deter- 
mined by whim and that decisions 
guiding promotions are arbitrary. 
A philosophy statement should de- 

scribe how compensation policy de- 
cisions are  made regarding pay, ben- 
efits, and promotions. It should also 
include a statement about beliefs re- 
garding the confidentiality of com- 
pensation information. Does the or- 
ganization embrace a policy of open 
disclosure-that employees should 
be entitled to know what other em- 
ployees of the center are paid? How 
much information and what type of 
information will be made public? 

An employer's compensation phi- 
losophy should describe beliefs re- 
garding internal and external equity 
(see box on p. 66). How are decisions 
made regarding the pay, benefits, and 
opportunities for promotion for em- 
ployees in similar positions (pre- 
school teacher vs. infantl toddler 
teacher) or  for individuals holding 
different types of positions (office sec- 
retary vs. preschool teacher)? How 
are vertical equity decisions made 
(how much more should the teacher 
in the classroom be paid than the 
assistant teacher)? How do pay and 
benefits compare with those being 
paid by other early childhood organi- 
zations in the  community or for other 
jobs requiring similar training? The 
written philosophy should include a 
statement that acknowledges that  
teachers make a financial sacrifice to 
work in child care, and that the center's 
ongoing goal is to narrow the external 
equity gap as much as possible. 

Misunderstandings can often occur 
when individuals do not have enough 
information on matters that directly 
affect their welfare. Many program 
administrators have been successful 
in eliminating the adversarial rela- 
tionship with their staff by being more 
open about budgetary matters and 
sharing information regarding com- 
pensation issues. This need not be 
full disclosure of where every dollar 
is spent, but sometimes sharing with 
employees concerns about the rising 
cost of workers9 compensation and 
disability insurance can give them 
greater awareness of the complexi- 
ties involved in balancing a budget. 

Impjementing a campre- 
hensiue compensation system 

Developing a fair and equitable 
compensation system may be the 
most challenging management task 
that a program administrator faces. 
With limited financial resources and 
competing organizational needs, ad- 
ministrators may agree with Jensen 
(1979) that salary management is re- 
ally "the fine art of distributing dis- 
satisfaction equitably" (p. 1). Un- 
avo idab ly ,  s o m e  c o m p e n s a t i o n  
decisions will involve subjective judg- 
ments, but the goal should be to de- 
velop as many objective criteria as 
possible to guide compensation deci- 
sion making. 

Good compensation systems are 
based on differentiated staffing pat- 
terns-a variety of different positions 
at different levels, each requiring differ- 
ent responsibilities and each receiving 
a corresponding differentiated level of 
compensation. Movement in the sys- 
tem may be horizontal (between dif- 
ferent jobs with similar pay) or verti- 
cal (between different jobs requiring 
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greater responsibility and paying 
more). Vertical movement is based 
on increasing levels of education, ex- 
perience, and performance in carry- 
ing out assigned roles. 

As a profession, we are achieving 
consensus on a model of professional 
development that provides a career 
lattice for defining different job roles, 
requisite qualifications, and a career 
advancement progression from one 
level of professional responsibility to 
another (Bredekamp, 1992; Brede- 
&amp & Willer, 1992; NAEYC, 1992). 
Most centers also employ a variety of 
additional support staff (e.g., secre- 
tary, cook, custodian) and other pro- 
fessional staff (nurse, social worker) 
who must be included in a compre- 
hensive compensation plan. This 
complicates the task but is essential 
t o  eliminate cross-categorical dis- 
crimination in salary compensation. 
From an equity perspective, the goal 
is to get pay and benefits to reflect a 
just assessment of the  skills and re- 
sponsibilities demanded by a job 
rather than false assumptions about 
the finandal needs of the  worker or 
the skills involved in the job based on 
t h e  s e x  o r  r ace  of t h e  worker  
(Whitebook & Ginsburg, 1985). 

Because each early childhood pro- 
gram is unique in its philosophy, 
goals, and needs, each center must 
develop its own distinctive version of 
a compensation system (programs 
that are part of a larger human serv- 
ice agency or  corporation must also 
ensure that their compensation plan 
is consistent with that of their spon- 
sor). By reviewing the program's staff 
roles and responsibilities, budget 
limitations, and professional goals, 

an administrator can design a system 
that is responsive to  the program's 
unique character. 

There are five steps that will aid in 
this review. First, conduct a job analy- 
sis for each position in order to  de- 
termine the duties, responsibilities, 
and work requirements for success- 
ful performance in that position. Sec- 
ond, write a job description for each 
position. Third, evaluate jobs to de- 
termine comparable worth. Fourth, 
set salaries and determine benefits. 
Finally, determine how individuals ad- 
vance within the organization. These 
five steps will be discussed more thor- 
oughly in part two of this article. 

For further reading 
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m Wor& More Than That!99: 
Implemen~ng a Comprehensive 
Compena~on System panla Jsrde B ~ O O ~  

D eveloping a fair and equitable 
compensation system may be 
the most challenging manage- 

ment task a program administrator 
faces. Unavoidably, decisions about 
compensation will involve subjective 
judgments, but the goal should be to 
develop as many objective criteria as 
possible to guide compensation deci- 
sion making. 

Good compensation systems are 
based on differentiated staffing pat- 
terns--a variety of different positions 
at different levels, each requiring dif- 
ferent responsibilities and each re- 
ceiving a corresponding differentiated 
level of compensation. Movement in 
the system may be horizontal (be- 
tween different jobs with similar pay) 
or vertical (between different jobs 
requiring greater responsibility and 
paying more). Vertical movement is 
based on increasing levels of educa- 
tion, experience, and performance in 
carrying out assigned roles. 

Because each early childhood pro- 
gram is unique in its philosophy, 
goals, and needs, each program must 
develop its own distinctive version of 
a compensation system (centers that 
are part of a larger human service 
agency must also ensure that their 
compensation policy is consistent 
with that of their sponsoring agency). 

Paula Jorde Bloom> Ph.D., is an ear& 
c h i l d h d  paofessor at National Louis 
Unnivepsitg: Evanston, Illinois, who has 
wriffen extensively on child care adrnin- 
istmtion issues. 

By reviewing the roles and responsi- 
bilities of staff, budget limitations, 
and the professional goals of the 
agency, a program administrator can 
design a system that is responsive to 
the program's unique character. The 
following steps will aid in  that process. 

Step I .  Conduct ajob analysis 
of each podtion. 

The purpose of this step is to ob- 
tain information regarding the duties 
and responsibilities of each position 
at the center and the work require- 
ments for successful performance of 
the job.' A job analysis should include a 
detailing of the variety and frequency 
of different tasks that comprise the 
job and the priority or importance of 
each. Included in this analysis should 
be the degree of accountability and 
decision-making responsibility as it re- 
lates to the successful performance of 
different task.  

It is critical that employees be in- 
volved in this process. It is important 
that they understand, however, that 
the analysis is being done on the job 
or position, not on the person cur- 
rently holding the position. 

Step 2 Write a job description 
for each position. 

Well-written job descriptions serve 
many functions in personnel manage- 
ment: they delineate job specifica- 
tions for the recruitment, hiring, and 

orientation of new employees; they 
clarify relationships between jobs so 
that overlaps and gaps in responsibil- 
ity can be reduced; and they describe 
the center's expectations for perform- 
ance. When implementing a compre- 
hensive compensation system for 
your center, you will find that job 
descriptions provide the framework 
for making rational decisions about 
salary structure and how individuals 
will advance in the center. 

Central to writing clear job descrip- 
tions is clarifying appropriate job 
titles. One of the benefits that will 
result from using an established set 
of professional categories and role 
titles such as those proposed in the 
NAEYC draft model of early child- 
hood professional development 
(1992) is consistency in nomencla- 
ture for programs across the coun- 
try. This is important because the 
lack of consistency in job titles in our 
field has been one of the principal 
roadblocks to achieving professional 
status (Xostetler & Kllugman, 1982). 

Table 1 lists some sf the many jobs 
that exist in early childhood pro- 
grams. The number and variety of 
positions will vary, of course, depend- 
ing on the size and needs of the pro- 
gram; for example, a program may 
have several types of teachers with 
different specializations (e.g. infant/ 
toddler teacher, preschool teacher), 
each requiring a different job descrip 
tion. A small program may not neces- 
sitate a social sewice coordinator or 
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a parent education coordinator. Like- 
wise, in a small program an individual 
with the title of director may fill the 
roles of both the education coordina- 
tor and program administrator. 

There are many helpful resources 
to assist program administrators in 
writing job descriptions gravis  & 
Perreault, 1981; United Way of Chi- 
cago, 1987; Sciarra & Dorsey, 1990; 
Bloom, Sheerer, & Britz, 1999). As 
with job analyses, job descriptions 
focus on the position, not on the 
individual currently holding that 
 position.^ Staff input is essential, 
however, because no one knows a 
job better than the person doing 
it, but current incumbents may not 
know how one position relates to 
another. It is important that descrip 

tions ,be concise and summarize 
job content and responsibilities as 
they relate to the agency's mission 
and objectives. 

Most human resource management 
consultants recommend writing job 
descriptions for key administrators 
and supervisors first. If supervisors' 
jobs are clearly defined, than delin- 
eating subordinates' responsibilities 
and functions will be easier3 (United 
Way of Chicago, 19817). A job descrip- 
tion should include the following: 

purpose of the job; 

@ specialized training and education 
(knowledge and skill) required for 
successful performance; 

a minimum experience required for 
successful performance; 

a desired disposition characteristics 
(e.g., degree of flexibility); 

accountability (to whom the posi- 
tion reports) and where the position 
fits in the overall chain of command 
in the center; 

$upervisory responsibility; 
specific required tasks, amount of 

time to be spent on tasks, and degree 
of responsibility for each; 
@ examples of work to be performed; 

authority and decision-makimg in- 
fluence; 
Q required contact with the public; 

physical/emotional demands (e.g., 
stamina required); and 

working conditions (e.g., travel, risk 
of physical injury, noise level, expo- 
sure to illness, exposure to hazards). 
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Job evaluation is an objective, sys- 
tematic, and analytical process that 
assesses both similarities and differ- 
ences in work content and the rela- 
tive value of the work to the organiza- 
tion. An evaluation of job descriptions 
will yield a job structure for the cen- 
ter. Through this procedure internal 
equity is translated into a structure 
of jobs based upon the work per- 
formed and the value of this work to 
the organization (Milkovich, 1980). 
The ultimate goal is to achieve a sys- 
tem whereby equal pay will be admin- 
istered for equal work and for compa- 
rable worth. 

Job evaluation is also concerned 
with jobs, not with individuals. People 
fill  jobs, and ordinarily their compen- 
sation reflects how well they perform 
their jobs; but job evaluation places a 
relative value on the job regardless of 
the current incumbent (Patten, 1988). 
The result is a ranking of positions, 
which will form the basis for making 
an equitable differential in compen- 
sation and benefits. In conducting an 
evaluation of jobs, it is important to 
communicate to employees that all 
work has dignity and is important to 
the center or school. 

There are several approaches to 
job eva l~a t ion .~  The following three 
methods are among the most popu- 
lar. The approach best suited for your 
center or school will depend on the 
size of your program, the nature of 
the jobs to be evaluated, and your 
overall compensation goals. 

Ranking, the oldest and most 
straightforward method of job evalu- 
ation, may be a viable option if a 
center has only six to eight different 
jobs and no more than 20 employees. 
Ranking entails looking at each posi- 
tion and, based on the relative value 
of the position to the organization, 
placing it on a job structure hierar- 
chy. Jobs may also be ranked by func- 
tion, then ranked in relation to one 
another. This entails ranking the po- 
sitions in each job cluster first (e.g., 
dl caregiverlteaching positions, all ad- 
ministrative/clerical positions, all 
maintenance/support positions) and 
then rank-ordering jobs from the 
three categories in relation to one 
another. A job structure is built by 
the resultant ranking. The disadvan- 
tage of this approach is that it tends 
to be highly subjective because it 
does not rely an any specific stan- 
dards for comparison. Ht also does not 
define incremental differences in value 
between ranked positions. 

Cl'naseXcntion plans are a refine- 
ment sf the ranking method. The fed- 
eral government's Gradelstep (GS) 
system is an example of the classifica- 
tion system. In the ranking method, the 
whole job is scrutinized on the basis of 
the job descriptions. The classification 
system also look at the whole job but 
uses specific criteria to classify posi- 
tions into different grades or levels. 
Each grade has a set of different stan- 
dards that distinguish the jobs in that 
grade from those in other grades. 
Standards might include the nature 
and variety of the work, requisite 
qualifications, level of responsibility, 
decision-making authority, and value 
of the work to the center's mission. 

Point-factor plans are the most 
widely used method for evaluating 
jobs. This quantitative approach in- 
volves using a set of job factors to 
evaluate each position in the center, 
with the resultant score being used 
to rank positions for compensation 
purposes. For ease in using this a p  
proach, no more than 10 factors 
should be considered. The weight of 
each factor may vary, though, to com- 
municate the relative importahce of 
different aspects of the job to the 
overall success of the organization; 
for example, a factor like working con- 
difions may carry less weight than 
responsibili@ for supervising others. 

Careful thought should be given to 
the factor definitions and the assign- 
ment of point values when using this 
method. Many traditional job evalua- 
tion plans have about 50% of their 
weight in the skill, education, and 
work-experience area. The point 
spread should be sufficiently wide to 
distinguish between positions but not 
so  wide as to be cumbersome. The 
point system of an organization will 
reflect the imputed importance as- 
signed to different jobs as well as the 
actual scarcity in the labor pool of 
competencies and talents required by 
the job (Patten, 1988). Objectivity in 
this approach is achieved by having 
different individuals independently 
evaluate each job and then compar- 
ing their evaluations. Table 1 shows 
how eight factors can be used to 
evaluate and rank 16 different posi- 
tions in a center or school. The orga- 
nization could have 40 to 50 employ- 
ees filling these positions. 
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Step A Set salan'es and 
defernine benefits 

This step involves establishing a 
price structure lor determining pay 
and benefits for different jobs in the  
job hierarchy. In most organizations 
it is impractical to have a separate 
salary range for each position. To 
simplify the process, positions may 
be  grouped into salary grades. The 
rate of pay for each p ~ s i t i o n  will then 
be determined by its full-time equiva- 
lency (FFE) even if the job will be 
filled by a part-time employee. 

There is no best number of grades, 
but five to seven is typicakexcept in 
very large organizations. Provision 
can be made for overlapping of rate 
ranges, if necessary. Each grade will 
have its own base (beginning) salary, 
intermediate steps, and upper limits. 
The differential between grades can 
be computed by percentage increases 
o r  in flat dollar amounts. Bl the poiwt- 
factor system is used to construct 
the  job structure, point ranges can be 

converted to grades (see Table 2). 
The differential between steps will 
allow room for paying individuals do- 
ing equal work different amounts 
based on the level of experience they 
bring to the job or their overdl job 
performance. Within this structure, in- 
dividual salary decisions can be made. 

Befdre setting pay differentials, 
data from the  local labor market 
should first be collected to show the 
going rates of pay reflecting supply 
and demand factors. Certain jobs may 
be in particularly short supply and, 
hence, command higher pay rates 
than jobs requiring similar levels of 
skill, effort, and responsibility as r e  
flected in the job structure hierarchy. 
Such pay differentials are permitted 
(even when they relate to gender) but 
only if the employer can demonstrate 
that the organization's ability to r e  
cruit or retain workers would be seri- 
ously compromised if the jobs in 
question paid less (Patten, 1988). 

One approach to developing equi- 
table salary differentials is to use an 

index scale to reflect different grades 
on the compensation hierarchy. The 
differential between grades and be- 
tween the lowest and highest paid 
employee in the center should reflect 
the center's philosophy of compensa- 
tion. An index of 1.00 can be used as 
the  baseline for an employee at  Grade 
1, with adjusted increments rellect- 
ing the average salary for each grade. 
Table 2 shows how an index could be 
used to structure salary ranges.= To 
ensure fairness it is important to limit 
the  base salary that will be offered to 
new job candidates in each grade, no 
matter how qualified they are. Base 
salaries should be reviewed annually 
and adjusted, if necessary, to reflect 
the changing conditions in the local 
labor market. 

Providing ample employee benefits 
is problematic for most small busi- 
nesses in this country (Perreault, 
1990; 1991), but even small centers 
can work to  increase the amount and 
variety of benefits offered to staff. 
Benefits such a s  paid preparation 
time for teaching staff or free lunches 
for  all employees can be offered. 
Other benefits, however, can be tied 
to longevity at  the center or  school 
and to the  individual's position on 
the program's job structure (Neuge- 
bauer $r Perreault, 1988). 

One way to accomplish this is to 
establish an indexed menu of ben- 
efits. An index of benefits operates in 
much the same way as a salary index. 
Two categories of benefits, proles- 
sional and personal, can be offered to 
individuals on the early childhood 
professional career ladder. Pt-ofes- 
sional benefits could include such 
things as membership in professional 
organizations, paid days to visit other 
programs, reimbursement for college 
classes, subscriptions to professional 
journals, and paid conference regis- 
trations. Personal benefits could in- 
clude such things as health insur- 
ance, dental insurance, retirement/ 
pension, child care tuition, paid holi- 
days and vacation days, and sick days. 
As individuals move up  the salary 
index, their benefits package would 
also increase (Bloom et a]., 1991). A 
menu of comparable benefits could 
be developed for support staff. Part- 
time employees would receive pro- 
rated benefits. 
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While the record keeping involved 
may be viewed as  cumbersome, offer- 
ing a menu of benefits is clearly ad- 
vantageous to the employer. Increas- 
ing the type and variety of benefits 
offered to employees can have a di- 
rect effect on their level of commit- 
ment to the center. By assessing the 
kinds of benefits employees select 
from year to year, a program adminis- 
trator can plan a budget for benefits 
that meets the changing needs of the 
staff. A center or school with a staff of 
young teachers who are using child 
care tuition as a major benefit each 
year would be able to plan for the lost 
revenue on child care slots within the 
center. .A center with a staff of older 
employees who are interested in ex- 
tended vacations or release time to 
visit other facilities would be able to 
budget for the hiring of substitutes. 
Accommodating staffs' changing needs 
in this fashion cannot help but increase 
employee satisfaction and result in less 
staff turnover (Bloom et a]., 1991). 

Step 5- Defermine how 
indiuiduab advance wifhin 
the center* 

The final step in developing a com- 
prehensive compensation system is 
to decide on how individuals advance 
in the organization. In developing pro- 
motion guidelines it will probably be 
necessary to have different criteria 
for education personnel (early child- 
hood professional and precredential 
staff) and support personnel (e.g., 
clerical, maintenance, custodial). The 
early childhood career lattice detailed 
in the MAE'dC Model for Early Child- 
hood Professional Development can 
provide the framework for profes- 
sional advancement for early child- 
hood staff. Decisions regarding pro- 
motion can be made according to 
merit (performance), length of serv- 
ice (seniority), cost of living (COL), 
acquired training and education, or a 
combination of these approaches. 

Merit increases. Merit increases 
are financial reward used a s  an incen- 
tive to continue good performance 
and to encourage others to work to- 
ward their potential. Theoretically, 
employees who are performing below 

par should be denied increases until 
they improve (Whitebook, Bellm, 
Nattinger, & Pemberton, 1987). The 
central issue with respect to using 
merit as a criterion for determining 
advancement within each grade is 
how to make the criteria for evaluat- 
ing performance fair. This approach 
requires objective standards for mea- 
suring demonstrated competence and 
supervisors who are well trained in 
methods of performance appraisal. It 
is also important that evaluations of 
performance tied to merit increases 
do not promote competition among 
staff. It is important, therefore, that 
merit criteria also include how well 
the group functions as a team. Many 
programs offer adjustable percent- 
ages of merit and set a ceiling on the 
total an individual can get within any 
grade or step (Johnson, 1984), but 
merit raises tend to be in the 4 to 12% 
range in most organizations, depend- 
ing on an organization's ability to 
pay. There are a number of excellent 
resources to assist program adminis- 
trators in developing fair and equi- 
table performance appraisal standards 
for the professional and nonprofes- 
sional employees working in early 
childhood programs (Belcher, 1987; 
United Way of Chicago, 1987; Sciarra 
& Dorsey, 1990; Bloom et a]., 1991). 

Length o f  serolce. Automatic sal- 
ary increases based on experience 
are common in programs needing pre- 
dictable budgets from year to year. 
Automatic raises also tend to be in 
the  4 to 12% range in most organiza- 
tions. Offering automatic increases 
every year is based on the premise 
that the worth of employees increases 
as they gain skill and knowledge over 
time. The disadvantage of this approach 
is that it is difficult to weed out employ- 
ees whose performance may be un- 
satisfactory (Whitebook et a]., 1987). 

Cost of l i o i n g  adjustments 
(COUsj. Cost-of-living adjustments 
can be used to supplement the crite- 
ria for advancing through the system. 
Cost-of-living adjustments are not al- 
ways equitable, however, because not 
everyone is equally affected by  
changes in the cost of living. Many 
compensation experts believe it is 
better to adjust base salaries and cor- 

responding steps to reflect changes 
in the cost of living than to give an 
across-the-board cost-of-living adjust- 
ment to all employees. Another dis- 
advantage of COLA increases is that 
they-reward the unsatisfactory worker 
the same as the outstanding one. 

Increased education/trae'ning. 
For individuals on an early childhood 
career ladder, it is essential to link 
horizontal and vertical progression 
on the ladder to increased education 
and training as well as performance. 
Using increased education and train- 
ing as a criterion is important be- 
cause it achieves the goal of improv- 
ing the professional orientation of 
individuals working in early child- 
hood programs. For support staff who 
are not on a professional career lad- 
der, tying advancement to increased 
education and training may have Iim- 
ited application. 

The career ladder embedded in a 
center's compensation system should 
reflect a dynamic rather than a static 
view of professionalism (Morgan, 
1991). It should acknowledge many 
levels of professionalism with vari- 
ous roles, responsibilities, and  quali- 
fications. Although the model may 
appear  hierarchical on paper ,  it 
should embody what Dresden and 
Myers (1989) call a "career path." 
From a career-path perspective, an 
individual may move from a position 
of lesser responsibility to one  of 
greater responsibility, but also from 
a position that emphasizes one set of 
skills to a position that offers differ- 
ent kinds of challenges for additional 
learning and growth (e.g., from 
teacher to parent-education coordi- 
nator). This perspective underscores 
the number of options available in the 
field, not just "the next s t e p  on t h e  
ladder." It is also important that ca- 
reer ladders be constructed s o  that 
they d o  not draw experienced teach- 
ers away from the classroom into 
purely administrative roles with 
higher salaries and status (Copple, 
1990). Offering options within a cen- 
ter for teachers to become master 
teachers who mentor less experi- 
enced staff is one way to encourage 
progression on the career ladder 
while allowing teachers to continue 
to use their talents in the classroom. 
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Some final f h o q h b  

The experience of the military child 
care centers under the auspices of 
the Department of Defense provides 
a wonderful example of the potency 
of addressing issues of equity in com- 
pensation systems. After years of Bow 
wages, the Department of Defense 
conducted a comparable-pay and 
comparable-worth evaluation of all 
teacherlcaregiver positions in child 
care programs on military installa- 
tions. At the same time, it imple- 
mented a career ladder and training 
standards for all individuals working 
in these programs. As a result of this 
initiative, caregiver salaries have in- 
creased more than 50%, turnover has 
decreased, and the professional ori- 
entation of individuals and the qual- 
ity of program services have improved. 

Certainly individual programs do 
not have the financial resources to 
duplicate the dramatic changes that 
have occurred at military child care 
centers, but the steps delineated in 
this article provide a problem-solving 
strategy that will help program ad- 
ministrators analyze the interrelation- 
ships of positions in their programs 
to correct inequities and reduce the 
arbitrary nature of compensation de- 
cisions. Programs that have success- 
fully moved in this direction have 
found that the process works best 
when a committee is appointed for 
establishing, reviewing, maintaining, 
and monitoring the compensation 
system. Such a committee can also 
help clarify the true cost of child care 
and generate support for increasing 
revenue through parent fees or 
fundraising endeavors. When conven- 
ing a compensation-review commit- 
tee, it is important that the individu- 
als selected for tlie committee 
represent jobs at different levels on 
the job hierarchy and that the commit- 
tee include professional and-support 
staff with varying degrees of seniority 
in the organization. It is also impor- 
tant that the committee reflect age, 
gender, ethnic, and cultural diversity. 

Improving the compensation sys- 
tem in early childhood programs to 
make it more equitable is the first 
step to creating just and equitable 
compensation between child care 

workers and other segments of the 
workforce. Our collective efforts can 
make a difference in making child 
care a viable career option, improar- 
ing compensation, and attracting the 
best and brightest to our profession. 

1. Technically, jobs are work done by em- 
ployees paid by the hour and positions are 
work done by employees paid by a 
monthly or annual salary; however, the 
terms are often used synonymously in 
day-today managerial parlance (Patten, 
1988). 

2. This statement does not imply that em- 
ployee skills and abilities do not enter into 
the design and tailoring of work. "The 
notion that people are somehow fixed and 
matched to jobs as pegs to holes is anti- 
quated. Jobs are designed and tailored 
to fit workforce capabilities and employ- 
ees seek out education and are trained 
to match job requirements. It is a dy- 
namic interplay between job content and 
employee qualifications" (Milkovich, 
1980, p. 28). 

3. In writing job descriptions, consideration 
must also be given to the "exempt" or 
"nonexempt" status of positions as de- 
fined by the Fair Labor Standards Act 
(RSA). Administrative or professional em- 
ployees are usually considered "exempt" 
in that they receive a salary that is not 
related to actual hours they may spend at 
work but rather to the overall require- 
ments of the job. All other personnel are 
usually considered "nonexempt." Because 
their pay is for a definite number of hours 
worked, they must be paid overtime for all 
hours worked in excess. 

4. For a description of other jobevaluation 
methods (e.g., factor comparison, deci- 
sion band, and policy capturing), see 
Belcher, 1987; Patten, 1988; and National 
Committee on Pay Equity, 1987. 

5. This same approach could be used to 
compute salaries for individuals on an 
early childhood career ladder (see Bloom 
et al., 1991, p. 138). 
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