WHY PROMOTIONS &
RAISES PLAY BY
DIFFERENT RULES

What professionals need to understand before
the next conversation with their manager
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MOST PROFESSIONALS TREAT
PROMOTIONS AND RAISES AS
THE SAME CONVERSATION.
THEY ARE NOT.

A raise is a recognition of the value you are already delivering. A
promotion is a bet on the value you will deliver at the next level.
Conflating the two leads to the wrong asks, at the wrong time,
made in the wrong way.

Understanding how each one actually works inside an
organization changes how you prepare, how you advocate for
yourself, and ultimately how often the answer is yes.

Here are 7 insights to help you navigate both conversations
with more clarity and confidence.




INSIGHT 1

A RAISE IS ABOUT WHAT YOU
HAVE DONE. A PROMOTION IS
ABOUT WHAT YOU CAN DO NEXT.

Raises are retrospective. They are a response to sustained
performance, market value, and demonstrated contribution. If
you have been consistently delivering above expectations and
your compensation has not moved, a raise conversation is
grounded in evidence that already exists.

Promotions are forward-looking. Organizations promote people
they believe can operate effectively at the next level, not just
people who have mastered their current one. Walking into a
promotion conversation with only a list of past accomplishments
Is the most common mistake professionals make.

Know which conversation you are in and prepare accordingly.
The evidence you need for each one is fundamentally different.
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INSIGHT 2

RAISES RESPOND TO MARKET
DATA AS MUCH AS THEY
RESPOND TO PERFORMANCE.

-

One of the most underused tools in a compensation
conversation is external benchmarking. Knowing what your
role pays in your market, at your experience level, gives you an
objective foundation that is much harder for a manager to
dismiss than a general feeling of being underpaid.

Organizations that care about retention monitor market rates.
When you walk in with credible data, you are speaking the
same language their HR team uses. That shifts the dynamic of
the conversation entirely.

Research salary ranges using sources like Glassdoor, LinkedIn
Salary, or industry-specific surveys before any compensation
discussion. Data is not aggressive. It is professional.
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INSIGHT 3

PROMOTIONS ARE DECIDED
BEFORE THE CONVERSATION
HAPPENS.

By the time a promotion is formally announced, the decision
has almost always already been made. It was shaped by the
visibility you built over months, the problems you chose to
solve, the rooms you were in, and the informal impressions
decision-makers formed long before any review cycle.

Professionals who wait until performance review season to
make their case for a promotion are often too late. The
groundwork for a successful promotion is laid quietly and
consistently, well in advance of any formal ask.

Start behaving at the next level before the title exists. Make
your readiness visible through the quality of your work, your
relationships, and your presence in conversations that matter.
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INSIGHT 4

TIMING CHANGES EVERYTHING
IN BOTH CONVERSATIONS.

Asking for a raise right after a budget freeze, a difficult quarter,
or a leadership transition is not just poorly timed. It signals a
lack of organizational awareness that can quietly damage your
reputation. The best time to have compensation conversations
Is when the business has momentum and your contributions
are fresh and visible.

For promotions, timing matters differently. Raising the
conversation too early, before you have demonstrated
readiness, can create skepticism that lingers. Raising it too
late, after you have been operating at the next level without
recognition, can create resentment. Read the room and the
calendar carefully.

AN

- /

\¢/
»




HE

@@dTUS
"GROUP

INSIGHT 5

YOUR MANAGER'S ABILITY
TO ADVOCATE FOR YOU
MATTERS AS MUCH AS YOUR

Even when you deserve a raise or promotion, your manager has
to be able to make the case for you in rooms you are not in. If they
cannot clearly articulate your value, your impact, and your
readiness, the decision often stalls or gets deferred. Your
preparation should make their advocacy effortless.

Give your manager the language they need. Summarize your
contributions in business terms. Connect your work to outcomes
the organization cares about. Make it easy for them to repeat
what you have told them and sound confident doing it.
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INSIGHT 6

ASKING ONCE AND HOPING
IS NOT A STRATEGY.
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Many professionals raise the conversation once, get a vague
response, and wait indefinitely for something to change. It
rarely does. Advocacy for your own career requires follow-
through, not just initiation.

If you have had the conversation and did not get a clear
answer, ask for specific criteria. What would a yes look like?
What timeline are we working toward? What do you need
to see from me? Those questions turn an ambiguous
conversation into an actionable one and demonstrate
exactly the kind of ownership organizations promote.
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INSIGHT 7

SOMETIMES THE ANSWER IS NO.
WHAT YOU DO NEXT DEFINES
YOUR TRAJECTORY.

A no on a raise or promotion is not always the end of the
conversation. Sometimes it is a timing issue, a budget
constraint, or a genuine gap in readiness. The professionals
who handle a no with professionalism and curiosity, rather
than frustration and withdrawal, are usually the ones who get
the yes next time.

Ask what a yes would require. Listen without defensiveness.
Use the feedback to sharpen your case and your performance.
How you respond to a no tells your organization something
important about who you are and whether the next level is
actually right for you.
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