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Where Today’s Webinar Fits

Survey recruitment, 
deployment, analysis

Initial findings Genre reports and
Individual results

Webinar to review 
individual results

Meeting series

March-May June August-September September-January

Today’s Session
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Sign Up for Our Meeting Series 

Register for a session here. 

https://www.advisoryboardarts.com/compellingofferevents
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The Largest Arts Staff Survey Conducted
Participating Organizations

Adelaide Symphony Orchestra
Alabama Shakespeare Festival
Alberta Ballet
Alberta Theatre Projects
Alley Theatre
Aspen Music Festival and School
Berkeley Repertory Theatre
Bravo! Vail
Brevard Music Center
Calgary Opera
Canadian Opera Company
Charlotte Ballet
Dallas Symphony Orchestra
Grand Teton Music Festival
Houston Grand Opera
Joffrey Ballet
Lyric Opera of Kansas City
McCarter Theatre
Melbourne Symphony Orchestra
Midland Center for the Arts
Minnesota Opera

Nashville Symphony
Newcastle Theatre Royal
Opera Omaha
Opera Theatre of St. Louis
Oregon Symphony
Pasadena Playhouse
Philadelphia Ballet
Pittsburgh Ballet Theatre
Portland Opera
Ravinia Festival
Richmond Symphony
ROCO
Royal Albert Hall
Royal New Zealand Ballet
Royal Ontario Museum
San Diego Opera
San Diego Repertory Theatre
San Diego Symphony
Sarasota Opera
Scottish Ballet
Tasmanian Symphony Orchestra

The Bass Museum of Art
The Old Globe
The Santa Fe Opera
Thyssen-Bornemisza National Museum 
Verbier Festival
Wellin Museum of Art
West Kowloon Cultural District
Westport Country Playhouse
Wolf Trap
Young Concert Artists

Region

Asia

Canada

Europe

Oceania

US

Genre
Ballet

Festival

Museum

Opera

Orchestral

Presenter

Theater

N=1493 staff globally
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Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Work Challenge Less challenging work Same challenge as now

Vacation Two weeks per year Four weeks per year

Work from Home 2-3 days per week No work from home

Forcing Choices Gives a Window into Staff Preferences 
Example of Conjoint Analysis Applied to the Job Offer

Attribute/Feature Job Offer #1 Job Offer #2

Base Pay 20% increase in pay No increase in pay

Health Benefits Company offers no benefits Company offers full benefits

Manager Quality Work for an average manager Work for “best” manager

Org DEIA effort Mostly performative True commitment

Artistic Reputation Known for artistic quality Known for artistic innovation

Work from Home 1-2 days per week No work from home

For several ‘rounds,’ 
employees choose 
between 3 job offers 
to reveal most valued 
elements in a job 
offer.

Importance Scores
How important are changes 
in base pay compared to 
amount of vacation time?

Utility Scores
How much more (or less) utility does an individual 
receive from an offer 20% above market 
compensation versus a market-level offer?

Source: ABA.
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Attributes for the Survey
Artistic reputation: reputation for highest-caliber/innovative artists
Inclusive decision-making: extent to which decisions are collaborative
Organizational transparency: extent of communications/degree of 
participative decision-making
Organizational recognition: extent of performance recognition

Organizational commitment to DEIA: Commitment to improving 
diversity, equity, inclusion and accessibility
Community impact: extent to which organization is embedded in the 
community it serves

Job accountability for outcomes: clarity of job responsibilities and 
accountabilities across the organization
Job schedule: total number, predictability and flexibility of work hours
Ability to work from home: amount work allowed away from the office
Manager quality: degree of your manager’s skills and coaching
Opportunity to manage others: the ability to delegate and support career 
development of others as part of your job responsibilities

Room for advancement: opportunity to progress in responsibilities, skills, and 
salary 
Job Security: endurance of job and reliability of income over time

Onsite benefits: Access to range of in-office amenities (e.g., fitness, 
coffee/snacks, free event tickets or memberships, or reimbursed parking)
Office environment: Extent of office environment spaciousness/privacy
Technology: the extent of technology to make your job easier
Professional development: the extent to which development opportunities (e.g., 
training, conferences) are offered/paid for
Caregiving Leave: the extent to which the company exceeds legally-required 
parental leave
Healthcare support: Generosity of healthcare benefits (beyond legal 
requirements)

Base Salary: Total annual compensation provided by the job

Organizational 

Job

Benefits

Critical Comparison Point

Job (Continued)
1.

3.

4.

5.

2.

7.

8.
9.

10.
11.

14.

16.

18.

19.

20.

15.

12.

13.

17.

6.
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Survey Structure

Ranking Attributes In Order of 
Importance 

Conjoint Analysis (aka 
Trade-Off Analysis)

Descriptive Data on Top 6 
Most Important Attributes, 
Other Work Relationship 

Opinions, and Demographics

1 2 3
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Two Report Types

#1 #2
Conjoint Analysis Report: 

Utility and Importance Scores

Produced from Sections 1 and 2 of the survey

Distribution Report:
Rating Your Current Organization

Produced from Section 3 of the survey
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Report #2: Distribution Results of Current Job Ratings

Rating Your Current Job

Survey takers were asked to rate 
their current jobs on their TOP 6

most importantly ranked 
employment attributes.
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Report #2: Distribution Results of Current Job Ratings

Agreement + Recommendation

Survey takers indicated how well 
they agreed to statements 
regarding staying with the 

organization and organizational 
inclusivity. They were also asked to 

indicate their likelihood to 
recommend someone working at the 

organization.
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Report #2: Distribution Results of Current Job Ratings

Relationship to Work

Survey takers were presented a 
series of opposing statements 

about their relationship to work, 
in general. They had to select a 

position between the two 
statements that best describe 

them.

Source: The Working Future: More Human, Not Less. Bain & Company
For overall ABA results of this section, see this article: Work Attitudes in the Arts Sector: Lessons Learned from ABA’s Compelling Offer Survey

https://www.bain.com/insights/the-working-future-more-human-not-less-future-of-work-report/
https://www.advisoryboardarts.com/work-attitudes-in-the-arts-sector-lessons-learned-from-abas-compelling-offer-survey
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Report #2: Distribution Results of Current Job Ratings

Advice/Free Response

Survey takers were given the space 
to provide advice to their 

organization regarding recruiting or 
staff retention.

What is one piece of advice you would give to your current 
organization when it comes to recruiting or retention of staff?
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Report #2: Distribution Results of Current Job Ratings

Demographics + Job History

Survey takers answered standard 
demographic questions, 
department, and other 

segmenting questions like 
number of years worked. 
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Report #1: Conjoint Analysis Results
Average Importance Values

Your Org

Average Utility Values

Your Org

Your Org

Importance scores are determined by the ranking of the 20 attributes. 
These scores are the averages of each ranking. The higher the value, 
the more important that attribute is to staff. 

Utility scores are determined from the trade-off section of the survey 
when staff were forced to choose between job offers that had different 
flavors of important attributes. Again, the higher the value, the more 
useful/valuable that attribute is to staff.
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Report #1: Conjoint Analysis Results
Individual Utility Scores: See an individual-by-individual breakdown of your staff’s utility values.  
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Why Do We Need Simulations?

Source: https://sawtoothsoftware.com/resources/blog/posts/market-simulators-and-why-you-should-use-one

Respondents to hypothetical soda conjoint Actual Choice When Purchasing 

Taking an average of utilities across respondents can mask how individuals will act when actually purchasing.
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Steps to Access the Online Simulator
Go to: https://sawtoothsoftware.com/resources/software-
downloads/choice-simulator

And download the latest version of the Choice Simulator

After downloading, the 
choice simulator will appear 
on your desktop as this icon.

Double click on the icon, and then select “I’m an 
End Client.”

Browse to the 
.sim file you 
received over 
email and open.

https://sawtoothsoftware.com/resources/software-downloads/choice-simulator
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Simulation: Artistic Reputation v. Pay

Simulation: Sacrificing 
Artistic Reputation for Pay

Organization with 
reputation as 

“innovator” and 10% 
more pay

Organization with 
artistic reputation for 

highest quality

Reputation 
for Artistic 

Quality
19%

Innovator  
Reputation + 

10% pay
81%

Share of First Choice

A BA B

81% of staff will go to an organization with an 
‘innovator’ artistic reputation (vs. a reputation for 
highest quality) for a 10% pay increase
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Artistry v. Pay Scenario in the Online Simulator
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Change View of Segmentation
In order to change the segmentation of the simulation results, follow the below steps:

1 Navigate to the “Artistry vs. Pay Setting” tab on the top of the screen and click ”Segments”

2 Choose any one of the segments that appear. We’ve screenshotted other helpful parameters 
below:

3 Go back to the first “Home” tab and click 
on the “Simulate” button to run the new 
segmentation.
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Flexibility and 
WFH
58%

Intense Hours, No 
WFH + 10% pay

42%

Simulation: Pay vs. Flexibility

Simulation: Turn down an 
opportunity for more pay?

Organization with 
intense hours, no 
WFH and 10% 

more pay

Organization with 
work flexibility and 

1-2 days WFH

58% of staff will turn down a pay 
increase for flexibility improvements

B

Share of First Choice

B AA
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Inclusive and 
transparent 

culture
63%

Poor culture 
+ 10% pay

37%

Simulation: Pay v. Inclusive & Transparent Culture

Simulation: Turn down an 
opportunity for more pay?

Organization with no 
transparency, top-down 

decision-making, low 
recognition & 

accountability, and 10% 
more pay

Organization with 
better culture on 

those same 
dimensions

B

Share of First Choice

B AA

63% of staff will turn down a pay increase for an 
inclusive and transparent culture
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Simulation: Against Average

Culture Flexibility Advancement Care & Leave Manager* Diversity & 
Community

Artistry* Other Office

• Opportunity for 
promotions

• Job security* 
• Opportunity to 

manage others

• The best 
healthcare

• Family leave 
benefits

• Flexible work 
hours

• Ability to work 
from home 5 
days/week (as job 
allows) 

• Organizational 
transparency

• Inclusive decision-
making

• Job accountability 
• Lots of recognition

• Great onsite 
benefits

• Office space
• High end 

technology

• The best quality 
managers 

• Plenty of 
professional 
development

• True 
commitment to 
DEI&A

• Strong 
community 
impact

• A reputation for 
the highest 
artistic quality

Antoine
Fundraiser
Looking for a new job anywhere in 
the country
Has worked in the arts for 5 years*Comparison not possible because the “average” organization is already at the highest level

This simulation compares 6 different job value propositions against the “average” organization as defined by the option most chosen in each category across our survey. 
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Against Average Scenario in the Simulator
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How to Create a New Simulation

1 In the “Home” tab, click on the plus “Add” 
icon to create a new scenario. 

2 Within your new scenario, you’ll click into each job attribute and assign which label you 
want. 

Note: we will provide you a reference sheet that has the long form text for each label, 
so you understand each label in full. This reference sheet is also found on our website.

3
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Ways You Can Use The Simulator

Compare Your Organization’s 
Responses to Perceived 

Competitors

Test What Happens When 
You Improve or Remove 

Elements

Try to Build A Package That 
Resists Competitor Salary 

Increases for Key Departments

1 2 3
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Question and Answer

Karen Freeman
Executive Director, Research

karen.freeman@advisoryarts.com

Diana Wang
Research Analyst

diana.wang@advisoryarts.com
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The Average Organization

62%

52%

72%

32%

50%
59%

69%

45%

55%

No heal
thcar

e

Medium heal
thcar

e

High
-le

vel
 heal

thcar
e

Bad

Aver
age

Good
None

Some
A Lo

t

Always
 inten

se

Balan
ced busy/lig

ht

40 hour w
eek

Flexib
le h

ours
None

Educat
or

Innovat
or

High
est Q

ualit
y

Perfo
rm

ati
ve

Progre
ssin

g

True c
ommitm

ent
None

Selecti
ve

High

No ro
om fo

r ad
van

cement

Opportu
nity

 to
 build sk

ills

Opportu
nity

 fo
r p

romotio
n

None

Ad-hoc

1-2
 da

ys
5 days

How Institutions Are Rated By Staff
Most common answer in italics

Healthcare
Medium

Manager Quality
Good

Job Security
A Lot

Flexible Work
Balanced

Artistic Reputation
Highest Quality

DEI&A
Progressing

N=1491

Transparency
Selective

Advancement
Build Skills

Work from Home
1-2 Days
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Where We Expected Differences… But There Were Few

Preferences are remarkably consistent across genre.  Museums value artistic reputation 
less, festivals value community impact more.

Most departments have similar preferences overall, except for working from home 
(prioritized by marketing/development, not important to artistic/technical)

Managers and nonmanagers have similar preferences.

High performing staff (when identified) have similar preferences to others, with slightly 
higher priority on artistic reputation 
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C-Suite Preferences Different from Other Departments

-40%

-38%

-36%

-24%

-23%

-20%

36%

48%

65%

96%

Job schedule flexibility & hours

Ability to work from home

Org commitment to DEI&A

Professional development

Organizational recognition

Room for advancement

Organizational transparency

Manager quality

Job accountability

Artistic reputation

N=41

C-Suite Preferences
Key % Differences from Mean 

HR Has Blind Spots Too

• HR staff care about job 
schedule flexibility 53% more 
than average
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Generational Differences Are Remarkable

N=1491

Artistic reputation Org commitment to DEI&A

Gen X

Baby 
Boomers

Millennials

Gen Z
Gen X Baby 

Boomers

Millennials

Gen Z

Healthcare 
benefits

Manager 
quality

Job security Job schedule 
flexibility & 
hours

Organizational 
transparency

Room for 
advancement

Under 25 (N=85)

26-41 (N=620)

42-57 (N=451)

58-76 (N=152)
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DEI&A Commitment Critical to Protected Classes

-20%

15%

52%

Artistic reputation

Professional development

Org commitment to DEI&A

-16%

20%

46%

Organizational recognition

Healthcare benefits

Org commitment to DEI&A

N=209 N=327

Underrepresented Classes 
Key Differences from Mean

Protected Classes 
Key Differences from Mean

Definitions
Underrepresented: Do you consider yourself part of a minority or underrepresented group in your country of residence, based on your race or ethnicity? 
Protected: Do any of the following describe you: Member of the LBGTQ+ community; Have a disability that is evident in the workplace; The language you speak at work is your second language; 
Immigrated to your current country of residence; Wear religious dress (e.g., head covering) or practice religious rituals (e.g., prayer) in the workplace?
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Long-Timers & New Hires Very Different

-43%

-41%

-32%

26%

30%

30%

35%

Professional development

Room for advancement

Org commitment to DEI&A

Organizational recognition

Job security

Artistic reputation

Healthcare benefits

Long-Timers (11+ years)
Key % Differences from Mean 

-42%

-31%

-22%

18%

19%

22%

42%

Organizational recognition

Job security

Artistic reputation

Organizational transparency

Ability to work from home

Opportunity to manage others

Org commitment to DEI&A

New Hires (<1 year)
Key % Differences from Mean 
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Regional Differences Were Clear

N=221

-66%

35%

78%

Healthcare benefits

Room for advancement

Professional development

Europe
Key % Differences from Mean 

-84%

-51%

53%

55%

72%

96%

Healthcare benefits

Org commitment to DEI&A

Community impact

Inclusive decision-making
culture

Artistic reputation

Job accountability

N=41

Oceania
Key % Differences from Mean 

-63%

-40%

-30%

47%

71%

97%

Org commitment to DEI&A

Healthcare benefits

Job schedule flexibility & hours

Professional development

Room for advancement

Organizational recognition

N=68

Asia
Key % Differences from Mean 

*Canadian staff did not have meaningful differences from US staff


