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Purpose of this guide  
This guide helps employers to conduct a comprehensive gender pay gap analysis using workplace data. 

Learn how to identify where gender inequality exists across your organisation and understand the 

factors contributing to these outcomes. By collecting and analysing your data, you can identify gaps, 

uncover patterns, and use this evidence to inform targeted and effective actions to improve gender 

equality. 

Why a comprehensive gender pay gap analysis matters 

Undertaking a comprehensive gender pay gap analysis is the first step you should take to identify 

potential gender inequality in your workplace and understand what you need to do to address it. The 

analysis looks at data across the entire employee lifecycle, helping to reveal how gender can impact 

employee experiences, opportunities, and outcomes. 

The insights generated from this analysis provide a strong foundation to build an effective, evidence-

informed gender equality action plan. By understanding where differences for women and men exist, 

you can prioritise actions and focus effort on the areas most likely to deliver meaningful and positive 

improvements in gender equality within your organisation.  

This analysis should be completed annually, ideally at a similar time of year. Wherever possible, the 

results should be compared year-on-year over time to understand trends. Reviewing your data each 

year allows you to track changes over time, monitor progress, and adjust your gender equality actions 

based on where your data suggests you direct your attention. 

The Workplace Gender Equality Agency (WGEA) recommends a 5-part methodology to guide you in 

evidence-informed analysis across the following areas:  

1. workforce composition  

2. distribution of pay  

3. employee mobility  

4. talent pool  

5. employee patterns of engagement. 

 

Key concepts 
The Gender Equality Indicators  

WGEA’s gender equality indicators (GEIs) represent the 6 key areas where workplace gender inequality 
persists. The Workplace Gender Equality Act 2012 requires employers to report annually against the 6 
GEIs, which are: 

1. Gender composition of the workforce 

2. Gender composition of governing bodies 

3. Equal remuneration 

https://www.wgea.gov.au/pay-and-gender/6-gender-equality-indicators
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4. Employment conditions relating to flexible work and support for employees with family or caring 

responsibilities 

5. Employee consultation 

6. Sexual harassment, harassment on the ground of sex or discrimination. 

A comprehensive gender pay gap analysis investigates data linked to gender composition (GEI1), equal 

remuneration (GEI3), and employment conditions relating to flexible work and support for employees 

with family or caring responsibilities (GEI4). 

Employers are encouraged to complement the outcomes of their gender pay gap analysis with 

workplace-specific insights across the remaining GEIs: governing body composition (GEI2), employee 

consultation (GEI5), and sexual harassment, sex-based harassment or discrimination (GEI6). This 

supports a more holistic understanding of gender equality and ensures these considerations are 

appropriately informed before developing an action plan. 

The gender pay gap 

The gender pay gap is the difference in average or median earnings between men and women in the 

workforce. It considers any amount of money paid directly or indirectly including bonuses, 

superannuation, share distributions, commissions, and salaries. A gender pay gap is a good proxy 

measure of gender equality across a nation, industry, or organisation as it often represents the 

disadvantages women and men face in the workplace.  

A gender pay gap is expressed as a percentage of earnings, where: 

• a positive percentage indicates men are paid more on average than women 

• a negative percentage indicates women are paid more on average than men 

• a percentage gap between -5% and +5% is considered within a tolerance threshold that accounts 

for normal workforce fluctuations. 

If a gender pay gap exceeds 5% either in a positive (favouring men) or negative (favouring women), 

further investigation and action is recommended.  

In some industries, it may also be helpful to compare your results against industry averages to 

understand whether your organisation’s gender pay gap is similar or stands out. 

Enclosed is a full list of key terms.   

https://www.wgea.gov.au/pay-and-gender/how-to-calculate-gender-pay-gap
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Section 1 

Prepare to conduct 
your comprehensive 
gender pay gap 
analysis  
This section outlines the steps to take, and  

the data recommended for you to conduct your 

comprehensive gender pay gap analysis. 
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Choose a snapshot date 
Choose a specific 'snapshot date' to pull your workforce data. Many workplaces have highs and lows 

throughout the year, so you should choose a date which most represents your typical workforce for that 

year. If you report to WGEA, ideally your snapshot date will be the same date you use to report to WGEA. 

Engage other relevant business units (e.g. human resources, finance, diversity equity and inclusion 

teams, etc.) to determine suitable dates. They may also be helpful in interpreting your findings. 

Collect your data  
Table 1 outlines the workplace data you will need1 to complete a comprehensive gender pay gap 

analysis using WGEA’s 5-part methodology. A checklist of required data is also available in Appendix 1: 

Comprehensive Gender Pay Gap Analysis Data Checklist. 

This information is generally available from your payroll, finance, or Human Resources Information 

System (HRIS). For relevant employers with 100 or more employees, some of this information is 

submitted annually to WGEA in the Workforce Profile and Workforce Management Statistics 
spreadsheets (see Table 1).  

Table 2 includes additional data to help identify further workforce inequalities that may affect 

employees. These insights can support deeper action to address inequality, including examining other 

demographic or identity factors with a gender lens. WGEA has developed guidance around collecting 

diversity data. 

Table 1:  
Required data for a comprehensive gender pay 
gap analysis  

Submitted in the 
workplace profile 

Submitted in  
the workforce 
management 
statistics  

Composition 

• Total workforce, by gender   
• Composition of manager and non-manager cohorts, 

by gender   
• Composition of each pay grade/job 

family/occupation (as relevant), by gender   
• Composition of graduate cohort or equivalent (e.g. 

apprentices or similar), by gender  

Composition by employment status (full-time, part-time, 
casual), by gender. 

Yes No  

 

 

1 The data referenced in this guide is binary and includes only women and men. Your employee data may account for the breadth 
of gender diversity in your organisation and if your organisation has sufficient data, you are able to voluntarily report non-binary 
employees to WGEA in your workplace data and include in your own analysis. 

https://www.wgea.gov.au/reporting-guide/ge/wpp-overview
https://www.wgea.gov.au/reporting-guide/ge/wms
https://www.wgea.gov.au/gender-equality-and-diversity/collecting-diversity-data
https://www.wgea.gov.au/gender-equality-and-diversity/collecting-diversity-data
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Table 1:  
Required data for a comprehensive gender pay 
gap analysis  

Submitted in the 
workplace profile 

Submitted in  
the workforce 
management 
statistics  

Pay  

• Organisation gender pay gap  
• Gender pay gap by manager and non-manager levels 
• Gender pay gap by relevant pay grade/job family and 

occupation 
• Gender pay gap by graduate cohort 

Gender pay gap by employment status (full-time, part-
time, casual) 

Yes  No  

Mobility  
• Proportion of promotions overall, by gender 

• Proportion of promotions from non-manager to 
manager, by gender  

• Resignations, by gender, 
department/business unit, and occupation group, 
including reason for exit  

Redundancy, by gender   

No  Yes  

Talent pool  
• Applicants, by gender  
• Gender composition of short-listed candidates  
Gender composition of interviewed candidates  

No  Yes  

Gender composition of appointments Yes  No 

Patterns of Engagement  
 

• Utilisation of flexible working arrangements by 
gender for people managers and non-managers  

• Annual rates of approval for flexible work, by gender  

• Utilisation of employer-funded paid parental leave by 
gender and by level (managers and non-managers)  

• Duration of parental leave for primary care by gender  
Return from parental leave (primary carer or universal), 
by gender (at return, 12, and 24 months)   

No  No  
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Table 2: Additional data to enhance your 
comprehensive gender pay gap analysis  

Submitted in the 
Workplace Profile 

Submitted in the 
Workforce 
Management 
Statistics  

Postcode of employee primary workplace location Yes No  

Employee year of birth, to calculate age Yes  No  

Demographic data, such as cultural and linguistic diversity No  No  

Performance evaluation outcomes No  No  

Sexual harassment reporting No No  

Exit data (reasons for leaving) No No  

Job level and/or job size, depending on how your 
organisation categorises jobs. This enables you to 
conduct ‘like for like’ analysis of women’s and men’s pay 
for the same or comparable work 

No No  

Prepare your data  
Prepare your data so that it’s ready for analysis. This means: 

• standardise job titles for consistency and ease of comparison. The data employers report to WGEA 

classifies jobs by a standard set of occupations. Many organisations classify jobs in standardised 

and more specific ways to allow for workforce planning or strategy. Your organisation may have job 

families, job levels/sizes, or other categories that can help you identify comparable work. 

• annualise all salaries into full-time equivalent to determine base salary for part-time or casual 

employees, convert their pay to what they would earn if they worked for a full year at full-time hours. 

• remove any duplicates and correct anomalies (e.g. missing salaries, misclassified roles). 

• for employees paid in a foreign currency, convert the amount to Australian dollars using the 

exchange rate on the snapshot date. 

When segmenting your total employees into smaller groups, it is important to take care with small 

sample sizes, as these can produce less reliable analysis. WGEA does not publish results for groups 

with fewer than 5 employees. 

 

https://www.wgea.gov.au/reporting-guide/ge/wpp-overview/unit-level
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Section 2 

Conduct your 

comprehensive gender 

pay gap analysis  
This section outlines how to analyse your data using 

WGEA’s 5-part methodology. Each of the 5 parts in this 

methodology outlines the steps you can take to analyse 

your own workforce data. This will help highlight where 

women and men may be having unequal experiences 

across the employee lifecycle  
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Analyse your data using WGEA’s 
5-part methodology  
In this section, you will work through WGEA’s 5-part methodology to analyse your data in a structured 
way. Each part of this methodology is designed to help you uncover patterns, trends, and outcomes that 
may point to unequal experiences for women and men in your organisation.  

Undertake your analysis using basic data tools and skills (e.g. spreadsheets or HRIS) to sort, compare, 
and interpret your data. A foundational level of data literacy will be helpful to identify, assess, and 
prioritise gender equality hotspots effectively. 

As you move through each part of the methodology and associated guidance, focus on identifying 
hotspots—areas where gender differences are notable and require further investigation. Alongside this, 
record any insights or questions that emerge from your data. 

A core concept of the 5-part methodology is proportionality. This involves comparing the gender 
composition of a specific group (e.g. leadership, management levels, governing bodies, or job families) 
to a broader reference group, most commonly your overall workforce, but can also be another cohort. 
Proportional representation is achieved when the share of women and men in a specific group broadly 
mirrors their representation within the reference group or overall workforce. 

Importantly, proportionality applies not only to where people are represented in the organisation (roles, 

levels, leadership), but also what happens to them—such as promotions, resignations, appointments, 

performance ratings, access to flexible work, and development opportunities. Each of the 5 parts will 

guide you on what to examine in your data using this lens. 

Record hotspots and insights as you progress through each part of the methodology as it is likely you 
will identify multiple areas requiring further attention. The hotspots you identify will begin to build a 
clearer picture of the different experiences of women and men in your organisation. Appendix 2: 
Hotspot identification and analysis table can be used to record your findings.  

Keeping a clear record of hotspots and insights will strengthen the quality of your analysis and provide 
an important evidence base to inform future decision making. This information will directly support the 
next stage of the process: prioritising issues and developing targeted and effective actions. 

1. Composition   

Workforce gender composition shows the balance of women and men across different parts of your 

organisation. This includes roles, job levels, pay grades, job families, and employment types (such as 

full-time or part-time work). 

Analysing workforce composition is about more than looking at one overall figure. Even if your 

organisation appears gender balanced as a whole, there can still be significant differences within 

specific areas. Looking closely at where women and men are represented or under-represented, helps 

you identify structural barriers, unequal access to opportunities, and show you where targeted action 

may be needed.  

Reviewing your composition data alongside your gender pay gaps, in part 2, can also highlight where 

differences in your composition may be contributing to your gender pay gap. 
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Analysis of your workforce composition data may reveal:  

• Vertical gaps – differences in gender composition across levels of the organisation, such as 

between managers and non-managers. 

• Horizontal gaps – differences within the same level, such as across job families or occupations. 

These patterns may point to barriers to progression or other systemic issues. 

• Gender segregation – where women or men are concentrated in roles, job types, or functions. This 

may reflect organisational practices or broader industry trends.  

Recommended thresholds 

• As a general guide, a group is considered gender balanced when at least 40% of the group are 

women and at least 40% are men. If either gender falls below 40%, this may indicate a hotspot—an 

area that requires further investigation. 

• Your organisation’s overall workforce composition can also be used as a helpful benchmark to 

compare different groups, particularly if your workforce is predominantly women or predominantly 

men 

• When representation of one gender drops below 30%, the group has not reached critical mass—

meaning there are too few people of that gender to meaningfully influence group culture, decisions, 

or outcomes. Falling below this level suggests deeper issues may be at play and warrants further 

investigation. 

Steps to analyse your data  

• As you work through each step, record any patterns, imbalances, or questions as they arise.  

• Differences between women and men should be noted as potential hotspots for further exploration. 

• The hotspots you record in each of these steps will begin to build on each other to shed a light on 

what may be driving unequal experiences for women and men in your workplace.  

Overall gender composition  

• Start by reviewing the overall composition of your workforce and test this against the 40% threshold.  

• In your data:   

— record the number of women and men in your organisation, and  

— record the percentage of women and men in your organisation. 

• These figures, alongside the 40% threshold, will act as important benchmarks for the rest of your 

analysis.  

Gender composition of managers and non-managers 

• Examine the gender composition of managers and non-managers. This provides insight into 

leadership opportunities and career progression pathways.  

• In your data:  

— check whether women or men fall below 40% for managers and non-managers 

— check how the composition of managers compares to the overall workforce composition. 
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Gender composition across pay grades or job levels  

• Now look at gender composition across pay grades and or job levels. This helps identify whether one 

gender is concentrated in lower-paid roles and whether one gender becomes under-represented as 

roles become more senior.   

• In your data:  

— check whether women or men fall below the 40% threshold in any pay grade or job-level 

— check how the composition of these cohorts compares to the overall workforce composition.  

Gender composition across job families   

• Review the gender composition across job families (e.g. finance, operations, sales). Job families 

differ between organisations, but they are roles that are grouped by similar skills or types of work. 

• Gender imbalance within job families may signal issues such as recruitment bias, role stereotyping, 

cultural norms, or unequal access to opportunities. 

• Start by reviewing job families with the largest number of employees. 

• In your data:  

— check whether for any job family either gender falls below 40%. 

Gender composition of graduate or entry level cohort 

• Review the gender composition within your graduate intake or entry level cohorts. 

• Graduate and/or entry level cohorts represent the future workforce pipeline, and as such, imbalances 

here can create long-term inequality. 

• In your data:  

— check whether women or men fall below 40% for graduate or entry level cohort 

— check how the composition of this cohort compares to the overall workforce composition. 

Gender composition by employment status   

• Examine gender composition by employment status including full-time, part-time and casual roles.  

• These patterns may influence career progression, leadership pathways and pay outcomes. If one 

gender is concentrated in part-time or casual roles, this may indicate barriers to flexible work or 

progression and should be recorded as a hotspot. 

• In your data:  

— check the percentage of women and men working full-time, part-time and in casual roles. 
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1. Pay  

When we talk about remuneration or pay, we mean everything an employee earns—not just base salary. 

This includes bonuses, superannuation, commissions, share distributions, allowances, and any other 

financial benefits. Together, these make up an employee’s total remuneration. 

Understanding your pay data is a critical part of diagnosing gender inequality in your workplace. 

Analysing pay helps you identify gender pay gaps, understand what is driving them, and determine 

where further investigation or action is needed. Gender pay gaps can often reflect structural differences 

in opportunity, such as access to higher-paid roles, leadership pathways, inconsistent distribution of 

discretionary payments, or patterns of part-time work. The causes of gender pay gaps will differ 

between workplaces. 

Gender pay gaps are different from unequal pay. Unequal pay occurs when people doing the same job, 

or work of equal value, are paid differently because of gender. Unequal pay is unlawful, but it can still 

occur and can contribute to an organisation’s overall gender pay gap. 

As with workforce composition, different types of gender pay gaps can appear in your analysis: 

• Vertical pay gaps – differences in pay between organisational levels, such as managers compared to 

non‑managers. These gaps can indicate how pay changes as women and men progress through the 

organisation. 

• Horizontal pay gaps – differences in pay within the same level such as across job families, functions, 

or occupations. 

When uncovering significant differences in gender pay gaps, it is useful to compare gender pay gap 
metrics with composition data to understand whether representation issues are contributing to gender 
pay gaps. 

For example, an organisation has an overall gender pay gap of 12% favouring men and when they 
compare this with workforce composition data, they find that men make up 80% of senior manager 
roles, while women are concentrated in lower‑paid non‑manager roles. This indicates that the gender 
pay gap is being driven, at least in part, by under‑representation of women in senior positions. 

Questions to guide your thinking: 

• Are women and men evenly represented overall? 

• Are women or men concentrated in more senior and executive roles? 

• Are women or men concentrated in early career or entry-level roles? 

• Does leadership reflect the same gender balance as the broader workforce? 

• Do you see the representation of women or men declining at important career stages (e.g., 

from non-manager to manager, manager to senior manager, or from senior manager to 

executive)? 

• Are more women or men working part-time or in casual roles? 

 

Reflecting on these questions, alongside the hotspots you have identified, will help you link your 

data to employee experiences and prioritise areas for action. 
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Choosing your gender pay gap measure  

Before doing a gender pay gap analysis, you will need to choose which gender pay gap measure you will 
apply throughout – mean (average) or median. The mean gender pay gap calculates the overall average 
and can be affected by very high or very low salaries. With men in many industries and sectors tending 
to be clustered in higher-paid roles and women in lower-paid roles, this is often a useful measure.  

The median gender pay gap, however, identifies the midpoint of all salaries and highlights the typical 
employee experience of pay. The most suitable measure will depend on what you want to understand 
about your workforce. If you’re unsure, we recommend using the mean gender pay gap. 

Recommended thresholds 

• A gender pay gap is considered neutral if it falls within plus or minus 5%. A gap above +5% favours 

men and a gap below -5% favours women.  

• If your analysis shows a gender pay gap outside this neutral range, record it as a hotspot. 

Steps to analyse your data 

• As you work through each step, record any patterns, imbalances, or questions as they arise.  

• Differences between women and men should be noted as potential hotspots for further exploration. 

• The hotspots you record in each of these steps will begin to build on each other to shed a light on 

what may be driving unequal experiences for women and men in your workplace.  

Overall gender pay gaps  

• Start by calculating your organisation’s overall gender pay gap for base salary and total 

remuneration and compare both to the +/- 5% threshold.  

• In your data: 

— note the overall gender pay gap for both total remuneration and base salary 

— check if your overall gender pay gaps for either figure is greater than +/- 5% 

— check if your gender pay gap for total remuneration is larger than your base salary – this may 

give you insight into whether there are issues with discretionary pay 

— check how your results compare to the industry average. 

Gender pay gap for managers and non-managers 

• Compare the gender pay gap for manager and non-managers including executive roles. This shows 

how pay outcomes differ across levels of the organisation and helps identify vertical gaps.  

• In your data:  

— check the gender pay gap for managers  

— check the gender pay gap for non-managers 

— check whether either gender pay gap falls outside the +/- 5% range. 

Gender pay gaps across pay grades or job levels  

• Review gender pay gaps across pay grades and job levels. This shows where pay outcomes differ 

for women and men at specific levels and whether gaps widen or narrow as roles become more 

senior. 

https://www.wgea.gov.au/the-gender-pay-gap
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• If many pay grades or job levels have gender pay gaps, focus on pay grades or levels with the largest 

gaps or pay grades that affect the most employees.  

• In your data:  

— check gender pay gaps across pay grades 

— check if any pay grades have gender pay gaps that fall outside of the +/- 5% range. 

Gender pay gaps across job families  

• Examine gender pay gaps across job families (e.g. finance, IT, sales, operations, administration). 

This can reveal how different types of work are valued and whether women and men are paid equally 

within job areas. 

• This step can highlight where men or women are clustered in certain types of work and where pay 

differences exist within job families. 

• In your data:  

— check gender pay gaps across job families 

— check if any job families have gender pay gaps that fall outside of the +/- 5% range. 

Gender pay gap for graduate or entry level cohort 

• Examine gender pay gaps among graduates or entry level employees to assess whether there is 

equal starting pay. 

• In your data:  

— check whether this group has a gender pay gap that falls outside of the +/- 5% range. 

Gender pay gaps by employment status  

• Review gender pay gaps by employment status including full-time, part-time, and casual. 

• These patterns often reflect caring responsibilities and working arrangements and can have a 

compounding effect on pay and progression over time. 

• In your data:  

— check gender pay gaps for each employment status (full-time, part-time, and casual employees) 

— check whether any gender pay gaps for each of those groups fall outside the +/-5% range. 
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2. Employee Mobility  

For this analysis, employee mobility describes how people move into, within, and out of an organisation. 

This includes appointments, promotions or lateral moves, and resignations. These movement patterns 

help you understand how women and men progress in your workplace and whether women and men 

experience different outcomes over time. Differences in mobility can point to barriers, bias, or uneven 

access to opportunities, and can have long‑lasting effects on career progression, pay outcomes, and the 

overall employee experience. 

Employee mobility metrics focus on key stages in the employee lifecycle including appointments, 

promotions, turnover, and resignations.  

When analysing mobility data, we are applying proportionality and looking at whether women and men 

experience outcomes (i.e. promotions, resignations, or terminations) at rates that reflect their 

representation in the organisation overall or within specific groups.  

This means comparing the gender composition of the relevant group (e.g. the whole organisation, 

managers, or a specific occupation group) and the gender breakdown of the outcome (e.g. who is hired, 

promoted, who resigns, or is terminated). 

An outcome is disproportionate when it does not broadly align with representation.  

For example, if women make up 40% of the workforce but only 15% of promotions, or if men make up 

40% of the workforce but account for 70% of resignations. Both are hotspots that may indicate barriers, 

unequal experiences, or issues that should be recorded as requiring further investigation. 

Steps to analyse your data:  

• As you work through each step, record any patterns, imbalances, or questions as they arise.  

Questions to guide your thinking:  

• What are the areas where the gender pay gap is largest? 

• Does the gender pay gap widen at senior levels? 

• Is discretionary pay a contributor to your gender pay pap? 

• Are bonuses, allowances, or additional benefits accessed or awarded differently for women 

and men? 

• Are candidates asked about their previous salary during recruitment, potentially embedding 

past inequities? 

• Do women and men performing the same or similar work receive different pay (unequal 

pay)? 

• If you have the data available, does the gender pay gap differ for people from different 

experiences, background, ages, and identities? 

Reflecting on these questions, alongside the hotspots you have identified, will help you link your 

data to employee experiences and prioritise areas for action. 
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• Differences between women and men should be noted as potential hotspots for further exploration. 

• The hotspots you record in each of these steps will begin to build on each other to shed light on 

what may be driving unequal experiences for women and men in your workplace.  

 

Review overall workforce gender composition  

• Before analysing mobility, remind yourself of your overall workforce composition. This gives you a 

reference point for assessing whether mobility outcomes are proportionate. 

• You may also find it helpful to note composition of specific groups, such as managers or occupation 

groups.  

• In your data:  

— review the number of women and men for your overall workforce gender composition 

— review the percentage of women and men for your overall workforce gender composition. 

Promotion rates by gender  

• Examine the promotion rates for women and men with particular focus on promotions from non-

managers to manager level. This helps you identify barriers to progression and career advancement 

across your organisation.  

• Differences in promotion rates may reflect how promotion decisions are made, how performance is 

assessed, or who has access to development opportunities. 

• In your data:  

— check the percentage of women and men promoted 

— check how these figures compare to your overall gender composition 

— record any clear gaps between composition and promotion outcomes as a hotspot. 

Resignation and termination rates by gender  

• Examine the resignation rates for women and men. Start with overall resignations to identify whether 

women and men are leaving the organisation at rates that are higher than expected. 

• After reviewing resignations, extend this analysis to terminations, as exit patterns can differ and 

together provide a fuller picture of turnover. 

• In your data:  

— check the percentage of women and men resigning 

— check how resignation rates compare to the overall workforce composition 

— check the percentage of women and men terminated 

— check how termination rates compare to the overall workforce composition.  

Resignations and terminations by gender for managers and non‑managers 

• Examine resignations and terminations separately for managers and non-managers. 

• This helps identify whether experiences differ between leadership roles and early career roles, 

including factors such as workload, flexibility, progression opportunities, and managerial support. 

• In your data:  

— check the percentage of women and men resigning at manager and non-manager levels 

— check how these rates compare to the gender composition of each group 

— check the percentage of women and men terminated at manager and non-manager levels 

— check how termination rates compare to the gender composition of each group 
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— record any areas where there is over-representation of either gender in exits as a hotspot. 

Resignations and terminations by gender across occupation groups  

• Examine resignations and terminations by occupation groups. This step shows whether women and 

men are leaving certain roles at different rates.  

• Compare resignation rates with the gender composition of each occupation group to identify 

disproportionate outcomes. Repeat this process for terminations where possible. 

• In your data:  

— record the percentage of women and men resigning in each occupation group 

— check how resignation and termination rates compare to the gender composition of each group 

— record the percentage of women and men terminated by occupation group.  

Trends over time 

• Review appointment, promotion, resignation, and termination rates for women and men over 

multiple periods.  

• Assess whether trends align with the gender composition of the organisation or specific groups (e.g. 

leadership or technical roles).  

• Look for consistent patterns where one gender is favoured or disadvantaged.  

 

 

3. Talent Pool  

Creating and sustaining a gender-balanced workforce requires a deep talent pool of people from various 

backgrounds and experiences. 

Gender differences often emerge in early recruitment stages and this can be seen in who applies, who is 

shortlisted, interviewed, and ultimately hired. Each stage can be shaped by gendered barriers, norms, 

and biases built into systems, processes, or decision-making. 

Questions to guide your thinking: 

• Are women or men resigning at noticeably higher rates than expected based on their 

representation? 

• Are there patterns in when women or men leave the organisation (e.g. early career, 

mid-career, or leadership stages)? 

• Are women or men leaving certain roles or job families at higher rates than expected? 

• Do resignation patterns differ following missed promotions, performance ratings, or other 

key career events? 

• Have you consulted with your employees to help interpret the findings and understand 

underlying causes of increased resignations? 

• What does your exit data tell you about why employees are leaving? 

Reflecting on these questions, alongside the hotspots you have identified, will help you link your 

data to employee experiences and prioritise areas for action. 
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Analysing recruitment data helps show where women or men are dropping out of the process and 

whether outcomes are proportionate at each stage. These patterns can highlight hotspots where 

barriers, bias, or unintended consequences may exist and where further investigation is needed. 

Even in industries or occupations that are predominantly women or men, organisations still play an 

important role in shaping who enters their talent pipeline. A gender‑balanced workforce starts well 

before someone is hired, beginning with who feels encouraged and able to apply. 

Steps to analyse your data 

• As you work through each step, record any patterns, imbalances, or questions as they arise.  

• Differences between women and men should be noted as potential hotspots for further exploration. 

The hotspots you record in each of these steps will begin to build on each other to shed light on what 

may be driving unequal experiences for women and men in your workplace.  

Review overall workforce gender composition  

• Before analysing your talent pool, remind yourself of your overall workforce composition. This will 

give you a reference point for comparing representation at each stage of recruitment.  

• These figures will help assess whether outcomes at each recruitment stage are proportionate. Any 

large or unexpected drops for one gender signal a potential hotspot. 

• In your data: 

— review the number of women and men for your overall workforce gender composition 

— review the percentage of women and men for your overall workforce gender composition. 

Applicants 

• Start by reviewing the gender composition of your applicant pool. This shows who is interested in, 
and able, to apply for roles in your organisation. 

• Check whether one gender is under-represented at the very beginning of the process.  

• In your data:  

— check the number and percentage of women and men in the applicant pool 

— check how this compares to your overall workforce composition.  

Shortlisted candidates 

• Review the gender composition of shortlisted candidates. This step shows how decisions are being 
made after applications are reviewed. 

• Compare the shortlist to the applicant pool. Any drop‑off of women or men between application and 
shortlisting should be noted as a potential hotspot. 

• In your data:  

— check the number and percentage of women and men progressing to the shortlisting stage of the 

recruitment process 

— check how this compares to the percentage of women and men in the applicant pool. 
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Interview stage 

• Examine the gender composition of candidates who progress to interviews. Differences at this stage 

may point to issues in assessment criteria or decision‑making processes. 

• Compare interview outcomes to the shortlist. Significant drop‑offs for either gender may suggest 

inconsistent application of criteria, reliance on assumptions, or the need for greater investigation to 

ensure fairness. Record these as hotspots. 

• In your data:  

— check the number and percentage of women and men progressing to the interview stage of the 

recruitment process 

— check how interview outcomes compare to the shortlist and the applicant pool. 

Appointments  

• Review the gender composition of candidates who were appointed. This is a critical stage, as it 

shows whether the recruitment process delivers fair outcomes in practice. 

• Compare hiring outcomes to earlier stages—applications, shortlisting, and interviews. If 

representation remains consistent, this suggests the process is operating fairly. If significant 

differences appear at this stage, this may signal issues in final decision‑making. 

• In your data:  

— check the number and percentage of women and men hired over the last 12 months 

— check how hiring outcomes compare to earlier recruitment stages. 

 

 

4. Employee patterns of engagement  

Employee patterns of engagement refer to how women and men participate in the workplace—for 

example, who works full-time or part-time, who uses flexible work, who takes parental leave, and how 

people are rated or progress over time. 

These patterns provide insight into everyday experiences in the workplace and how opportunities and 

expectations are shared. Gender differences in engagement can reflect broader gender norms about 

work, care, and what it means to be a committed employee.  

Questions to guide your thinking:  

• Does the applicant pool reflect the organisation you want to build?  

• Are women or men more likely to be hired into lower or higher paid roles? 

• Are women or men progressing through the recruitment stages at similar rates? 

• Does the language in job ads appeal more to one gender? 
• Are assumptions about fit, flexibility, or availability influencing selection decisions? 

Reflecting on these questions, alongside the hotspots you have identified, will help you link your 

data to employee experiences and prioritise areas for action. 
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For example, women are often more likely to use part‑time work or flexible working arrangements due 

to caring responsibilities, while some employees, regardless of gender, may avoid flexibility or parental 

leave because they fear it could affect how they are perceived at work. 

These differences matter. Engagement patterns can influence retention, performance ratings, 

promotion opportunities, and pay outcomes, and can contribute to ongoing gender inequality. By closely 

examining how women and men engage with work, you can identify hotspots where further 

investigation or targeted action may be needed. 

By identifying gender differences in engagement, you can pinpoint where action is needed to improve 

workforce composition, retention, and gender pay gaps. 

The analysis of your employee patterns of engagement may reveal the need to develop and employ 

strategies and actions relating to flexible working arrangements as well as parental, caring, and family 

violence leave and support for employees. Addressing these gender imbalances will help ensure work 

and care are integrated in a way that removes gendered disadvantage at work and at home. The 

increased availability of flexibility, leave, and other support are important to ensure equal workforce 

participation and encourage shared caring responsibilities. 

Steps to analyse your data  

• As you work through each step, record any patterns, imbalances, or questions as they arise.  

• Differences between women and men should be noted as potential hotspots for further exploration. 

• The hotspots you record in each of these steps will begin to build on each other to shed light on 

what may be driving unequal experiences for women and men in your workplace.  

Use of flexible working arrangements 

• Start by analysing how women and men use flexible working arrangements. This may include 

part‑time work, flexible start and finish times, working from home, hybrid arrangements, or 

compressed work patterns. 

• Check whether one gender uses flexible work at a higher rate overall, and whether certain types of 

flexibility are used more by women or men. Any clear imbalance may indicate differences in access, 

encouragement, or perceived safety in using flexibility. 

• In your data:  

— check the percentage of women and men using flexible working arrangements 

— check the types of flexible arrangements used by women and men 

— check for any notable imbalances or patterns.  

Resignations and flexible work 

• Examine resignations through the lens of flexible working. This helps you understand whether 

flexibility is supporting employees or whether it may be creating pressure points for some 

employees. 

• Compare the gender composition of employees who resigned, and the gender composition of 

employees using each type of flexible working arrangement. If one gender is identified as utilising 

flexible working arrangements more often as well as resigning at a higher rate, this is a clear hotspot 

worth investigating. 
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• In your data:  

— check the percentage of women and men resigning 

— check which type of flexible working arrangement is most used by those who have resigned 

— check how resignation patterns compare to overall usage of flexible working arrangements. 

Parental leave by gender  

• Examine who takes parental leave and the types of leave taken. This includes primary and secondary 
leave and any other parental leave options available.  

• Look for differences in uptake between women and men. A highly gendered split, where women take 
most or all the primary leave and men mostly take secondary leave, can reinforce unequal caring 
roles and negatively impact long-term career outcomes.  

• These patterns can help inform whether support is needed before, during, or after parental leave, and 
whether policies could be strengthened or made more gender-neutral. 

• In your data:  

— check the percentage of women and men taking parental leave 

— check the types of parental leave taken by women and men.   

Resignations after parental leave 

• Review resignations following parental leave. This step helps you understand whether employees 

are being adequately supported when returning to work. 

• Compare resignation rates for women and men and examine how soon resignations occur after 

parental leave and whether patterns differ by gender. 

• Higher resignation rates for one gender may point to challenges with flexibility, role design, workload, 

or career progression. 

• In your data:  

— check the percentage of women and men resigning after parental leave 

— check the time between taking parental leave and resigning. 

Performance ratings by gender  

• Review performance ratings for women and men. Performance assessments directly influence pay, 

promotion, access to development, and future opportunities. 

• Look for consistent differences in ratings between genders, across levels or roles. Any clear or 

ongoing pattern should be treated as a hotspot requiring closer review to ensure assessments are 

fair, consistent, and free from unintended bias. 

• In your data:  

— check performance ratings for women and men 

— check any notable differences in ratings or outcomes. 
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Questions to guide your thinking:  

• Is part-time work mostly taken by women or men?  

• Are part-time workers encouraged and supported to apply for promotions?  

• Are both women and men encouraged and supported to use flexible working arrangements? 

• Do cultural expectations or gender norms influence who takes up flexible working 

arrangements or parental leave? If yes, does this contribute to higher exit rates for one gender? 

• Are employees who use flexible working arrangements resigning at higher rates? Does this 

differ by gender? 

Reflecting on these questions, alongside the hotspots you have identified, will help you link your 

data to employee experiences and prioritise areas for action. 
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Summarise and act on your 
findings 
• Review the insights and findings that you have recorded within Appendix 2: hotspot identification 

and analysis table. Reflect on the hotspots you identified, including areas where gender differences 

are largest in scale, consistent across multiple areas of your organisation, or concentrated in levels, 

roles or groups.  

• Assess the significance of each hotspot determining who is affected, how large the differences are 

for women and men, and whether the hotspots are isolated or systemic (i.e. whether they appear in 

multiple data points). This will help you prioritise issues to focus on. 

• Identify and record potential drivers to what may be contributing to each hotspot (i.e. recruitment 

pipelines, promotion practices, access to flexible work).  

• Support your quantitative findings with other data, such as, employee experience surveys, sexual 

harassment data and exit interview data, or focus groups targeted at key data hotspots. This may be 

helpful in furthering your findings.  

• Share your findings with key stakeholders, including leadership and relevant teams to build 

awareness and future support for evidence-informed action.  

• Your findings and insights will inform your next step to evidence-informed action planning. 

• WGEA has a range of resources and tools to assist you in finding the right evidence-informed 

interventions that address the hotspots you find in your analysis, some of these include: 

— WGEA's Action Planning Masterclass 

— Workplace Gender Equality Action Planning Playbook  

— WGEA Action Planning Tool 

 

https://www.wgea.gov.au/take-action/capacity-building-masterclass
https://www.wgea.gov.au/take-action/action-planning-playbook-guide
https://www.wgea.gov.au/take-action/action-planning-tool
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Key terms  
• Comprehensive gender pay gap analysis: is a systematic review of workforce data across the entire 

employee lifecycle to identify where and how gender influences pay, opportunities, and outcomes 

within an organisation.  

• Critical mass: in the context of workforce composition, critical mass means there are enough 

women or men in a group (at least 30%) to shape decisions and workplace culture. Falling below this 

level may indicate barriers to equal participation. 

• Equal pay: this refers to when an organisation pays women and men the same amount for working 

in the same role or work of equal or comparable value.  

• Gender bias: refers to consciously or unconsciously treating someone differently, judging them 

differently, or making decisions about them based on their gender rather than their actual skills, 

performance, or behaviour. 

• Gender pay gap: the difference in average or median earnings between men and women in an 

organisation. Gender pay gaps include any amount of money paid directly or indirectly, including 

bonuses, superannuation, share distributions, commissions, and salaries.  

• Gender segregation: happens when women and men tend to work in different industries, 

occupations, or roles. This can be seen across sectors (for example, men in construction and 

women in healthcare) or within an organisation, where some roles are dominated by one gender. 

This segregation can influence career pathways, workplace culture, pay equity, and access to 

leadership opportunities. 

• Horizonal gaps: occur within the same level of the hierarchy. They reveal uneven distribution within 

peer groups or departments. For example, if in one area of the organisation there is a strong 

representation of women, but in another area, women are significantly under-represented, this would 

be a horizontal gap.  

• Hotspot: this can be in a specific area, team, department, or roles where gender differences stand 

out, such as unequal pay, fewer opportunities to progress, or one gender being under-represented. 

Hotspots suggest further investigation may be needed.  

• Occupational gender segregation: when women and men tend to do different types of roles. Within 

an organisation, this may mean that women and men are concentrated in different roles or areas. 

• Proportionality: refers to the concept of achieving a balanced or equal representation of women and 

men within a specific group, organisation, area, or outcome. It is about comparing the composition 

of women and men in your workforce, and their share to another cohort or a specific workplace 

outcome, such as hiring, performance ratings, flexible work uptake, promotions, or resignations. It 

helps highlight hotspots and areas of imbalance. 

• Threshold: in the context of data analysis, threshold is a numerical or categorical boundary that 

separates acceptable from unacceptable, normal from abnormal, or one category from another.  

• Unequal pay: this occurs when people doing the same job, or work of equal value, are paid differently 

because of gender. Unequal pay is unlawful, but it can still occur and can contribute to an 

organisation’s overall gender pay gap. 

• Vertical gaps: occur across hierarchical levels in your organisation. These highlight barriers to 

progression. For example, if women are well-represented in entry-level roles but under-represented in 

senior leadership roles, that’s a vertical gap. 
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Appendix 1: Comprehensive 
Gender Pay Gap Analysis data 
checklist 
Recommended data for a comprehensive gender pay gap analysis is outlined below. 

1. Workforce composition  

 total workforce, by gender  

 composition of manager and non-manager 

cohorts, by gender  

 composition of each pay grade / job family / 

occupation (as relevant), by gender  

 composition of graduate cohort or 

equivalent (e.g. apprentices or similar), by 

gender 

 composition by employment status (full-

time, part-time, casual), by gender. 

2. Pay  

 organisation gender pay gap 

 gender pay gap, by manager and non-

manager cohorts 

 gender pay gap, by each relevant pay grade 

/ job family / occupation (as relevant) 

 gender pay gap, by graduate cohort (or 

equivalent) 

 gender pay gap, by employment status (full-

time, part-time, casual).  

3. Employee mobility  

 proportion of promotions overall, by gender 

 proportion of promotions from non-

manager to manager, by gender.  

 Resignations by gender, 

department/business unit and occupation 

group, including reason for exit 

 Terminations by gender  

 redundancy, by gender 

 return from parental leave (primary carer or 

universal), by gender (at return, 12 and 24 

months).  

4. Talent pool  

 applicants, by gender 

 gender composition of shortlisted 

candidates 

 gender composition of interviewed 

candidates 

 gender composition of appointments.  

5. Patterns of engagement  

 utilisation of flexible working arrangements, 
by gender, for people managers and non-
managers 

 annual rates of approval for flexible work 
applications, by gender.  

 Utilisation of employer-funded paid parental 
leave by gender and by level (managers and 
non-managers) 

 duration of parental leave for primary care, 
by gender.  
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Additional data to enhance your analysis 

• Postcode (employee primary workplace location) 

• Employee year of birth (to calculate age) 

• Demographic data, such as cultural and linguistic diversity 
• Sexual harassment reporting  
• Exit data (reasons for leaving) 
• Performance evaluation outcomes 

• Job level and/or job size (depending on how your organisation categorises jobs). This enables you to 

conduct ‘like for like’ analysis of men’s and women’s pay for the same or comparable work 

 



 

WGEA | GENDER PAY GAP ANALYSIS GUIDE | WWW.WGEA.GOV.AU 
28 

Appendix 2: Hotspot identification 
and analysis 
 

Table 3: Template for hotspot identification and analysis  

Area 

Hotspot  

identified  

What does the 

data show? Issue 

Insight or 

question 

e.g. 

Composition  

Under-

representation of 

women in manager 

cohort 

Women make up 

40% of workforce 

but only 20% of 

managers 

<40% threshold and 

not proportionate to 

overall composition  

Are promotion 

pathways equal? 

What are the 

barriers for women? 

Composition     

Pay     

Mobility     

Talent pool     

Patterns of 

engagement  

    



 

 Workplace Gender Equality Agency 
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