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Employer action 

Workplace policies and practices that address inequalities in pay and leadership and provide women and men more 

choice in managing paid and unpaid responsibilities are key to progressing workplace gender equality outcomes and 

eliminating gender differences in pay, employment status, and progression into leadership. Important to this, 

employers should offer inclusive flexible working arrangements and rethink assumptions and norms around 

management roles. An investment in gender equality is beneficial for employers as much as employees as it can 

attract and retain talent. 

 

Employer actions for fostering a gender and age diverse workforce are: 

 

1. Conduct a pay gap analysis 

A critical step in taking action to address and improve pay equity in your organisation is to review the data and 

understand what is driving any gender pay gaps. The more detailed your analysis – for instance, by including 

employee manager/non-manager positions, employment status and age – the more you will be able to tailor a 

strategy and action plan to address your organisation’s specific issues. 

2. Introduce a robust gender neutral paid parental leave policy 

Parental leave policies are designed to support and protect working parents around the time of childbirth or 

adoption of a child and when children are young. The availability of paid parental leave for each parent fosters a 

more equal division of labour and can change gender norms about paid and unpaid responsibilities. 

While 55% of organisations in WGEA’s 2020-21 dataset offered primary and secondary carer’s leave to both 
women and men, only 12% of men took primary carer’s leave. Therefore, employers have several options 

available that can encourage more gender balance in the uptake of parental leave. This includes encouraging 

more men to take parental leave and implementing gender-neutral parental leave policies that do not distinguish 

between primary and secondary carers. References to primary and secondary carers can continue gender roles 

and attitudes about the division of paid and unpaid responsibilities. Gender neutral parental leave policies can 

promote a model of shared care.  

Other measures to consider are paying superannuation on parental leave in order to help address the gender 

superannuation gap and offering flexibility as to when parental leave can be taken following birth or adoption in 

order for the leave to complement the needs of the family and transitions to work and/or other childcare 

arrangements.1 
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3. Normalise flexible working arrangements 

Flexible working arrangements are described as an agreement between an employer and an employee to change 

the standard working arrangement to better accommodate an employee’s commitments out of work. Flexible 
working arrangements usually encompass changes to the hours, pattern and location of work, and can be either 

formal or informal.  

Women are more likely to request flexible working arrangements than men,2 while men are more likely to have 

requests for flexible working arrangements refused.3 Flexible working arrangements can be a critical enabler in 

providing both women and men more choice in managing paid and unpaid commitments, but first, employers 

must normalise their use by both women and men.  

In addition, flexible work policies must be inclusive of workers of all ages, given that workers of all ages are 

balancing paid and unpaid responsibilities. Mature workers have reported fewer options for flexible working 

arrangements that meet their needs.4  

Options for employers include: 

• Formalising flexible working arrangements in policy 

• Ensuring policies and strategies on flexible work are gender neutral and age neutral 

• Implementing an all roles flex approach 

• Promoting flexible working arrangements internally and have managers role model their use. 

4. Rethink and redesign part-time roles for managers 

Part-time work is a type of flexible working arrangement, where a regular work pattern that is less than full-time is 

established and an employee is paid on a pro-rata basis for that work. More women work part-time than men, yet 

the majority of manager roles are full-time.5 This is not compatible with women’s overall employment status and 

can limit women’s career progression. 

Employers must challenge norms and assumptions about leadership by thinking innovatively about management 

roles and progression into leadership. This includes offering part-time management opportunities and ensuring 

managers have access to other flexible work options. The share of part-time female managers increases when 

organisations implement a policy of formal support for flexible work and report their progress and statistics to their 

boards on these policies.6 Research also demonstrates that, on average, companies with more part-time 

managers have more women at executive levels,7 and more women in senior leadership improves company 

performance, productivity and profitability.8 

5. Inclusive recruitment and promotion practices 

Gender and age discrimination can be encountered by any employee at any point in the employment cycle.9 This 

discrimination can impact on who is hired and progresses into leadership. Research finds that older job applicants 

were less likely to receive calls about their job applications, with older women having a lower rate of callbacks 

than men.10 Age, either being too young or too old, can also act as a barrier to women being promoted.11  

However, less than a quarter of organisations have recruitment practices that account for fostering an age diverse 

workforce, and a minority of organisations offers manager training on managing a multi-generational workforce.12 

In addition, HR workers participating in a survey thought that their organisations would be “reluctant” to recruit 

individuals above a certain age.13  

Employers can take steps to minimise the impact of discrimination and bias on recruitment and promotion 

processes. This is important because gender diverse14 and age diverse15 teams can foster innovation. 

During recruitment, employers can: 

• Monitor and review the data on who is applying for jobs and who receives an interview invitation. 

Consider whether interview invitations are reproducing inequalities by excluding individuals based on 

gender and age (as well as other intersectional biases such as race, ethnicity, and disability). 

• Ensure evaluation criteria to assess job applications is tied to the job, weighted and pre-determined so 

evaluators do not shift criteria to favour applicants who fit a stereotypical profile. 

• Develop structured interview questions that are related to the job criteria and consider the candidate 

against that. Interviewers should also be trained to use ‘counter-stereotypical’ scenarios to question 
(either individually or collectively) how they react to candidate’s answers. 

• Consider how you may be using anonymous recruitment procedures. Organisations need to be aware of 

the unintended consequences that can arise from anonymous recruitment procedures and conduct 

rigorous testing and evaluation to ensure that the process does not exacerbate existing inequalities. 

Organisations may wish to consider using anonymisation for procedures that test work performance 

(such as work sample tests or job-specific questionnaires), rather than anonymising resumes. 
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During promotion, employers can: 

• Train managers to provide specific feedback. Women are more likely to receive feedback that is vague 

and unspecific, such as being told they are ‘too abrasive’ or ‘too demanding’. Managers must be trained 
to provide feedback that is specific, measurable, actionable, realistic, timely and thoughtful. 

• Develop employee careers. Employers must seek to ensure equal opportunities for career development 

are available. Managers should also be given specific guidance on how to avoid letting gender-based 

and age-based assumptions interfere with the allocation of career development opportunities. 

• Value alternative leadership styles. Organisations should develop new evaluation frameworks to ensure 

that alternative leadership styles and innovative parameters for leadership positions are equally valued 

and respected. This can include more options for part-time manager roles and valuing flexible working 

arrangements at all levels of the organisation. This can help to ensure that women progress into more 

senior roles at the same rate as men. 

6. Support training and transitions 

Some employers have non-leave based measures that support employees with children and caring 

responsibilities, especially when parents are first returning to work after a period of leave. This may include 

referral services, support networks, childcare supports, and stay-in-touch programs to support employee 

connection with the workplace while on leave and transition back to the workplace.16 As new parents return to 

work, some leading practice employers offer coaching on how to manage professional and personal 

commitments.17 

More mature workers may also benefit from training as people work for longer and re-enter the workforce at older 

ages. This includes training on newer technologies and upskilling that can counteract negative biases and 

perceptions that individuals have about more mature workers.18 In addition, employers can assist mature workers 

in identifying relevant and transferable skills and provide training where workers may be leaving an employer for a 

reason besides voluntary retirement.19
 

 

 

 

 

 

 

 

 

 

 
 

 

WGEA Resources 

WGEA Data Explorer: displays gender pay gap data (based on a census of non-public sector 
organisations with 100 or more employees that are required to report to the Agency and 
representing over 40% of Australian employees) 

Gender pay gap calculator: tool to assist employers to identify and analyse the causes of gender 
pay gaps within their organistions 

Parental leave: research and guides on designing equitable parental leave policies 

Flexible work: information and toolkits for mainstreaming flexible working arrangements 

Leadership: research and tools for progressing women into positions of leadership 

Recruitment and promotion: research and guide on addressing gender discrimination and bias in 
recruitment and promotion processes 

 

http://www.wgea.gov.au/
https://data.wgea.gov.au/?_ga=2.13567159.1862318774.1656039302-416216016.1651620799
https://www.wgea.gov.au/tools/the-gender-pay-gap-calculator
https://www.wgea.gov.au/parental-leave
https://www.wgea.gov.au/flexible-work
https://www.wgea.gov.au/women-in-leadership
https://www.wgea.gov.au/recruitment-and-promotion
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