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Inching Toward Equity 
in the Workplace
I frequently check in with Dan Cafaro — WorldatWork’s director of publications and 
my boss — via videoconference.  

We discuss all the usual stuff that you’d expect editorial types to discuss: story 
ideas, upcoming content calendar items and hot workplace trends, for example. 

(That said, there are days when we talk our share of baseball, the Beatles and Bob 
Dylan before we finally meander our way to the business at hand.)

During these conversations, Dan and I also lament the fact that we still need to 
frequently address the subject of disparities in the workplace — pay inequity, gender 
inequity, racial inequity and so on. 

Yes, there is much progress to be made to achieve true equity in the workplace. This 
issue of Workspan spotlights the deliberate actions of individuals and organizations 
to help us get there.  

In our cover story, Mark Athitakis looks at the way the pandemic has disrupted 
the American workforce, often to the disadvantage of minority and women workers. 
Athitakis delves into some of the reasons for these disparities. Moreover, he details 
what a handful of companies — including Delta Air Lines, Hewlett-Packard and Nike — 
are doing about it, in the form of the OneTen coalition, a group designed to help 1 
million Black Americans advance professionally throughout the next 10 years. 

Minority and women workers were being paid less than their male counterparts, 
of course, long before the coronavirus pandemic arrived, and some forecast that 
it will be decades before the earnings of minorities and women catch up to their 
workplace peers. 

In “Progress to Pay Equity: How Long is the Road Ahead?” new WorldatWork contrib-
uting editor Nu Yang assesses the progress made, while speaking with pay equity 
experts about how your organization can get to a better, more equitable place. 

Brian Levine, Ph.D., pay equity leader at Mercer, discussed hurdles that still stand in 
the way of true pay equity. 

“Pay equity is not a ‘one and done,’” Levine told Workspan. “Wherever there is 
discretion, pay equity issues can arise. What we see in our work is pay equity issues 
occurring at the point of hire. Despite regulations that companies cannot ask about 
prior pay, bargaining occurs, and gaps often are accentuated as new hires come in at 
different rates.”

Matt Damsker’s feature, “International Inequities,” complements Yang’s story, exam-
ining the state of pay equity outside the United States, where other regions stand on 
the path to fair and equitable compensation.

Equity gaps are often unintentional. But the measures that organizations are 
taking — from multiorganizational efforts like the OneTen initiative to straightforward 
internal steps like regular pay audits — are very much intentional and earnest in their 
attempts to keep us on the right track to achieving pay equity.  

Mark McGraw
Managing Editor of Workspan
He can be reached at 
mark.mcgraw@worldatwork.org
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Dustin Keller

As organizations accelerated the transition to remote work 
during the COVID-19 pandemic, employees fortunate enough 
to keep their jobs were left grappling with a new set of uncer-
tainties — managing feelings of burnout, grief and isolation, 
while scrambling to stay on top of their workload and main-
tain productivity. 

Between September 2020 and May 2021, Pathways at Work 
surveyed more than 2,200 individuals working across finance, 
advertising, marketing, information technology, accounting, 
facilities management and education to understand their 
top concerns. The results revealed an ongoing struggle with 
mental health. 

For example, nine out of 10 employees expressed concerns 
about burnout, citing the challenges of simultaneously 
balancing their home and work life in addition to layoffs, 
economic downturn, reduced headcount, concerns about 
unemployment and workplace accommodations. 

Today, nearly two years into the coronavirus pandemic, 
we aren’t entirely out of the woods. Instead, employees and 

Back in the Office, but  
Not Back to Normal

business leaders are navigating yet 
another transition period — the return to 
the office. And while it may be tempting 
to assume most employees are eager to 
“get back to normal” after making many 
challenging adjustments, the reality is 
much more complex. 

More than 30% of employees surveyed 
by Pathways at Work reported high 
levels of stress and anxiety, noting 
their symptoms had not resolved with 
businesses’ reopening efforts. This tells 
us that many working professionals are 
still reeling from the changes brought on 
by the pandemic, and failing to address 
this impact from an emotional, mental 
and behavioral health perspective could 
have a profoundly negative impact on 
return-to-work plans. 

Making Employee Mental Health Part of the Plan
As human resources leaders and business managers collab-
orate to welcome employees back to the office, there will 
naturally be a focus on physical health and safety measures, 
from gathering feedback about vaccination status to 
addressing concerns about exposure and enforcing mask 
safety. However, it is critical to remember that wellness is 
multifaceted; understanding how stress, anxiety, fatigue 
and burnout present themselves within the workplace 
context is fundamental to maintaining a complete picture of 
employee health. 

Once physical safety protocols are in place, equal priority 
must be given to understanding and supporting employee 
mental health throughout the return to the office and into 
the coming months. This should involve assessing employees’ 
mental health concerns before they return, planning for 
potential challenges throughout the transition, and proactively 
providing resources to address these and any new stressors 
that may arise down the road. 

Beating Burnout
Burnout is what happens when an employee is overextended 
at work and ignores stress signals from their body and mind. 
Across industries, employees have reported unprecedented 
rates of burnout, a natural reaction to an “always-on” work 
culture combined with increased feelings of fear, uncertainty 
and lack of control caused by the pandemic. 

Now, as they return to the office, Americans are at greater 
risk for burnout than ever before. While this poses obsta-
cles for businesses in the form of reduced productivity and 
creativity that ultimately affect overall employee perfor-
mance, it can also lead to increased absenteeism and higher 
health-care expenses. 

As far as professional stressors, employees’ industry and 
position, company culture and work hours all contribute to 
levels of burnout. While the specific causes can be different for 
any individual, some common factors include:
 • Increased job demands
 • Lack of support from colleagues and superiors
 • Long hours and a constant connection to work
 • Additional job responsibilities
 • Less time spent with family and friends
 • Feeling “used up” or experiencing emotional exhaustion
 • Lack of autonomy and control over their work
 • Constant changes in their work environment 
If you have identified burnout as a top concern among your 

employees, act quickly to address it. Creative solutions may 
include expanding the amount of paid time off, decreasing 
virtual meetings, challenging the 40-hour workweek and 
providing ongoing access to mental health support. For 

example, many companies are exploring 
ways to work with behavioral health 
experts to conduct employee training 
sessions that tackle common mental 
health concerns. 

Actively Addressing Stress and Anxiety
While most people experience stress 
at some point in their careers, recent 
changes to how we work and live have 
significantly increased employee stress. 
The Pathways at Work survey revealed 
that nearly a third of employees are 
now very concerned about their stress 
levels, which could potentially mani-
fest as poor sleep, absenteeism and 
decreased productivity, further height-
ening these issues in the workplace. In 
2021, nearly 59% of workers surveyed 
said they were still concerned with 
fatigue and insomnia. 

Unfortunately, inadequate coping 
mechanisms and unhealthy habits 
developed throughout the pandemic will 
not immediately disappear as COVID-19 
infection rates decline. If anything, 
these lingering levels of stress, fatigue 
and anxiety stand to cause even further 
damage to employee productivity, 
engagement, morale and retention. 

These numbers illustrate a vicious 
cycle, showing that stress remains 
high despite improvements in disease 
prevention and vaccination rates. In 
addition, and perhaps more significantly, 
the numbers signal the potential for 
stress to trigger other mental health 
concerns that could impact job produc-
tivity — including burnout, anxiety, 
depression and conflict.  

“ Once physical safety protocols 
are in place, equal priority must 
be given to understanding and 
supporting employee mental health 
throughout the return to the office 
and into the coming months.”
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For example, more than 60% of all employees surveyed 
reported concerns over their productivity, managing conflicts 
and building trust at work in 2021. With layoffs, turnover and 
remote hires changing the work environment, three out of four 
employees mentioned they were having trouble re-establishing 
the trust and bonds they shared with their co-workers before 
the pandemic. As HR professionals understand all too well, 
work environments with unresolved conflict can become a 
breeding ground for turnover, significantly impacting an organi-
zation’s retention rates. 

Because stress factors into so many other mental health 
concerns, a holistic approach to employee well-being is 
often most effective. The following are just a few examples 
of proactive steps organizations can take to mitigate the 
impact of stress:
 • Assessing and expanding wellness programs to include 
activities proven to reduce stress levels, such as guided 
meditations, mindfulness breaks, physical exercise or 
stress-management practices.

 • Encouraging leaders to set the tone and share their own 
experiences with a lunch-and-learn series about navigating 
stress at work.

 • Exploring early intervention with holistic mental health 
programs that can provide the resources employees need 
before they are struggling. 

Embracing Change, Rebuilding with Purpose
Just as our lives dramatically changed in the past two years, 
so has the workplace, and employees are returning at a time 
when conversations about mental health are at an all-time 
high. They may be sitting at the same desks next to the same 
colleagues as they were before, but recent shifts in how they 
work have inevitably transformed how they think about well-
being in the workplace too. This presents unique opportunities 
for companies to rebuild moving forward.

Improving employee stress management and emotional 
resilience starts with leadership initiatives and meaningful 
additions to employee benefits. Business leaders who have 
seen their employees struggle understand that improving 
company culture starts with well-being, and many are returning 
with new insights into how they can more effectively support 
their people and teams. 

From those in human resources up to members of the C-suite, 
leaders and decision makers realize they will be respon-
sible for creating a post-pandemic work environment that 
addresses the events of the past two years by taking a stance 
on employee wellness that considers the long-term impacts 
of the pandemic. 

Employees who felt burned out and exhausted by the lack 
of work-life balance they experienced during the pandemic 

will likely return to the office with new 
priorities and needs, expecting more 
autonomy and flexible working hours 
in addition to more compassion built 
into the company’s culture. As a result, 
investments in workplace programs 
that help employees cope with 
stress, anxiety and burnout are rising 
across industries. 

Organizations may find it overwhelming 
to address the mental health needs of 
their employees while also managing the 
logistics of being back in the office. After 
all, gathering insights about employee 
well-being and responding with the 
appropriate support is a big undertaking, 
and it will take experts years to under-
stand the full scope of the pandemic’s 
impact on our collective mental health. 

In the meantime, employers can focus 
on what we do know. While employees 
have improved their ability to manage 
negative emotions, most would 
still benefit from additional mental 
health support. 

To ensure the success of your work-
place transition, consider providers 
who offer comprehensive behavioral 
health programming that can support 
your returning employees’ emotional 
well-being by implementing programs 
with customizable, live and on-de-
mand training workshops, resources 
and tools. This approach will lead to 
impressive returns — including reduced 
health-care costs and absenteeism, and 
improved productivity gains — while 
creating an environment where people 
feel safe, supported and able to thrive. 

A productive and well-rounded 
workforce depends on leaders who can 
respond thoughtfully to the current state 
of employee mental health and tackle 
challenges head on. Moving forward, 
doing nothing is no longer an option. 
Dustin Keller, Ph.D is a licensed professional 
counselor and mental health service provider, and 
a national certified counselor who serves as vice 
president of clinical strategy for the Pathways at Work 
program. He can be reached at  
dustin.keller@pathwaysatwork.com. 

The Importance of Diversity, 
Equity and Inclusion
You cannot have a Whole-Person Workplace if employees don’t 
feel comfortable bringing their whole selves to work. People 
need to be valued and respected for all of who they are, 
and everyone must be put into situations where they can do 
their best work.

One lesson of recent years is that even well-meaning, 
non-prejudiced individuals can have blind spots about race, 
gender, sexuality, family responsibility and other issues that 
could lead to unconscious bias. This makes it even more 
important to include people with different backgrounds and 
life experiences in the decision-making process.

For example — and not to stereotype — some 60-something 
male leaders haven’t experienced the same work-family chal-
lenges that 30-somethings in their organization encounter. If 
only leadership is involved in work-family policy, they may not 
examine the same range of considerations they would if they 
involved people of different generations and family situations. 

We should also be aware that bias is sometimes embedded 
into processes and structures. To combat this, we need to 
assess our decision-making for patterns of results over time, 
determining whether there are disparities in how seemingly 
neutral policies play out for employees. For example, if women 
plateau at a certain level in your company, you need to 
examine why. Collect data by location, department, supervisors 
and local leadership to uncover and rectify systemic problems. 

After 2020’s social justice protests, many employers made 
public statements supporting racial diversity, but making 
changes has proved more difficult. For example, one research 
lab identified that their workforce lacked diversity on several 
fronts, despite the fact that they adhered to Whole-Person 
principles and felt they had created a welcoming culture. 

They ultimately saw that they generally recruited scientists 
from a small handful of graduate programs where they had 
personal connections, and that the organization had invested 
little in developing a more diverse talent pipeline. They are 
now making some long-overdue changes. 

A more proactive way to address concerns is to bring 
together a diverse team of employees to participate in 
systemic solutions. One good way to do this is through 
employee resource groups. However, ERGs should not only 
consist of individuals directly affected by the issue or category. 
Leadership and HR should be included, kept abreast of issues 
and then brought in on developing solutions. Scott Behson

Further, there is no room for harass-
ment in a Whole-Person Workplace. All 
employees should feel physically and 
psychologically safe at work. Everyone, 
but especially managers, need to be fully 
oriented on these issues, and employers 
should conduct thorough background 
checks during the hiring process. 

Harassment claims must be taken 
seriously, using proper grievance 
procedures and in-depth investigations. 
Whole-Person Workplaces do not protect 
abusers over those they hurt. 

Finally, there is considerable evidence 
that companies with more diverse 
leadership teams outperform those 
without such teams. This makes sense, 
as diversity helps companies appreciate 
and understand different perspectives, 
become more in tune with the needs of 
a diverse set of customers and stake-
holders, and are better able to manage 
diverse workforces. But you can’t reap 
the benefits of diversity if your culture, 
consciously or unconsciously, fails to 
properly value individual differences. 

Promoting Whole-Person Workplace 
values requires leaders, managers and 
HR professionals to retain, invest in and 
fully appreciate the contributions of the 
full range of whole people you employ. 
By doing so, we build workplaces that 
work for everyone. 
Scott Behson, Ph.D is a professor of management and 
Silberman Global Faculty Fellow at Fairleigh Dickinson 
University and the author of “The Whole-Person 
Workplace: Building Better Workplaces Through Work-
Life, Wellness and Employee Support.” He can be 
reached at behson@fdu.edu. 
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they intend to pay remote employees the same as in-office 
workers no matter where they live, while 18% intend to set pay 
levels by looking first at the market value of an employee’s 
skills and then factoring in their location.” 

Let’s look at some options of setting a remote workforce’s 
compensation strategy:
 • Set pay rates by the location of the corporate headquarters 
or regional office. Remote employees’ pay structure is deter-
mined by the office to which they are the closest.

 • Set pay rates based on the remote-work location of the 
worker, such as their home address. 

 • Set pay rate based on the U.S. national level, adjusting 
upward for the remote-work location if in a more expensive 
geographic area. 

 • Set all employee pay rates at the same level, irrespec-
tive of location.  
Although you could structure your remote worker compensa-

tion as mentioned above, or perhaps a different way particular 
to your industry, make certain that the approach you take is 
consistent and fair across all employees. After deciding your 
philosophy, let’s explore five best practices when determining 
how to pay remote workers.  

Define the Remote-Eligible Roles
Before you establish your compensation strategy, you 
first need to identify the roles that can be done remotely. 
Unfortunately, not all jobs are eligible for remote work. As 
reported by McKinsey, more than half of the workforce do not 
have jobs that fit for working remotely.  

Jobs in the professional services, management, financial and 
information sectors have the highest probability of remote 
work options, while food services, construction, transportation, 
warehousing and manufacturing have little to no options 
for remote work.  

However, it’s not as simple as lumping all management jobs, 
for instance, into one remote pay strategy. You’ll need to 
consider work-related issues, such as employment and corpo-
rate taxes, legal and regulatory issues, time zones, benefits 
offerings and overall costs, perhaps requiring you to offer 
multiple compensation strategies for your remote workers.  

Decouple the Employee’s Location from Job’s Pay
Many organizations tied pay to location and if you worked 
in New York or San Francisco — two cities known for high 
cost of labor — you received New York or San Francisco pay 
rates. On the other hand, if you lived in Kalamazoo, Mich., the 
most affordable city in the U.S., your pay would be based on 
Kalamazoo rates.  

However, now that employers and employees have 
experienced the benefits of working remotely, businesses 

face challenging decisions on pay 
and location.  

Employees may argue that they should 
be paid for the value they bring to the 
organization, irrespective of where 
they perform their work. Employers will 
make the case that they have a fiduciary 
responsibility to pay competitive wages, 
but not in excess. Both are correct.  

One solution is to apply the same 
approach we have used (without 
controversy) for years. Shift differentials 
in pay for employees doing the same 
job for different wages based on when 
they work. Practically speaking, this is 
accomplished through a line item on the 
paycheck. Applying this same approach 
to geographic differentials satisfies both 
the employees’ and employers’ concerns.  

A line item for geographic differentials 
effectively decouples the work being 
done from the location it is being done 
in. When an employee relocates, their 
rate of pay for the job remains the same, 
but the geographic differential may 
adjust accordingly.  Justin Hampton

In the past 20-plus months, we’ve been collectively experi-
encing tectonic shifts in the workplace. One shift that is likely 
here to stay is remote work.  

We have long had the technology to support remote work, 
but the remote culture lagged. Now, with both the “cultural 
and technological barriers’’ broken down during the past 
couple of years, remote work is a possibility for more people 
than ever before. According to a recent McKinsey study, “more 
than 20% of the workforce could work remotely three to five 
days a week as effectively as they could if working from an 
office. If remote work took hold at that level, that would mean 
three to four times as many people working from home than 
before the pandemic.”  

With the number of remote workers rising, new issues 
emerge. One question that keeps popping up in the HR 
suite: How do you pay remote workers?  

Setting a Strategy
Determining Compensation for a  
Distributed Workforce

This singular question leads to other 
questions for employers, including: 
 • Which pay strategy should we use with 
remote workers?

 • Is pay tied to work location?
 • Is pay tied to output?  

Choose a Compensation Strategy
Employers adopting remote work prac-
tices will need to determine how to pay 
remote workers. And one question looms 
large: Should remote employees be paid 
the same as on-site workers no matter 
where they live?  

According to a recent Willis Towers 
Watson study, “six in 10 employers say 

©
 D BAN

K 

“ Before you establish 
your compensation 
strategy, you first need 
to identify the roles that 
can be done remotely. 
Unfortunately, not 
all jobs are eligible 
for remote work. As 
reported by McKinsey, 
more than half of the 
workforce do not have 
jobs that fit for working 
remotely.”
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Providing Transparency About Pay 
Most employers aren’t strangers to pay transparency policies, 
regulations or statutes. The push for pay equity has taken front 
and center in employee compensation best practices — from 
prohibiting pay discrimination to affirmatively disclosing pay 
differentials to job applicants and employees alike.  

Transparency may play a key role in managing remote work.
Decoupling the geographic differential from the employee’s pay 
can be an effective policy. And, if the geographic differentials 
are published, employees will have a clear understanding 
about how their total take-home pay may change based on 
their location. This level of pay transparency will result in a 
greater understanding of the compensation philosophy and 
employees will be equipped to make informed decisions about 
their compensation. 

Determine the Geographic Differentials
As of April 2021, more than half of organizations either did not 
have a policy or were updating their policy. How the geographic 
differentials are developed and applied can vary dramatically 
across companies. Most compensation professionals under-
stand the importance of basing the geographic differentials on 
cost of labor, rather than cost of living. However, there is not 
a one-size-fits-all approach to determine the amount of the 
differential.  

For corporate roles, our recommendation is to create cost of 
labor “zones” and to group locations in similarly compensated 
labor markets. Differentiating by less than 5% may add signifi-
cant complexity while providing minimal value.  

For non-corporate roles, the degree of variation will depend 
on the organization and employees. Large retail organizations 
with hundreds or thousands of locations may create differen-
tials as low as $0.05 an hour for their retail staff. Though highly 
granular, the volume of these workers in an organization may 
result in millions of dollars of annual expenses.  

There are many resources that can be used to determine the 
overall geographic differential for a location. However, applying 

a singular differential to all of your salary 
surveys to determine the market value of 
a role may be more complex than simply 
adding a premium or discount.  

As we discuss in the article “Your 
Geographic Differentials are Probably 
Wrong,” the salary survey participants 
can greatly influence the geographic 
differential of the data. Each salary 
survey should be evaluated to determine 
the amount of the geographic differential 
built into the cohort. 

Flexible but Accountable 
Flexibility has always been a highly desir-
able perk for employees, but it has become 
a cornerstone of most post-COVID work-
places trying to remain competitive. While 
there are huge benefits for employees and 
employers alike, flexible work schedules 
(and locations) do not mean it’s a free-
for-all for off-site employees.  

Enter accountability. Accountability 
is what makes remote work, well, work. 
Employers can give employees the 
flexibility they desire while holding them 
accountable through setting expec-
tations, scheduling weekly meetings, 
encouraging communication and priori-
tizing outcomes over activity.  

“Work is no longer a place,” as 
WorldatWork CEO Scott Cawood has 
pointed out. “With remote working 
requests continuing to emerge and 
surprise leaders, companies are re-eval-
uating how to create cohesive, consistent 
and fair geographic pay policies as 
employees push to straddle multiple 
geographies. What used to only be 
an occasional issue is now a frequent 
request, and savvy employers will need 
to respond with fair, transparent and 
attractive geographic pay policies for 
distributed workforces if they wish to 
remain competitive.”  
Justin Hampton is the founder and CEO of Compen-
sation Tool, a compensation benchmarking web 
application. He can be reached at  
justinhampton@compensationtool.com. 

“ The push for pay equity nationally and 
statewide has taken front and center in 
employee compensation best practices 
— from prohibiting pay discrimination to 
affirmatively disclosing pay differentials 
to job applicants and employees alike.”

• Find solutions to your organization’s challenges.
• Share and obtain resources, including files 

and relevant links.
• Build and expand your personal network.
• And more!

Engage Now
worldatwork.org/engage

the online community for WorldatWork members
ENGAGEENGAGEENGAGE

NEW!

21Q4-WS-Engage.indd   121Q4-WS-Engage.indd   1 11/2/21   3:40 PM11/2/21   3:40 PM
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EXPLORING THE EMPLOYMENT GAP

PANDEMIC
DISPARITIES

BY MARK ATHITAKIS, WORLDATWORK
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For decades, employers have increasingly relied on 
a four-year college degree as a baseline qualifying 
credential for a job interview, but the popula-
tion with degrees has hardly kept up with that 
requirement. Dismissed by Degrees, a 2017 study by 
researchers at Harvard Business School, found that 
70% of the listings for office supervisor positions 
required a bachelor’s degree, even though fewer 
than 35% of people in those jobs possess one.

This “degree inflation,” as the Harvard researchers 
called it, has been especially divisive when it comes 
to potential employees who are people of color: 
Blacks and Latinos possessed only 11% and 14%, 
respectively, of bachelor degrees conferred in 2017, 
at a time when that degree is often the minimum 
standard for well-paying jobs. 

The degree-as-qualifier was created as a way to 
guarantee that entry-level workers have a baseline 
grounding in technology, but degrees don’t always 
mesh well with job needs. “Many companies took 
the easy route of using the four-year college degree 
as a proxy,” Harvard Business School’s Manjari 
Raman told the BBC in early 2022. “‘I know if they 
have a degree, they’ll be able to use an iPad. They’ll 
be able to use Excel.’”

So, degree inflation has elbowed out minority 
workers at precisely the moment when corporations 
have boasted about embracing more inclusive hiring 
practices in response to such social movements as 
Black Lives Matter and the push for more flexible 
work-at-home arrangements. 

In response, a group of Fortune 500 executives — 
including former Merck CEO Ken Frazier and former 
American Express CEO Ken Chenault — helped 
launch OneTen, a nonprofit intended to place 1 
million Black Americans into “family-sustaining 
jobs” in the next 10 years. Eradicating degree infla-
tion is one of the tentpoles of that effort. 

“If you look at Black talent in the workforce, 76% of 
those 25 and above do not have a four-year degree,” 
said OneTen CEO Maurice A. Jones. “We can’t do this 
work unless we get rid of this barrier. One pathway 
to work may be a four-year degree. But it can’t be 
the only pathway. Because if it is, then you’re basi-
cally locking out access to earning your way to the 
middle class for 76% of Black talent.”

THE COVID-19 PANDEMIC, 
COMBINED WITH A 
RESURGENT SOCIAL 
JUSTICE MOVEMENT 
IN 2020, HAS EXPOSED 
A HOST OF LONG-
RUNNING WORKPLACE 
CHALLENGES. AMONG 
THEM IS A DISPARITY 
BETWEEN THE SKILLS THAT 
ARE APPROPRIATE FOR A 
JOB AND THE SKILLS FOR 
WHICH JOB LISTINGS ASK.
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Addressing that challenge will require a mix of 
tactics, Jones and other experts say. It means 
employers will need to become more attentive 
to the true skills a job requires, with a realistic 
look at what credentials are necessary to fill 
them. Education partners will need to tailor their 
work to ensure workers gain those skills. And HR 
departments will need to alter their hiring and 
promotion practices.

“We have to create a high-functioning team among 
employers that has not been done before and scale 
it,” Jones said. “That’s the real challenge, but there’s 
no question in my mind that this is doable.”

CAUSES AND IMPACT
Degree inflation, and the disparities it creates, is 
a combination of two forces. One is technological: 
Since the 1980s, the ubiquity of computers and 
increased automation in the workplace have 
changed the baseline skills required for workers 
across industries. 

But a growing service industry has also led to 
employers putting a stronger emphasis on soft 
skills such as team building, communication, 
organization and collaboration. As Dismissed by 
Degrees put it: “The growing prominence of social 
skills across occupations raised the value of four-
year college degrees in the eyes of employers, as a 
minimum qualification for jobs that paid well and 
were a basis for upward mobility.”

But that emphasis on the four-year degree has 
played a role in a softened workforce. According 
to the Bureau of Labor Statistics, workforce 
participation has declined since its peak in 1997. 
And it’s created substantial degree gaps in a host 
of industries. Multiple supervisory job roles have 
“degree gaps” (that is, differentials between jobs 
requiring a degree and people in the job who actu-
ally possess one) of more than 40%, the Harvard 
researchers found. 

All of which points to the need to rethink what 
education looks like for entry-level supervisory 
positions — and for opportunities for promotion 
within a company. “It often requires something less 
than a degree — very specific skills that will allow 

them to be eligible for a very specific job,” said 
Kristen Hamilton, senior vice president of strategic 
partnerships at Guild Education, which provides 
training and upskilling for corporations, and is a 
participant in OneTen. 

At companies such as Walmart and Chipotle, 
Hamilton said, Guild Education focuses on providing 
upskilling opportunities for frontline workers who 
might not otherwise see a degree program as 
available or appealing. The training is tailored to the 
particular needs of a company, Hamilton said. 

“We look at the unique needs of each company. 
Sometimes those needs are around tech — how do 
we get these high-skilled jobs that are hard to fill? 
And sometimes it’s, ‘How can we get more store 
managers?’ Chipotle had a challenge with retention 
and had difficulty finding store managers. So, we 
create pathways within a company that are really 
unique and specific to those needs.”

Notably, that approach tends to improve the 
fortunes of people of color. Guild Education reports 
that Black participants in its Walmart program, Live 
Better U, are 88% more likely to receive promotions 
than non-participants, and Latino participants are 
71% more likely to be promoted.

That’s a boon for retention, but it’s also designed 
to help participants satisfy individual goals. “We 
make sure that every single bit of training and 
skilling that is done is stacking toward the oppor-
tunity for that person to earn a degree over time, 
so they don’t miss out on that — we know that 
matters,” Hamilton said. “However, we also know 
that, in the immediate term, the question is, ‘How 
can I have better opportunities via a job that allows 
me more income?’”

HR BARRIERS
That ambition can often hit a brick wall at the 
point of the job listing if a college degree is 
required. Jones said a cultural movement within 
HR departments is necessary to avoid the reflex 
of making a four-year degree a requirement. He 
points to the example of Accenture, which in recent 
years has made a dedicated effort to explore new 
skill requirements. 

“When they started, over 80% of their jobs, on 
paper, required a four-year degree. But when they 
did the hard work of working with HR, working with 
hiring managers, working with people managers, 
working with certain departments, they moved from 
80% to 48%,” he said.

Accenture’s own research lays out some strategies 
for how that work can be done regardless of the 
company, and in categories outside of race and 
ethnicity. A 2022 report titled Hidden Workers: 
Untapped Talent, produced in partnership with 
Harvard Business School, made a handful of 
recommendations to HR departments: stronger 
familiarization with “skills profiles of hidden 
workers” (that is, qualified but underemployed or 
marginalized workers), customized training and 
partnerships with organizations with expertise in 
particular groups. It also recommends that compa-
nies look for skill sets among underrepresented 
groups that are good fits for the organization: 
veterans in aerospace, for instance, and neurodi-
verse workers in technology.

Incentives for those doing the hiring are 
important, Jones added. “We need to be working 
on training and incentives for hiring managers 

and people managers, making sure that people 
really are learning how to focus on skills, irre-
spective of whatever credential journey [potential 
hires] may have.”

An action plan for promoting those workers is also 
important, said Hamilton. “People may not neces-
sarily be a front-end software developer right away, 
but it could be moving there from an entry-level 
role, doing IT help desk work,” she said. “But we 
want to make sure that people don’t get stuck there 
and can pursue even higher-wage and higher-skilled 
jobs past that. You need that second step.”

FUTURE FOCUSED
In its first year, OneTen has attracted 60 member 
companies across more than 30 industries —
including Delta Air Lines, Hewlett-Packard and Nike 
— that have hired about 20,000 Black employees 
to perform what it calls “family-sustaining jobs.” 
In addition, there have been approximately 4,000 
promotions within that class. That’s not on pace for a 
million hires in 10 years, but Jones sees the numbers 
rising fast as more partners come aboard and the 
awareness of new hiring approaches increases.

That’s easier as employers see the business case 
for that hiring. That effort “translates to employer 
success in terms of people staying longer at 
companies and being promoted at a higher rate 
at companies,” Hamilton said. “The profile of an 
employer’s brand is significantly increased if they 
provide skilling and education to their workers.”

Jones also noted that the approach can apply to a 
range of industries. The effort is more successful if 
the jobs are also diverse, rather than trying to press 
candidates into a narrow mix of retail or tech jobs. 

“There are 800,000 open manufacturing jobs out 
there, and one of the things we have to do is to find 
organizations who can prepare people for those,” 
Jones said. “We have such great non-IT demands. A 
real part of this job is going to be aligning supply 
with demand. It’s a matching job.” 
Mark Athitakis is a freelance writer and frequent contributor to 
Workspan. He can be reached at mathitak@gmail.com.

“WE HAVE TO CREATE 
A HIGH-FUNCTIONING 

TEAM AMONG EMPLOYERS 
THAT HAS NOT BEEN 

DONE BEFORE AND SCALE 
IT...THAT’S THE REAL 

CHALLENGE, BUT THERE’S 
NO QUESTION IN MY MIND 

THAT THIS IS DOABLE.”
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BY NU YANG, WORLDATWORK

HOW LONG IS THE ROAD AHEAD?

Progress
Equity
on Pay
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database company Statista released a U.S. gender wage gap report based 
on a minimum of 500,000 full-time workers. The report showed female 
employees working in health care and social assistance earned $817 per 
week on average in 2019, while their male counterparts earned $1,123 in 
the same timeframe. 

Other figures disclosed retail trade female employees earned $632 
per week on average, while their male counterparts earned $747; female 
employees working in educational services earned $980 per week 
on average, while their male counterparts earned $1,170; and female 
employees working in finance and insurance earned $944 per week on 
average, while their male counterparts earned $1,538.

This kind of data begs the question: Why does pay inequity still exist in 
today’s workplace? According to some experts, there are certain hurdles 
keeping companies from achieving true pay equity. 

“Pay equity is not a ‘one and done,’” said Brian Levine, Ph.D., global 
and U.S. pay equity leader and partner, strategy and analytics at Mercer. 
“Wherever there is discretion, pay equity issues can arise. What we see in 
our work is pay equity issues occurring at the point of hire. Despite regu-
lations that companies cannot ask about prior pay, bargaining occurs and 
gaps often are accentuated as new hires come in at different rates.”

In his role at Mercer, Levine said the tougher issue he sees is equity in 
opportunity versus pay equity. “In other words, ensuring equitable access 
to senior roles. To get there is a longer-term effort, because even with 
equity in hiring, promotion and retention, there is only so much churn in 
a workforce year-to-year. Equity in 
representation requires long-term 
focus and commitment.”

Brad Hill, principal at Clearwater 
Human Capital, thinks it all comes 
down to money. 

“Companies have many competing 
objectives for a limited pool of pay 
increase dollars: pay at market, 
pay-for-performance, pay a living 
wage to all, pay equity, keep up 
with changes in cost of living,” he 
explained. “It is difficult to do any 
of these well with a total available 
pool of 3% or 4%. To address pay 
equity, it must be set as a higher 
priority or the overall increase 
budget must be increased.”

In December, the New York Times 
reported on a survey of more than 
80,000 physicians that revealed 

female doctors make less than their 
male counterparts starting from 

their very first days on the job. 

Published in the medical journal 
Health Affairs, the survey found 

researchers estimating that, “over 
a simulated 40-year career, male 

physicians earned an average  
of $8.3 million while women  
made roughly $6.3 million —  

a nearly 25% difference.”

“ Companies have 
many competing 
objectives for a limited 
pool of pay increase 
dollars: pay at market, 
pay-for-performance, 
pay a living wage to 
all, pay equity, keep 
up with changes in 
cost of living,”

And in April 2021,
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Slow Progress 
The gender gap in pay has remained relatively 
stable in the United States during the past 15 years, 
according to Pew Research Center findings. In its 
latest analysis of median hourly earnings of both 
full- and part-time workers, women earned 84% of 
what men earned in 2020. Based on this estimate, 
it would take an extra 42 days of work for women to 
earn what men did that year, the report said. 

“Pay equity issues persist because of decentral-
ized decision making,” Levine said. “Bargaining 
works against women and people of color at the 
point of hire and at the point of promotion too. 
Behind pay equity adjustments, managers move 
to re-establish pay rankings in subsequent cycles. 
Managerial training and clear guideposts for deci-
sions are critical.”

The COVID-19 pandemic 
also made a significant 
impact on the racial and 
gender pay gap. According 
to an article from the U.S. 
Department of Labor, the 
pandemic set women’s 
labor force participation 
back more than 30 years.

“In February 2021, 
women’s labor force 
participation rate was 
55.8% — the same rate 
as April 1987,” wrote chief 
economist Janelle Jones. 
“And women of color and 
those working in low-wage 
occupations have been 
the most impacted.”

Levine said COVID-19 
created more challenges for women and people 
of color because they disproportionately serve in 
industries and roles that faced reductions. “From 
a pay equity perspective, we might now be seeing 
increasing gaps as companies are more aggressively 
hiring and we see new hire pay gaps. We also have 
seen cases where increasing success in diverse 
hiring at senior levels is, paradoxically, associated 
with reduced pay equity because the diverse hires 
are coming in at lower rates. Companies need to 
ensure equity in all efforts, simultaneously, and that 
is a tough challenge.”

The pandemic also altered conversations about 
pay equity in several different ways.

“We’ve seen companies constrained on pay 
budgets do more to address ‘overpaid’ men and 
whites, when the solution generally has been to 
increase pay for ‘underpaid’ women and minorities. 
This focus on both sides of the pay distribution, we 
believe, can serve to accelerate progress on pay 
equity,” Levine said. 

Hill thinks the Black Lives Matter movement was 
also a primary driver of productive conversations 
about pay inequities over the past two years. 
“During this time frame, we have had a pandemic, 
but we have also had one of the biggest movements 
in U.S. history, Black Lives Matter, which also raised 
awareness of all minority challenges.”

Outside forces, such as the pandemic and the 
racial justice movement, have had a ripple effect 
internally at companies as more organizations do 
more to ensure they’re in compliance and their pay 
practices are legal.

According to Hill, compliance can come in two 
ways: doing what is necessary to comply with the 
law or believing that pay inequities are unfair and 
doing everything in their power to correct them.

“Complying in the first way is better than nothing, 
but it won’t fundamentally change the work culture 
that gave rise to and perpetuates inequities,” he 
said. “Companies need to fix the problem because 
it is the right thing to do, not because they need to 
comply with the law.”

Levine suggests companies conduct an annual pay 
equity review aligned to the compensation calendar. 
“It supports disclosure and a uniform standard 
across the company, in all jurisdictions. Done right, 
it is consistent and supportive of equity laws across 
jurisdictions. Where issues are found, the analysis 
recommends individuals for further review and 
potential pay adjustments.”

Equal for All
In Finland, a new law will allow workers to check 
what their colleagues are earning if they suspect 
they are being discriminated against. The bill is part 
of a bid to close the wage gap between men and 
women, according to Reuters, and is expected to be 
passed in parliament before elections in April 2023.

Here in the U.S., a new Colorado law called the 
Equal Pay for Equal Work Act went into effect in 

“ Pay equity issues 
persist because of 
decentralized decision 
making. Bargaining 
works against women 
and people of color 
at the point of hire 
and at the point of 
promotion too...”
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January 2021, requiring companies in the state to 
report the expected salary or pay range for new 
hires, including remote positions.

But should employees know how much their 
colleagues are making?

“This is a tough issue,” Levine said. “People 
are paid differently than one another for many 
legitimate reasons, even within a job, because of 
differences in performance, experience and skills. 
It’s also the case that people are paid differently 
because of environmental factors like labor market 
conditions at the point of hire. Even if an employer 
wants to enforce pay parity between incumbents 
and new hires, budget constraints make it tough to 
do quickly and certainly at any point in time. Sharing 
pay rates person-by-person can focus employees 
on inequities that aren’t realities.”

Knowing what their colleagues are getting paid can 
be viewed as “gossip,” said Hill. 

“It is juicy, exciting, interesting information, but 
there is nothing contained within that information 
that helps them learn, grow, perform at a higher 
level or earn more,” he said. “Everyone has a 
different impression of who should get paid what. 
There will never be a consensus on fair employee 
pay, and knowing the pay of your colleagues will 
always result in more negative outcomes than posi-
tive. The best we can do is articulate a pay policy 
and stick to that policy, without exception.”

Consuela Pinto, a shareholder at Fortney & Scott, 
advises clients on equal employment opportunity 
laws. As more transparency laws go into effect, she 
sees more privacy questions being raised around 
whether employees want their pay publicized. 

“We should be thinking about transparency on a 
broader level that’s less invasive, such as making 
pay ranges available on job postings and reinforcing 
the fact employees may share this information 
among each other,” she said.

Writing for WorldatWork, David Cichelli, revenue 
growth advisor for the Alexander Group, suggests 
compensation managers and sales leaders conduct 
several tests, such as a total earnings test and a 
pay component test, in their sales compensation 
programs to investigate pay differences. 

“A deeper look may reveal hidden, unconscious 
practices that harbor unintended biases,” he wrote.

For the American workplace to see true pay equity, 
Hill said, organizations need to identify their pay 
inequities and develop a plan to resolve them over 
a three- to-five-year timeframe. 

“Identifying pay inequities does not require high-
priced consultants doing complicated analyses. It 
requires money,” he said. “Companies must prior-
itize the reduction of racial and gender pay gaps 
and allocate their pay increase budgets to reflect 
this priority.”

Levine thinks companies need to focus on pay 
equity annually. “It’s also the case that companies 
need to consider controls to address root cause 
drivers like inequity in pay at the point of hire. The 
emerging disclosure standard will force holdout 
companies to prioritize such review and process 
improvements,” he said.

Pinto is also for an annual 
pay analysis that will help 
companies dig deeper into 
why some employees are paid 
differently than others. She finds 
that her clients often discover 
it’s for legitimate reasons, but 
sometimes, companies find 
they may need to take a closer 
look at how they’re conducting 
performance reviews. 

Heading into 2022, there is a 
renewed focus on companies 
tackling pay equity. For example, WorldatWork’s 
2021 “Pay Equity Study” found that 66% of organi-
zations reported taking action on pay equity, up 6 
percentage points from 2020.

Pinto anticipates more litigation among employees 
against their employers, and state and federal 
agencies stepping up in this space to enforce 
more transparency and pay data reports. She also 
predicts more intersectional analysis, where instead 
of looking at compensation comparing men and 
women or white and minorities, there will be a push 
from employers to see race and gender together, 
such as white men and Black women. 

“I see more of a focus on addressing intersectional 
gaps — gaps for women of color, for example — and 
gaps for other groups, e.g., LGBTQ+, as organizations 
move to collect such data with proper precau-
tions,” Levine said. “I also see a greater focus on 
individual-level equity — leveraging the pay equity 
process to ensure a baseline level of equity for 
all employees even where there are no issues by 
gender or race. This will be important in an era of 
greater pay transparency.” 
Nu Yang is a writerand editor for WorldatWork. She can be reached 
at nu.yang@worldatwork.org.

“ Companies must 
prioritize the 
reduction of racial 
and gender pay gaps 
and allocate their pay 
increase budgets to 
reflect this priority.”
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INTERNATIONAL
INEQUITIES
A LOOK AT PAY DISPARITIES AROUND THE GLOBE

BY MATT DAMSKER, WORLDATWORK
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Since then — and on a global basis — pay equity 
has risen high on the list of corporate and social 
justice agendas. And yet the gender pay gap 
continues in societies worldwide, with the World 
Economic Forum (WEF) now estimating that it will 
take 136 years to close the gap, in large measure 
due to the effects of the COVID-19 pandemic. 

 “Preliminary evidence suggests that the health 
emergency and the related economic downturn 
have impacted women more severely than men, 
partially reopening gaps that had already been 
closed,” reported WEF, which calculated worldwide 
gender parity through economic participation and 
opportunity, political empowerment, health and 
education across 156 countries. 

The COVID disruption only adds urgency to the call 
for pay equity, and for laws and regulations that can 
make a real difference in the lives of workers and 
their families.  

According to Pat Milligan, strategic advisor and 
board member of EDGE, the global certification 
organization for gender equity, “it took tremendous 
courage for Ms. Ledbetter to come forward and 
demand equal pay for equal work. Her name is now 
synonymous with the fight for pay equity.

“But sadly, over the course of the past decade, 
we have only closed the gap by 4 cents. Women in 
the U.S. are still paid just 82 cents for every 
$1 a man is paid. Globally, women earn 23% less 
than a man. And the gap is wider when you look 
at Black, Indigenous and Latina women. The good 
news? There is broad and growing consensus that 
pay equity is a priority.”

That said, existing global reporting requirements 
are varied, making it difficult for multinational 
companies to achieve compliance despite their 
commitment to change. According to a recent 
presentation by Fisher Phillips attorney William 
David Wright, some firms are opting for the strictest 
standards to ensure compliance. “However,” Wright 
added, “it can be hard to apply subjective criteria 
like ‘equal pay for equal work’ and make a neutral 
decision that a job isn’t of the same value as 
another position.”

Pay Equity and Empowerment 
Recognizing this, some geographies impose more 
demanding pay equity requirements than others. 
For example, in Ontario, Canada’s most populous 
province, the Ontario Pay Equity Act not only 

requires equal pay for work of equal value, it also 
calls for an adjustment of wages in “female job 
classes” to ensure they are equal to wages in  “male 
job classes” that are comparable in value. 

Thus, Ontario employers must determine job 
classes and identify their value based on skill, effort, 
responsibility and work conditions. They must also 
conduct comparisons for all female job classes and 
adjust wages of underpaid female job classes to 
achieve pay equity.

Less rigorous pay equity requirements tend not to 
rely on female versus male job classes so much as 
employee population size. In Australia, entities with 
100 or more employees must report to the govern-
ment the pay for women compared to men. In the 
U.K., employers with at least 250 employees must 
publish data about the difference in average pay 
between men and women, paying attention to total 
compensation as a factor, not just base pay. 

Importantly, there’s growing recognition that 
employee access to employers’ pay information is an 
empowering right. In Germany, companies with more 
than 200 employees must provide pay information 
access, while firms with more than 500 workers are 
subject to compulsory pay equity reporting and 
publishing. Employers also face a difficult burden of 
proof in claiming that gender is not a factor in lower 
pay for women. 

A LACK OF TRANSPARENCY IN PAY 
DATA WAS LARGELY TO BLAME FOR THE 
ONGOING INATTENTION TO PAY EQUITY, 

UNTIL THE OBAMA ADMINISTRATION 
FINALLY GAVE THE ISSUE SOME TEETH 
WITH ITS FIRST PIECE OF LEGISLATION 
— THE LILLY LEDBETTER FAIR PAY ACT 
OF 2009. THE ACT SAID THAT EACH 

PAYCHECK REPRESENTING COMPENSATION 
DISCRIMINATION IS A SEPARATE NEW 

VIOLATION, AND IT EXPANDED THE TIME 
PERIOD FOR FILING A COMPLAINT UNDER 

THE LAW. ORGANIZATIONS, SUDDENLY 
FACED WITH A NEW LEVEL OF POTENTIAL 
LIABILITY, WERE ON NOTICE: PAY EQUITY 

MATTERED IN THE 21ST CENTURY.

PRELIMINARY EVIDENCE 
SUGGESTS THAT THE 
HEALTH EMERGENCY 

AND THE RELATED 
ECONOMIC DOWNTURN 

HAVE IMPACTED 
WOMEN MORE 

SEVERELY THAN MEN, 
PARTIALLY REOPENING 

GAPS THAT HAD 
ALREADY BEEN CLOSED.
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More broadly, the European Union proposed 
new legislation in 2022 requiring EU companies to 
ultimately face financial sanctions if they fail to pay 
women and men equitable salaries, and to give job 
candidates access to salary information in employ-
ment interviews. 

In Japan, regulations go beyond equal pay for 
equal work and toward a more value-interpretive 
component: Japan’s companies with more than 
300 employees must regularly publish information 
regarding women’s “participation and advancement” 
in the workplace.

Cultural Norms, Corporate Impediments
There are, of course, deep-rooted cultural norms that 
have stood in the way of pay equity — and in the way 
of women’s and minorities’ workforce participation 
itself — across the globe, from South America to Asia 
and the Middle East. In that regard, multinational 
companies can be a force for cultural change just 
by dint of ensuring greater pay equity systems and 
equity policies throughout the enterprise.    

“From activist investors to executives who want 
to do the right things, organizations are doing more 
and doing it across their global footprint. And as 
they do, I think we will see greater equity across 
countries,” said Brian Levine, global pay equity 
leader with Mercer. “It’s not just about meeting 
compliance, it’s about ensuring that companies are 
moving toward a uniform standard across all the 
countries in which they operate.”

To that end, it is more than a question of 
compensation. What factors impede pay equity and 
workplace equity? 

“It really is access for women and people of 
color to higher roles, and what processes keep 
us, in our organizations, from providing access,” 
said Lea Lønsted, Mercer pay equity leader for 
Europe and the U.K., during a recent webcast on 
global pay equity. 

“Is it the talent development process? A lack of 
flexibility? A glass ceiling?” 

Companies that can answer those questions are 
closer to an equity solution.

One organization determined to do just that is 
Natura &Co, a global beauty brand composed of 
four leading companies (Aesop, Avon, Natura and 
The Body Shop), with 35,000-plus employees and 
associates in 100 countries. Natura’s strategy began 
in 2020 with an independent pay equity study of its 

processes and workforce, and a clear definition of 
pay equity: “Employees who perform the same role, 
in the same location, with the same responsibilities, 
experience, performance and skills should be paid 
equally whatever their gender or race-ethnicity.” 

Natura also set aggressive goals of equal repre-
sentation, aiming for 50% women on its board/
senior team by 2023; equitable pay, by closing 
gender pay gaps by 2023; and a living wage or above 
for every Natura employee by 2023. Among the key 
data points determined were the “raw pay gap,” or 
the difference between the average of all women’s 
pay and the average of all men’s pay irrespective of 
role, location or experience. 

Drilling into the raw pay gap, the study isolated 
pay gap differences that can be explained (by 
location, experience, performance and role) and the 
small percentage (0.9%) that cannot be explained. 
By monitoring the unexplained gap and keeping 
it from growing, and by conducting regular pay 
equity reviews and examining bonus and incentives 
payment, Natura is committed to beating its 2023 
deadline for achieving 100% pay equity.

“Equity starts with a focus on pay but grows to 
include what we are providing to allow people to 
grow, to learn in their jobs and to ensure that we’re 
acquiring employees at equitable rates —  affirma-
tive rates — to improve where we are,” said Levine. 
“How do we better the propositions we offer to a 
diverse workforce and, as companies, tell that story 
so that the effort we’re making enables us to access 
the talent we need to be successful? Ultimately, it’s 
a business case — and a virtuous cycle.” 
Matt Damsker is a formal principal with Mercer, an author and 
journalist. He can be reached at mdamsker@gmail.com. 

FROM ACTIVIST INVESTORS 
TO EXECUTIVES WHO 

WANT TO DO THE RIGHT 
THINGS, ORGANIZATIONS 

ARE DOING MORE AND 
DOING IT ACROSS THEIR 

GLOBAL FOOTPRINT.
IN JAPAN, REGULATIONS 
GO BEYOND EQUAL PAY 
FOR EQUAL WORK AND 

TOWARD A MORE VALUE-
INTERPRETIVE COMPONENT: 
JAPAN’S COMPANIES WITH 

MORE THAN 300 EMPLOYEES 
MUST REGULARLY PUBLISH 
INFORMATION REGARDING 
WOMEN’S “PARTICIPATION 

AND ADVANCEMENT” 
IN THE WORKPLACE.
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BY BRETT CHRISTIE, WORLDATWORK

ERGS ARE ADVANCING DEI INITIATIVES

Building
Communities
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A confluence of events, beginning in 2020 and including 
various social justice issues, brought diversity, equity and 
inclusion (DEI) to the forefront for many organizations. 

Some companies have gone as far as tying exec-
utive incentives to DEI initiatives, while others 
are simply taking measures to make sure they are 
paying and hiring in an equitable manner. And, 
given the relative newness of DEI initiatives, other 
organizations are still broaching the concept of 
how to truly make their organization more diverse, 
equitable and inclusive. 

This continues to be an upward trend, as 
WorldatWork’s “Trends in DEI Practices and 
Policies” survey (conducted in September 2021) 
found the number of organizations stating they 
have actively been focusing on DEI increased 13 
percentage points from the year before. The same 
survey found that 64% of employees believe DEI is 
very or extremely important, indicating a recruit-
ment and retainment benefit of fostering a more 
diverse, equitable and inclusive environment. 

Furthermore, Sequoia Consulting Group’s “2021 
Employee Experience Benchmarking” report found 
that 70% of companies have rolled out new DEI 

programming over the last year to create a more 
inclusive culture, and 96% of companies plan to 
expand their talent outreach strategies to build a 
more equitable workplace.  

Thus, it’s clear DEI has become a priority for 
many companies across the globe. However, the 
broadness of the acronym often has it more 
closely connected to diverse hiring practices and 
pay equity issues — both of which are an integral 
part of DEI. But DEI initiatives go well beyond those 
staples. To truly foster a DEI culture and further 
outlined initiatives, experts say that employee 
resource groups (ERGs) are a critical piece 
of the puzzle. 

The Skinny on ERGs
Amy DeVylder, senior director and global co-leader 
of DEI solutions at Willis Towers Watson, said ERGs 
have grown in prominence since 2020 and are 
expected to continue to be a focal point of organi-
zational DEI strategy. 

37

   
|  

 1
st

 Q
ua

rt
er

 2
02

2

36

   
|  

 1
st

 Q
ua

rt
er

 2
02

2

http://“Trends in DEI Practices and Policies” 
http://“Trends in DEI Practices and Policies” 
https://www.sequoia.com/news/sequoia-announces-2021_employee-experience-benchmark-report-findings/


“ERGs provide a forum for select employee cohorts 
to come together to share their perspectives and 
voice — and serve as an increasingly important 
vehicle for leaders to understand what matters to 
underrepresented groups across the organization,” 
DeVylder said. “We look at ERGs as an important 
component of an integrated approach to DEI and 
employee listening strategy, and expect them to 
continue to grow in prevalence in 2022.” 

Of course, employee resource groups didn’t 
suddenly appear out of the turmoil of 2020 and the 
COVID-19 pandemic. However, they certainly saw an 
increase in deployment because of those factors. 
Sequoia Consulting Group’s survey found that 40% 
of companies have ERGs, which was an increase of 
nine percentage points from the previous year. That 
increase aligned with an uptick in DEI initiatives 
as the pandemic and racial injustice awareness 
“created new challenges and opportunities for 
employers to evolve their employee experience,” 
according to Sequoia.  

In general, ERGs are employee-led groups that are 
focused on supporting the development and lever-
aging of a group of people within the organization 

that shares a social element of identity, according 
to Joseph Santana, chairman of the CDO PowerCircle 
and creator and host of ERG PowerTalk. 

ERGs began in the 1960s in response to racial 
tensions in the U.S. In 1964, along with the compa-
ny’s Black employees, Xerox CEO Joseph Wilson 
came up with the idea in response to the race riots 
that occurred in Rochester, N.Y., where the company 
was headquartered, according to DiversityInc. 

At the time, Xerox had a progressive hiring program. 
But once hired, Black employees still faced discrim-
ination. In 1970, Wilson and Xerox’s Black employees 
launched the National Black Employees Caucus to 
create a space for Black employees to discuss their 
experiences and advocate for change within their 
company, making it the country’s first official ERG.  

Provided that context, it should come as no 
surprise that ERGs are now a significant component 
of many organizations’ DEI strategies.

“The benefits of ERGs have long been proven 
to support employees in specific demographic, 
psychographic, role-type, career-stage or life-stage 
groups where they can feel psychologically safe, 
speak up and feel heard, and where employers 
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“ ERGs are a proven way 
to expand efforts to meet 
employees where they 
are and demonstrate an 
organization’s actionable 
steps to creating more 
inclusive places to work.”

can meet them where they are,” DeVylder said. 
“DEI-focused ERGs are no different from this but 
include specific cohorts that may not have received 
similar focus in previous generations of ERGs.”   

DeVylder noted that leading organizations do 
not treat ERGS solely as a “DEI thing.” These 
employee-led groups can represent many different 
profiles. The most important thing for HR in 
supporting an ERG, DeVylder said, is enabling 
leaders throughout the organization to see, hear 
and seek to understand employees across all 
potential cohorts. 

Enhancing DEI Initiatives 
While ERGs certainly aren’t strictly part of DEI 
initiatives, that is the main driver in recent years. A 
December 2021 survey conducted by the Association 
of Corporate Citizenship Professionals (ACCP) and 
Salesforce.org found that 53% of organizations 
stated the promotion of diversity, equity and inclu-
sion as the primary objective of their ERG program.

The survey findings also show employees 
who participate in ERGs are highly engaged in 
volunteer activities, both self-coordinated (84%) 
and company-organized (77%). Respondents to 
the survey also indicated that other benefits of 
ERGs include boosting company culture (91%), 
strengthening employee well-being and mental 
health (79%) and supporting company retention 
efforts (75%). 

There’s a clear correlation between active ERGs 
and the success of DEI initiatives, DeVylder noted, 
as these groups provide leadership and HR with a 
direct line of sight into the workforce’s experience, 
which can yield valuable perspective that the 
organization might not otherwise be able to gain. 

Company culture is commonly referenced as a 
determining factor. When employees are leaving 
an old organization for a new one, ERGs are a 
way for employees to be involved in shaping the 
culture and identifying blind spots for leadership 
to fix moving forward. 

“Successful DEI efforts provide access to a broader 
talent pool and help engage and retain employees 
from across a range of cohorts,” said John Bremen, 
managing director, chief innovation and acceleration 
officer and global executive sponsor of DEI solutions 
at Willis Towers Watson. “ERGs are a proven way to 
expand efforts to meet employees where they are 
and demonstrate an organization’s actionable steps 
to creating more inclusive places to work.” 

Ultimately, ERGs are a significant way for compa-
nies to round out their DEI efforts while improving 
the employee value proposition. Organizational 
transparency was brought to the forefront during 
the first year of the COVID-19 pandemic, as 
employees anxiously awaited their employment 
fate, potential salary adjustments, office reopening 
plans, well-being programs and so on. 

Companies that have found effective ways to 
regularly communicate with their employees, keep 
them informed about potential changes during the 
pandemic and listen to their concerns engendered 
more trust and loyalty among their workforce, 
according to a study by MIT Sloan. 

This same mentality continues to extend to 
the uptick in ERGs, as employees are getting the 
opportunity to help build more diverse, equi-
table and inclusive workplaces, which in turn is 
increasing engagement.  

“Not only have they been proven effective, but 
they are highly valued by colleagues and have 
become an important part of the employee value 
proposition,” Bremen said. “They are also a key part 
of inclusive cultures.” 

Looking Ahead 
As ERGs continue to rise in prominence, there will 
be plenty of fine-tuning along the way. Many orga-
nizations no doubt created their employee-led DEI 
resource groups with good intentions, but these 
efforts have perhaps not translated to tangible 
improvements at the company. 

Carrie Toal, co-founder of Global Women’s 
Employee Network (GWEN), an ERG at global talent 
solutions firm Robert Half, provided a few guidelines 
for ERGs to maximize impact at an organization: 
 • Partner with the company’s DEI team, senior 
human resources leaders and other executives 
early on to get their advice and support for 
the initiative.

 • Create engaging, relevant content that will create 
excitement and inspire members. 

 • Collaborate with internal and external resources, 
including other ERGs in the company and strategic 
partnerships with professional alliances.
Toal said a key initiative for GWEN is to have more 

female and underrepresented women in leadership 
positions at Robert Half, as women make up more 
than half the global workforce at the company, but 
it’s not reflected at the director and executive level. 
Recruiting men to join GWEN was imperative in 
trying to facilitate these changes, according to Toal. 

“That’s a key reason we strive to bring male allies 
into our group as well, so that they can better 
understand the gender divide, embrace the oppor-
tunity to be mentors and champion more women in 
leadership positions,” she said. 

From a leadership and HR perspective, it’s best 
to determine which ERGs are necessary at the 
organization by asking the workforce and being 
open to suggestions, said DeVylder. Once ERGs are 
established, there needs to be clear buy-in from 
leadership and, as Toal noted, a concerted effort to 
have a diverse range of voices in the group to maxi-
mize effectiveness. 

“This is also where allyship comes in,” DeVylder 
said. “While it generally helps to have sponsors 
from the same cohort as the ERG members, it is 
even more effective to also include allies from a 
broad range of cohorts to demonstrate support and 
inclusion. This expands the reach, credibility and 
impact of the group.” 
Brett Christie is a writer and editor for Workspan and the managing 
editor of Workspan Daily. He can be reached at  
brett.christie@worldatwork.org. 
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BY MARK MCGRAW, WORLDATWORK

KEEPING REMOTE WORKERS CONNECTED

INVISIBLETHE EMPLOYEE
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Murton has been working remotely as a client 
services manager with Kailua, Hawaii-based HR 
software provider Nobscot Corp. since 2012. When 
he started in that position, he was told it would be 
about 18 months “before I had a full sense of the 
role,” said Murton, who joined the company with 
more than a decade’s worth of human resources 
experience in recruiting, employee retention, 
employee relations, performance manage-
ment and training. 

“I remember feeling offended at first,” he recently 
told Workspan, “as if they didn’t feel I was fully 
qualified for the job. But the lack of in-person 
communication was hard to overstate.” 

Indeed, Nobscot’s workforce is strictly remote, 
which means that face-to-face interaction between 
co-workers is virtually non-existent. Murton 
adapted, but it took some time, and it required 
taking some initiative. 

“I had to be bold to reach out to my new 
co-workers, armed with the knowledge of what 
little I knew, and I had to rely on them to show me 
the ropes. This unintentional trust exercise helped 
solidify our relationships. We tended to make fewer 
assumptions and verified things to ensure we were 
all in alignment.” 

In retrospect, Murton sees being part of an all-re-
mote team as helping him get comfortable with his 
role and his colleagues that much faster, and says 
it actually improves communication throughout the 
organization.  

“We were all in the same boat,” he said. “There was 
no assuming that another co-worker ‘overheard’ 
what they needed to know.” 

Still, being part of an all-remote workforce 
presented certain unique challenges. 

“In the past, so much learning took place casually, 
[but learning] how things are done, who gets along 
and who doesn’t, those brief interactions when 
passing a co-worker in the hall — that was basically 
all gone. Job shadowing was all done remotely, 
often across different time zones, which makes 
things more complicated.” 

Communication has to be “both intentional and 
repeated,” continued Murton, noting that internal 
message boards and instant message programs 
help keep the lines of communication open. 

“We also had to challenge assumptions and seek 
each other out more often.” 

The arrival of the coronavirus pandemic forced 
scores of workers to very quickly learn the types of 
lessons Murton learned about telework a decade 
ago. Many employees got their first real taste of 

remote work when the pandemic came along to 
upend the working world in early 2020. 

In fact, Pew Research Center data find just one in 
five employees saying they worked from home all 
or most of the time before COVID-19. More than 70% 
of those same workers are now doing their job from 
home all or most of the time.

Going forward, keeping these remote workers 
connected will remain on the long list of chal-
lenges employers face in a new work environment. 
And even the happiest and most engaged 
teleworker will feel the occasional sense of 
isolation. How do employers help remote workers 
fend off these feelings and ensure that tele-
workers maintain a solid connection despite the 
distance between them?

Feeling Included While Working from Home
Two years into the COVID-19 era’s great remote work 
experiment, the employee verdict on telework is in.   

The majority of those who have teleworked for at 
least a portion of the coronavirus pandemic have 
had a positive overall experience, and most want to 
continue working remotely post-pandemic, when-
ever that might be.  

For example, WorldatWork’s COVID-19 Employer 
Plans and Employee Perceptions survey, conducted 
in partnership with SalesGlobe, found that 60% of 
the 1,418 full-time U.S.-based employees polled in 
early 2021 were currently working remotely, with 76% 
indicating that they would like to continue in that 
capacity once the pandemic eventually subsides. 

None of this is to say that the pandemic hasn’t 
underscored the not-so-positive aspects of tele-
work. In two years of living with the specter of 
COVID-19, the line between work and home life has 
become almost indistinguishable for some. And, 
when video meetings became the norm at the 
onset of the pandemic, it was inevitable that video 
meeting fatigue would soon set in. 

Videoconferencing software is just one of the 
technologies designed to help us stay connected 
when working remotely; technologies that suddenly 
became much more critical when getting together in 
person became unsafe and ill-advised. But chatting 
with colleagues via laptop will never be able to 
replicate the in-person contact and camaraderie 
that develops when employees work together in a 
shared physical location. 

And, as some of their colleagues return to the 
office, remote workers might even feel a sense 
of being left behind or excluded from the type of 
bonding activities that in-office workers enjoy. 

BRIAN MURTON IS A TELEWORK 

VETERAN. HE’S SEEN THE 

CHALLENGES THAT COMMUNICATING 

AMONGST A FULLY REMOTE 

WORKFORCE CAN PRESENT, AND 

HE’S SEEN HOW AN ALL-REMOTE 

TEAM CAN OVERCOME THESE 

CHALLENGES AND ACTUALLY 

IMPROVE COMMUNICATION. 
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Companies should be careful to make sure that 
a return-to-office doesn’t leave remote workers 
feeling marginalized. Marginalization can come in 
many forms and is often subtle and unintentional, 
said Angela Berg, partner and global diversity, 
equity and inclusion consulting leader at Mercer. 

“Behaviors that lead to perceptions of exclusion 
or inequality are all marginalizing,” Berg said. “In 
working with many organizations, it’s interesting to 
note that we don’t hear about widespread instances 
of overt discrimination and harassment. It certainly 
exists, but the more prevalent marginalizing behav-
iors are those that occur through typical workplace 
interactions.” 

Out of Office, In the Loop
Preventing these types of behaviors being directed 
at remote workers starts with better understanding 
your employee population, said Megan Yost, senior 

vice president and engagement strategist at Segal 
Benz, the benefit communications practice of Segal. 

“Get to know your audience. Where are people 
from? Is everyone working remotely? Are some 
people working on site? If so, are they gathering 
in small groups?”

The goal of answering these questions is to get 
a grasp on the dynamics of how your people are 
interacting with one another each day and helping 
“to build an inclusive experience regardless of 
where people are located,” Yost said. 

Regular video meetings can improve remote 
workers’ sense of connection, she said, but she 
stresses the importance of using video judiciously. 

“Establish rules of the road for when video meet-
ings are mandatory versus when it’s alright to chat 
by phone or online.”  

Online meetings have also changed the dynamic of 
small talk, Yost added. 

“To help people stay connected from any loca-
tion, it’s important to find ways to allow small talk 
as part of meetings. This needs to be deliberate 
and communicated with people so they don’t get 
frustrated with how a meeting is being run. Making 
meetings more interactive can also help you get 
and keep people engaged.” 

Recognition should play a key role in keeping 
remote workers engaged and in the loop. 

“Find ways to celebrate the achievements of 
your people, big and small, so they are recognized 
for their contributions,” Yost said. “Sharing these 
stories will help everyone feel more connected and 
will set the bar for what success looks like within an 
organization, team or department.”

Yost also has some advice for remote 
workers’ managers. 

“Regular communications from leaders and 
managers can help people feel more connected. 
They may have insights into trends, activity, sales 
and hiring that can help stitch together experi-
ences that people are having individually, helping 
everyone see how their contributions fit into a 
broader context,” she said. “To ensure you know 
how people are thinking and feeling, gather feed-
back on a regular basis through pulse surveys and 
regular interaction with managers.”

Craving Social Contact
Historically, a key argument in the case against 
remote work has been the idea that teleworkers’ 
productivity would ultimately suffer. Working at 
home, the thinking goes, comes with too many 
distractions — television, cooking, household chores, 
running errands — that sap remote workers’ focus. 

The pandemic put that notion to the test on a 
large scale. A two-year study of more than 800,000 
employees at Fortune 500 companies, however, 
actually found that most teleworkers reported 
stable or even increased productivity levels after 
employees started working from home.

Of course, one can also find data suggesting that 
plenty of remote workers feel pressured to work 
longer hours and have a harder time switching 
off, so to speak. 

“It’s so easy to get absorbed by emails and proj-
ects you’re working on and to work through times 
when you used to commute or grab lunch with 
colleagues,” Yost said.  

Urging remote employees to change up their 
schedules and their location from time to time can 
go a long way toward not only restoring work-life 
balance, but toward maintaining a stronger connec-
tion to co-workers and the outside world, she said.  

“Find ways to encourage workers to get involved 
with an employee resource group or other interna-
tional initiative,” added Yost, “so they interact with 
new and different colleagues than they might through 
their day-to-day responsibilities.” 

This kind of social interaction can be tough to come 
by for those working away from the office, said David 
Ulrich, a professor in the University of Michigan’s 
Ross School of Business. 

“In general, the research on remote work shows 
high productivity but lower social cohesion and 
morale,” said Ulrich, who is also co-founder of 
the RBL Group. 

Studies pre-dating the pandemic have indeed 
found isolation to be a recurring issue among remote 
workers, and the COVID era has certainly done little 
to change that. 

One 2021 survey, for example, saw more than one in 
four remote workers saying isolation is a challenge 
they face; the top challenge teleworkers cited. In the 
same poll, 39% of remote workers cited socializing 
with colleagues as the most difficult part of work to 
replicate in a remote environment. 

The long-term effects of current working conditions 
remain to be seen, said Ulrich, who sees this lack of 
social cohesion as a contributing factor to the mass 
employee exodus that began in 2021.  

Ultimately, many companies are considering a 
hybrid work model in the days ahead as a way to 
provide employees the flexibility they crave along 
with the social contact they need. A recent CNBC 
survey, for instance, found just under half of compa-
nies (45%) saying they planned to lead with a hybrid 
workforce model in the second half of 2021. 

While adopting a hybrid strategy might be one step 
toward helping companies and workers find the right 
balance, Ulrich suggests staying focused on “why and 
what work is done” as well. 

“The ‘boundary’ of work is not a place but the 
ability to create value for customers either today 
or tomorrow,” he said. “I care less about where 
and how you work and more about why and what 
you do at work.” 

Nobscot Corp. takes a similar view, and nearly two 
years of a global pandemic has done little to change 
the company’s approach to remote work, or dampen 
the success Nobscot has had with the remote work 
model, said Murton. 

“I think companies that struggle with remote 
work are the ones that think it just happens 
automatically, without significant planning and 
reinforcement.”  
Mark McGraw is the managing editor of Workspan. He can be reached 
at mark.mcgraw@worldatwork.org. 

“TO HELP PEOPLE STAY CONNECTED FROM 

ANY LOCATION, IT’S IMPORTANT TO FIND 

WAYS TO ALLOW SMALL TALK AS PART OF 

MEETINGS. THIS NEEDS TO BE DELIBERATE 

AND COMMUNICATED WITH PEOPLE SO 

THEY DON’T GET FRUSTRATED WITH HOW A 

MEETING IS BEING RUN. MAKING MEETINGS 

MORE INTERACTIVE CAN ALSO HELP YOU 

GET AND KEEP PEOPLE ENGAGED.”
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ASSESSING PAY EQUITY IN NEW ZEALAND

SERIOUS
GETTING

GENDER GAPS
ABOUTBY LYN BRIESEMAN AND CATHY HENDRY
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Much of the focus for addressing gender pay 
inequity has been on closing the gender pay gap, 
and organizations have been tasked to deal with 
this in New Zealand as elsewhere around the world. 
We know that closing the gender pay gap today 
will not solve the problem for the future, and just 
addressing pay inequities will not resolve gender 
inequity at work — the causes run much deeper 
than that. Nevertheless, addressing pay inequities 
is a good place to start, because it forces organiza-
tions to focus on the broader employment issues 
that result in a pay gap.

Different Approaches to Pay Equity Analysis
Remuneration consultants Strategic Pay undertook 
a range of analyses of our comprehensive database 
to understand the current state of the gender pay 
gap in New Zealand. Our initial report was published 
just after the first lockdown in New Zealand in 
2020, and our second came after the 2021 rolling 
lockdowns due to the COVID-19 pandemic, while our 
capital city was still locked down.

Our research aimed to provide some insights 
into the current pay gaps within New Zealand and 
enable comparison over time and across sectors 
and industries within New Zealand to paint a 
picture of the New Zealand pay landscape in terms 
of pay equity. Our initial analyses looked at gender, 
but we intend to also look at ethnicity when the 
data is available.

We analyzed our remuneration database, which 
holds a significant sample of more than 187,000 
employees in 1,200 organizations across New 
Zealand. This sample is taken from our overall data-
base, which holds remuneration data of more than 
220,000 employees in 1,400 organizations across 
New Zealand (see sample breakdown).

There are a variety of approaches to making 
comparisons to determine the gender pay gap, 
depending on the information available and the 
focus of the analysis. Some use job titles as the 
basis of the analysis or individual attributes, such 
as education levels. 

Analysis of pay gaps using national survey data 
often does not include many important details 
related to work, such as responsibility in the job or 
skill level required to perform the job. They instead 
use proxies, such as educational attainment, the 
number of years the individual has spent in the 
workforce, or sometimes rely on seniority deter-
mined through the use of a set of occupational 
codes with increasing seniority. 

These differences in approach from study to study 
may therefore produce varying results. In New 
Zealand, the most widely available figure on New 
Zealand’s overall pay gap is provided by Stats NZ, 
the country’s official statistics agency, which indi-
cates the gap stood at 9.1% as of the August 2021 
quarter. This figure is determined from a sample of 
around 25,000 employees and calculates the overall 
(median) difference between male and female 
hourly earnings (base pay) across that sample. 

There are advantages and disadvantages in 
applying the different approaches, and we readily 
acknowledge them. However, our approach to the 
analysis is one that we use to underpin much of our 
work as a remuneration consultancy, i.e., the level 
of work (complexity and accountability) being done 
by the employees in the sample, as assessed by our 
various job evaluation tools.  

What is particularly noteworthy about our 
analysis is that it does not just provide a view of 
base pay differences. It also examines what the 
pay gap looks like when benefits such as vehicles 

or superannuation (as valued for pay purposes) are 
analyzed, and when variable pay such as bonuses are 
thrown into the mix. In short, using base pay may be 
a useful starting point, and it sheds some light on the 
gender pay gap. But this analysis allows us to turn a 
brighter spotlight on the issue.

How We Approach the Data
Through our work as remuneration consultants, 
Strategic Pay collects significant amounts of data on all 
pay levels from a large variety of clients from all sectors 
and industries. We collect data for base salary, but 
also the types and quantum of benefits paid, and the 
quantum of variable payments received. Using this data, 
we can analyze and provide a detailed view as to how 
we see this gap within the New Zealand context, and we 
also can provide different breakdowns and insights. 

The depth of data available allows us to analyze 
how and how widely benefits are distributed, whether 
one group has a higher or lower incidence or value of 
benefits and other forms of rewards than others. In 
addition, we can explore differences by sectors and 
industries, and at different staff levels providing more 
granular and useful insights compared to broad whole 
sample analysis. 

The underlying calculation for determining the gap 
that we apply is the same as that used by Statistics NZ 
using the formula:

(Hourly rate Males – hourly rate Females)

Hourly rate Males  
X 100}

As we move into a world 

changed by the COVID-19 

pandemic, we understand that 

business focus may change in 

times of crisis, and addressing 

gender pay inequity may move 

down the priority list. But this 

is still an important issue to be 

addressed, in some ways now 

more than ever.

Women are strongly 

represented in roles that 

depend on social interaction 

(front-line service workers 

across many industries) and 

are more likely to feel the 

brunt of financial hardship as 

a result of the pandemic. We 

could still see large numbers of 

people across most industries, 

and particularly in the private 

sector, not only losing their 

jobs but also potentially being 

hired back at lower rates when 

the world starts moving again.  

Strategic Pay

Sample Breakdown

Overall Pay Gap
18.5%

25%
Public

47%
Private28%

Not for  
Profit

187,199 employees
51% Women

49% Men

1,200+  
Organizations
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We also take into consideration the additional 
components of the rewards package over and above 
base salary, including the benefits and variable 
payments received. 

Our findings were based on data as of March 
2021, and represent a significant sample of more 
than 187,000 employees in 1,200 organizations 
across New Zealand.

Our 2021 analysis showed little had changed since 
our 2020 report, in terms of the gender pay gap, 
which continues to highlight the key issues in rela-
tion to gender pay gap analysis and statistics: 
 • The overall gender pay gap statistic often fails 
to represent the real gap, and the true picture 
emerges when you explore the detail.

 • A key contributor to the gender pay gap is 
occupational and vertical segregation, i.e., the 
type of roles in which women are employed. See 
figures 1 and 2.  

We also explored the gap in terms of value 
of benefits in people’s remuneration pack-
ages. See figure 3.

What is important about this analysis is the extent 
of the real gap and the underlying causes, high-
lighting the need to explore more than base salary 
differences. Organizations often only investigate 
their gaps at the base salary level and therefore 
may be missing the full picture. It becomes clear 
when examining base salary, the fixed remuneration 
package (including benefits), and the total package 
(including variable payments) that the gap increases 
at both fixed and total package levels. Detailed 
analysis of the data shows that, overall, males 
receive more incentives, more in superannuation 
contributions and higher value in cars. 

Looking purely at base pay masks the fact that 
males on balance receive significantly more fixed 
and variable pay (e.g., bonuses) than their female 

Female Male Gender Pay Gap on Benefits

Bonus Payments $3,000 $5,615 46.6%

Kiwi Saver $1,989 $2,412 17.5%

Car Parking $2,860 $2,500 -14.4%

Car Allowance $7,800 $11,500 32.2%

Car Value $11,156 $13,950 20.0%

Staff Level
Pay Gap Representation

Base Pay Fixed  
Remuneration

Total  
Remuneration Male Femaie

General Staff 8.0% 8.6% 8.8% 44% 56%

Middle Management / Specialist / Technical 9.0% 10.7% 11.1% 58% 42%

Senior Management / CEO Small Organization 7.2% 8.6% 8.7% 68% 32%

CEO Medium Organization / GM Large Organization 14.6% 16.4% 15.9% 77% 23%

CEO Large Organization 23.2% 27.7% 32.7% 81% 19%

All Levels 16.8% 18.5% 19.0% 49% 51%

Figure 1 |  Gender Pay Gap and Representation by Staff Level

 Private Sector Gender Representation by Staff Level

Staff Level All Sectors Private Public Not for Profit

General Staff 8.6% 12.8% 10.5% 0%

Middle Management / Specialist / Technical 10.7% 13.7% 7.1% 6%

Senior Management / CEO Small Organization 8.6% 8.6% 6.0% 2.6%

CEO Medium Organization / GM Large Organization 16.4% 6.9% 3.9% 18.3%

All Levels 18.5% 20.8% 18.9% 9.6%

Figure 2 |  Gender Pay Gap by Level of Work and NZ Sector 

Figure 3 |  Gender Pay Gap by Value of Benefits

counterparts. This may have to do with the types 
of roles — those requiring vehicles, for instance — 
such as regulatory roles in local government, which 
are male-dominated. 

However, it is less clear why females at all levels 
receive less in superannuation than their male 
counterparts. This could simply be because super-
annuation is a payment based on a percentage 
of base pay, or it could be because men have 
negotiated higher contributions from their 
employers. What it does mean is that females are 
heading into retirement with a lower potential 
income than males, exacerbating the potential 
for poverty among elderly females (who also live 
longer than males). 

Sector Analysis
Our analysis of the sectors and levels where women 
were working also provided some interesting 
insights. The two graphs below show the repre-
sentation of females in the health sector and the 
private sector in New Zealand. The health sector in 
New Zealand is largely the public sector or not-for-
profit sector, both of which have reasonably good 
pay equity records and have recently had several 

pay equity claims settled to address gender pay 
inequities. However, the overall gaps are still large, 
in part due to the composition of the workforces. 
While there are nearly as many females as males in 
the top roles in the health sector, the majority of 
females are in the lower-paid roles (more than 80%) 
that have historically been undervalued, resulting in 
a gender pay gap of around 15% overall. 

Recent pay equity settlements addressed some 
historically undervalued groups such as health 
care assistants. There are currently many other 
pay equity claims across the health workforce, 
including a significant one for nurses at all levels, 
who comprise a large portion of the health work-
force. That, along with claims for the allied health 
professions and administrative and clerical staff 
in the health sector, should go a long way toward 
addressing this gap. In the private sector, the 
majority of high-paid senior executives are male 
(only around 10% of chief executives in the larger 
organizations are female), resulting in a gender pay 
gap of more than 20% for that sector. Addressing 
that gap will take longer.

Up to 400 
General Staff

400-800  
Middle Management/ 
Specialist/Technical

800-1200  
Senior Management/ 

CEO Small Organization

1200-1600 
CEO Medium Organization/ 

GM Large Organization

100%

90%

80%

70%

60%

50%
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30%

20%
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0
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What’s Next
In a period with little to no wage movement as a 
result of the COVID-19 pandemic, the gap remains 
relatively unchanged from the numbers we 
published in our inaugural report in 2020. 

The pandemic’s economic impact is being seen in 
pay restraint and even pay freezes in New Zealand. 
While some of the focus is on addressing inequities, 
existing anomalies will remain if pay movement is 
restrained. This will perpetuate, if not exacerbate, 
the gap. Fixing anomalies at the bottom, where 
women are working, in terms of the types and levels 
of roles, will not address the overall issue.

Closing the pay gap in the longer term requires 
employers to ensure a broad range of human 
resources and employment practices are considered 
in light of their impact on pay equity:
• Flexibility

Establishing a culture that enables flexibility no 
matter what your status, including employment, 
marital, family, sexual orientation, age, etc. 

Health Gender Representation by Staff Level

Up to 400 
General Staff

400-800  
Middle Management/ 
Specialist/Technical

800-1200  
Senior Management/ 

CEO Small Organization

1200-1600 
CEO Medium Organization/ 

GM Large Organization

100%

90%

80%

70%

60%

50%

40%

30%

20%

10%

0

Male

Female

• Development
Ensuring that all relevant development oppor-
tunities and reward options are available and 
accessible to all employees, regardless of part-
time or full-time status, gender, ethnicity or age. 

• Mobility 
Encouraging women into a broader range of 
occupations and to put themselves forward for 
development and promotion.

• Remuneration
Ensuring that the pay levels for roles are related 
to the actual level of responsibility and skill 
required in the role, not what the market pays 
for similarly titled roles. 

Cathy Hendry is managing director in Strategic Pay’s Auckland, 
New Zealand office. She can be reached at  
Cathy.Hendry@strategicpay.co.nz.

Lyn Brieseman is a senior consultant in Strategic Pay’s Wellington, 
New Zealand office. She can be reached at  
Lyn.Brieseman@strategicpay.co.nz.

Start Your Search Today!  
careers.worldatwork.org

The new and improved WorldatWork Career Center offers the features and 
functionalities to help you easily find your next HR job including:

• Improved search filtering such as 
salary, location radius and more.

• Jobs preview to view new job postings 
up to 3 days before public posting. 
WorldatWork Members-Only!

• Anonymous resume posting to control 
who sees your personal information.

• Job alerts when positions match your 
personal profile, skills, interests, and 
preferred location(s).

• Connection with LinkedIn contacts on 
each job posting to learn more about a 
company and request referrals.

WorldatWork 
Career Center

 The #1 Career Destination to find HR Jobs.

New mobile friendly view 
keeps your search as 
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DIRECTORY
HR VENDOR
Find the right 
vendor fast.
Our newly redesigned 
WorldatWork’s Vendor Directory 
cuts through the online clutter 
and provides you quick and easy 
access to specialized providers in 
all things Total Rewards products 
and services.

Interested in featuring your 
business in the Vendor Directory?

Benefits
• Members find you – fast
• 100,000+ page views per year
• Reaches decision makers
• Show your company is a trusted resource
• Your ad is now keyword searchable

Contact

Tracy Hawxhurst 
Visibility Manager
tracy.hawxhurst@worldatwork.org

Search by Vendor Name or by Topic Category
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All Star Incentive Marketing 
BetterUp
Blueboard
KangoGift
Medela LLC 
Pingboard
Reward Gateway
Xactly Corporation 

Executive Compensation
Aon’s Rewards Solutions Practice 
BenefitRFP 
Computershare 
Culpepper
Deloitte Consulting
Global Shares
JER HR Group
Pearl Meyer 
SecureSheet
SpiraLinks Corp. 

Financial Service
BenefitRFP 
Pasito
U.S. Bank Rewards Cards

Global Compensation
beqom 
Culpepper
Global Shares
Prompt, Inc.
SecureSheet
SpiraLinks Corp. 
Trusaic

Health and Wellness
Anaplan 
BetterUp
Pasito

HRIS and HR Software
Astron Solutions 
Matchr
SpiraLinks Corp. 

Human Resources
Astron Solutions
Global Shares
JER HR Group
NortonLifeLock

Loyalty Programs
All Star Incentive Marketing 

Outsourcing
Computershare 

Pay Equity
Astron Solutions
Compright
Culpepper
Trusaic

Performance Management
Anaplan
benefitRFP Inc 
Deloitte Consulting
Prompt, Inc.
SpiraLinks Corp. 
Xactly Corporation

Recruitment & Hiring 
Services 
Matchr

Sales Compensation
Anaplan
Axiom
beqom 
Better Sales Comp
Croner Company
Culpepper
Pearl Meyer 
Xactly Corporation

Surveys and Reports
Engage2Excel

Talent Management
Astron Solutions
SpiraLinks Corp. 
Worklogix

Value-Based Compensation
BenefitRFP
Global Shares

Workforce Management
Anaplan
WorldatWork

For more information, visit worldatwork.org/workwithus/vendor-directory
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Global Compensation
FE ATURED THIS MONTH

Benefits

BetterUp
BetterUp Care is a global mental fitness and 
wellbeing platform that provides personalized 
coaching and care support to every employee, 
continuously moving people toward a state of 
thriving so they can become the best versions 
of themselves and manage through any 
obstacles that may arise.

Child Care Aware of America
Child Care Aware® of America (CCAoA) works 
with state and local Child Care Resource 
and Referral agencies and other community 
partners to ensure that all families have access 
to quality, affordable child care.

Computershare
The competition for the best talent is fierce. 
You need to be able to attract and retain the 
right talent right now! Your equity plans is a 
key tool to achieving that goal, but only if you 
have the right partner to help you with all the 
complexities of plans administration. That’s 
where Computershare comes in.

Medela LLC
The New Moms’ Healthy Returns program 
offered by Medela, the #1 breast pump 
brand, and Mamava, the inventors of the 
first lactation pod, recognizes the challenges 
employers face in providing the right tools and 
resources to support breastfeeding moms.

Pasito
Pasito, Inc. is an HR technology company that 
helps employees increase financial health 
through proactive tax planning while helping 
employers maximize benefit engagement and 
meet compliance requirements.

U.S. Bank Rewards Cards
Reward Your Employees. Recognition, Goals, 
Thank You, Awards Let them choose how they 
spend their reward!

beqom
Our mission is to make the workforce of our 
customers happy.

Culpepper
Culpepper is a leading provider and trusted 
source for compensation survey market data 
and consulting services.

Global Shares
Global Shares is the trusted provider to some 
of the world’s biggest brands and we have 
hundreds of clients all over the world, with 
hundreds of thousands of plan participants 
using our platform to manage their equity.

Prompt, Inc.
Prompt Inc.® offers highly-configurable 
software solutions designed to save 
companies time and money, allowing you 
and your organization to allocate precious 
resources where you need them most.

SecureSheet
SecureSheet turns your compensation 
spreadsheet into a secure, multi-user business 
application. Your entire process is managed 
from beginning to end with one single, 
centralized, shared SecureSheet.

SpiraLinks Corp.
FocalReview by SpiraLinks is the software 
solution for your Total Rewards management - 
from performance and pay recommendations 
thru to employee communications - the state 
of the art technology will reduce the time to 
administer your Total Rewards, and thus the 
costs to manage.

Trusaic
Trusaic is a regulatory compliance software 
company that helps businesses minimize 
risk, and maximize opportunities, all while 
keeping up with rapidly changing regulatory 
requirements.

FE ATURED THIS MONTH

Compensation

Aon’s Rewards 
Solutions Practice
The Rewards Solutions practice at Aon 
empowers business leaders to reimagine their 
approach to rewards in the digital age through 
a powerful mix of data, analytics and advisory 
capabilities. Our colleagues support clients 
across a full spectrum of needs, including 
compensation benchmarking, pay and 
workforce modeling, and expert insights on 
rewards strategy and plan design.

Astron Solutions
Astron Solutions creates innovative total 
cash compensation, salary benchmarking, 
performance management, rewards & 
recognition, and employee survey programs 
that motivate and retain talent for hundreds of 
organizations across America.

beqom
Our mission is to make the workforce of our 
customers happy.

Compright
Compright provides better compensation 
planning, easier than you think. Payroll is 
the largest expense for most organizations, 
yet many still use complex and error prone 
spreadsheets to plan and allocate salary, 
bonus, and stock. It’s time to scrap the 
spreadsheets and adopt a modern, cloud-
based solution.

Croner Company
The Croner Company is a consulting firm highly 
focused in several related industries, providing 
compensation surveys, a broad range of 
consulting on pay and rewards, and services to 
boards of directors.

Crystal Plus, Inc.
CrystalPlus.com is a leading supplier / 
manufacturer of crystal awards and corporate 
gifts. We offer free engraving and no setup 
charges on all of our products.

Culpepper
Culpepper is a leading provider and trusted 
source for compensation survey market data 
and consulting services.

Deloitte Consulting
Deloitte is an award winning leader in human 
capital consulting. We help organizations 
effectively manage their human capital to 
drive business growth by leveraging research, 
analytics, and industry insights to help 
organizations develop talent management 
and business-driven HR strategies to 
deliver results.

JER HR Group
JER HR Group is a leading human resource 
firm helping great companies, large and 
small, to be their best. We help you define 
a compensation philosophy and strategy, 
determine market competitiveness, and devise 
a plan that fits your organization’s culture.

Pearl Meyer
Pearl Meyer is the leading advisor to Boards 
and senior management on the alignment of 
executive compensation with business and 
leadership strategy, making pay programs 
a powerful catalyst for value creation and 
competitive advantage.

Prompt, Inc.
Prompt Inc.® offers highly-configurable 
software solutions designed to save 
companies time and money, allowing you 
and your organization to allocate precious 
resources where you need them most.

SecureSheet
SecureSheet turns your compensation 
spreadsheet into a secure, multi-user business 
application. Your entire process is managed 
from beginning to end with one single, 
centralized, shared SecureSheet.

SpiraLinks Corp.
FocalReview by SpiraLinks is the software 
solution for your Total Rewards management - 
from performance and pay recommendations 
thru to employee communications - the state 
of the art technology will reduce the time to 
administer your Total Rewards, and thus the 
costs to manage.

Trusaic
Trusaic is a regulatory compliance software 
company that helps businesses minimize 
risk, and maximize opportunities, all while 
keeping up with rapidly changing regulatory 
requirements.

Worklogix
Worklogix provides cloud-based and enhanced 
ERP Human Resources solutions to customers 
worldwide. Worklogix products include 
Performance, a KPI performance management 
module that allows for the management of 
goals and objectives and maintains employee 
talent profiles; eComp Compensation that 
automates the compensation adjustment 
process and helps customers establish a pay-
for-performance culture. Worklogix also offers 
to Succeed!
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In the best-selling book “Atomic Habits,” author James Clear 
writes about the difference between motion and action. “The 
two ideas sound similar, but they’re not the same,” wrote Clear. 
“When you’re in motion, you’re planning and strategizing and 
learning. Those are all good things, but they don’t produce a 
result. Action, on the other hand, is the type of behavior that 
will deliver an outcome.”

Clear suggests that we often spend time on motion (plan-
ning) because it gives us a feeling of progress without running 
the risk of failure. In other words, planning can be a form of 
procrastination. We may know something should be started or 
changed. But instead of taking action — even a little action — 
our habit of going through motions kicks in. 

Act Sooner and Keep Improving to Achieve More
Better results can be realized if we put ideas into practice 
sooner, and refine them over time. The thought is that finding 
something to act on promptly can be more useful in producing 
an outcome than developing a broader plan to act on down the 
road. Usually, it is more effective to keep improving something 
incrementally rather than trying to start with a solution that 
has everything considered and covered out of the gate. The 
delay is not worth it. 

Action Versus Motion
When Managing Compensation Leads to  
Tangible Results

Do we as HR and compensation 
professionals fall into the trap of too 
much planning and not enough action? 
Do we spend more time preparing than 
we should? Would it be better to try 
out new approaches, see what works, 
get feedback and keep moving forward 
with actions? Should we break the habit 
of over-planning and build the habit 
of more action? 

How does this relate to compensation 
management in the real world? After 
all, a lot of planning is required to 
make sure compensation is done right. 
We have to make sure the salary and 
incentive plans are aligned with our 
organizational strategy and goals. And 
we have to review budgets, get support 
from leadership, determine the proper 
measurements and communicate the 
plans throughout the company. 

Maybe the answer is in thinking about 
these compensation items in a smaller 

way. And then it can be easier to act on each piece one at 
a time or introduce a new program for one segment of your 
organization. The key here is easy. Making something easy 
helps to ensure it gets done. 

Atomic Compensation?
As with any habit we want to change, we must understand 
what we are doing and why we are doing it. Break it down 
into small pieces — atoms. (Remember: the title of the book is 
“Atomic Habits.”)

“Habits are like the atoms of our lives. Each one is a funda-
mental unit that contributes to your overall improvement. 
At first, these tiny routines seem insignificant, but soon they 
build on each other and fuel bigger wins. ... They are both 
small and mighty. This is the meaning of the phrase atomic 
habits — a regular practice or routine that is not only small 
and easy to do, but also the source of incredible power; a 
component of the system of compound growth.” 

What are some ways this applies to developing and 
managing compensation plans? 

Consider this example: 

Situation: 
An HR team is considering implementing a new rewards 

program using “spot bonuses” to show recognition and cele-
brate the exceptional work of associates. The idea is for peers 
to nominate co-workers for awards. Managers are given a 
quarterly budget to use for paying the bonuses to their team 
members. The company has not done this before. 

Solution:
As phase one, HR decided to start the new program in one 

department: information technology. After six months, if 
successful, the stated plan is to roll it out to more depart-
ments or even the full company. 

As part of phase one, IT employees will be interviewed 
or surveyed to learn their thoughts about the program 
and ways to make it better. Feedback will be used to make 
enhancements in the communication and overall process 
for employees. 

Reflection and Review
Now let’s return to “Atomic Habits.” Clear calls the early start 
and refinement process “reflection and review,” writing that 
“reflection and review enables the long-term improvement of 
all habits because it makes you aware of your mistakes and 
helps you consider possible paths for improvement. Without 
reflection, we can make excuses, create rationalizations and 

lie to ourselves. We have no process for 
determining whether we are performing 
better or worse compared to yesterday. 

In our example, instead of trying to 
address every issue that might arise 
with the new reward and recognition 
process, HR decided to stand up 
the program sooner and see how 
actual users (employees) feel about 
it. The compensation and HR team 
wanted to learn:
 • Does the program meet the goal of 
nominees feeling more appreciated? 

 • Did those doing the nominations feel 
engaged and motivated by recognizing 
the excellent work of colleagues? 

 • Does the program make a positive 
difference for employees? 

 • What points need to be clarified 
in the program?
They started small with one part of the 

company. In doing this, employees were 
told this was a trial to be completed 
before bringing the program to 
the next level. 

Feedback would be used to evaluate 
the program and decide if it should be 
launched more broadly. 

By focusing on action, this employer 
started the program quickly and gained 
the ability to adapt using real data. 

It is easy to plan (use motion) and 
delay action. We all do it. The result can 
be slower results and missed opportu-
nities. Recognizing when to use action 
instead of motion is the first step. What’s 
more, making something simpler to 
accomplish helps drive action. And that 
is a healthy habit. 
Ezra Schneier is corporate development officer  
at HRSoft Inc. He can be reached at  
ezra.schneier@HRSoft.com. 

Ezra Schneier
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Becky Drozdz linked up with WorldAtWork about three years 
ago. About a year before that, Drozdz and her husband, Craig, 
purchased a 3.5-acre plot outside of Charlotte. It checked many 
boxes, including one she didn’t anticipate. Home improvement 
went from a light hobby to an everyday reality, checking a 
substantial box for someone who yearns for daily develop-
ment. And if you happen to wander onto her land? Just ask 
to see the goats.

Daily Development
Becky Drozdz Always Finds Room to Improve

So you live in Fort Mill, S.C., right now, 
just two miles from Charlotte and the 
North Carolina border. What brought 
you there?
I grew up in a military family, so I was 
used to moving a lot. I was actually 
born in Berlin, so I spent some time 
in Germany as a child. Fast-forward 
a few years after college. I’m just 
getting into my professional career. 
I lived in the northern Virginia, 
D.C. area. Then I started dating my 
now-husband, and he was living in 
Delaware. I moved there to be with 
him, but we knew that was not a 
permanent location. He works in 
banking and Charlotte is a huge 
banking town, so we decided to 
move down here. We’d never been to 
Charlotte, so we booked a weekend 
trip, met with a realtor, went out in 
the city a bit and decided we loved it. 
We went back to Delaware, sold our 
house and moved.

You seem pretty happy with the 
decision. What is it about the area 
that you’ve enjoyed that maybe you 
didn’t expect to?
I think what I love the most is that it 
has a small-town feeling, but we still 
have all the city amenities. I love that 
we have an international airport 20 
minutes away. We have good culture, 
theater, restaurants. I like all of that. 

When we first moved down here, we 
were in suburban Charlotte. Standard 
stuff, little house and little yard. 
About four years ago, we moved into 
South Carolina and now we have 
about 3.5 acres of land. I have pet 
goats. I love that balance. I have pet 
goats, but I can also go to the theater 
or get on an international flight.

Becky Drozdz
HR Advisor, Compensation Lead, Catapult

Do the goats come with the land, then? 
How does that work?
They didn’t, actually. I love cheese, so we 
went to the cheese festival in Vermont a 
few years ago. When we were there, we 
went to this little goat dairy, and I just 
loved the goats. Then, I found out about 
goat yoga and decided to try it out. I just 
played with the baby goats. I was there 
for the goats, not the yoga. I knew then 
that I wanted my own goats. We now have 
two as pets: Jager and Tito.

Do you feel you have a gift for working 
in your roles you’ve held? What is it 
about you — as a person, your unique 
characteristics — that allows you to 
thrive in it?
I really came up through HR. I was an HR 
generalist, an HR manager, working for a 

Jager and Tito, the Drozdz family goats

Who Is Becky Drozdz?
Born: Berlin, Germany

Age: 43

Lives in: Fort Mill, South Carolina

Husband: Craig

Pets: Two goats, Jager and Tito; 11-year-
old dog named Sky

Hobbies: Home improvement, 
travel, animals

Résumé
Catapult
HR Advisor, Compensation Lead
Jan. 2019 – present

CACC
Education Director, Charlotte Area 
Compensation Council
Board of Directors
Feb. 2020 – present

3D Systems Corporation
HR Regional Partner
May 2018 – Jan. 2019

Graphic Packaging International
HR Manager
April 2016 – May 2018

Zapata Incorporated
HR Manager
May 2013 – April 2016

Graphic Packaging International
HR Generalist II
Nov. 2011 – Feb. 2013

KBR
Sr. HR Generalist
June 2007 – Aug. 2011

Arete Associates
Administrative Coordinator
2004-2007

variety of different organizations. A few 
years ago, I moved to consulting. Now, my 
role is with an employer’s association. We 
work with about 2,300 members and I’m 
helping them with anything they need. I 
love it because I get to work with so many 
different companies, and it’s really cool 
to see how different companies are struc-
tured, what they do, how they’re staffed 
and what challenges they face. 

The thing that makes me excited about 
what I’m doing now is that I view it sort 
of as both an art and a science. There’s 
science in that we want the decisions to 
be data-driven, but you can’t only rely 
on the data. It comes down to knowing 
employees, what they need and what 
motivates them. The combination of 
bringing all of that together is what makes 
me enjoy it so much. 

Becky Drozdz and her husband, Craig, take a quick timeout on a recent trip to 
Alaska.

63

   
|  

 1
st

 Q
ua

rt
er

 2
02

2

62

   
|  

 1
st

 Q
ua

rt
er

 2
02

2

member 
central

member 
central



What led you to WorldAtWork in the first place? Your history 
with the organization, when did you become a member, just 
any insight into that process?
I’ve been a member for about three years, right about when I 
started focusing a lot on the comp side of things. Having the 
HR background, I can also advise on general HR compliance, 
laws and regulations. 

This past year, I’ve been the vice chair of the Charlotte Area 
Compensation Council. That’s a WorldAtWork affiliate. In 
February, I will become the chair. It’s tough during COVID, but 
I’m really excited to get back into the work of networking.

Your hobbies away from the office; what’s the No. 1 hobby, 
would you say? 
Home improvement. The house we’re in now, when we first 
bought it, my husband called it a “crap shack.” It was, but I 
didn’t want him to call it that. We’ve done so much work on it, 
and we do all of it ourselves. It’s really nice now. But when I 
look back, I think, “Yeah, we really did buy a crap shack.”

We gutted it. Everything. We’ve moved walls, put on an 
addition, redid the kitchen and all of the bathrooms. It’s fun 
to do these things ourselves. My husband is very handy, he 
thinks we can do almost anything. I support that. We also got a 
tractor and an auger. Working on the house and the yard, those 
are huge hobbies.

What positives do you take from the home improvement 
aspect?
It’s just the satisfaction of putting your blood, sweat and tears 
into it. I like having a vision of what we want it to look like, 
going to pick out the finishes and figuring out how things are 

going to work together. And then once 
you do it, we’re happy to look at it and 
say, “we created that.” It’s a cool thing. 
And we’ll never be done. There’s always 
something we’re going to want to do.

What about the goats?
They’re important, too. Every morning, 
I’ll take my coffee down and sit with the 
goats. They’re actually very low mainte-
nance. I’ll go hang out down there with 
them in the morning. And then in the 
evening, I’ll go top off their water and 
maybe bring a glass of wine if it’s nice 
out. It’s so nice to just sit outside, look 
at my trees, be with our animals and just 
recharge. It’s the separation, being able 
to walk away from technology and work, 
relax and just be. 

Have you debated getting any other 
animals? You seem to have the space 
for it.
I’m interested in chickens. But my only 
hesitation is that having the chickens 
and the eggs will attract snakes. And I 
am not a fan of snakes, not at all. We 
have one poisonous snake in this area. 
I just don’t want to attract them at all. 
Still on the fence about the chickens 
for that reason.

How about a bucket list? What’s one 
thing, could be more than one thing, 
that you’ve always wanted to do?
Going to the Galapagos Islands is very 
high [on my bucket list]. I want to see 
that landscape, that unique environment 
and the animals there. Just visiting 
with the historical context, too: Darwin 
studying there, just so many great minds 
have visited. I do have a slight hesitation 
because I don’t want to contribute in 
any way to the destruction of it. I want 
to responsibly go there. I’ve looked into 
it a bit. I just want to swim with the 
turtles, observe nature, observe the 
animals and the landscape. I don’t want 
to mess anything up for them, though. 
That’s for sure. 

Becky and her husband, 
Craig, spend plenty of 
quality time with Sky, 
their 11-year-old dog.

Rich Mayor

Learn more and register. worldatwork.org/events

August  
22-24  

Chicago

REGISTER BY 
APRIL 25  

AND SAVE 
$300!

Drive Better Sales Results
If you want to drive better results through effective sales 
compensation and operations aligned with business goals, 
this event is for you. Come for a blend of sales effectiveness, 
compensation and analytics topics focused on building 
essential core and evolving impact skills and advancing 
organizational solutions through relationships with finance, 
sales and compensation/HR. Plus, meet and network with 
peers and top solution providers.
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Brazil’s Supreme Court has suspended a government order that 
prevented companies from requiring employees to provide 
proof they have been vaccinated against COVID-19 and stop the 
termination of those who are not immunized, Reuters reports. 

The government order was issued in December by Brazilian 
Labor Minister Onyx Lorenzoni, who said that “allowing compa-
nies to fire employees who refuse to get vaccinated was absurd 
and a violation of their rights,” according to Reuters. 

The pandemic has been responsible for the death of 610,000 
Brazilians, according to Justice Luis Roberto Barroso, adding 
that it was “reasonable to surmise” that the presence of 
unvaccinated employees in the workplace poses a threat to the 
health of their colleagues. 

Brazilian Companies 
Can Fire Unvaccinated 
Employees

“The lack of vaccination interferes with 
the rights of others,” wrote Barroso, 
issuing an injunction sought by four 
opposition parties. 

Courts in other countries have 
followed the vaccine-mandate 
lead, with Armenia’s parliament, 
for example, approving a law in 
December that would allow employers 
to terminate workers who refuse to 
provide proof of vaccination against 
COVID-19 or a negative test result, 
according to ABC News. 

The new rule comes months after an August 2021 order from 
the Armenian ministry of health, requiring that Armenian 
citizens provide their employers with proof of vaccination or a 
negative PCR test every two weeks or else face a fine. 

“If the employee is not providing a vaccination certificate, or a 
negative COVID-19 test, the employer is given the right to turn 
the employee away from the workplace, suspend their pay and 
fire the employee, if they are off for 10 working days because 
of that,” Armenian Deputy Minister of Labor and Social Affairs 
Ruben Sargsyan said in a statement. 

The new vaccination requirement does not apply to the 
country’s president, prime minister, members of parlia-
ment or the National Assembly, the ombudsman, judges of 
the Constitutional Court and a number of other officials, 
according to Sargsyan.

“This exception was established for the reason that these 
positions are either (institutional), as in the case of parliamen-
tary deputies, or their holders are appointed in accordance 
with the Constitution,” he said.

Finland

Finnish Law Would Allow Workers to See Colleagues’ Salaries
The Finnish government has proposed a new law that would 
allow the country’s workers to find out what their colleagues 
are earning if they suspect they are being discriminated 
against, as part of an effort to close the gender pay gap in the 
country, according to U.S. News. 

The bill has been met with criticism from workers’ unions 
seeking even more pay transparency, and Finland’s largest 
employers’ organization predicts that it “would create more 
conflicts in the workplace,” U.S. News reports. 

A coalition led by Finnish Prime 
Minister Sanna Martin is pushing ahead 
with the legislation, however. 

“What is central to the government’s 
program is the elimination of unjus-
tified pay gaps,” Equality Minister 
Thomas Blomqvist recently told 
Reuters. “They will now be addressed 
more rigorously.” 

Blomqvist expects the bill to be 
passed in parliament before the April 
2023 elections in Finland, where women 
earned 17.2% less than men in 2020, 
according to a pay equality ranking 
by the Organisation for Economic 
Cooperation and Development. 

United Arab Emirates

UAE Transitions to 4.5-Day Workweek
The United Arab Emirates has 
announced that it is adopting a 
four-and-a-half-day workweek, 
with weekends consisting of Friday 
afternoon, Saturday and Sunday, as 
reported by NPR. 

The changes apply to federal govern-
ment entities, effective Jan. 1, when 
government agencies began operating 
from 7:30 a.m. to 3:30 p.m. Monday 
through Thursday, with Friday hours 
running from 7:30 a.m. to noon.

“ If the employee is not providing a 
vaccination certificate, or a negative 
COVID-19 test, the employer is given 
the right to turn the employee away 
from the workplace, suspend their pay 
and fire the employee, if they are off 
for 10 working days because of that.”
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The Associated Press reports that private industry will likely 
follow the government’s lead, noting it did so in 2006 when the 
Saturday-Wednesday workweek changed. Dubai’s education 
authorities said in a recent tweet that “the private educa-
tion sector in Dubai will be open in line with the recent UAE 
Government decision on the working week.”

According to NPR, the UAB’s Federal Authority for Government 
Human Resources proposed the new workweek after “compre-
hensive benchmarking and feasibility studies focused on its 
potential impact on the economy, social and family ties, and 
people’s overall well-being.”

China

TikTok Owner Mandates Shorter Work Hours
The Washington Post reports that ByteDance, the owner of 
TikTok and its Chinese version, Douyin, has implemented 
new rules designed to dissuade staff from working overtime, 
becoming one of the first major Chinese technology companies 
to push back against the industry’s punishing work culture 
known as “996,” which encourages employees to work from 9 
a.m. to 9 p.m., six days a week. 

According to the company, employees have been told that 
they should not work beyond 7 p.m. and should seek permis-
sion in advance to stay beyond that time. Those who work 
longer without prior approval can still apply for compensa-
tion or time off. 

“A new policy that came into effect … 
discourages employees from working 
outside their regular work hours,” said 
ByteDance public relations officer Fan 
Ning in a statement, adding that the 
new system “is meant to ensure that 
employees are able to demand reason-
able compensation.”

ByteDance’s new policy, working 10 a.m. 
to 7 p.m. just five days a week, “marks 
a broader reckoning by the country’s 
once-high flying technology companies 
facing both public and government 
backlash over treatment of workers and 
company practices,” according to the 
Washington Post. 

Argentina

Government Lifts Ban on Layoffs  
in Argentina
The Buenos Aires Times reports that the 
government in Argentina will not extend 
its decrees ordering double severance and 
a ban on employee dismissals without just 
cause, which had been in place since the 
start of the coronavirus pandemic. 

“They were two extraordinary 
measures for an extraordinary situation,” 
Argentinian Labor Minister Claudio 
Moroni said during a recent event. “There 
will be sectors like manufacturing and 
construction running employment levels 
above those before the pandemic.” 

The ordering of double severance 
payments to dismissed workers was 
originally intended to last for six months 
and was extended through the end of 
2021 as a result of the ongoing pandemic, 
although a cap of half a million extra 
pesos was set the last time the double 
severance measure was prolonged, 
according to the Buenos Aires Times. 

“The exceptional decisions we took 
should be understood as such,” 
Argentinian President Alberto Fernandez 
said in a statement. “They were applied 
at an exceptional moment and they will 
not be sustained in time.” 

“ A new policy that came into 
effect … discourages employees 
from working outside their 
regular work hours,” said 
ByteDance public relations 
officer Fan Ning in a statement, 
adding that the new system “is 
meant to ensure that employees 
are able to demand reasonable 
compensation.”

Don Lowman

A frequent criticism leveled against executive compensation 
is that “it’s just not fair.” If looking purely at the statistics, one 
may draw a similar conclusion. 

According to U.S. Bureau of Labor Statistics data, the average 
annual pay for United States workers in 2020 was $52,168, while 
the average CEO/median worker pay ratio disclosed by the S&P 
500 was 299:1. The total pay for CEOs in the 300 largest U.S. 
companies reviewed by Korn Ferry increased by approximately 
7% annually over the last decade, while that of the average 
worker went up only 3%. 

While statistics can be misleading, what is unassailably true 
in all of this is that top executives are very rich, and they 
have gotten richer at a much faster pace in recent years than 
everyone else. Is something askew?

No, not really. 

Rethinking Fairness 
in Exec Comp Amid a 
Changing World

There are compensation committees 
of the boards of directors of both public 
and private organizations that oversee 
executive pay. And with as much disclo-
sure and as much attention as has been 
devoted to executive compensation 
for decades — especially in the most 
recent one — they have taken their 
jobs very seriously. Many have added 
new members, and they have spent 
more time scrutinizing and carefully 
assessing more comprehensive sets 
of relevant pay and performance data. 
Statistics tied to the voices of share-
holders bear this out.
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Here is where things could be headed: 

1. Executive pay is going to be looked at in a broader light by 
company boards. They won’t toss out the traditional peer 
group competitive pay analyses and pay-for-performance 
assessments, but they will supplement them with a richer 
discussion of how executive total pay is increasing relative 
to pay for everyone else in the organization and additional 
external norms.

2. Companies will start to evaluate sharing ratios of company 
profit — company employees versus shareholders, exec-
utives versus non-executives, CEOs versus other senior 
executives, as well as relevant external comparisons — and 
will consider shifting more to the broader-based employee 
population if the talent crunch continues or worsens.  

3. Senior executive teams will be more accountable for 
reporting on what they are doing to hire, develop and retain 
the top talent needed for the future throughout the organi-
zation, which will likely result in developing new approaches 
for broad-based rewards (and possibly broader use of 
company equity, along with profit redistribution). 

4. With a greater focus on non-financial performance metrics, 
ESG metrics will be used more broadly in company annual 
and long-term incentive plans, and TSR will receive 
less emphasis in driving executive pay (and this could 
have a dampening impact on overall executive vari-
able compensation).

5. Many companies will revisit their fundamental executive pay 
strategies as they reconsider their overall company total 
reward strategies. And many of these will “zero base” their 
approaches and consider what will be needed to transform 
their companies to a new generation of senior leadership 
and differently skilled talent. Expect program simplifica-
tion, shifts to more fixed pay for many and broader use of 
company equity.

The world of executive pay has always received a lot of nega-
tive attention, and it is often not well-understood by many 
of its harshest critics. While the system is not fundamentally 
broken, and executives have not been systematically overpaid, 
the world is changing and company priorities are evolving. 

In the context of those changes, compensation committees 
should evolve their approaches to reviewing and managing 
executive pay to incorporate a broader view of fairness. 
Don Lowman is a global leader of total rewards at Korn Ferry. He can be reached at 
don.lowman@kornferry.com. 

Indeed, among the Russell 3000 companies, the average 
say-on-pay vote was 90.5% approval in 2020, and only 2.3% of 
companies failed. And the average director vote support was 
nearly 95%. Shareholders seem to be pleased with executive 
pay oversight and the outcomes produced. 

And why wouldn’t they be? Executive pay has grown at a 
pace that tracks very closely with the pace at which company 
value, as measured by total shareholder return (TSR), has 
increased over the last decade. The executives charged 
with stewarding shareholder value have delivered for share-
holders, and the board members charged with overseeing 
executive rewards have done so responsibly.

How do we square all of this? How can executives be 
paid almost 300 times as much as the average worker, 
and yet their pay seems reasonable in light of what 
they delivered?

The answer is simple. The attention on executive pay 
is usually focused on the top five or so executives in the 
company, and CEO pay gets all the media attention. And 
those top executives typically receive 60% or more of their 
total pay through long-term incentives, which are often 
denominated in company equity or tied to financial metrics 
closely tied to TSR; the average worker almost never gets 
any of their pay in company stock. 

And another 25% of executive total pay is delivered through 
annual bonuses (while the average worker only has about 5% 
to 10% of their pay in bonus). With strong performance, these 
variable pay elements (unavailable to the average worker) 
can generate significant upside — and they have. 

Is anything broken? Not really. Is executive pay “fair?” Yes, 
in most respects — but that also depends on your vantage 
point and your frame of reference. Should we consider 
making changes? Almost certainly, and here’s why.

We are in a rapidly evolving world. 

“Company purpose” for many is now 
taking on meaning that goes beyond 
marketing and public relations hyperbole. 
ESG (environment, social and governance) 
is no longer a misunderstood step-cousin 
of CSR (corporate social responsibility), 
and companies, the executives who 
lead them and the boards who govern 
them are operating with a different set 
of values, priorities and principles than 
prior generations.

This is partly due to the fact that 
companies recognize the economic 
case for considering the interests of a 
broad array of stakeholders beyond their 
shareholders — employees, customers, 
suppliers, prospective investors and 
communities as well as the planet. 

Pay equity is being looked at in many 
different dimensions, and the notion of 
a company’s responsibility to provide 
a living wage to its most vulnerable 
employees and suppliers is gaining 
serious attention. The unprecedented 
talent market we now face, with shortages 
of skilled (or willing) workers driving up 
the spot market for worker compensation, 
has shifted the economic dynamics for 
many companies. 

As a result of the above factors, the 
scope of compensation committee char-
ters continues to expand and evolve, and 
reward strategies are evolving at a faster 
rate than we’ve seen in generations. 

“ Company purpose” for many is now taking 
on meaning that goes beyond marketing 
and public relations hyperbole. ESG 
(environment, social and governance) is no 
longer a misunderstood step-cousin of CSR (corporate social 
responsibility), and companies, the executives who lead them 
and the boards who govern them are operating with a different 
set of values, priorities and principles than prior generations.

“ The world of executive 
pay has always received 
a lot of negative 
attention, and it is often 
not well-understood 
by many of its harshest 
critics. While the system 
is not fundamentally 
broken, and executives 
have not been 
systematically overpaid, 
the world is changing, 
and company priorities 
are evolving.” 
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Recent research from WorldatWork finds the majority of orga-
nizations taking steps to address pay equity. 

WorldatWork’s 2021 Pay Equity Study surveyed 997 companies, 
with 66% saying they took action on pay equity in 2021, repre-
senting a 6% increase from 2020. Roughly one in three (31%) 
said they have pay equity 
“on their radar,” but haven’t 
taken any action yet. Just 
4% of organizations polled 
said they do not have 
pay equity on their radar, 
compared to 7% saying 
the same in 2020. 

For organizations that 
have yet to take pay equity 

WorldatWork Study: 
More Companies Acting on Pay Equity

action but have it on their radar, 88% 
said the cost to fix pay inequities is a 
barrier to enacting a pay equity plan. For 
organizations that are taking pay equity 
action, 53% were extremely influenced 
to do so because “it’s the right thing 
to do ethically.”

“The survey includes very robust 
research,” said Sue Holloway, director of 
compensation strategy at WorldatWork. 
“We had almost 1,000 respondents, 
and the information is broken down by 
organization size, type and industry. 
That helps make the data more valuable 
and relevant.” 

took action on pay equity, 
up 6 percentage points 
from 2020. 

66%

of organizations

WorldatWork’s 2021 “Pay 
Equity Study” found that

WorldatWork Certifications 
Do it for them. Do it for you.

Be recognized for your knowledge and 
confidence when navigating today’s 
workforce challenges. WorldatWork 
certification reflects your readiness to make 
strategic decisions and implement practical 
solutions for a diverse workforce. 

Plus, achieving certifications from WorldatWork 
opens doors to career advancement, heightened 
marketability and increased compensation.
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CBP Certified Benefits Professional®
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Immersion
Programs

Fast Track Your Career
Whether you are at the start of your compensation career or need a 
refresher, these comprehensive immersion programs give you what you 
need to handle the challenges ahead. You’ll gain both a broad understanding 
of how compensation aligns with the strategic goals of the organization and an 
understanding of the nuances of the practice.

This accelerated approach offers several key benefits:

• It’s comprehensive. The program’s instructors are highly respected, 
subject-matter experts that bring real-world experience and expertise to 
the program

• It’s effective. Through this lively and highly participatory learning program, 
these programs set the groundwork to maximize your success.

• It’s fast. Participants accelerate their ability to make positive contributions 
quickly and effectively.
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