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Case Study
Gender Pay Gap

Executive Summary
Our client, a FTSE 250 Energy company, approached Clifton Hill Associates (CHA) following the submission of their
Gender Pay Gap (GPG) data in line with the 2017 Gender Pay Gap Reporting legislation. Having collected and
analysed the quantitative data, our client discovered that there were inconsistencies in the sizes of the gender pay
gaps in different parts of the business. To reduce the aggregate size of the pay gap in the long term across the whole
business, our client needed to understand what the drivers are for wider pay gaps, and what the drivers are for
smaller pay gaps. In addition, they wanted to understand if overall, they are an attractive employer to women.

Our Approach
CHA proposed a three-step qualitative approach to our client:
1.

One-to-one anonymous interviews with both men and women across all business areas:
a. We aimed to understand what they enjoy about their company
b. Their feelings toward flexi-time for themselves and for their colleagues
c. Whether they would consider leaving the company, and if so, why?

2.

A look into anyone who has left the company in the last five years;
a. We will aim to understand what company they left for
b. If possible, we will approach them in our capacity as an executive search firm to discuss why they
left
c. And if possible, whether there was anything our client could have done to have retained them

3.

An industry benchmarking exercise to show what our clients competitors are doing to;
a. Retain their top talent
b. Increase diversity and inclusion in senior positions
c. Increase diversity and inclusion across the whole business

4.

How remuneration and pay rises were discussed in review meetings, in order to better understand whether
lower pay grades for women in relation to their male colleagues was / is an issue that has been brought into
the organization, or if it has been created in the organisation.

Our Key Findings
CHA’s research highlighted two crucial areas for development;
1.

At senior levels in the company, it appeared that both women and men felt that the lack of women in
executive and managerial positions was a direct result of the smaller pool of talent to choose from at
lower levels of the business. This is not an uncommon problem in modern businesses and indeed the crux
of the diversity debate.

2.

In the lower levels of the business, where most employees required a low level of experience, the size of the
gender pay gap was lowest, but the turnover of staff was highest. Our findings indicate that the high
turnover of employees was mostly women, with 84% of leavers in the last 5 years being female.
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CHA performed a deep-dive into why this trend was so evident and discovered that internal support for flexible
working conditions was poor to non-existent. The anonymous interviews held with employees indicated a very
prevalent problem of unconscious bias, both in men and women. The reason that this unconscious bias exists is
most likely due to the lack of female leaders in the business.
These two key findings present a mutually dependent ‘catch 22’ situation; as the turnover of employees increases, the
pool of female talent to progress to senior positions decreases. However, if our client can learn to retain talent at the
lower levels of the business, the pool of experienced talent will increase at senior positions.
3.

There is a distinct impression that women at a certain level will depart the firm to start their own family; in
reality, this is not (and has not been) the case. It appears that there is an unfair expectation of women to
make this choice, which is likely owed to overall company culture rather than past reality.

Our Recommendations
1.

CHA recommends implementing a sponsorship program. Lack of access to mentors and the informal
networks of communication are common barriers to career progression. A sponsorship program is like a
mentor program, but focuses less on social, emotional and personal growth development; a sponsor may
provide career guidance but will also have significant influence on decision-making processes and will
advocate the career advancement of their sponsored person.
Sponsors are personally guaranteeing their sponsored persons, so when these sponsors are in senior
positions of power, women are just as likely as men to be promoted.

2.

Secondly, CHA recommends a fundamental overhaul of the client’s approach to flexible working. Firstly,
retraining management on the importance of diversity and inclusion in the workplace and how this positively
impacts company performance should play an important role in attempting to eradicate unconscious bias.
Secondly, basing promotions and career progress on business results and individual performance, rather
than on physical presence in the office (within standard office hours) will help to ensure that women are able
to look after their children without having to sacrifice their careers. Flexible working arrangements should be
communicated widely and implemented with immediate effect; Employees also need to know and
understand that they will not be penalised for taking advantage of these programs.

3.

Finally, CHA recommends holding management at all levels accountable for increasing diversity and
inclusion in their own teams. Increasing Diversity and inclusion in the long term will depend largely on the
number of women in senior positions, who create a positive trickle-down impact on the rest of the
organisation. In the short to medium term, management at all levels will also need to be invested in the
benefits of diversity and inclusion to see real changes.
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