
Efforts to improve pay equity — and employee 
perceptions of it — should not be shouldered by 
HR or total rewards leaders alone. CHROs can 
reenergize their organizations’ pay equity initiatives 
by building a cross-functional pay equity team that 
includes senior leaders, managers and employees.
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n = 104 total rewards leaders
Source: 2022 Gartner Pay Equity and Transparency Employee Survey

Pay equity is a longstanding challenge for many 
organizations, and the disparate impact of the 
pandemic on different employee demographics 
has heightened its urgency. HR leaders are under 
greater pressure now to address pay gaps. 

To implement a successful pay equity strategy, 
CHROs need to recognize that it’s not just a 
matter of compensation; therefore, the total 
rewards function can’t be solely responsible 
for it. CHROs play a vital role in developing 
an organizationwide pay equity strategy and 
assembling a cross-functional team to execute it. 

Two Types of Pay Equity
Conversations about pay equity are often fraught 
with disagreements over the actual scale of the 
problem, whether one is discussing gender, 
race, ethnicity or other pay gaps. This is partly 
because there are two types of pay equity, 
and business leaders, government officials, 
activists and journalists often talk about them in 
the same breath:

• Organizational pay equity compares the 
average salaries between two or more 
groups in an organization at all levels.

• Role-to-role pay equity compares the salaries 
of individuals or groups who are engaged in 
the same or substantially similar work.

For example, a hospital might pay men and 
women the same salaries for similar roles and 
levels of experience, and thus it may have 
close to perfect role-to-role gender pay equity. 
However, the same hospital might have a large 
organizational pay gap if most doctors and 
senior administrators are male, while women 
are concentrated in lower-paying nursing, 
administrative and support roles.
Role-to-role pay gaps tend to be smaller than 
organizational pay gaps, and they are more 
straightforward (though by no means easy) to 
solve. So it comes as no surprise that, while 
the vast majority of organizations are actively 
addressing role-to-role pay equity, only 41% 
are actively addressing organizational pay 
equity (see Figure 1).

Figure 1. Percentage of Organizations Actively Addressing Two Types of Pay Equity
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Employee Perceptions  
and Trust
Our research has revealed that employee 
perceptions of pay equity have a significant 
impact on the organization, whether or not those 
perceptions are accurate. Unfortunately, most 
employees do not feel their organizations’ pay 
practices are fair, equitable and free of bias, and 
these negative perceptions diminish vital talent 
outcomes (see Figure 2).
Counterintuitively, these poor perceptions 
are not primarily a result of the organization’s 
compensation practices. Rather, the primary 
driver, accounting for 71% of employees’ 
perceptions, is a general lack of trust in the 
organization.1 In other words, an organization 
might have 100% equitable pay practices, but 
if employees don’t trust the organization, they 
won’t believe that. Experiences that can erode 
trust include a lack of inclusivity, a lack of work-
life harmonization and unfair treatment at work.
The influence of so many factors is the reason 
pay equity can’t be the exclusive responsibility 
of HR, much less the total rewards team. Most 
organizations already rely on HR and total rewards 
leaders to conduct pay equity audits and adjust 
salaries to fix pay gaps — and they must continue 
to do so. However, where most fall short is in 

communicating with employees about pay equity 
and creating shared accountability throughout 
the organization. HR leaders, other senior 
executives and managers all have important roles 
to play in building employees’ trust and improving 
perceptions of pay equity.

Build a Pay Equity  
Team With the Authority  
to Drive Change
To improve their organizations’ pay equity, 
HR leaders will need to enlist the support of 
other key players. But words won’t be enough; 
stakeholders throughout the organization will 
need to back up their support with actions.
For example, senior business leaders  
recognize the importance of pay equity.  
Among total rewards leaders we surveyed,  
72% said pay equity is a high or very high priority 
for their senior leaders. In addition,  
76% said these leaders understand that pay 
equity is more than just a compliance issue.2  
In practice, however, decision makers often 
deprioritize pay equity in favor of other concerns. 
For instance, when a hiring manager has a strong 
candidate for a critical open role, their desire 
to hire the candidate at any price will usually 
trump whatever pay equity issues might result. 

n = 3,523 employees
Source: 2022 Gartner Pay Equity and Transparency Employee Survey
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Figure 2. Impact of Employee Pay Equity Perceptions on Talent Outcomes
Employees Who Perceive Pay as Equitable vs. Unequitable
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Managers and senior leaders might say they 
believe in the business benefits of pay equity,  
but their actions don’t often reflect that.
Organizational pay equity, in particular, requires 
cross-functional collaboration because it 
depends on so much more than compensation. 
It is driven (or hindered) by factors including 
hiring, promotion, flexibility, leadership 
development, access to mentorship and 
sponsorship, and inclusion at all levels of the 
organization. Total rewards can identify and 
correct pay gaps, but organizationwide efforts 
are needed to sustain progress, build employee 
trust and prevent these gaps from reopening. 
To build cross-functional support for pay equity, 
Gartner’s Equitable Performance-Based Integrity 
Compensation (EPIC) model recommends a 
team structure comprising a variety of senior 
leaders, HR leaders, managers and employees 
(see Table 1).
Involving multiple business leaders in this team 
is important to show that pay equity is not 
just “an HR thing.” The chief financial officer, 
in particular, is a key partner for ensuring pay 
equity remedies are financially feasible for 
the organization. Legal, communications and 
technology leaders are also valuable members 

Senior Leaders HR Leaders Employees

CHRO — Integrates pay 
equity work across other HR 
initiatives

Head of Total Rewards — 
Manages pay processes and 
policies, equity audits, and pay 
data collection and analysis

Representative Managers 
— Provide a managerial 
perspective on factors 
affecting pay equity

Legal Counsel — Ensures 
compliance with regulations 
and interprets legal risk

Head of DEI — Links pay 
equity work to any and all 
other diversity and equity 
activities

Individual Contributors 
— Provide an employee 
perspective on perceptions  
of pay equity

Business Unit Leaders — 
Assess critical talent and 
business performance 
considerations

HR Business Partners — 
Evaluate progress, and keep 
business leaders updated

Financial Officer — Analyzes 
the cost implications of 
proposed actions

Communications Specialist 
— Reviews data and crafts 
messaging related to pay 
equity initiatives

Table 1. Suggested Model for Pay Equity Team Structure 

Source: Gartner

of this team — and of course, robust and visible 
support from the CEO is a major asset. 
Building a more diverse, cross-functional 
pay equity team will enable CHROs to move 
beyond the technical aspects of compensation. 
They’ll be able to scrutinize the practices and 
processes that create and perpetuate pay gaps 
throughout the organization. A cross-functional 
team also increases the impact and influence 
of the initiative by making pay equity part of 
decision-making processes from the beginning, 
rather than something HR audits after the 
fact and periodically pushes to adjust. Finally, 
bringing in a variety of stakeholders makes the 
organization’s commitment to pay equity more 
visible and helps build employees’ trust that 
leaders are taking it seriously.

1 The 2022 Gartner Pay Equity and Transparency Employee Survey 
was conducted to understand various aspects of organizations’ 
approaches to pay equity and communications design. The research 
was conducted online from 14 April through 19 May 2022 among 3,523 
employees, with representation from various geographies, industries 
and functions. The survey was designed and developed by Gartner’s 
HR research team.

2 The 2022 Gartner Pay Equity and Transparency HR Leader Survey was 
conducted to understand various aspects of organizations’ approaches 
to pay equity and communications design. The research was 
conducted online from 8 June through 15 July 2022 among 105 total 
rewards leaders from various geographies, industries and functions. The 
survey was designed and developed by Gartner’s HR research team.
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Mark your calendar to attend the premier conference 
for CHROs and their HR executive teams.

Gartner ReimagineHR 
Conference 2023

Choose Your Region  

11 – 12 September 2023  
London, U.K.

Save the date

23 – 25 October 2023 
Orlando, FL

4 – 5 December 2023  
Sydney, Australia

https://www.gartner.com/en/human-resources/trends/hr-toolkit-future-of-work-trends-in-2023?utm_medium=asset&utm_campaign=RM_GB_2023_HRL_NPP_IA1_FOW23HRMAG&utm_term=ebook
https://www.gartner.com/en/conferences/calendar/human-resources
https://www.gartner.com/en/conferences/calendar/human-resources

