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ANALYTICS WITH IMPACT

T o  u n d e r s t a n d  h o w  t o  u s e
G a p s q u a r e  f o r  a n a l y t i c s  w i t h
i m p a c t ,  t o  u n d e r s t a n d  ' t h e
m i s s i n g  m i d d l e '

T o  l o o k  a t  t h e  r o o t  i s s u e s
w h i c h  m i g h t  b e  c a u s i n g
u n e q u a l  w o r k f o r c e
d i s t r i b u t i o n  i n  m i d d l e
m a n a g e m e n t  p o s i t i o n s

T o  u s e  a n a l y t i c s  t o  i m p r o v e
h i r i n g  a n d  c a r e e r  p r o g r e s s i o n

AIMS & OBJECTIVES

THE MISSING MIDDLE



Workforce Representation descr ibes the make up of  your workforce.  I t
looks at  the overal l  percentage and number of  people in your workforce of
a certa in demographic group ( i .e .  BAME and white,  men and women etc) .  In
this  context ,  as well  as the percentage within di f ferent pay grades and
parts of  the company.  

Pay Quart i les group your employees from lowest pay per hour to h ighest
pay per hour and then spl i ts  them into four equal  groups.  The lower
quart i le ,  therefore,  looks at  the lowest paid 25% of  employees,  the upp
quart i le looks at  the top 25% of  pay etc .

Employee characterist ics are the di f ferent categor ies into which you can
group your employees,  including  identity groupings   l ike gender,  age,
disabi l i ty ,  ethnic i ty etc,  and company groupings l ike tenure,  department
etc .  

Career progression  is  the way in which employees are moving up through
a company over t ime.

The Missing Middle   refers to a part icular  group of  employees in low and
high pay quart i les ,  but  not  in  the middle pay quart i les or  middle
management posit ions .  I t  indicates that  these employees are not
progressing through the company.

Research and data shows us that  pay gaps between women increase
exponent ial ly  past  the age of  th i r ty ,  due to care responsibi l i t ies ,  external
pressures and progression through the company.  As a result ,  companies
often see unequal  pay occur ing in their  middle management posit ions .

The Miss ing Middle does not just  apply to gender .  I t  can also occur for
part icular  ethnic groups as well  as diabi l i ty .

Unconscious Biases are social  stereotypes about certa in groups of  people
that  indiv iduals form outs ide their  own conscious awareness.  In  th is
context ,  they can look l ike an aff inity bias  ( feel ing as though we have a
natural  connect ion with people s imi lar  to us)  and confirmation bias  (our
unconscious tendency to conf i rm our own opinions and pre-exist ing ideas
about people) .  They affect  the recruitment and progression of  equal i ty
groups.

KEY TERMS & CONCEPTS YOU'LL LEARN IN THIS SECTION
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1)  Select  an employee character ist ic
which you would l ike to compare and
cl ick on the workforce tab.  This  wi l l
show you the percentage of
employees in th is  character ist ic  in
each pay quart i le .

2)  Look at  the percentage of
employees in each pay quart i le .  Note
how they are spread across your
organisat ion.

3)  Look out for  a lack of  a certa in
employee character ist ic  in  the lower
middle and upper middle pay
quart i les ,  or  middle management
posit ions .  This  indicates you have a
missing middle.
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A STEP BY STEP APPROACH 

Hiring Practices
Career Progression

This document wi l l  explain
the reasons why you might
be seeing a miss ing middle,
how to use Gapsquare to
ident i fy  why these issues are
emerging,  and which act ions
to take next .

I f  you see a miss ing middle
in your data,  there are next
steps to take to ident i fy  why
these issues are emerging.  

They are :

1 .
2 .
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1. HIRING PRACTICES 

I f  y o u  s e e  a  l a r g e  c o n t r i b u t i o n  i n  o n e
d e p a r t m e n t ,  o r  r o l e ,  t h i s  i s  w h e r e
c h a n g e  n e e d s  t o  h a p p e n .  F o c u s i n g
r e c r u i t m e n t  i n t o  a r e a s  d o m i n a t e d  b y
o n e  p a r t i c u l a r  e m p l o y e e  g r o u p  w i l l
i m p r o v e  p a r i t y  a n d  r e p r e s e n t a t i o n
w i t h i n  y o u r  w o r k f o r c e .  F o c u s  o n  b l i n d
/  u n b i a s  h i r i n g  m e t h o d ,  o r  t a r g e t
i n t e r n a l  a p p l i c a n t s  t o  a p p l y  f o r  r o l e s .

TAKE ACTION

A STEP BY STEP APPROACH 
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U n c o n s c i o u s  b i a s e s  a r e  s o c i a l  s t e r e o t y p e s  a b o u t  c e r t a i n  g r o u p s  o f
p e o p l e  t h a t  i n d i v i d u a l s  f o r m  o u t s i d e  t h e i r  o w n  c o n s c i o u s  a w a r e n e s s .
I n  t h i s  c o n t e x t ,  t h e y  c a n  l o o k  l i k e  a n  a f f i n i t y  b i a s  ( f e e l i n g  a s  t h o u g h
w e  h a v e  a  n a t u r a l  c o n n e c t i o n  w i t h  p e o p l e  s i m i l a r  t o  u s )  a n d
c o n f i r m a t i o n  b i a s  ( o u r  u n c o n s c i o u s  t e n d e n c y  t o  c o n f i r m  o u r  o w n
o p i n i o n s  a n d  p r e - e x i s t i n g  i d e a s  a b o u t  p e o p l e ) .  T h e y  a f f e c t  t h e
r e c r u i t m e n t  a n d  p r o g r e s s i o n  o f  e q u a l i t y  g r o u p s .

KEY TERMS & CONCEPTS

1 )  L o o k  a t  w o r k f o r c e
r e p r e s e n t a t i o n  a c r o s s  j o b
l e v e l  o r  d e p a r t m e n t

2 )  F i l t e r  b y  t e n u r e ,  a n d
s e l e c t  e m p l o y e e s  w i t h  1
y e a r  o f  s e r v i c e  ( o r  6
m o n t h s  o f  s e r v i c e  f o r  a
m o r e  d e t a i l e d  v i e w ) .  T h i s
w i l l  s h o w  y o u  w h e r e  y o u r
n e w  h i r e s  a r e .

3 )  C l i c k  o n  t h e
c o n t r i b u t i o n  t a b  t o  s e e  i f
t h e s e  h i r e s  a r e
e x a c e r b a t i n g  t h e  g a p .  

4 )  L o o k  t o  s e e  i f  y o u  h a v e
p a r t i c u l a r  e m p l o y e e
g r o u p s  e n t e r i n g  l o w
p a y i n g  p o s i t i o n s ,  a n d
o t h e r  e m p l o y e e  g r o u p s
e n t e r i n g  h i g h  p a y i n g
p o s i t i o n s .  I f  y o u  s e e  t h i s ,
y o u r  h i r i n g  p r a c t i c e s  a r e
e x a c e r b a t i n g  u n e q u a l
r e p r e s e n t a t i o n  i n  m i d d l e
m a n a g e m e n t  -  y o u  h a v e
a n  i s s u e  w i t h  t h e  m i s s i n g
m i d d l e .
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C a r e e r  p r o g r e s s i o n  i s  t h e  w a y  i n  w h i c h  e m p l o y e e s  a r e  m o v i n g  u p
t h r o u g h  a  c o m p a n y  o v e r  t i m e .

P i p e l i n e   i s  a  w a y  t o  r e f e r  t o  t h e  t r a j e c t o r y  o r  c h a n n e l  t h r o u g h  w h i c h
e m p l o y e e s  p r o g r e s s  t h r o u g h  a  c o m p a n y .  

KEY TERMS & CONCEPTS

2. CAREER PROGRESSION & PIPELINE PROBLEMS

TAKE ACTION

T h i s  i s  a n  o p p o r t u n i t y  t o  r e -
e v a l u a t e  h o w  y o u  p r o m o t e ,  h o w
y o u  d o  p e r f o r m a n c e  r e v i e w s ,  h o w
y o u  b e n e f i t  a n d  c o m p  s t r u c t u r e s
m a y  f a v o u r  c e r t a i n  d e m o g r a p h i c s ,
o r  h o w  y o u  s u p p o r t  p r o g r e s s i o n
t h r o u g h  u n d e r s t a n d i n g  h o l d  u p s
a n d  h o w  y o u  c a n  t a c k l e  t h e s e .
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A STEP BY STEP
APPROACH 

1 )  C l i c k  o n  t h e
c o n t r i b u t i o n  t a b  a n d
l o o k  a c r o s s  j o b  l e v e l .

2 )  T h e  j o b  l e v e l
w h i c h  c o n t r i b u t e s
m o s t  t o  y o u r  p a y  g a p
s h o w s  y o u  p o i n t  a t
w h i c h  y o u r  e m p l o y e e
g r o u p  i s  n o t
p r o g r e s s i n g  i n t o  t h e
n e x t  j o b  l e v e l  o r  p a y
g r a d e .

3 )  C o m p a r i n g  t h i s
d a t a  w i t h  t h e  d a t a
a c r o s s  p r e v i o u s  y e a r s
h e l p s  y o u  u n d e r s t a n d
c a r e e r  p r o g r e s s i o n  i n
m o r e  d e t a i l .
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LETS PRACTICE

T h i s  i s  a n  o p p o r t u n i t y  t o
r e - e v a l u a t e  h o w  y o u
p r o m o t e ,  h o w  y o u  d o
p e r f o r m a n c e  r e v i e w s ,
h o w  y o u r  b e n e f i t  a n d
c o m p  s t r u c t u r e s  m a y
f a v o u r  m e n ,  o r  h o w  y o u
s u p p o r t  p r o g r e s s i o n
t h r o u g h  u n d e r s t a n d i n g
h o l d  u p s .  I t ' s  a l s o  a
c h a n c e  t o  t a c k l e  t h e s e
c o m m o n  i s s u e s .

Q :  T h e  t w o  g r a p h s  b e l o w
s h o w  t h e  d i f f e r e n c e  i n
t h e  c o n t r i b u t i o n  o f  j o b
l e v e l s  b e t w e e n  t w o
d i f f e r e n t  c o m p a n i e s .
W h a t  i s  t h e  m a i n
d i f f e r e n c e  b e t w e e n
t h e s e  t w o  c o m p a n i e s ?
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A :  T h e  f i r s t  g r a p h  s h o w s
t h a t  t h e r e  a r e  n o t  e n o u g h
w o m e n  c o m i n g  i n t o  t o p
l e v e l  e x e c u t i v e
m a n a g e m e n t  a t  t h e
c o m p a n y .  I t  i s  l i k e l y  t h e y
h a v e  p o o r  b o a r d
r e p r e s e n t a t i o n  a n d  f e w
f e m a l e  C - S u i t e  e x e c u t i v e s .
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A :  T h e  s e c o n d  g r a p h  s h o w s
t h e  o p p o s i t e  -  t h e r e  i s  n o t
a n  i s s u e  w i t h  t o p  t i e r
m a n a g e m e n t ,  ( t h e  c o m p a n y
m a y  h a v e  r e c e n t l y  h i r e d
s o m e  h i g h l y  p a i d  s e n i o r
w o m e n ) ,  b u t  t h e r e  i s  a n
i s s u e  w i t h  m i d d l e  m a n a g e r s .

T h e r e  a r e  n o t  e n o u g h
w o m e n  b e i n g  p r o m o t e d ,  o r
b e i n g  h i r e d  i n  t h e  m i d d l e
m a n a g e r i a l  p o s i t i o n s .  T h i s  i s
w h a t  i s  k n o w n  a s  t h e
m i s s i n g  m i d d l e .  

LETS PRACTICE
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