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Glossary of Terms and Acronyms
	Term
	Definition

	The Act
	The Gender Equality Act 2020 (Vic)

	ANZCO
	Australian and New Zealand Standard Classification of Occupations

	The Commissioner
	Means the Public Sector Gender Equality Commissioner appointed under section 29 of the Act

	Compliance notice
	Means a compliance notice that is issued under section 22 of the Act

	Compliance report
	The report provided to defined entities outlining the Commission’s feedback following its compliance review of the defined entities workplace gender audit for 2021.

	Cohort of organisational defined entities 
	For the purposes of this report, the defined entities were placed in the follow cohorts:
Victorian Public Service departments
Public entities 
Special bodies 
Universities 
Local councils 
TAFEs.

	D&I
	Diversity and inclusion

	DEs
	Defined entities

	Defined entity 
	For the purposes of the Act and this report, a defined entity is:
a public service body, or
a public entity, or
a special body, or
a Council, or
Court Services Victoria, or 
A university within the meaning of the Education and Training Reform Act 2006, or
The Office of Public Prosecutions, or
A prescribed entity – that has 50 or more employees.

	GEAP
	Gender Equality Action Plan 

	UFE
	Utilisation-Focused Evaluation0F[footnoteRef:2] is an approach based on the principle that an evaluation should be judged on its usefulness to its intended users. [2:  MQ Patton, Utilization-focused evaluation, Sage Publications, Thousand Oaks, 1997.] 


	VPS
	Victorian Public Service

	VPSC
	Victorian Public Sector Commission

	Workplace gender audit
	Means a workplace gender audit undertaken under section 11 of the Act. Referred to as ‘audit’.




executive summary
The Commission for Gender Equality in the Public Sector (the Commission) is responsible for administering the workplace gender audit process under the Gender Equality Act 2020 (Vic). The results of the inaugural workplace gender audit process (the audit) were published in September 2022. 
To support the inaugural audit, the Commission invested significant efforts supporting defined entities to undertake the audit process. In the 2021 calendar year, Commissioner Vincent undertook over 250 stakeholder engagements to support the behavioural change required to realise the ambition of the cultural shift for the Victorian public sector.1F[footnoteRef:3] The Commission’s 2022 baseline report shone light on the range of statistics relating to gender equality within defined entities, including for example:  [3:  Commission for Gender Equality in the Public Sector, Baseline Report – 2021 workplace gender audit data analysis, Victorian Government, 2022, p 5.] 

a gender pay gap amongst defined entities (which was reported to be on average 15.6%) 
that only 45% of those in senior leadership roles were women 
women were 50% more likely to say they experienced sexual harassment than men; and
that nearly 8 out of 10 parental leave takers were women, and that their leave lasted on average 8 times longer than men’s.2F[footnoteRef:4]  [4:  Commission for Gender Equality in the Public Sector, Baseline Report – 2021 workplace gender audit data analysis, Victorian Government, 2022, p 8.] 

The Commission, through the collection of this data, has identified the gaps and areas for improvement which will inform the way in which the Victorian public sector will make changes to evolve and develop over time. Indeed, in line with the objectives of the Act, this data and the changes arising from action in response to the data, have the capacity to increase women’s security, increase workforce participation rates and improve health and wellbeing outcomes. 
This significant cultural change has required the design and development of a range of processes and procedures to support the audit process. As noted by the Commission, ‘as in any new process, there is significant learning to be incorporated into future workplace audit reporting rounds to improve clarity, efficiency, and impact.’3F[footnoteRef:5]  [5:  Commission for Gender Equality in the Public Sector, Baseline Report – 2021 workplace gender audit data analysis, Victorian Government, 2022, p 5.] 

To promote continuous improvement, the Commission engaged Allen and Clarke Consulting (Allen + Clarke) to conduct an evaluation (the Evaluation) of their first workplace gender audit process, and to recommend changes to improve future audit processes. In particular, the Commission sought feedback on its communication to defined entities, including guidance, supporting infrastructure to undertake the audit, and the capabilities and motivations of defined entities to engage in the workplace gender audit process.
The Evaluation was undertaken from August to September 2022. It was informed by a document review, which included 30 compliance reports as well as reports and materials from 15 key workplace gender audit program areas identified by the Commission. It also involved a multi-faceted stakeholder engagement process. This included engaging with 37 stakeholders within the six cohorts of organisational defined entities, nine Commission staff and two service providers, via five focus groups and 10 interviews. The results of the document review and stakeholder engagement process were then evaluated against better practice regulation principles.
The findings and recommendations made by the Evaluation are based around four key principles found in Better Regulation Victoria’s Guide to Regulation.4F[footnoteRef:6] These principles include: [6:  Commissioner for Better Regulation, Victorian Guide to Regulation: A handbook for policy-makers in Victoria, Victorian Department of Treasury and Finance, 2016.] 

supporting duty holders to understand the value of compliance and harm reduction
supporting duty holders to comply
targeting regulatory effort based on risk of harm and evaluating efforts
communicating their impact on regulatory outcomes.
[bookmark: _Hlk124944735]The Evaluation makes 12 key findings regarding the workplace gender audit process. The Evaluation recognises that the Commission has been tasked with being a catalyst for significant systemic change, and this audit demonstrates the commitment of those who work there to get the best possible outcomes in terms of change. In the recently released Baseline Report, the Commissioner refers to her ‘small (but mighty) team at the Commission’.5F[footnoteRef:7] Respect and recognition for the amount of work undertaken by the Commission and the immensity of the societal and behavioural change that it was tasked to undertake was a common theme heard from stakeholders during this Evaluation. The commitment, dedication, and hard work of the staff at the Commission to achieve their objectives was recognised by a broad cohort of stakeholders from across defined entities and the fact that they are undertaking the work in a resource restrained environment was broadly understood. On multiple occasions, the Evaluation team heard from defined entities that they were astounded by the immense amount of work that a small team was able to achieve within limited timeframes. [7:  Commission for Gender Equality in the Public Sector, Baseline Report – 2021 workplace gender audit data analysis, Victorian Government, 2022.] 

The Evaluation found the Commission undertook its functions to the best of its ability in difficult and complex circumstances; noting the impact of the coronavirus pandemic, machinery of government changes, and resource and time-constraints. This context was challenging for both the Commission, and the defined entities, also grappling with the challenges of the pandemic. A completely unprecedented audit process was being implemented, where both the Commission and the defined entities grappled with meeting the expectation of the outcomes defined in the Act. It is understandable, therefore that defined entities acknowledged the efforts of the Commission, but identified the challenges of responding to the inaugural audit, including the experience of untimely, inconsistent, and at times, not fit-for-purpose guidance and support from the Commission. This is largely attributable to the novel nature of the work that the Commission has been tasked to undertake, the limited timeframes provided to it and the scant resources on which it is able to draw. The commissioning of this evaluation is testament to the Commission’s desire to improve its practices so that the gender audit process continues to increase in efficiency and effectiveness for defined entities.
[bookmark: _Hlk124945283]This Evaluation delivers 13 recommendations to the Commission, focused on promoting a more effective and efficient workplace gender audit process. Many of the recommendations hinge on increased resourcing being made available to the Commission. Whilst the Commission is working in a resource constrained environment and have continued to seek workflow efficiencies, without the provision of additional resourcing, enhanced responsiveness to defined entities will be challenging. The Commission has limited resources and is required to work with over 300 defined entities. Recommendation 11 proposes that future work be structured through a risk analysis framework in order to assist in the prioritisation, delegations, escalation points and delivery of support and resources to defined entities. The investment in time on the part of the Commission to undertake this work will assist to some degree with the challenge of restricted resources and also allow clarity in sharing the priority of work with the defined entities.
The remaining recommendations outlined in this report seek to promote greater input from defined entities on the design of support needs, more time for defined entities to implement audit requirements, and enhanced governance processes to manage risks. Most of these recommendations propose process improvements.
[bookmark: _Hlk124945499]It should be noted, however, that the resources at the Commission’s disposal to meet its statutory requirements will always determine the extent of engagement and analysis that they can provide. A summary of the findings and recommendations can be found in Table 1 overleaf.
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[bookmark: Table1][bookmark: _Toc116041113]Table 1 - Summary of findings and recommendations against better practice regulation principles and characteristics
	[image: P165C1T2#yIS1]
	1. Support duty holders to understand the value of compliance and harm reduction

	Characteristics:
Promotes communication and engagement with defined entities on the value of the regulatory requirements, in order to foster compliance.

[image: P171C3T2#yIS1]
	Findings:

	[bookmark: _Hlk124944637]
	Defined entities appreciated the importance of the reform the Commission had been tasked to undertake and its efforts to deliver the workplace gender audit process.

	
	Compliance reports provided to un-engaged defined entities by the Commission fostered more effective participation from those defined entities.

	
	The Commission consulted with defined entities on support needs, but this was not generally recognised by defined entities as sufficient.

	
	Recommendations:

	[bookmark: _Hlk124945418]
	The Commission should continue to seek input from defined entities as to anticipated support required for the next workplace gender audit.

	
	The Commission should continue to tailor the provision of support and materials to promote behaviour change among defined entities and to enhance compliance based on the feedback received in Recommendation 1. 

	
	Future guidance material from the Commission should include samples and best practice examples from the previous audit. 

	
	The Commission should encourage defined entities to appoint workplace gender audit executive champions.




	[image: P199C1T3#yIS1]
	2. Support duty holders to comply

	Characteristics:
Aims to reduce barriers to comply with regulatory obligations. Recognises the differing needs and capabilities of defined entities. Develops and provides communication to defined entities which is informed by their needs. Demonstrates the value of the regulatory requirements, in order to foster compliance.

[image: P205C3T3#yIS1]
	Findings:

	[bookmark: _Hlk124944651]
	The Commission’s guidance material was accessible and useful.

	
	The Commission’s reporting templates were challenging to use.

	
	The Commission’s advice and guidance were at times untimely and inconsistent.

	
	The Communities of Practice provided an effective support network for defined entities.

	
	The regulatory framework meant the Commission could not compel information to be provided in a prescribed form.

	
	Data measures collected were useful and valuable for defined entities but some measures could have been further clarified.

	
	Recommendations:

	[bookmark: _Hlk124945430]
	The Commission should implement measures to provide defined entities with real-time, immediate access to staff at the Commission during the audit period with consideration provided to an instant chatline or a hotline.

	
	The Commission should increase investment in the provision of support to defined entities to undertake the workplace gender audit process including consideration of an interactive portal that is a repository for information, that supports material to be uploaded and that enables engagement between defined entities and the Commission.

	
	The Commission should publish templates at least six months before workplace gender audits are due.

	
	The Commission should continue to work with the Victorian Public Sector Commission (VPSC) and other relevant agencies to streamline and ensure consistency and alignment of reporting processes for defined entities with various regulatory bodies and the People Matter Survey.

	[bookmark: _Hlk124945441]
	The Commission should increase communication with defined entities, providing regular notification of when components within the two stages of the workplace gender audit process (preparatory stage and data collection and analysis stage) should be completed to support timeliness and consistency. 

	
	The Commission, where possible, should promote and support the establishment of Communities of Practice amongst the cohorts of defined entities and establish regular communication between the Commission and defined entities.

	[image: P247C18T3#yIS1]
	3. Target regulatory effort based on risk of harm

	Characteristics:
The delivery of the workplace gender audit process is informed by an assessment of risk, including the Commission’s information and compliance strategies.

[image: P253C20T3#yIS1]
	Findings:

	[bookmark: _Hlk124944673]
	 The Commission’s workplace gender audit requirements were not fit for purpose for some defined entities.

	
	 The Commission had insufficient time and resources to promote a risk-based workplace gender audit process.

	
	Recommendations:

	[bookmark: _Hlk124945452]
	The Commission should review and document its risk-based approach to the workplace gender audit for internal and external stakeholders

	
	The Commission should tailor its guidance materials to align with the diversity and risk profile of defined entities.




	[image: P272C1T4#yIS1]
	4. Evaluate your efforts and communicate their impact on your regulatory outcomes

	Characteristics:
Continuous improvement is pursued. Outcomes of the workplace gender audit process are communicated to the defined entities, and the broader public.

[image: P278C3T4#yIS1]
	Findings:

	
	[bookmark: _Hlk124944686]Defined entities have made organisational changes in response to the results of their workplace gender audit.

	
	Recommendations:

	
	[bookmark: _Hlk124945461]To support continuous improvement and to streamline and support alignment with other public sector data collection processes, the Commission should implement the data collection framework (developed as an accompaniment to this evaluation report) for future evaluations of the workplace gender audit process.
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Introduction

[bookmark: _Introduction][bookmark: _Toc115982777]Introduction
[bookmark: _Hlk111455711][bookmark: _Toc70504390][bookmark: _Toc80346589][bookmark: _Toc80697002][bookmark: _Toc115982778] Background
The Public Sector Gender Equality Commissioner is responsible for overseeing the administration of the Gender Equality Act 2020 (Vic) (the Act) – an Act which aims to reduce the gender pay gap and boost women’s workforce participation. 
A key task of the Commission is to support defined entities that have 50 or more employees such as public service bodies, public entities, special bodies, councils, TAFEs, and universities to comply with the Act. Section 11 of the Act requires defined entities to undertake workplace gender audits (audits) to assess the state and nature of gender equality in the workplace of the defined entity. Currently, defined entities must undertake a workplace gender audit every four years and submit the results of their workplace gender audits to the Commission as part of their Gender Equality Action Plan (GEAP). 
To support defined entities to comply with their legislative workplace gender audit obligations, the Public Sector Gender Equality Commissioner (supported by the Commission) supports defined entities to meet their legislative obligations in completing a workplace gender audit process. The inaugural process occurred from July 2020 to March 2022 and involved the Commission publishing guidance to defined entities on the data required to be provided as part of the workplace gender audit. At the same time, the Commission navigated the effects of the coronavirus pandemic and machinery of government changes on its organisation, including new leadership and cultural shifts. The challenge of establishing a new entity, recruitment of staff, formation of systems and engagement with the public sector during this time should not be underestimated. 
In August 2022, the Commission engaged Allen and Clarke Consulting (Allen + Clarke) to conduct an evaluation (the Evaluation) of their inaugural workplace gender audit process, and to recommend changes to improve future audit processes.
[bookmark: _Toc70504391][bookmark: _Toc80346590][bookmark: _Toc80697003][bookmark: _Toc108088002][bookmark: _Toc115982779] Evaluation scope
The Evaluation reviewed the Commission’s delivery of the workplace gender audit, in the context of its defined entities support obligations under the Act. This included evaluating the effectiveness of the Commission’s communication and tools, such as the audit template, to support defined entities to comply with their workplace gender equality requirements. Overall, there were five evaluation areas in scope:
Audit reporting processes
Audit guidance material
Capability and capacity of providing audit data
Audit outcomes
Motivation for participation.
[bookmark: _Toc115982780] Structure of this report 
 This report includes the following sections:
Section 1: Introduction - Background to the workplace gender audit process, the scope of the evaluation and the support provided by the program

Section 2: Evaluation Methodology - Details of the evaluation methodology including data sources and data limitations

Section 3: Data gap map - A visual tool based on a sample of compliance reports

Section 4: Findings - Evaluation findings against each of the key evaluation questions

Section 5: Recommendations - Recommendations for future iterations of the program across structure, process, and outcomes

Appendices.
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Evaluation Methodology

[bookmark: _Evaluation_Methodology][bookmark: _Toc115982781]Evaluation Methodology
The Commission oversees and regulates the workplace gender audit process as required under the Act. Therefore, to evaluate the effectiveness of the Commission in undertaking this role in its capacity as a regulator, the Evaluation was underpinned by the principles set out by Better Regulation Victoria’s Guide to Regulation.6F[footnoteRef:8] The Guide was also utilised to establish a benchmark for Allen + Clarke’s assessment of the Commission’s capability and capacity as a regulator administering the workplace gender audit process. Supporting this assessment, the Evaluation used key evaluation questions (see Appendix One), and a Utilisation-Focused Evaluation (UFE) approach.7F[footnoteRef:9] This section outlines the evaluation methodology including:  [8:  Victorian Government, Towards best practice guide for regulators, Victorian Government website, 2022, accessed September 2022.]  [9:  MQ Patton, Utilization-focused evaluation, Sage Publications, Thousand Oaks, 1997.] 

better practice regulation principles (section 2.1)
recruitment of stakeholders (section 2.2)
the key evaluation questions (section 2.3)
sources used to inform the Evaluation (section 2.4).
The overall steps are detailed below in Figure 1, which outlines the activities undertaken in each phase.
[bookmark: _Toc116041103]Figure 1 - Evaluation methodology
Final Report
Phase One: Project initiation and planning
August 2022
Project initiation meetings
Review gender audit program materials
Data collection meeting
Develop and agree on draft Evaluation Plan
Evaluation Plan
Focus groups
Individual interviews
Qualitative and quantitative synthesis
Data Gap Map
Workplace gender audit report analysis
Phase Two: Data Collection
August – September 2022

Phase Three: Knowledge transfer and reporting
September 2022

Draft Final Report 
Draft Model Data Collection Framework
Knowledge transfer workshop
Incorporate feedback from knowledge transfer workshop
Model Data Collection Framework


The overall methodology was guided by UFE and was designed to support utilisation of the findings. Throughout the evaluation, the following were prioritised:
working in collaboration with the Commission and key stakeholders
working to high ethical standards 
engaging a representative sample of defined entities (as appropriate and possible)
focusing on the purpose of the evaluation
process and summative components
developing tailored evaluation processes and tools 
developing useful recommendations
developing a useful and fit-for-purpose model data collection framework to support continued and future tracking of the progress of the workplace gender audits program.
[bookmark: _Better_practice_regulation][bookmark: _Toc70504392][bookmark: _Toc80346591][bookmark: _Toc80697004][bookmark: _Toc108088003][bookmark: _Toc115982782] Better practice regulation principles
Better Regulation Victoria’s Guide to Regulation is guidance for Victorian regulators on better practice regulation principles. These include four key operation principles.
Support duty holders to understand the value of compliance and harm reduction (principle 4)
Support duty holders to comply (principle 5)
Target regulatory effort based on risk of harm (principle 6)
Evaluate your efforts and communicate their impact on your regulatory outcomes (principle 7).
The Evaluation applied these principles in the context of the workplace gender audit process and established expected characteristics for the purpose of establishing a benchmark for assessment. The findings and recommendations of the Evaluation have been developed with reference to better practice regulation principles. 
[bookmark: _Toc116041114]Table 2 - Better practice principles and expected characteristics
	Principle
	Expected characteristics

	Support duty holders to understand the value of compliance and harm reduction
	Promotes communication and engagement with defined entities on the value of the regulatory requirements, in order to foster compliance.

	Support duty holders to comply
	Aims to reduce barriers to comply with regulatory obligations. Recognises the differing needs and capabilities of defined entities. Develops and provides communication to defined entities which is informed by their needs. Demonstrates the value of the regulatory requirements, in order to foster compliance.

	Target regulatory effort based on risk of harm
	The delivery of the audit process is informed by an assessment of risk, including the Commission’s information and compliance strategies. 

	Evaluate your efforts and communicate their impact on your regulatory outcomes
	Continuous improvement is pursued. Outcomes of the audit process are communicated to the defined entities, and the broader public.



[bookmark: _Recruitment_of_stakeholders][bookmark: _Toc115982783] Recruitment of stakeholders 
To engage with a range of stakeholders, the Commission provided a list of potential candidates for engagement to Allen + Clarke. 
Prior to beginning the Evaluation, the Commission made Allen + Clarke aware, that some defined entities had already expressed interest in engaging with the Evaluation. To enable Allen + Clarke to engage with a wide range of perspectives from defined entities, when selecting the list of potential candidates to engage with, the Commission was asked to employ a maximum variation sampling strategy. This strategy was to enable Allen + Clarke to collect data from the widest range of perspectives possible from the cohort of organisational defined entities. 
With the sample provided by the Commission, Allen + Clarke invited each stakeholder to take part in a focus group and have the opportunity to share their experiences and ideas for improvements during this data collection activity. Allen + Clarke also undertook individual interviews with some defined entities. Participants for the individual interviews were selected based on a mix of typical cases and unusual experiences emerging from the focus group interviews and enabled Allen + Clarke to gain more depth and detail about the enablers to implementation, barriers to implementation, usability of measures and indicators and importantly, improvements to both implementation and supporting infrastructure.
[bookmark: _Evaluation_questions][bookmark: _Toc115982784] Evaluation questions
To collect information relevant to the Evaluation, 23 evaluation questions were developed (see Appendix Four) in reference to the five evaluation areas, which are: 
1. Audit reporting processes
Audit guidance material
Capability and capacity of providing audit data
Audit outcomes
Motivation for participation.
These evaluation questions were used to collect information from defined entities and the Commission to assess whether the Commission’s workplace gender audit process demonstrated the expected characteristics of a better practice audit process.
[bookmark: _Sources_used_to][bookmark: _Toc115982785] Sources used to inform the Evaluation
The evaluation has been undertaken via a mixed-methods approach comprising qualitative and quantitative data collection methods. The two data collection workstreams ran concurrently. Qualitative data analysis focused on building a strong understanding of the experiences of defined entities and to explore and understand their perspectives in relation to the gender workplace audit, factors which may have impacted their capability and capacity to conduct the audit, and suggestions for future adaptations and improvements. The quantitative data analysis involved the analysis of compliance reports to identify data gaps and data quality. Figure 2 below outlines the sources that have informed the review. 
[bookmark: _Toc116041104]Figure 2 - Sources to inform the Evaluation
[image: 1. Guidance Materials: A review was conducted that included the guidance material that was provided by the Commission to defined entities, the Workplace Gender Audit – Workforce Reporting Template, an Outcomes Framework as well as other workplace gender audit program materials provided by the Commission (see Appendix Two). This was the foundation for Allen + Clarke gaining contextual and situational information necessary to ensure subsequent data collection activities were appropriate and met the needs of the Commission, defined entities and other key stakeholders.

2. Compliance Report: A sample of 30 compliance reports selected via a purposive sampling method (see Appendix Five). This method enabled Allen + Clarke to identify and select information-rich cases which assisted with the assessment and understanding the nature of any inconsistencies and gaps.

3. Discussions: Discussions were conducted with relevant key Commission staff to confirm the sampling strategies, data availability and access and to benchmark the workplace gender audit report. Additional data related discussions occurred to establish how data had been collected and analysed, the level of aggregated or individual data that could be further shared for this evaluation, how gender audit data measures under each key indicator were established and whether there were potential gaps within these measures.]





[image: 4. Focus Groups: Stakeholders involved in focus groups were the defined entities who participated in the inaugural workplace gender audit, and with key Commission staff who administered the audit. Focus groups were undertaken to provide a deeper understanding of the workplace gender audit and its impact. The purpose of consultation was to explore and understand stakeholders’ perspectives and experiences in relation to the gender workplace audit, factors which may have impacted their capability and capacity to conduct the audit, and suggestions for future adaptations and improvements (n=50).

5. Interviews: Stakeholders who were engaged in individual interviews were selected based on a mix of typical cases and unusual experiences emerging from the focus group interviews and enabled Allen + Clarke to gain a more in depth understanding about the enablers to implementation, barriers to implementation, usability of measures and indicators and importantly, improvements to both implementation and supporting infrastructure of the workplace gender audit.]
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Data Gap Map

[bookmark: _Data_Gap_Map][bookmark: _Toc115982786]Data Gap Map
The evaluation selected a representative sample (30 defined entities) from a range of cohorts of defined entities (including for example: universities, public sector bodies, etc.) and analysed their Audit Compliance Reports (only based on the first submission of workplace gender audit data of those 30 defined entities audit data). This data gap map is essentially a spot check of the first attempt of workplace gender audit data submission by approximately 10% of defined entities. During the compliance reporting process, the Commission identified the data critical issues and minor issues for each of the seven workplace gender equality indicators. These were based on the first submission of data only and accordingly, upon resubmission of audits these issues may have been addressed. Those defined entities with no critical issues were classified as ‘Compliant’. Figure 3 overleaf illustrates the data gap for each defined entity organisational cohort and indicator based on the selected representative sample. The compliance rate was only calculated at the defined entity organisational cohort’s level. Critical issues were defined as those issues that required resubmission of data to the Commission. Minor issues were defined as those issues that did not require resubmission of data. 
Of the representative sample, critical issues were identified for public entities in relation to the gender composition of the workforce; and for local councils, public entities and universities for the gender composition of their governing bodies. Occupational segregation was also identified as a critical issue for local council. Minor issues were identified across all defined entity organisational cohorts for sexual harassment, recruitment and promotion and working arrangements. 
[bookmark: Figure_Two][bookmark: _Toc116041105]Figure 3 - Workplace Gender Audits: Data Gap Map
[image: P394#yIS1]
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[bookmark: _Findings][bookmark: _Toc115982787] Findings
The Commission has been tasked with bringing about significant systemic change by reducing the gender pay gap and improving women’s workforce participation. During this first year, the Commission invested significant efforts in supporting defined entities to undertake the audit process, drawing on the data collected to harness significant behavioural change. The Commission engaged with defined entities and facilitated duty holders to meet their obligations under the Act within a complex context. The impact of the coronavirus pandemic alongside machinery of government changes, new legislation and lower than expected budgetary allocations, meant the Commission’s inaugural workplace gender audit process was at times unpredictable, under-resourced and time constrained. Despite this challenging context, the Commission garnered respect and buy-in from defined entities who recognised the enormity of the work that the Commission had been tasked to achieve, with limited resources and significant time. In this complex environment, the Commission delivered a suite of tools and assistance to support defined entities meet their compliance obligations under the Act. What is notable is that in completing their Gender Equality Action Plans, many defined entities saw the value of the workplace gender audit process and have already started to see increased transparency and cultural shifts within their organisations. This early adoption of the intent of the Audit and the objectives of the Act is to be applauded and celebrated.
This report provides 12 key findings based on the Evaluation of the audit reporting process, audit guidance material, capability and capacity of defined entities, audit outcomes, and motivation for participation. These findings are made within the context of the Evaluation’s objectives, and set out according to the four relevant key better practice regulation principles:
support duty holders to understand the value of compliance and harm reduction (principle 4)
support duty holders to comply (principle 5)
target regulatory effort based on risk of harm (principle 6)
evaluate your efforts and communicate their impact on your regulatory outcomes (principle 7)
A summary of the findings, against the principles and expected characteristics of the workplace gender audit process are set out below.

[bookmark: _Toc115900052][bookmark: _Toc115982788] Support duty holders to understand the value of compliance and harm reduction

	FINDING 1:
Defined entities appreciated the importance of the reform the Commission had been tasked to undertake and its efforts to deliver the workplace gender audit process.



Many defined entities, and service providers who engaged with the Commission during the workplace gender audit process, considered the Commission had shown extraordinary effort and commitment in undertaking the inaugural workplace gender audit process. They agreed the Commission faced a complex, and resource and time-constrained context. The defined entities felt that despite these challenges, the Commission delivered the audit process the best way they could. One stakeholder noted, ‘It was a massive task for the Commission to get this process underway.’8F[footnoteRef:10] Notably, another stakeholder stated:  [10:  Stakeholder (Focus group engagement).] 

I do want to call out that it is a teeny-tiny team at the Commission who has punched well above their weight. They have remained calm when 300 entities were asking the same questions. They have attempted to remain responsive during this time. It is a big highlight to have a team that is equally passionate in implementing this. I really appreciate having the team linking arms with us.9F[footnoteRef:11] [11:  Stakeholder (Focus group engagement).] 

Defined entities advised that they were motivated to undertake the audit as they could see the positive impact that the work could have. Additionally, defined entities noted the benefits that the audit has had on their everyday role and outputs. Stakeholders noted:
What I loved about it and the motivation of it, I am now managing a three-year people strategy, and I didn’t have to put a business case together to do this, I just put the Commission’s requirements and bundled it up with what I wanted, and it was approved so quickly.10F[footnoteRef:12]  [12:  Stakeholder (Focus group engagement).] 



Another stakeholder noted:
It was the first time we have been able to share this kind of data with our staff, [we haven’t] been around for very long so it was great to get a benchmark. There was quite strong engagement from our staff and there is strong engagement from our leadership team … In terms of what it has changed, it has changed how we look at our policies... this is a great step for us...11F[footnoteRef:13] [13:  Stakeholder (Focus group engagement).] 

	FINDING 2:
Compliance reports provided to un-engaged defined entities by the Commission fostered more effective participation from those defined entities.



During the consultation, a number of defined entities reflected that the audit compliance reports produced by the Commission promoted better engagement with the audit process from their leadership team. Stakeholders advised that there was a lack of understanding, and at times, a lack of engagement, from senior management of the work that was required to conduct the audit while it was being undertaken. They suggested by enabling their managers, CEOs, and/or board members to see the audit process through the context of compliance, it made their organisation treat the process more seriously. One defined entity said:
Our data … highlighted where we weren’t doing well … [we have] done more visibly public outward things in relation to diversity and inclusion. There is now a lot of input from our board and CEO. From our end it has given us something more tangible.12F[footnoteRef:14] [14:  Stakeholder (Focus group engagement).] 

The Commission itself acknowledged the positive impact that the compliance reports had on ‘middle management’:
Thank goodness, when we were sending out compliance notices, people loved it because previously they couldn’t get through the middle management. This was very valuable to us.13F[footnoteRef:15] [15:  Commission Members (Focus group engagement).] 

	FINDING 3:
The Commission consulted with defined entities on support needs, but this was not generally recognised by defined entities as sufficient.



The Commission engaged with defined entities before the audit process to understand support needs. However, when asked, defined entities were generally unable to recall the Commission’s engagement with them on support needs.
The Commission sought information from defined entities on their support needs twice during 2020-21. This included once through their newsletter where they sought information from defined entities on what kind of assistance and guidance would be most useful for them. The Commission also sent an email to defined entities to ascertain skills gaps and training support needs.
In contrast, many defined entities could not recall whether the Commission had sought their feedback on what guidance and training would be useful for them, and when it should be provided. A number of defined entities felt the information should have been provided earlier and be unchanged to promote certainty. One defined entity said:
I think having everything locked in as early as possible and communicated early, having the briefing sessions as early as possible, and having them during the process would be very helpful. Being able to access these resources at different intervals would be very helpful.14F[footnoteRef:16] [16:  Stakeholder (Focus group engagement).] 

Operational issues affecting the conduct of the audit process were raised during stakeholder engagement, which included:
some staff undertaking the audits at defined entities were employed on short-term contracts to achieve completion of the audit, which has the capacity to undermine the purpose of the Act15F[footnoteRef:17] [17:  A study commissioned by the Commission for Gender Equality in the Public Sector in 2021 found that many entities had delegated the audit and planning work to women at lower levels of their organisation who were employed on a temporary basis.
Commission for Gender Equality in the Public Sector, Baseline Report – 2021 workplace gender audit data analysis, Victorian Government, 2022.] 

defined entities who sought to commission external consultants to support them to deliver the audit commissioned the preferred providers suggested by the Commission. However, those providers were not all on the Professional Advisory Services Procurement Panel which led to delays in recruitment during a tight timeframe for delivery of the audit.
Defined entities did not raise concerns around applications for extensions.
[bookmark: _Toc115982789] Support duty holders to comply

	FINDING 4:
The Commission’s guidance material was accessible and useful



The Commission published a range of guidance material, and delivered training, before and during the audit process. Stakeholders found the guidance material accessible and appreciated its plain-English style. Many defined entities reflected throughout the consultation process that they used the guidance material to fulfil their workplace gender audit obligations. For example, one defined entity said, ‘I found their resources were really good, particularly the gender audit resources. I had them next to my desk and I scribbled all over them’.16F[footnoteRef:18] Another defined entity said: [18:  Stakeholder (Focus group engagement).] 

One of the positives, the guidance booklet that we were given, was good. I did use it as bible, it had exactly the data that we would need, by characteristics, by definitions. I was able to use this with payroll for a data mapping exercise.17F[footnoteRef:19] [19:  Stakeholder (Focus group engagement).] 

	FINDING 5:
The Commission’s reporting templates were challenging to use



The reporting templates produced by the Commission did not support defined entities to meet their compliance obligations in an efficient manner. The templates required defined entities to enter the same data in multiple places, creating risks of inconsistency and errors. The number of tables expected to be completed also represented an onerous reporting burden, with 84 tables required to be filled out. One of the areas of data collection was intersectional data and this also exacerbated the challenge of data collection in multiple places. However, of note, in 2021 the Commission recommended that if intersectional data was not yet available, defined entities should consider how it can be collected in the future and include this in their GEAPs. The ability to use the reporting templates was also a challenge, as a number of defined entities’ information technology security settings blocked the use of macros, which were inbuilt into the reporting template.
Finally, a number of defined entities, particularly the smaller ones, had limited experience in completing these types of templates. They reflected that training on how to complete the audit report would have been valuable. For example, a defined entity said about the reporting template:
The spreadsheet wasn’t that user friendly – need to use plain English so people can understand it a bit more. Providing examples would be helpful. Having ‘zero’ in field if you have nothing to report. A lot of information so it can be information overload.18F[footnoteRef:20] [20:  Stakeholder (Focus group engagement).] 

It’s just the sheer volume of data that was required as well, you had to re-enter data again and again. It would have been nicer if the spreadsheet picked up on a bit of this.19F[footnoteRef:21] [21:  Stakeholder (Focus group engagement).] 

Another defined entity said:
Another challenge was that the template kept on changing. I kept on having to go to my manager and say, ‘sorry there is a new form’. When you are the person who is asking someone to do this huge piece of work, for them to re-do it, it’s hard.20F[footnoteRef:22] [22:  Stakeholder (Focus group engagement).] 

Other issues identified included inconsistency in interpretation of certain measures, for example: career development data. It was interpreted differently across different defined entities with some including secondment opportunities, paid training and leadership programs. 


	FINDING 6: 
The Commission’s advice and guidance was at times untimely and inconsistent 



The Commission received queries from defined entities throughout the audit process. In response, the Commission would record issues for resolution in an issues register. However, the Commission’s responses to defined entities, as acknowledged by the Commission itself, was often ‘just-in-time’, meaning limited time for defined entities to design systems and processes to deliver audit reports in a timely and accurate manner. For example, the reporting template was provided to defined entities in August, and it was required to be completed and submitted by December. This timeframe, which this evaluation understands was largely outside the control of the Commission, did not account for two things:
1. The systems and processes defined entities may need to build to complete the template 
The identification and training of staff to undertake the audit. 
Further, some stakeholders raised concerns about the absence of clarity around the collection of intersectional data. However, the Act and the associated guidance material are clear that intersectional data including data about ‘Aboriginality, age, disability, ethnicity, gender identity, race, religion and sexual orientation’ are only required if available.21F[footnoteRef:23]  [23:  See subsection 11(3)(b) of the Gender Equality Act 2020 (Vic).] 

The timeliness of the Commission’s guidance was also in relation to responding to queries sent via the inbox for the audit process. One defined entity noted it took three weeks for the Commission to respond to one query. A number of defined entities expressed their frustration that they couldn’t engage with the Commission in real time, such as through a hotline. They noted in contrast, that the Victorian Public Sector Commission, a much bigger entity with an established function, has support available via telephone for the People Matters Survey. One defined entity said:
I think one of the biggest complications with the Commission was to contact anyone to problem solve or to trouble solve. You had to send an email; it might take 2-5 days to get a response.22F[footnoteRef:24] [24:  Stakeholder (Focus group engagement).] 

The advice from the Commission was also inconsistent at times, creating difficulties for defined entities to understand and meet compliance expectations. For example, one defined entity reflected they received advice from one Commission staff member, leading them to construct their data in a certain form. After they submitted the audit report, they were told they hadn’t complied due to their data approach, which had been previously recommended by the Commission. 
The Guidance for defined entities published in 2021 recommended a process for defined entities in undertaking the workplace gender audit. This guidance material included indicative time frames for various components of the audit. As this was the inaugural audit, the indicative timeframes were based on a pilot audit conducted in 2019 which involved defined entities, including most Victorian government departments. However, one of the defined entities said:
There [were] also some time indications in some of the guidance work that stated it would take one day to do the work, and I found this incredibly misleading. This was completely new data for us, we were creating new datasets and it took more like two weeks.23F[footnoteRef:25] [25:  Stakeholder (Focus group engagement).] 

	FINDING 7: 
The Communities of Practice provided an effective support network for defined entities



The Communities of Practice were an important source of support and guidance for defined entities as they navigated completing the audit process for the first time. Established organically by certain defined entities, they were formed on a sector-basis, and used to promote consistency in their approach to completing the template. One defined entity from the local government sector said that where gaps in compliance clarity from the Commission existed on certain data measures, they would use the Community of Practice to develop a position and apply it across the sector. Another defined entity said about the Community of Practice:
I thought that the resources provided by the Commission were very helpful, they came late but were very helpful. I think the best help came from the Community of Practice. It became a bit of intel that you could tap into. The network between the Communities of Practice became a deciding body for us [as a] smaller organisation. It was almost impossible to get responses from the Commission, so the Communities of Practice were outstanding. Our biggest understanding of the requirements came from the Communities of Practice.24F[footnoteRef:26] [26:  Stakeholder (Focus group engagement).] 

The development of Communities of Practice seem a logical way to get the best use of the Commission’s resources in sectors where challenges and gaps in data collection are likely to be similar.
	FINDING 8: 
The regulatory framework meant the Commission could not compel information to be provided in a prescribed form



Section 11 of the Act outlines the requirement for defined entities to undertake a workplace gender audit, and specifically subsection 11(2)(a) lists the type of data which must be included in the audit by defined entities. The Commission was aware of the limited ability that the legislation provided to compel types of data and were advised that only summarised tables of raw data could be collected by the Commission as part of the audit. As a result of this, the Commission required defined entities to submit multiple permeations of the same data across 84 tables. These tables essentially cross-tabulated data relating to the same employees. As noted above, this became an onerous reporting process for defined entities. The Commission acknowledges this limited scope within the regulatory framework saying:
The main reason was because our hands were tied in terms of the data that we could collect. The Act only enabled us to compel certain types of data. […] the better legal standpoint would be to get a block of raw data, set the parameters within the data and get DEs to fill it in as they please … what I would really like to say is all you have to do is provide the unit level data and we will do all of your analysis for you.25F[footnoteRef:27] [27:  Commission Members (Focus group engagement).] 


	FINDING 9: 
Data measures collected were useful and valuable for defined entities but some measures could have been further clarified.



Section 11(2) of the Act requires an audit to assess the state and nature of gender equality in the workplace by having regard to the workplace gender equality indicators. The workplace gender equality indicators are defined in section 3 of the Act to include: (a) gender composition of all levels of the workforce; (b) gender composition of governing bodies; (c) equal remuneration for work of equal or comparable value across all levels of the workforce, irrespective of gender; (d) sexual harassment in the workplace; (e) recruitment and promotion practices in the workplace; (f) availability and utilisation of terms, conditions and practices relating to: family violence leave; and flexible working arrangements; and working arrangements supporting employees with family or caring responsibilities; (g) gendered segregation within the workplace; and (h) any other prescribed matters.
These indicators were broadly considered to be valuable by defined entities with several defined entities commenting that the data measures and indicators have contributed to evidence-based decision making, with one defined entity commenting that, ‘it highlighted where we weren’t doing well’.26F[footnoteRef:28] Another stakeholder commented: [28:  Stakeholder (Focus group engagement).] 

Generally speaking, the exercise overall was one of the most valuable things in terms of gender equality. We have never pulled this kind of data in this way. We have pulled high level data, but we have never given it the time and space it deserved … we now have an evidence-based project of work. As much as it was the tightest timeframe ever, it was good. I think we can expect it to be even better next time. As hard as it was, it has been very, very valuable for our organisation.27F[footnoteRef:29] [29:  Stakeholder (Focus group engagement).] 

It has given us something more tangible … it has grounded decision-making.28F[footnoteRef:30] [30:  Stakeholder (Focus group engagement).] 

People were acutely interested in understanding the data to a degree that I have not seen previously, and there is a huge value in this. I applaud the Commission for their approach. This enabled us to get access to an audience that we really need. The intersectional data was really helpful in terms of having info[rmation] that we could point to.29F[footnoteRef:31] [31:  Stakeholder (Focus group engagement).] 

However, some stakeholders highlighted that some measures could have included greater clarification to support consistent and transparent data collection. Stakeholders indicated that greater clarity around data relating to gender composition at all levels of the workforce would have been helpful. Defining the levels to CEO caused some confusion amongst some defined entities:
[T]he level to CEO was confusing and incorrect – matching with VPS classification had to be done for it to make sense.30F[footnoteRef:32] [32:  Stakeholder (Focus group engagement).] 

[The] use of level to CEO … the levels didn’t match immediately to classification … it was good that it encouraged us to get ANZCO codes half coherent.31F[footnoteRef:33] [33:  Stakeholder (Focus group engagement).] 

The biggest issue is the way that gender pay gap is calculated differently by different organisations … it could be that the gender audit should stick to that rather than compete with the State of the Public Sector approach.32F[footnoteRef:34] [34:  Stakeholder (Focus group engagement).] 

A lot of issues with level to CEO … a simple matching with levels of VPS is what we had to re-do … we matched it to a VPS equivalent so now it makes sense.33F[footnoteRef:35] [35:  Stakeholder (Focus group engagement).] 

Some stakeholders indicated that there was a lack of agreement as to whether to use means or medians in data reporting. At least one stakeholder also indicated confusion relating to data around board members and confusion as to whether this included the Executive Board of the Department, or more broadly the board members of every Board that existed within the Department. 
Greater clarity was also sought regarding recruitment and promotion practices, flexible work arrangements and sexual harassment in the workplace. Stakeholders indicated that greater clarity and definitions relating to collection of this data could have contributed to greater consistency and alignment of data collection practices. Some stakeholders indicated that the broad spectrum of recruitment and promotion practices were unable to be collected within the limited fields available, and that capacity for narrative entries for this field would have been helpful. There was also some confusion as to what amounted to promotion practices and whether this included secondments, acting in higher duties and/or external career opportunities. 
Some stakeholders noted:
With the career development, it was very high level. A man and woman both may have had training opportunities, but the man had five and the woman had one, and this data wasn’t able to be captured. I think the Commission also needs to realise the non-formal flexible arrangements as a result of COVID.34F[footnoteRef:36] [36:  Stakeholder (Focus group engagement).] 

The difficulty in differentiating what a promotion is and [what amounts to] people acting up. We used higher duties as temporary assignments.35F[footnoteRef:37] [37:  Stakeholder (Focus group engagement).] 



There’s difficulty around leave data … I took the annual bit seriously. So, I calculated maternity leave based on the year. We couldn’t go beyond the 52 weeks of someone being on leave. Other organisations took anyone who was on leave during the year and calculated how long they were on leave for over time…36F[footnoteRef:38] [38:  Stakeholder (Focus group engagement).] 



[bookmark: _Toc115982790]Target regulatory effort based on risk of harm

	FINDING 10: 
The Commission’s audit requirements were not fit for purpose for some defined entities



The Commission was aware of the different capabilities and capacities of the defined entities in completing the workplace gender audit. As a result, the Commission signalled to defined entities through speaking engagements and training that they should only provide what they can provide. These actions provided some relief to smaller defined entities, however for some, they remained uncertain on what was acceptable in a compliance context. One defined entity noted:
From our point of view, we filled in what we could fill in, and then we left it. There was myself and someone in payroll and we pulled it all together. We don’t have the intersectional data; we had the payroll data. We had to make a lot of assumptions. It was far more time consuming that I could have ever expected.38F[footnoteRef:39] [39:  Stakeholder (Focus group engagement).] 

This uncertainty became acute for certain data measures, including the data measure relating to gender composition of all levels of the workforce, (often referred to as ‘levels to the CEO’), and intersectional data. A number of defined entities considered this data was often not relevant to agencies outside of the Victorian Public Service (VPS), and would foster skewed outcomes. Some defined entities also raised concerns around the relevance of the Australian and New Zealand Standard Classification of Occupations (ANZCO) codes to their organisations. 
Some defined entities also raised concern about the duplicative nature of the audit process, suggesting it did not sufficiently take account of existing reporting obligations for some defined entities. For example, they noted the audit process provided for the collection of data which is also collected as part of the VPSC People Matters Survey.

	FINDING 11: 
The Commission had insufficient time and resources to promote a risk-based audit process



Targeting regulatory effort based on risk, requires sufficient time and resources to design risk-based operational frameworks. The Commission did not have the time, or resources to effectively plan and employ risk-based strategies to deliver the workplace gender audit process. This was because the Commission was required to deliver the audit in a short time frame, undergo machinery of government changes, new leadership, and cope with the unpredictability of the coronavirus pandemic – all at the same time. The Commission also had fewer staff than they requested through the budget process to deliver the audit, and had staff deliver the function with limited experience in designing and delivering this type of regulatory reporting regime. 
These challenges created barriers to the Commission in being able to effectively use risk to inform the planning and the delivery of the audit process. As a result, there were insufficient resources to sufficiently manage key areas of risk, such as reputation and governance. For example, untimely and inconsistent advice to defined entities created reputational risks for the Commission throughout the audit. One defined entity reflecting:
We also got conflicting advice. We used their advice, we put it into our GEAP, but then we got feedback on our GEAP which was inconsistent to the original advice that we received.39F[footnoteRef:40] [40:  Stakeholder (Focus group engagement).] 

At times, key risks were not escalated with the urgency they required. The Commission acknowledged:
The people who were answering these curly questions, were the ones who were building the platform. It was a role that was tacked onto everyone’s responsibilities. I don’t feel that we met any DEs reasonable expectations of service delivery. If we were asked a difficult question, they were waiting days up to weeks for an answer from us.40F[footnoteRef:41] [41:  The Commission (Focus group engagement).] 


[bookmark: _Toc115982791]Evaluate your efforts and communicate their impact on your regulatory outcomes

	FINDING 12: 
Defined entities have made organisational changes in response to the results of their workplace audit



It is encouraging to note that there are indications that the workplace gender audit process has already been effective in delivering gender equality outcomes across the defined entities. Throughout the consultation process, defined entities explained what they had done in response to their workplace gender equality audit. For example, one defined entity said their workplace gender audit data showed men were likely to be on higher pay than women at the same classification. The defined entity found this was because more men sought pay increases than women. In response, the defined entity established new processes whereby pay increases were the subject of more rigorous review, to ensure consistency and to address unconscious bias. Another defined entity noted:
It has been an absolute game changer for us, not just in a gender space but an entire D&I approach. The intersectional approach unsurfaced a lot of issues. The fantastic thing is that we did the audit first, and then we did our GEAP to respond to this. We have four strategies in our GEAP, and they are in direct response to the data we have. We have grounded these strategies with metrics so we can measure process. It is not just enough to tick a box, we have metrics, how well can you measure ‘X’. If you aren’t seeing an uptick in accessing parental leave, especially men, is this something that we can improve on further.41F[footnoteRef:42] [42:  Stakeholder (Focus group engagement).] 



Another defined entity indicated:
Our workplace audit has helped form a lot of strategic actions. It informed a gender equality working group. Without the data we wouldn’t have a lot of the actions that we do have in place. We are looking at our pay gap now, we have done a further audit of the pay gap org[anisation] wide. The initial data is being used as a steppingstone to achieve what we want to achieve.42F[footnoteRef:43] [43:  Stakeholder (Focus group engagement).] 

[image: ][image: ]Recommendations 

[bookmark: _Recommendations][bookmark: _Toc115982792]Recommendations
The Evaluation makes 13 recommendations to the Commission for enhancing its delivery of the workplace gender audit process. The recommendations respond to the 11 Evaluation findings and focus on strengthening the efficiency and effectiveness of the workplace gender audit process. Recommendations include greater input from defined entities on the design of support needs, more time for defined entities to implement audit requirements, and enhanced governance processes. The success of the implementation will depend on whether additional resources can be found. This evaluation indicates which of the recommendations require additional resourcing. Recommendation 11 requires investment of time and planning up front that will assist the Commission to prioritise its work over the forthcoming period. 
The 13 recommendations are set out below under the four key operation better practice regulation principles.


[bookmark: _Toc115982793] Support duty holders to understand the value of compliance and harm reduction

	RECOMMENDATION 1: 
The Commission should continue to seek input from defined entities as to anticipated support required for the next Workplace Gender Audit.
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As defined entities have now undertaken a workplace gender audit, the type of support that they may now require for the next audit may be different. As such, as they did last time, the Commission should seek input from defined entities on their support preferences before a support program is developed and delivered so that the Commission will be in a better position to target their limited resources, and that the support program can be better tailored to the needs of defined entities.
During consultation, defined entities advised of the benefits of the information sessions run by the Commission. However, some stakeholders indicated that these information sessions were at times an ‘information overload’ and at times ‘overwhelming’. Stakeholders identified a preference to have tailored information sessions to specific elements of the audit, and to not have the information sessions restricted to only one member from each defined entity. 
Based on these changing preferences from defined entities, the Commission should continue to ask defined entities about what support they might require in undertaking the next audit. However, tailored, bespoke training requires significant resource. The Commission has a very small team working on audit support of between one to two people who are tasked with supporting over 300 defined entities to complete their respective audits. Accordingly, implementation of tailored, fit-for-purpose training may require additional resourcing.



	RECOMMENDATION 2: 
The Commission should continue to tailor the provision of support and materials to promote behaviour change among defined entities and to enhance compliance based on the feedback received in recommendation 1.
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The Commission has limited resources to undertake engagement with defined entities on the workplace gender audit process. Therefore, it is important for the Commission to have access to the information it needs to deliver an efficient support program.
As they did last time, the Commission should engage with defined entities on their preferences before a support program is developed and delivered, the Commission will be in a better position to target their limited resources. These preferences could be collected through a range of methods including via a survey, or by engaging with existing Communities of Practices. However, a survey tool would enable all defined entities to express their preferences, giving the Commission a better understanding of what defined entities want from the Commission in terms of support.
Based on these preferences, the Commission should continue to tailor information to foster behaviour change and promote compliance among defined entities with the workplace gender audit requirements.


	RECOMMENDATION 3: 
Future guidance material from the Commission should include samples and best practice examples from the previous audit.
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Most defined entities considered the guidance material was accessible, and useful. To strengthen its effectiveness, a number of defined entities suggested the incorporation of better practice case studies, to enable them to learn from their peers next time. Therefore, it is recommended to the Commission that it incorporates best practice examples from the previous audit in its next iteration of guidance material.

	RECOMMENDATION 4: 
The Commission should encourage defined entities to appoint workplace gender audit executive champions.
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During the consultation, a number of defined entities reflected they had difficulties in receiving buy-in from their leadership until they received a compliance report from the Commission on the performance of the workplace gender audit. However, in contrast, defined entities who had ‘executive champions’ were more likely to deliver their workplace gender audit with greater resources and interest. Therefore, it is recommended the Commission encourage defined entities, where appropriate, to encourage the appointment of an ‘executive champion’ to promote engagement and compliance with the workplace gender audit.
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	RECOMMENDATION 5: 
The Commission should implement measures to provide defined entities with real-time, immediate access to staff at the Commission during the audit period with consideration provided to an instant chatline or a hotline.
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During the last audit process, defined entities felt they did not have ‘real-time’ access to the Commission when they needed it. For example, when they were filling out the audit template. Defined entities said they would have benefited from having a Commission phone number they could call, where they could ask questions about the audit template. For example, one defined entity said:
The guidelines were good, but I had a difficult time in contacting the commission. There was no phone contact, there was only an email address.43F[footnoteRef:44] [44:  Stakeholder (Focus group engagement).] 

Defined entities noted this existed for other reporting processes they were required to engage in, including the VPSC’s People Matters Survey.
Therefore, it is recommended the Commission review its existing resources and processes with the view of enhancing access to the Commission during the audit process. Outcomes of this process may involve establishing a phone or online chat function, which is serviced by Commission staff or external providers during the audit process.

	RECOMMENDATION 6:
The Commission should increase investment in the provision of support to defined entities to undertake the workplace gender audit process including consideration of an interactive portal that is a repository for information, that supports material to be uploaded and that enables engagement between defined entities and the Commission.
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It is understood that the Commission did not obtain all of the resources it sought to deliver the workplace gender audit process. Further, due to staff movements, the team of four allocated to undertake the audit process was materially disrupted. Combined, these two circumstances meant the Commission was unable to consistently deliver support services to defined entities in a timely manner.
Consideration should be provided to the use of an interactive portal that is a repository of information, that supports material to be uploaded and that enables engagement between defined entities and the Commission. This portal could allow defined entities to upload their data immediately and could allow for instant feedback from the Commission to allow greater transparency, consistency and communication. It could also provide for communication and interactivity between defined entities in fostering Communities of Practice. 
It is recommended the Commission review the resourcing allocation for the workplace gender audit process. In undertaking this review, it is recommended the Commission consults other regulatory agencies who undertake similar reporting functions to understand the capabilities and capacities required to deliver such a process. A review would also support the rigour of any future budget bid.


	RECOMMENDATION 7:
The Commission should publish templates at least six months before audits are due.
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The compressed timeframes for the Commission’s inaugural workplace gender audit process, which were largely outside of the Commission’s control, meant guidance and templates were provided ‘just-in-time.’ For example, the audit templates were provided during the audit process, three months before the audit was due to the Commission. These timeframes did not account for the time it would take defined entities to build systems and processes which would provide data to the audit report. It is also understood from defined entities that the template changed throughout the process.
To enable adequate time for planning, training, and system changes, it is recommended the Commission publish its templates six months before audits are due. It is recognised that currently there is only one data scientist employed by the Commission. Additional resourcing is likely required in order to support the timely roll out of templates. This will give defined entities sufficient time to complete the audit and reduce the risk of claims from defined entities that there was insufficient time or clarity to achieve compliance. 



	RECOMMENDATION 8:
The Commission should continue to work with the VPSC and other relevant agencies to streamline and ensure consistency and alignment of reporting processes for defined entities
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To support efficiencies for defined entities, in defining data collection frameworks for measures and indicators, the Commission should seek to align and support consistency with other formal or informal reporting requirements that defined entities are either compelled or required to fulfil. Data collection measures which duplicate other reporting obligations, or which are similar but not aligned with other reporting obligations may create an unnecessary burden on reporting entities. 
The Commission should seek to support alignment across data collection methods with which defined entities are required to comply to streamline the process for defined entities. The Commission has noted it is working closely with the VPSC to streamline and avoid duplication between reporting processes, where possible. It is recommended these engagements continue to occur with the VPSC, and with any other relevant agencies. Further, it is recommended the outcomes of these engagements are communicated to defined entities, to demonstrate the Commission’s commitment to reducing unnecessary regulatory burden on defined entities.



	RECOMMENDATION 9:
The Commission should increase communication with defined entities, providing regular notification of when stages of the audit process should be completed to support timeliness and consistency.
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As mentioned previously, from stakeholder consultation, it is understood that during the last audit process, defined entities felt at times that they were left to their own devices to complete the audit, and were not able to obtain timely advice from the Commission to assist with their audit. 
The guidance for defined entities includes an indication of the days required to complete certain components within stage 1 (preparatory stage), and within stage 2 (data collection and analysis stage).44F[footnoteRef:45] It is recommended that the Commission implement a process that provides defined entities regular notification of when particular components of the stages of the audit should be completed and provide examples of what an audit should look like at this point in time. Such a process would support timeliness and consistency across defined entities.  [45:  Commission for Gender Equality in the Public Sector, Workplace gender audit 2021: Guidance for defined entities, Victorian Government, 2022, p 9.] 




	RECOMMENDATION 10:
The Commission, where possible, should promote and support the establishment of Communities of Practice amongst the cohorts of defined entities and establish regular communication between the Commission and defined entities.
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Communities of Practice established by defined entities during the audit process provided an important source of support to other defined entities. They provided a space to learn from each other’s experiences, and to develop consistent approaches to the audit requirements. 
Communities of Practice should be encouraged to continue, and where possible, the Commission should identify a resource these Communities of Practice can go to for guidance on compliance matters. Without such a resource, there is a risk the Communities of Practice will develop approaches to audit requirements which do not align with the Commission’s expectations. These Communities of Practice have the capacity to streamline the way in which the Commission can support organisational cohorts and particular sectors.


[bookmark: _Toc115982795]Target regulatory effort based on risk of harm

	RECOMMENDATION 11:
The Commission should review and document its risk-based approach to the workplace gender audit for internal and external stakeholders
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Better practice regulatory principles promote regulators targeting their resources and efforts towards the areas/defined entities which represent the greatest risk of harm/impact. This is because regulators need to operate within a resource constrained environment, and therefore need to focus their limited resources on the areas associated with the greatest risk.
For the Commission, applying a risk-based framework to support the efficient delivery of its functions is critical due to its limited resources. The Commission does not have the capacity to treat all issues and defined entities in the same way. Therefore, it needs to ensure it focuses its time and effort towards the matters and/or defined entities, which have the greatest impact on the operation of the workplace gender audit process.
Based on the Evaluation, the Commission did prioritise its regulatory effort to some degree and escalated issues to leadership for consideration and decision. For example, the Commission appropriately demonstrated a focus towards ensuring compliance from larger defined entities, with fewer expectations on smaller defined entities. Commission staff also escalated issues internally to the Commissioner when they considered it appropriate to do so.
Ahead of the next workplace gender audit process, the Commission should consider reviewing and documenting its risk-based approach for internal and external stakeholders. This type of guidance would support Commission staff to prioritise their regulatory effort in a consistent manner, and to understand what issues they should escalate to the Commissioner. It will also support defined entities understand what is expected from them, so they can accordingly allocate their own limited resources to meeting Commission compliance expectations.

	RECOMMENDATION 12:
The Commission should tailor its guidance materials to align with the diversity and risk of defined entities.
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Consistent with recommendation 11, the guidance material provided to defined entities should be informed by, and tailored to, the different types of defined entities. In addition to the categories of defined entities within the Act, the Commission should have regard to other risk characteristics. This could include the composition and size of defined entities. For example, some defined entities have predominantly volunteer workforces, with limited paid staff to meet reporting requirements. This means, guidance provided to a larger defined entity with dedicated reporting resources may not be fit-for-purpose for small entities. By tailoring the guidance before the next workplace gender audit process, there should be fewer enquiries from defined entities to the Commission during the audit process.


[bookmark: _Toc115982796]Evaluate your efforts and communicate their impact on your regulatory outcomes

	RECOMMENDATION 13:
To support continuous improvement and to streamline and support alignment with other public sector data collection processes, the Commission should implement the data collection framework (developed as an accompaniment to this evaluation report) for future evaluations of the workplace gender audit process.
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To support continuous improvement, a data collection framework has been developed as an accompaniment to this evaluation. The data collection framework includes mixed methods – qualitative and quantitative data collection methods so that quantitative indicators and trends are complemented with richer explanations emerging from interviews and focus groups with defined entities. The data collection methods which seek to address a range of evaluation areas and indicators will ensure that input from defined entities is regularly sought to continue to guide and inform the work of the Commission. The Commission should implement the data collection framework to enable it to measure its performance for future audits. This framework will enable the effective measurement of how the Commission is undertaking its support responsibilities to defined entities under the Act.
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[bookmark: _Toc115982797][bookmark: Appendix_One]Appendix One: Evaluation Priorities
[bookmark: Table_1_Eval_Prio]Table 3 below provides an overview of the evaluation aims, objectives, and key questions. 
[bookmark: _Toc116041115]Table 3 - Evaluation priorities
	Aims
	Objectives
	Key Evaluation Questions

	To evaluate the Commission’s capacity to run the audit reporting process in a supportive way, including successes and barriers to success
	To ascertain the suitability of the Commission current process to run the audit process
	1. What support did the Commission provide to defined entities to engage in their inaugural audit process? 
2. Did the support align with the needs and preferences of defined entities? Why?
3. Were the roadshows and training well publicised and were they helpful? 
4. What other support could the Commission provide to defined entities in the future to improve defined entities engagement in the audit process? What resources does the Commission need to deliver these improvements?
5. What are the successes of this project? 

	To evaluate the timing of guidance publication and other updates e.g., newsletter items and mass communications
	To determine whether Defined entities were given adequate notice of guidance for the audit process
	6. Did the Commission have a plan for when to provide guidance to defined entities? If so, what was this plan informed by? Was guidance issued in accordance with this plan?
7. Were the guidance and other updates provided to defined entities in a timely way? 
8. Who in the Commission would make the decision to provide guidance to defined entities for the audit? How long would this approval process take? And is this the appropriate level within commission delegations to run effectively but responsibly?

	To evaluate whether the Commission made enough resources available to Defined entities 
	To explore whether Defined entities were provided with adequate resources and support to fulfil their obligations
	9. Did the Commission have a plan for what guidance should be provided to defined entities? If so, what informed this plan? Was the guidance issued consistent with this plan?
10. What frameworks and better practice examples were drawn upon by the Commission to inform the design of their resources?
11. Did the resources effectively communicate to defined entities the purpose of the audit, and their obligations?
12. How can resources and support be improved to better meet defined entities needs? 
13. Did defined entities have clarity around avenues for receiving additional support? 
14. Was the reporting platform user-friendly? 
15. What other resources did defined entities rely on to prepare their audit? 

	To evaluate the management and impact of extensions provided to Defined entities
	To identify what impacts the COVID-19 related extensions had on Des
	16. Were time extensions requested? Why? And if so, by whom?
17. Who made the decision to grant time extensions? How long was this decision made after the request?
18. How was the decision communicated to defined entities?

	To evaluate whether the data specification material provided to Defined entities enabled the Commission to obtain the desired information about the state and nature of gender inequality across Defined entities
	To identify whether the data specification material provided by the Commission needs to be altered to ensure the desired data is received
	19. What data specification material was provided to defined entities? Was this material supported by training? Was tailored support available to defined entities? 
20. Was the data specification material easy to use/understand? Why/why not? 
21. Did the material support consistency in data collection across the defined entities? Why?
22. Were there common errors across data measures? What were they? What guidance existed for these indicators?
23. Was any assessment made about other data requirements where similar data may be collected and whether it was possible to align data responses to reduce regulatory burden?
24. How can the material be improved going forward? 

	To evaluate what data measures are critical and should continually be collected
	To determine what data measures are of true value to the Commission and to Des
	25. Which workplace gender audit data measures were of value to the defined entities? What makes them valuable to defined entities? Are there others that would also be valuable/relevant to include? 
26. Which data measures were unclear or did not contribute meaning or value for the Commission or defined entities? Why? Could they have been changed to be more meaningful and if so, how? 

	To understand the motivating factor for Defined entities or individuals to participate 
	To inform the development of tools and supporting material
	27. What motivated compliance amongst defined entities? 
28. Did Defined entities provide additional material to that required, and if so, why? 

	To evaluate Defined entities’ capability and capacity to provide the Commission with audit data
	To investigate any potential barriers or enablers that Defined entities are experiencing in the audit process
	29. What were the barriers (if any) that defined entities faced? 
30. What were the enablers (if any) that were experienced by defined entities? For example: leadership, board/Chair interest, significant budget investment, personal commitment of lead staff, existing GE expertise etc)

	
	To undertake an assessment of the Defined entity data gaps and data quality
	31. Did the defined entities provide complete and accurate data sets by the initial due date? If not, were there commonalities in the missing data?
32. Of those that did not provide complete and accurate data sets, what communication did the Commission provide to them? When was this information provided?
33. How long were non-compliant defined entities given to address errors by the Commission? 
34. Of the non-compliant defined entities which were required to submit again, how many defined entities were still deemed to be non-compliant by the Commission. Were there common errors across the non-compliant defined entities?



[bookmark: _Toc115982798][bookmark: Appendix_Two]Appendix Two: Gender Audit Program Materials Reviewed
Table 4 below provides an overview of the gender audit program materials reviewed during the course of the evaluation.
[bookmark: _Toc116041116]Table 4 - Gender audit program materials reviewed
	Reference no.
	Document reviewed
	Relevance to the Evaluation

	1
	Workplace gender audit 2021 - Guidance for defined entities 
	This Guidance sets out how to conduct a workplace gender audit, and the data measures to include in a defined entity’s workplace gender audit.

	2
	Analysing your workplace gender audit results: Guidance Note 
	This Guidance Note seeks to provide advice to defined entities on how to interpret results from the workplace audit data and then, the employee experience data. The document includes case studies and discusses guiding principles for the analysis - such as recognising limitations and psychological support.

	3
	Workplace Gender Audit – Workforce Reporting Template 
	This Excel reporting template allows defined entities to submit their workforce data to the Commission

	4
	Workplace Gender Audit Employee Experience Reporting Template 
	This Excel reporting template allows defined entities who did not participate in the People Matter Survey 2021 to submit their employee experience data to the Commission

	5
	Workplace Gender Audit Employee experience survey questions 
	This document outlines the 82 Employee Experience Survey Questions and covers topics including demographic data, harassment, bullying, satisfaction and organisational information.

	6
	2021 Audit Defect Register
	The Defect Register outlines which tables defined entities did not fill out or did not fill out correctly. 

	7
	Department Compliance Report - with Critical Issues. 
	This is an example of a report back to a non-compliant defined entity, which includes areas of non-compliance and next steps for defined entities.

	8
	Department Compliance Report – with No Critical Issues.
	This is an example of a report back to a compliant defined entity with no critical issues identified. 

	9
	Reporting Platform Obligations 2021 – lessons learnt
	This document includes internal meeting notes from a Commission Reporting and Insight Team meeting - Reporting Platform Design Review (10 May 2022)

	10
	WGA Data Quality Inventory v1.0
	This document is a snapshot of Victorian Public Service compliance and options for the Commission going forward.

	11
	Commission Data Dictionary
	This spreadsheet contains details on each data field including data variable name, subject area, data type and list values etc.

	12
	Gender Equality Act Reporting Platform - User Guide
	This User guide gives a step-by-step guide on how defined entities are to upload reports to the Commission’s website, including includes screenshots on how to upload reports and a practical and visual guide, including on how to deal with error messages.

	13
	Commission Research Strategy - DRAFT - For Consultation
	The Commission’s research strategy (2021-2025) is designed to drive evidence-based and innovative approaches to progressing gender equality across organisations, the broader Victorian community and beyond.

	14
	Outcomes Framework visual – FINAL DESIGN
	This Visual provides information on the Gender Equality Act 2020 (Vic) Outcomes Framework.





[bookmark: _Toc115982799]Appendix Three: Stakeholders Engaged
Table 5 below provides an overview of the stakeholders engaged during the course of the evaluation.
[bookmark: _Toc116041117]Table 5 - Stakeholders engaged, in the order of stakeholder cohorts
	Stakeholder cohort
	Organisational participants
	Number of participants
	Engagement type
	Date conducted

	The Commission for Gender Equality in the Public Sector (The Commission)
	Representatives from the Commission for Gender Equality in the Public Sector 
	9
	Focus group
	29 August 2022

	The Commission
	Commission staff
	1
	Individual interview
	31 August 2022

	The Commission
	Commission staff
	1
	Individual interview
	31 August 2022

	The Commission
	Commission staff
	2
	Individual interview
	7 September 2022

	The Commission
	Commission staff
	1
	Individual interview
	7 September 2022

	The Commission
	Commission staff
	2
	Individual interview
	1 September 2022

	The Commission
	Commission staff
	1
	Individual interview
	1 September 2022

	Victorian Public Service departments
	Department of Health
· Department of Jobs, Precincts and Regions
· Department of Justice and Community Safety
· Department of Premier and Cabinet
· Victorian Equal Opportunity and Human Rights Commission
· Victorian Ombudsman
· Victorian Public Sector Commission
	8
	Focus group
	1 September 2022

	Public entities and special bodies
	Emerald Tourist Railway Board
Eye and Ear Hospital
Independent Broad-based Anti-corruption Commission
Peter Mac Cancer Centre
	5
	Focus group
	25 August 2022

	Public entities and special bodies
	Dental Health Services Victoria
Latrobe Regional Hospital
Lower Murray Water
Melbourne Water
Royal Melbourne Hospital
Southern Metropolitan Cemeteries Trust
Yarra Valley Water
	7
	Focus group
	30 August 2022

	Gender equality advisers
	Gender Works
	1
	Individual interview
	1 September 2022

	Gender equality advisers
	Action for Gender Equality Partnership
	1
	Individual interview
	5 September 2022

	Public entity and special bodies 
	Emerald Tourist Railway Board
	1
	Individual interview
	12 September 2022

	Universities, TAFEs, and local councils
	City of Greater Bendigo
City of LaTrobe
City of Monash
Knox City Council
Melton City Council
Whitehorse City Council
Go TAFE
Melbourne Polytechnic
	13
	Focus group
	31 August 2022

	Local council
	City of Monash
	3
	Individual interview
	9 September 2022




[bookmark: _Toc115982800]Appendix Four: Consultation questions
Specific stakeholder questions varied depending on the size and nature of the consultation format, stakeholder demographics and the phase of consultation. 
Proposed question themes and sample questions include:
Audit reporting processes
1. What support did the Commission provide to defined entities to engage in their inaugural audit process?
Did the support align with the needs and preferences of defined entities? Why?
If you had a problem or question, did you know who to engage with the Commission to get your question resolved? 
What other support could the Commission provide to you in the future to improve your engagement in the audit?
Who in the Commission would make the decision to provide guidance to defined entities for the audit? How long would this approval process take? And is this the appropriate level within commission delegations to run effectively but responsibly?
Did defined entities have clarity around avenues for receiving additional support?
Was the reporting platform user-friendly?
Audit guidance material
What guidance material was made available to you by the Commission to complete the audit? When was it made available?
Were the roadshows and training well publicised and were they helpful?
Was the guidance material useful? Why?
Was any assessment made by the Commission about other data requirements where similar data may be collected and whether it was possible to align data responses to reduce regulatory burden?
For the next audit, what improvements should be made to the guidance material published by the Commission?
What resources does the Commission need to deliver these improvements?
Capability and capacity of providing audit data
Did you face any challenges completing the gender audit? If so, what were they? For example, did you provide complete and accurate data sets by the initial due date? If not, why?
Of those that did not provide complete and accurate data sets, what communication was provided by the Commission? When was this information provided?

Did you have any gender audit ‘champions’ in your organisation? What difference did this make?
What other resources did defined entities rely on to prepare their audit?
Audit outcomes
Which workplace gender audit data measures (both workforce and EES) are of value to your entity? Why?
Which data measures were unclear or did not contribute meaning or value for the Commission or defined entities? Why? Could they have been changed to be more meaningful and if so, how?
Which data measure would be valuable to include in the future?
What were the successes of the audit process?
Motivation for participation
What motivated compliance amongst defined entities?
Did defined entities provide additional material to that required, and if so, why?


[bookmark: _Toc115982801][bookmark: Appenidx_Four][bookmark: Appenidx_Five]Appendix Five: Compliance Reports Reviewed
Table 6 below provides an overview of the compliance reports reviewed for the purpose of the evaluation.
[bookmark: _Toc116041118]Table 6 - Compliance reports reviewed (n=30)
	Organisation
	Defined entities cohort

	Accident Compensation Conciliation Service
	Public entity/Special body

	Australian Catholic University
	University 

	Banyule City Council
	Local council

	Cohuna District Hospital
	Public entity/Special body

	Commission for Children and Young People
	Public entity/Special body

	Court Services Victoria
	Public entity/Special body

	Deakin University
	University 

	Dental Health Services Victoria
	Public entity/Special body

	Department of Education and Training
	Victorian Public Service department

	Department of Environment, Land, Water and Planning
	Victorian Public Service department

	Department of Jobs, Precincts and Regions
	Victorian Public Service department

	Department of Premier and Cabinet
	Victorian Public Service department

	Department of Transport
	Victorian Public Service department

	Department of Treasury and Finance
	Victorian Public Service department

	Federation University
	University 

	Fire Rescue Victoria
	Public entity/Special body

	Gippsland Southern Health Service
	Public entity/Special body

	Harness Racing Victoria
	Public entity/Special body

	Hindmarsh Shire Council
	Local council

	Major Transport Infrastructure Authority
	Public entity/Special body

	Mallee Track Health and Community Service
	Public entity/Special body

	Melbourne City Council
	Local council

	Melbourne Convention and Exhibition Trust
	Public entity/Special body

	Port Phillip City Council
	Local council

	Public Record Office Victoria
	Public entity/Special body

	Southern Grampians Shire Council
	Local council

	State Library of Victoria
	Public entity/Special body

	State Revenue Office
	Victorian Public Service department

	Sustainability Victoria
	Public entity/Special body

	Victoria University
	University 
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A review was conducted that included the guidance material that was provided by the
Commission to defined entities, the Workplace Gender Audit — Workforce Reporting
‘Template, an Outcomes Framework as well as ofher workplace gender audit program
materials provided by the Commission (see Abpendix Tuo). This was the foundation for
Allen + Clarke gaining contextual and situational information necessary o ensure
subsequent data_collection actvities were appropriate and met the needs of the
Commission, defined entities and other key stakeholders.

A sample of 30 compliance reports selected via @ purposive sampling method (see
Appendix Five). This method enabled Allen + Clarke to identify and selectinformationich
cases which assisted with the assessment and understanding the nature of any
inconsistencies and gaps:
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Discussions were conducted with relevant key Commission staff o confirm the samping
strategies, data availability and access and o benchmarkthe workplace gender audit
report. Additional data related discussions occurred 1o establish how data had been
collected and analysed, the level of agaregated or individual data that could be further
sharedforthis evaluation, how gender auditdata measures under each key indicator were
established and whether there were potential gaps within these measures.
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Stakeholders involved in focus groups were the defined entities who participated in the
inaugural workplace gender audit, and with key Commission staff who administered the
audit. Focus groups were undertaken to provide a deeper understanding of the workplace
gender audit and its impact. The purpose of consultation was to explore and understand
stakeholders' perspectives and experiences in relation to the gender workplace audt,
factors which may have impacted their capability and capacity to conduct the audit, and
suggestions for future adaptations and improvements (n=50).

?-‘ INTERVIEWS

Stakeholders who were engaged in individual interviews were selected based on a mix of
typical cases and unusual experiences emerging from the focus group interviews and
enabled Allen + Clarke to gain a more in depth understanding about the enablers to
implementation, barriers to_ implementation, usability of measures and indicators and
importantly, improvements to both implementation and supporting infrastructure of the
workplace gender audit
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