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Over the past year, we have continued our commitment to create a fair, inclusive and representative workplace at Northern. The 
2025 Gender and Ethnicity Pay Gap Report shows that while overall pay gap figures have remained broadly consistent with last 
year, there has been meaningful progress in improving representation across the organisation.

Female representation has increased from the previous year from 19.79% to 20.46%, with the number of women employed rising 
from 1,405 to 1,522. Representation of colleagues from ethnic minority backgrounds has also grown, from 7.48% to 8.63%, 
equating to an increase from 531 to 642 colleagues. These shifts reflect the early impact of Northern’s Equality, Diversity and 
Inclusion (EDI) strategy, which is focused on attracting, developing and retaining women and colleagues from ethnic minority 
backgrounds, particularly in operational and leadership roles where representation has historically been low.

Although the gender and ethnicity pay gaps have not changed significantly compared with last year, the steady upward trend in 
representation demonstrates that Northern is building the foundations for long-term improvement. Increasing diversity - 
especially in higher-paid and traditionally underrepresented roles - remains essential to reducing pay gaps sustainably over 
time.

Northern’s EDI strategy continues to drive targeted action, including widening access to rail careers, elevating diverse voices 
across the organisation, strengthening inclusive recruitment practices, and supporting colleagues through a range of policies and 
development programmes. These efforts are central to creating a workplace where everyone can thrive and where our workforce 
better reflects the communities Northern serves.

While there is more work to do, the progress made this year shows that we are moving in the right direction and we remain firmly 
focused on building a more inclusive future for all.

Introduction from Tricia Williams, Managing Director



Our Gender Pay Gap Results

What is the Gender Pay Gap?

The gender pay gap is the difference between the average hourly pay received by men and 
women across the business at a given point in time, regardless of role, seniority or type of 
work, and is distinct from equal pay, which compares individuals performing work of equal 
value. It occurs because roles are paid differently for various reasons and because the 
proportion of men and women in these roles varies. 

The gap is calculated using both the mean (the total pay divided by the number of 
employees) and the median (the middle value when pay is listed from highest to lowest 
for men and women separately).

Our Results:

Northern’s gender pay gap remained broadly stable this year, with small shifts in the 
mean and median figures, while signs of meaningful progress in female representation are 
beginning to show.

▪ Female representation rose from 19.79% to 20.46% with the biggest increase in 
Lower Middle and Upper Middle Quartiles.

▪ The proportion of women in the Upper Pay Quartile fell slightly, driven by low 
female representation in driver and engineering roles (female driver 
representation is around 9.5%), which continues to shape outcomes at the highest 
pay levels. 

Gender Pay Gap 2025 2024

Mean Gender Pay Gap 12.9% 12.8%

Median Gender Pay Gap 24.7% 24.3%



Our Gender Pay Gap Results

What is the Gender Bonus Pay Gap and who received a bonus?

It shows the difference in average bonus amounts between genders, and the percentage of 
colleagues in each group who received a bonus. This helps highlight both how bonus 
values compare and how likely each group is to receive one.

It is worth noting that bonus data is predominantly related to payment of commission to 
our conductor colleagues who make up 20% of our workforce. 

 

Gender Bonus Pay Gap 2025 2024

Mean Gender Bonus Pay Gap 3.76% -5.48%

Median Gender Bonus Pay Gap 3.29% 5.02%

21.3% 16.6%
Our Results:

Bonus outcomes at Northern continue to be shaped by the composition of the workforce, 
particularly the proportion of women in commission-earning Conductor roles.

• A higher proportion of women received a bonus this year compared to men, influenced 
by the fact that around 25% of female colleagues are in commission-earning Conductor 
roles.

▪ Typical bonus amounts improved, with the median bonus gap reducing from 5.02% to 
3.29%. The mean bonus gap also moved from –5.48% to 3.76%, a shift that reflects the 
natural volatility of a commission-based pay model. These year-on-year changes 
should be seen as normal variation rather than indicating any underlying concern.

Percentage in 
receipt of ‘Bonus’ 
payments:



Our Gender Pay Gap Results

Gender Representation Across Pay Quartiles

All colleagues are sorted by hourly pay and split into four equal-sized groups, from lowest 
to highest paid.

We then show the percentage of each group (women/men) in each quartile. This helps us 
to see how different groups are represented across our pay structure.

Our Results:

Northern continues to make progress in strengthening female representation across the 
organisation, although higher-paid operational roles remain a longer-term challenge.

▪ While 48% of new female recruits entered the Lower Quartile, 33% of new entrants in 
the Upper Quartile were female, which is a strong proportion given their overall 
representation in the business and reflects positive recruitment trends at both ends.

▪ The biggest percentage increases in female representation were in the Lower Middle 
and Upper Middle Quartiles, showing that women progressing within the organisation 
are moving into better-paid roles.

▪ The gender pay gap for the two major grade groups, Drivers and Conductors, is 2.33% 
(mean) and 0% (median) and 0.17% (mean) and 0.31% (median) respectively.
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Our Ethnicity Pay Gap Results

What is the Ethnicity Pay Gap?

The ethnicity pay gap is the difference between the average hourly pay received by 
ethnic minority colleagues and white colleagues across the business at a given point in 
time, regardless of role, seniority or type of work, and is distinct from equal pay, which 
compares individuals performing work of equal value. It occurs because roles are paid 
differently for various reasons and because the proportion of ethnic minority and white 
colleagues in these roles varies. 

The gap is calculated using both the mean (the total pay divided by the number of 
employees) and the median (the middle value when pay is listed from highest to 
lowest for men and women separately).

Our Results:

The mean ethnicity pay gap, based on the average hourly rate between white and 
ethnic minority colleagues, has increased by 1.36%, while the median pay gap has 
decreased by 0.48%.

• Ethnic minority colleagues remain most concentrated in the Lower Quartile, despite 
increased representation across all quartiles.

• However, ethnic minority new entrants in the Lower Quartile have relatively strong 
earning potential due to promotional pathways and passing-out pay uplifts.

Ethnicity Pay Gap 2025 2024

Mean Ethnicity Pay Gap 18.5% 17.14%

Median Ethnicity Pay Gap 21.4% 21.88%



Our Ethnicity Pay Gap Results

What is the Ethnicity Bonus Pay Gap and who received a 
bonus?

It shows the difference in average bonus amounts between ethnic minority groups, 
and the percentage of colleagues in each group who received a bonus. This helps 
highlight both how bonus values compare and how likely each group is to receive 
one.

It is worth noting that bonus data is predominantly related to payment of 
commission to our conductor colleagues who make up 20% of our workforce. 

Our Results:

The Mean Bonus Pay Gap continues to favour colleagues from an ethnic minority 
background, though the gap has narrowed, and the Median Bonus Pay Gap is now 
below 1%. 

▪ These shifts reflect the natural volatility of a commission-based pay model and 
should be viewed as normal year-on-year variation rather than indicating any 
underlying concern.

Ethnicity Bonus Pay Gap 2025 2024

Mean Ethnicity Bonus Pay Gap -4% -15.09%

Median Ethnicity Bonus Pay Gap 0.4% -15.85%

Percentage in 
receipt of ‘Bonus’ 
payments:

19.2% 17.4%



Our Ethnicity Pay Gap Results

Ethnicity Representation Across Pay Quartiles

All colleagues are sorted by hourly pay and split into four equal-sized groups, from 
lowest to highest paid.

We then show the percentage of each group (ethnic minority/white) in each 
quartile. This helps us to see how different groups are represented across our pay 
structure.

Our Results:

Representation of ethnic minority colleagues increased from 7.48% to 8.63%. 
Growth was seen across all pay quartiles, including a modest but meaningful 
0.26% increase in the Upper Pay Quartile (Q4), demonstrating steady progress in 
broadening representation at all levels.

▪ Increased focus on inclusive recruitment, development, and progression 
pathways, helping reduce barriers for underrepresented colleagues.

▪ Enhanced visibility of diverse talent and more consistent equity-led practices in 
management and leadership development.
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Addressing our 
Gender and 
Ethnicity pay gap

To continue reducing the pay gaps, Northern’s 
focus is on attracting, developing and retaining 
more women and colleagues from ethnic 
minority backgrounds, encouraging them to 
build long-term careers in the rail industry. 
Equally important is ensuring that Northern 
remains a great place to work for everyone, and 
that no-one, regardless of background, feels 
excluded. 

Northern’s Equality, Diversity and Inclusion 
strategy outlines a range of actions, delivered 
during and beyond the reporting period, to drive 
meaningful, lasting change.

Supporting our people
What colleague are telling us
Despite the gender and ethnicity pay gaps, the annual colleague survey 
shows that year-on-year female colleagues are happier at work than 
men and colleagues from ethnic backgrounds are happier than their 
white counterparts (e.g. in 2024 male engagement was 56% compared to 
70% for women, and white colleagues reported 59% engagement whilst 
colleagues from ethnic backgrounds were at 68%).

Colleague Networks
Our Women in Northern and Ethnic Diversity colleague networks are key 
to creating an inclusive workplace at Northern – created by colleagues for 
colleagues. In 2024/5 the Women in Northern Network focused on the 
employee lifecycle for women and helped to design the annual Go Do Her 
Thing event, a month-long campaign celebrating female colleagues. 
Volunteers were identified for the Ethnic Diversity Network and a 
dedicated chair and vice chair were appointed to strengthen its leadership 
and impact.

In addition, intersectionality was explored with our Neurodiversity 
Working Group, to find out how female neurodivergent colleagues 
experience the business and identifying where improvements could be 
made (e.g. recruitment, interview coaching, career progression, 
reasonable adjustments, etc).

Northern also delivered sessions with She Leads for Legacy, a support 
organisation for black women in business.

Policies that support everyone
A wide range of inclusive policies are in place to support colleagues across 
different circumstances and needs. These include the EDI Policy, 
Menopause Policy, Gender Transition Policy, Domestic Abuse Support 
Policy, Sexual Harassment Policy, and an extensive set of family-friendly 
policies covering support for carers, flexible and agile working, and special 
leave arrangements. All policies have been independently audited by the 
National Centre for Diversity.

Preventing violence against women and girls 
Work began with the wider industry on reducing and preventing violence 
against women and girls. Five pledges have been set by the Rail Delivery 
Group and are being delivered by train operators, designed to support 
safer journeys and create a railway environment where everyone feels 
protected. A White Ribbon action plan was also created to raise awareness 
of violence against women and girls amongst colleagues and improve 
experiences of women and girls who use the network or work in rail.

Go Do Her Thing
Northern marks March each year as "Go Do Her Thing" month, an internal 
colleague campaign focused on women at Northern. The month celebrates 
the achievements and contributions of women across the business and 
includes various support and development sessions. 

‘Go Do Her Thing’ Confidence Session in York

“I thought it was an excellent session, and I 
have been telling other females I work with 
about how valuable it was.” 

'Go Do Her Thing' Attendee



Wider Talent Attraction

There is still significant work to do to reduce long-standing stigma and challenge outdated perceptions about who rail careers are for. 
Many women and people from underrepresented backgrounds have not traditionally seen rail as a place where they can build long, 
varied, and fulfilling careers, particularly in operational and technical roles.  Shifting perceptions takes time, but through increasing the 
visibility of Northern’s workforce, amplifying the voices and stories of the people across the business, and actively challenging bias in 
approaches to attraction and development of talent, Northern is working to create a railway where opportunity is genuinely open to 
all.

"Never Mind The Gap"
Northern supports the industry initiative 'Never 
Mind The Gap, which helps women returning to 
the workplace explore careers in rail. Northern 
delivered the programme once in FY24/25 in 
Leeds, and expanded it in FY25/26 to run across 
three locations: Leeds, Newcastle and Derby.

Job adverts that welcome all
Since September 2024 all Northern job adverts 
have been standardised to be more inclusive such 
as using gender neutral language, highlighting 
culture and being transparent with salary and 
flexible working arrangements.

Content showcasing our diverse workforce
Colleague-focused employer brand activity has 
been significantly increased on social media 
channels since October 25, intentionally elevating 
the voices and lived experiences of women and 

colleagues from ethnic minority backgrounds. 

"We're not Northern without HER" campaign
Launched in December 2025, this multi-channel campaign celebrates the 
women who work at Northern and encourages more women to see rail as a 
real career option, challenging stereotypes and showcasing industry 
opportunities. In its first eight weeks, female applications rose by 48% 
compared with pre-campaign levels, including the highest ever for 
operational roles, and digital click-through rates reached record highs. 
Engagement on targeted platforms such as Flexa also increased 
significantly, with 74% of Northern’s profile views coming from women, 
demonstrating strong resonance with those seeking flexible, inclusive 
employers.

Future careers and events
Active engagement with communities, education providers and industry 
partners to widen access to rail careers for women and those from 
underrepresented backgrounds. Activity includes Traincare Centre open 
events, Women in STEM events, girls’ school careers fairs, and targeted talks 
for female students at colleges and universities. 

Working with women with convictions
Northern also partners with Working Chance to create pathways for women 
with convictions. This includes hosting employment events at HMP New Hall 
and working closely with HMP Askham Grange.



Building Inclusion from day one
In early 2025 we launched 'Platform for Success', a development programme for managers  who are new 
to their role or have not yet received management training.  This programme includes the module 'EDI 
and Inclusive Management', a combination of online learning and workshop time which equips managers 
to demonstrate inclusive management behaviours and create more equitable working 
environments.  Those who attended the programme report a 40% increase in competence and 33% 
increased confidence on the topic of inclusive management, six months on from starting.

Inclusive leadership development for Executives
Each year, a selection of Executive-grade colleagues undertake inclusive leadership training as part of 
the annual bid for Investors in Diversity accreditation. The programme, titled “Make Inclusion Safe 
Again,” focuses on the importance of EDI within the current political and societal climate. It provides a 
valuable opportunity for Executive leaders to deepen their engagement with EDI and strengthen their 
collective commitment.

Developing inclusive skills

Learning and development continues to evolve to ensure inclusion sits at the heart of how people are supported to grow. Inclusive practices are being built 
into manager training and strengthened within leadership development for Executives, helping to challenge outdated assumptions about who leadership is 
for and opening up clearer, more accessible pathways for everyone. While progress is ongoing, the commitment remains to create learning experiences that 
reflect the diversity of the workforce and enable all individuals to feel supported, valued, and able to develop.
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