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For the purposes of this survey, the following definition of career management was used:

‘Planning and shaping the progression or movement of individuals within an organisation by
aligning employee preferences and potential with organisational resourcing needs."'

Career management needs to take into account the needs of both the organisation and the
individuals within it. Individuals want a career where there is scope for development and
progression, together with opportunities to fully utilise their skills. Organisations need to
ensure they have the right people in the right jobs and are building a talent pool for the
future. Satisfying these two broad areas of interest inevitably causes tensions but can also
provide opportunities. Organisations therefore have to think about how to build and retain
the talent they need, while satisfying employee career aspirations.

The CIPD Managing Employee Careers survey was designed to provide information about what
organisations are currently doing to resolve these issues.



Key findings

About the research

The links between career management, HR and business strategies
Organisational support for career management
Current career management practices

Career coaching

Careers and employee lifestyle choices

What makes for effective career management?
The critical role of senior management

Future changes in practice

Conclusions and implications

Research methods

Sample profile

Acknowledgments

Appendix

Managing employee careers 2003

Page 2

Page 4

Page 5
Page 13
Page 19
Page 26
Page 30
Page 38
Page 42
Page 44
Page 46
Page 48
Page 49
Page 50

Page 51

1
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This report sets out the findings from the CIPD’s 56% of respondents report that line managers do

first survey on career management practices in the not take career management seriously.
UK. The 2003 Managing Employee Careers survey Only 5% of respondents report that ‘all’ their line
reviews current practice in UK organisations and managers are trained to support career development.
provides useful information about HR practitioners’ The most common career goals to be discussed
views on what makes for effective career between employees and line managers are short-
management. It is based on over 700 UK-based term goals within the organisation, promotion and
employers, spanning all industrial sectors. project roles.

Only 13% of organisations report that they try to fill
The links between career management, HR and senior management positions with people from

business strategies mostly ‘outside’ the organisation, showing that the

Under half of the organisations surveyed have a
formal written strategy for the career management
of their employees (48%).

HR is considered to be the most involved in
determining this strategy, although board members
and line managers were both involved ‘a great deal’
in over a third of cases.

The main strategic aims of career management are
to grow future senior management/leaders, retain
key staff and support changes in the organisational
structure/business environment.

56% of respondents felt that their activities had
been ‘effective’ or 'very effective’ in meeting
strategic objectives.

The majority of organisations appear to follow a
‘partnership’ model when managing employees’
careers. Organisations generally advocate individual
ownership for career management, but also agree
that individuals need advice, support and training in
how to manage their careers.

Organisational support for career management
HR is still considered to have the main responsibility
for driving career management (38%), although the
‘individual” is only slightly behind at 32%.

Senior management is only “firmly committed’ to
career management activities in a third of the
organisations surveyed (34%).

majority of organisations are relying on career
management strategies to produce a major
proportion of future leaders.

About half of respondents thought that their
employees ‘quite valued’ or ‘highly valued' career
management activities (57 %).

Current career management practices

The most commonly reported practices are an

open internal job market, formal appraisal or
development review (including a career review),
and informal support from managers or HR.
Practices available to ‘all"” employees tend to be
relatively simple activities that provide information
or are linked to performance appraisal.

The practices considered to be most effective are an
open internal job market, development or assessment
centres, online vacancy boards, development
programmes and graduate entry schemes.

Practices considered to be least effective are
succession planning, career information/advice from
staff in a learning centre or career unit, and
informal support from managers.

Career coaching

Just under half of the organisations surveyed report
that career coaching takes place within the
organisation (49%).



The most common aims of career coaching are said
to be developing potential, performance
improvement and retention.

The most common activities are informal discussions
with managers and peers followed by formal
regular one-to-ones and mentoring schemes.

Line managers are most likely to be delivering
career coaching activities, followed by members of
the HR department.

Careers and employee lifestyle choices
Over 90% of respondents surveyed think that
work-life balance is high on the agenda for a lot of
their workforce.
The vast majority of respondents agree that ‘special
attention needs to be paid to the career
management of certain groups of workers’ to
ensure non-discriminatory treatment.
However, current practice is not aligned with this.
Less than a third of organisations offer additional
career support or assistance to ‘atypical’ employee
groups such as part-time workers and older workers.
The career progression model still appears to follow
a traditional, inflexible, male-oriented model.
The main factors felt to positively influence career
progression are gaining extra qualifications,
undertaking work-related training, taking on extra
work responsibilities and working in a number of
business locations/areas.
The factors felt to negatively influence career
progression are taking a long period of sickness,
needing time for family responsibilities, working
flexible or reduced hours and taking a career break.
A quarter of organisations with a mandatory
retirement policy report that it causes them
problems in terms of retention.
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What makes for effective career management?
The barriers to effective career management appear
to be practical ones: lack of time and resources;
career management being seen as optional or
peripheral; and lack of senior management
commitment — all to do with ‘getting it done’ rather
than problems with its strategic intent.

For effective career management, activities need to
be formalised into a strategy, that is linked both to
business and HR strategy.

Line managers and HR staff also need to be trained
to deliver career support to employees.

Gaining the buy-in and commitment of senior
management is vital to ensuring that career
management is given the due attention, resources
and importance it needs in order to be delivered
effectively to employees.

The critical role of senior management
The results indicate that senior management plays a
highly influential role in the effectiveness of career
management in terms of affecting the attitudes of
line managers, the availability of resources and the
extent of integration with HR and business activities.

Future changes in practice
Over 95% of respondents agree that individuals will
be expected to take responsibility for looking after
their own careers in the future.
However, over 90% of respondents also believe that
individuals must be offered support in terms of
advice, guidance and information by organisations
for this to work effectively.
In the future, career management is considered to
play an important role in organisational change or
restructuring.
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In recent months, the CIPD has noticed a significant
increase in interest from its members on what
organisations are doing to support employee career
development. In the 1990s, increased competition
on a global scale, technological innovations and
demands for lean, efficient organisations stimulated
new employment patterns and organisational
career paths. Today, tough economic circumstances
mean that organisations are seeking competitive
advantage through best use of resources and
talent. But what has all this meant in terms of
organisational practice? This survey of career
management practices sought to answer this
question and to meet the following objectives:

gain a real picture of what organisations are
currently doing

determine whether changes in the business
environment have created a different approach
to managing employee careers or whether the
traditional career model is still prevalent

find out what is being done to help employees
who have traditionally been disadvantaged in
terms of career progression

understand what practitioners see as being likely
trends for the future.

This report sets out the findings from the CIPD’s first
national survey on career management practices in
the UK. The sample for this report included
establishments from different industrial sectors and
different size bands within the UK. All respondents
were CIPD members. Further information about the
sample can be found on page 49.

A postal questionnaire was sent out to 5,000 CIPD
members in January 2003. The questionnaire was
sent to HR or career management practitioners who
could answer questions on behalf of their

organisation. Detailed information about the
methodology can be found on page 48.

The survey asked questions to determine what
current practice in organisations looks like, but also
focused on some specific areas, including:

the links with HR and business strategy
organisational support for career management
career management practice

career coaching

careers and employee lifestyle choices

what makes for effective career management
the critical role of senior management

future changes in practice.

To provide members with more context on the
findings of the Managing Employee Careers survey,
we undertook some structured telephone interviews
to produce mini-case-studies. These illustrate
organisational practice in the different subject areas
the survey focused on and can be found in
highlighted boxes throughout the survey report. We
also commissioned a leading commentator in the
field of career management, Wendy Hirsh, to write a
short "think-piece’ to expand on the survey findings
and to draw out the conclusions and implications for
practitioners. This sits alongside a second piece
discussing the CIPD perspective on key issues
highlighted by the survey. Together, these are titled
Reflections: issues, trends and prospects in career
management and are available free to download
from the CIPD website www.cipd.co.uk/surveys.



A wealth of CIPD research demonstrates that career
management practices, like other HR practices, are
most effective when they are based on business
requirements and aligned with other business and
human resource strategies. We were interested to
determine how far organisations are trying to make
this alignment happen in practice.

Formal career management strategy:
a mixed picture

The survey reveals that just under half of the
organisations surveyed have a formal written strategy
for the career management of their employees (48%).
But only a quarter of organisations have a strategy for
all staff (see Figure 1).

Unsurprisingly, smaller organisations (those employing
under 250 people) are less likely to have a formal
strategy for career management than larger
organisations. For example, 47% of the respondents
reporting no strategy for career management are from
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small organisations, 32% are from medium
organisations and 21% are from larger organisations.
This is probably because as organisations grow they
are more likely to require a formal approach for
organisational resourcing and career management. In
addition, they are more likely to have the time, staff
and resources to dedicate to these kinds of human
resource practices.

There are also significant differences between
organisations from different sectors. Respondents from
the voluntary sector are least likely to have a formal
career management strategy for any of their employees
— 86% reported having no strategy, compared with
55% of public-sector organisations, 42% of private
manufacturing organisations and 48% of private
services organisations. This finding aligns with similar
findings from other CIPD surveys. For example,

the CIPD 2003 Reward Management Survey also
reported that a less strategic approach is often taken in
voluntary-sector organisations than in the private sector.

Figure 1: Proportions of respondents who have a formal career management strategy

26% No

52%

- Only for some groups

Yes, for all staff
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IBM: integrated career development for all managers

IBM’s management development challenge is to provide a leadership skills programme for over 30,000
managers working in many and varied environments. This is done in a number of ways, but the
emphasis is on accessibility and a continuous process of learning through a mix of e-learning and
classroom events. Each individual manager has a personally customised ‘manager development plan’
designed to meet their short- and longer-term development needs, which can include the following:

¢ \When appointed, IBM managers join the ‘basic blue programme’. This programme lasts for nine months
and acquaints new managers with their basic responsibilities — managing performance, employee
relations, compensation and diversity/multicultural issues.

e All managers have access to an intelligent web agent — ‘IBM Edvisor’ — that provides ‘learning tracks’ on
a wide range of people management issues and best-of-breed training tools like interactive simulators.

e A recent initiative has been to provide management and business ‘quickbooks’ on different subjects. This
is based on the assumption that most managers are too busy to read entire business books but need to
keep up to date with the latest ideas and practice.

¢ All new appointees are allocated a mentor or ‘buddy’.

¢ All managers have a job category (eg HR) that denotes their ‘profession’ in IBM terms. For each
profession there is a structured development framework available, including certification, to promote
specialisation.

IBM’s ‘Global Talent’ framework covers all employees and provides a consistent level of career
guidance around specific job categories. A career framework has been defined to create a common
structure for managing skills, professional development and career growth, linked into IBM’s
resourcing and succession planning activities.

Everyone should have access to a one-to-one discussion on a monthly basis, at which they discuss
their objectives and individual development plan (IDP). Development opportunities are then accessed
via the 'Global Campus’, which is an online database or directory of training opportunities. First-line
managers can get training in coaching to help them develop the skills they need to provide support
for career development planning.

Information provided by Natalie Mckenzie, HR Partner.



Who determines the strategy?

Those organisations with a formal strategy were asked to
indicate who was involved, and to what extent they
were involved, with determining the career management
strategy in the organisation. Overwhelmingly,
HR/personnel is considered to be the most involved, with
74% of organisations reporting that they are involved ‘a
great deal’. Almost 40% report that board members are
also involved ‘a great deal’, as well as 32% of line
managers. Trade union representatives, employees’
representatives and external consultants are only involved
‘a great deal’ in fewer than 10% of organisations with a
formal strategy. However, large organisations are much
more likely to involve external consultants and trade
union representatives in this process. For example, 73%
of small organisations report that trade union
representatives are ‘not involved at all’, whereas only
42% of large organisations report no involvement.

Table 1: Strategic objectives of career management activities
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Although HR is the most heavily involved group, it is
good to see that board members and line managers
are involved ‘a great deal” in over a third of cases. It
does, however, raise concerns about the extent of
employee and line manager awareness and buy-in
to strategy. Forthcoming CIPD research
Understanding the people and performance link:
Unlocking the black box (CIPD, 2003) suggests that
lack of involvement of these groups in the design of
strategy is one factor that contributes to problems
at the implementation stage.

Strategic aims of career management —
is it just for high-fliers?

Respondents were asked what the strategic objectives
for their organisation’s career management activities
were. The results are illustrated in Table 1.

Yes (%)

Growing future senior management/leaders 53
Retaining key staff 50
Supporting changes in the organisational structure/business environment 49
Assisting organisational resource planning 31
Producing high-level and specialist skills 21
Meeting the future skills requirements of the organisation 19
Encouraging career moves other than promotions 17
Attracting new staff 15
Dealing with underperformance 13
Redeployment of staff to other roles 11
Filling vacancies 10
Providing understanding of career opportunities and expectations

between the organisation and the individual 9

7
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[t seems that the strategic aims of career management
are frequently focused on developing or retaining people
of particular value to the organisation, such as key staff
with high-level or specialist skills and those who have the
potential to be future senior management. Career
management is also seen to play an important role in
aiding resourcing, particularly following change or
restructuring. Under 10% of organisations saw a key aim
of career management as being to provide employees
with better understanding of career expectations and
opportunities within the organisation.

Across the sectors, the picture varies. Over 70% of
voluntary-sector organisations report that retaining key
staff’ is the main objective, compared with approximately
50% of public- and private-sector organisations.
However, ‘growing future senior management/leaders’ is
considered to be a main objective in approximately two-
thirds of private-sector organisations (private
manufacturing — 65%; private services organisation —
58%), compared with only 39% of public-sector
organisations and 46% of voluntary-sector organisations.

This indicates that in the private sector the main focus
for career development is on developing the "high-
potential few' for future leadership roles, whereas the
public and voluntary sectors are mainly using career
management policies to retain and develop staff
internally to make the best use of their current resources.

Smaller organisations are more likely than either
medium or large organisations to report that
‘supporting changes in the organisational structure’,
‘retaining key staff’ and "producing high-level and
specialist skills" are main objectives. '‘Growing future
senior managers/leaders’ is more frequently reported
as a main aim of medium and large organisations.

Are these objectives being met by current practice?

When asked how effective their career management
activities had been in meeting these objectives, 55.7%
reported that they had been ‘effective’ or ‘very effective’.
This leaves almost 40% of respondents feeling that their
activities had not been effective (Figure 2).

Figure 2: Effectiveness of career management activities in meeting strategic objectives

Ineffective 4%

Not very effective 35%
Effective 51%
Very effective 5%
Don't know 5%
1 1 1 1 1 1
0 10 20 30 40 50 60

% of respondents



Overall, a much higher proportion of private-sector

organisations report that their activities are ‘effective’

or 'very effective’ in meeting objectives (65% private
manufacturing organisations; 58% private-services
organisations), compared with public-sector
organisations (49%) and voluntary-sector
organisations (34 %).

In support of these findings about effectiveness is
the fact that only a third of respondents felt that
their career management activities supported the
needs of the business 'to a great extent’ (37%),
although 57% felt that they did ‘to some extent'.
One possible reason for this is revealed when
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respondents were asked about how well integrated
career management is with HR strategy. Only 20%
felt that it was fully integrated’, with 62% reporting
it was ‘partly integrated’ (Figure 3).

The survey findings are aligned with similar problems
reported in the CIPD's research Developing Managers
for Business Performance (CIPD, 2002). Here, senior
managers see the biggest management development
challenge for their organisations as ‘integrating
management development with the implementation
of organisational goals’. It therefore seems that
integration is a common challenge for a number of
human resource activities.

Figure 3: Integration of career management activities with HR strategy

3%

15%

20%

Closer examination reveals sectoral differences in this
area. Double the number of private-sector
organisations report that their activities are "fully
integrated’ with HR strategy (23% private
manufacturing; 26% private services) than public-
sector organisations (12%). Voluntary-sector
organisations are even lower, at 9%. Two

Not integrated at all

- Partly integrated

Fully integrated

Don't know

interpretations of this finding are possible: either
public- and voluntary-sector organisations are being a
bit harder on themselves than those in the private
sector; or, in public-sector and particularly voluntary-
sector organisations, career management is more
likely to be pursued as an independent activity rather
than being part of HR strategy.

9
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Table 2: Respondents’ agreement with different statements about their career management philosophies

% of respondents who agreed

We advocate individual ownership of career development. 86
Employees need advice, support and training in how to manage their careers. 80
A partnership approach to career management between employer and

employee is essential. 80
Career development should be available to all staff, not just concentrated on the élite few. 79
Our board should reflect the diversity of our workforce and customer base. 54
Career management is a key part of our organisation’s attraction and retention strategy. 48
Career management is not a business priority. 35
Career management activities should be focused on high-fliers or high-potential employees. 26

Career management philosophies -
a partnership approach

Questions were also asked to ascertain what kind
of career management philosophies organisations
were currently using as the basis of their activities
(Table 2).

The results reveal that the majority of organisations
appear to believe in a philosophy that broadly follows
a partnership model between employer and
employee. While there is a great deal of agreement
with the statement about organisations advocating
individual ownership of career development, there is
also widespread agreement that these individuals also
need advice, support and training in how to manage
their careers.

Interestingly, the vast majority of respondents agreed
that career development should be available to all
staff, rather than concentrated on an élite band of
staff (79%). This contrasts with the earlier finding that
only a quarter of organisations have a formal written
strategy for the career management of all their
employees. There appears to be a gap between
rhetoric and reality here, but the reasons for this are
unclear. Perhaps this will be an area of change in the
future, with employers extending their practices to
larger segments of their workforce.
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KPMG: Career development support for all employees - a vital part of resourcing strategy

KPMG recognises that supporting employee career development is critical to its continuing success. This is
reflected in their provision of an extensive range of learning and development activities to support and drive
individuals’ personal development in line with the firm's business needs. KPMG needs to ensure individuals
are able to manage their careers, be informed about career opportunities and gain access to a broad range
of resources to help them as required. They believe that, in a constantly changing business environment, the
availability of career support increases the business’s ability to react to changes in resourcing needs.

The firm's global performance management process requires everyone to have ongoing discussions with
their performance manager about their performance and personal development, including their career
aspirations. The process includes two formal discussions each year, although many choose to have informal
career discussions as and when needed.

The other key sources of guidance for individuals considering their career aspirations and how to achieve them are:

e internal career coaches, whose role includes the provision of group workshops on career management,
as well as one-to-one advice on a needs basis

e individual mentors and coaches, including those sourced through the national and local mentoring and

coaching activities in place within the firm

e web-based guidance on all aspects of career management.

This support is available to all employees. Although there is no single training programme for internal
career coaches, they will usually undertake an external course or receive coaching for their role, together

with ongoing supervision and guidance.

Information provided by John Bailey, Director of Coaching, KPMG

The psychological contract and employee careers

Perceptions of the psychological contract between
employee and employer provide a further indication
about organisations’ philosophies on career
management. Questions were asked about what
‘promises’ or ‘commitments’ organisations make to
employees about careers. This was felt to be
important because we know that when employees
feel that their organisation has failed to meet
expectations about work and career opportunities

(‘broken promises’), employees feel less committed to
the organisation. The results are shown in Table 3.

The results show an interesting view on the current
state of the psychological contract from the
perspective of HR professionals. The responses clearly
illustrate the tensions inherent in career management
between meeting individual needs and fulfilling
organisational resourcing requirements. The aspects of
career development most frequently ‘promised’ to
employees are opportunities to develop their skills,

1
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Table 3: Promises or commitments organisations make to employees about careers

Does your organisation promise or commit to

% of respondents who agreed

provide employees with opportunities to develop their skills? 92
provide employees with flexibility on aspects of their work lives? 71
provide employees with interesting work? 68
provide employees with a reasonably secure job? 66
ensure employees understand what career opportunities are available to them? 59
help employees to achieve work-life balance? 58
provide employees with a career? 47
provide employees with advice on personal goals as well as work-related goals? 39

flexibility on aspects of their work lives, interesting
work and reasonable job security. Organisations
therefore seem more comfortable committing
themselves to offering staff career development
opportunities that will improve their employability and
job satisfaction than to offering them a long-term
career within the organisation.

An interesting comparison can be made with the
employees’ perspective on what ‘promises’
organisations make about careers. A recent CIPD
research report, Pressure at Work and the
Psychological Contract, reveals that 58% of

employees felt that their organisation did promise or
commit to providing them with a career. Interestingly,
75% of these people felt that this promise had been
‘fully kept’. Employees therefore seem to have a more
positive perception of the promises organisations
make with regard to careers than HR practitioners.
Perhaps employees have a different interpretation of
the word ‘career’ these days. Instead of ‘careers’
implying only vertical progression in an organisation,
employees may now consider the term also to cover
lateral career opportunities and development which
broaden their skills and improve their employability.



For effective career management to take place, the
involvement and support of employees, their line
managers, HR and senior management are all
necessary. We therefore asked a number of questions
to try to gain a picture of how supportive these
groups are of the career management activities that
currently take place in organisations.

Who has the main responsibility for driving
career management activities?

As Figure 4 illustrates, "HR’ is still considered to have
the main responsibility for driving career management
(38%). However, "the individual’ is only slightly behind
at 32%, indicating that the philosophy of individual
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ownership for career development is firmly entrenched
in organisational thinking on career management.
Both the board and line managers are much less likely
to be seen as having the main responsibility. These
findings, while unsurprising, illustrate why effective
career management may be hard to achieve at the
moment. Currently, those in the organisation who

are responsible for driving the organisation forward
(the board) and those who are responsible for
delivering the majority of human resource practices
(line managers) are not considered to have much
responsibility for driving career management. It is
therefore going to be an uphill struggle for HR
practitioners to make the system effective.

Figure 4: Main responsibility for driving career management and development activities

The board/

management team 16%
The individual 329
R 38%
Line managers 12%
Other || 2%
T T I ,
0 10 20 30 40

% of respondents
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The 'board/management team’ are more likely to
be seen to have the main responsibility for driving
career management in smaller organisations,
whereas the ‘individual’ is more likely to be
understood to have the main responsibility in
large organisations.

In the public sector, the majority of respondents

believe that ‘the individual’ has the main responsibility

for driving career management activities, whereas in

the other sectors the majority of respondents saw "HR’

as having the main responsibility.

Figure 5: Senior management commitment to career management

4%

8%

34%

Line managers support for career management

Almost 60% of respondents report that line managers
do not take career management seriously (Table 4).
This suggests that line managers appear to be taking
their lead from senior management, who themselves
are rarely ‘firmly committed’ to career management.

The commitment of senior management

Senior management is only seen to be ‘“firmly
committed’ to career management activities in a third
of organisations surveyed (34%). Figure 5 shows that
the majority is understood to be "partly committed’
(54%), but only a small proportion reported that their
senior management is ‘'not committed at all’ (8%).

Not committed at all
- Partly committed
Firmly committed

Don't know

Table 4: How seriously do line managers take career

management?

% of respondents
Not seriously at all 9
Not very seriously 47
Seriously 36
Very seriously 6

Don't know 2
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Figure 6: Proportion of line managers trained to support career development

None

A minority

Don't know

About half

A majority

All

43%

I T T
0 10 20

% of respondents

The problem is compounded by the fact that the
majority of line managers are not trained to support
the career development of their team members (Figure
6). Only 5% of respondents report that ‘all’ their line
managers are trained to support career development.
The problem is particularly severe in small
organisations. They are much more likely than those
in medium or large organisations to report that
‘none’ of their line managers are trained to support
career development.

The lack of training is likely to mean that line
managers have quite limited understanding of the
reasons career development is important both to
individuals and the organisation as a whole. It will also
mean they are unlikely to have the skills to deliver

30 40 50

high-quality career support to their team. The lack of
training of line managers may help to explain the
finding in the previous section of this report that
almost half of respondents thought that their career
management was not effective in meeting the
objectives they were designed to meet.

Forthcoming CIPD research, Understanding the
people and performance link: Unlocking the black
box (CIPD, 2003), also highlights the crucial role of
line managers in delivering HR strategy and effective
practices. If line managers are to be the main source
of support for employees, then organisations need to
properly equip them with the training, guidance and
information for them to perform the task effectively.

15
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J Sainsbury: Training managers to support employee career development

One recent local initiative was driven by the recognition that many managers needed training on how to conduct
appraisals. HR therefore decided to ‘go back to basics’ and identify what training managers actually needed. As a
result, all managers in the unit were questioned about their training needs using a detailed checklist.

Following this, HR developed a comprehensive group-training plan for all managers in the unit which was
tailored to individual needs. The process includes a follow-up evaluation and quality review to check that

managers have really acquired the relevant skills and knowledge.

As part of this programme, coaching sessions are provided for all managers to help them raise their

capabilities so that they are equipped to run regular mini-career-development reviews with all of their

team. Managers are provided with a toolkit for helping their team to set targets, improve performance and

focus their development on particular competencies. HR provides each manager with one-to-one coaching

support for this activity. Career development workshops and training on coaching is being cascaded

through HR to enable them to support their managers effectively.

The main evaluation mechanism is through an annual ‘talkback’ survey where all employees are given the

opportunity to respond to such questions as, 'Have you received the training you need to do your job properly?'

Information provided by Lynn Miller, Personnel and Training Manager

Career discussions between line managers
and employees

The lack of training of line managers and the fact that
they frequently do not take career management seriously
may explain the response to the following question:
‘What kind of career experiences/goals are line managers
encouraged to help employees explore?’ (Table 5)

By far the most common career goals explored by line
managers are short-term goals within the
organisation, promotion and project roles. These goals
can be understood to be those likely to help both the
organisation and the employee, thus reflecting the
idea that career management needs to balance both
individual and organisational needs. The most

Table 5: Career experiences/goals that line managers

explore with employees
% of respondents

Short-term goals within the organisation 79

Promotion 60
Project roles 59
Long-term career aspirations 52
Lateral moves 46
Secondments 43
Work-life balance 31
Geographical moves 24
None of the above 4



common goals to be discussed (for example,
promotion) are also very traditional, indicating that
some of the more modern career options, such as
lateral job moves and flexible working, are still not
being thought through by line managers.

Short-term goals, promotion and project roles are
relatively simple goals to be discussed, indicating that
line managers may not feel that they have the skills to
talk about some of the more complicated types of
career management issues like secondments,
work-life balance or career changes. Given the new
legislation on rights to request flexible working, line
managers may need greater support in dealing with
some of the issues that may arise.

There were few notable differences between
organisations from different sectors, except in the case
of work-life balance. Here, the voluntary- and public-
sector organisations are seen to take the lead. Only a
quarter of respondents from private manufacturing and
private services organisations report that their line
managers are encouraged to discuss work-life balance
with their staff, compared with 54% of voluntary-sector
line managers and 40% of public-sector organisations.

Line managers’ ability to hold effective career
conversations with individuals is a crucial part of the
support that organisations have to offer employees if
they expect individuals to take responsibility for their
own career development. This is therefore an area
organisations need to improve by providing more
comprehensive training to line managers.
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Growing future organisation leaders — are we
taking it seriously enough?

Organisations were asked whether they mainly seek to
fill positions in senior management with people from
inside or outside the organisation, or whether they
prefer a mix of both. The results are shown in Table 6.

Only 13% of respondents report that they recruit
senior management ‘mainly from outside’ the
organisation. Therefore, the vast majority of
organisations are relying on career management and
development strategies/activities to produce a major
proportion of future leaders and senior management.
This is supported by a previous finding that ‘growing
future senior managers/leaders’ is one of the most
commonly cited strategic objectives of career
management. Organisations should be concerned
about this situation, given the survey results on weak
senior management commitment, low levels of
trained line management and how seriously managers
are taking this type of activity.

Table 6: Proportions of organisations mainly seeking to fill
positions in senior management with people inside or outside

the organisation

% of respondents

Mainly inside the organisation 35
Mainly outside the organisation 13
Prefer a mix of both 52
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The employee perspective — how valued is it?

We were also keen to understand how much
employees value the practices currently in place in
their organisation. Figure 7 shows that only about half
of respondents thought that the employees in their
organisation ‘quite valued’ or ‘highly valued' career
management activities.

Disappointingly, only a minority of respondents
thought that employees 'highly valued’ the career
management practices in place. The reasons for this
are not hard to understand, although a variety of
factors may play a part. If many of the respondents
themselves do not feel that the career management
activities are ‘effective’ then it is not surprising that
employees may also recognise that this is the case.

Deficiencies in the approach of line managers, along
with their lack of training, may also contribute to
employees believing that they are not being offered
high-quality career development. Another factor may
be that as only a minority of organisations had a
strategy covering all employees, many employees may
not value activities, as they may not feel they are
relevant to them.

Employees in the voluntary sector are seen to value
career management activities more than employees in
the other sectors — 71% of respondents thought that
employees ‘quite valued’ or 'highly valued’ activities,
compared with 64% of respondents from private
manufacturing, 58% from private services organisations
and 50% from public-sector organisations.

Figure 7: How much career management activities are valued by employees

Not valued at all 7%

Not very valued 28%
Quite valued 45%
Highly valued 13%
Don't know 7%
T T T T 1
0 10 20 30 40 50

% of respondents



Survey respondents were asked to indicate what
activities or processes organisations are using for the
career management of their workforce, how effective
they thought they are, and which employee groups
they are available to. The full results relating to this
section of the questionnaire are shown in the
appendix on page 51.

Table 7: Ten most commonly used practices
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Common career management practices —
information and informal support

The most frequently reported practices are those aimed
at the majority of employees, either providing support
via informal channels and the performance appraisal
system or providing information about career
opportunities. However, succession planning, mentoring
and graduate entry schemes are also prevalent, all
being offered by over half the organisations surveyed.
Table 7 shows the most frequently reported career
management practices for all employees.

% of respondents who
report having the practice

Open internal job market so individual can apply for an internal job vacancy 93
Formal appraisal or development review with manager, including career review 90
Informal career support from boss/other managers/peers 87
Informal career support from HR or training function 77
Internal secondments/project assignments/work shadowing 77
Career moves managed by the organisation 70
Online vacancy board 64
Succession planning 59
Formal mentoring 52
Graduate entry schemes 50

Further information about the prevalence of other career management practices can be found in the appendix

on page 51.
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NHS Leaders: a career development and succession planning scheme

In February 2003, the NHS launched a new career development and succession planning scheme. This is
part of a range of initiatives in support of modernisation designed to support leaders and strengthen
management in the NHS. The Commission for Health Improvement has demonstrated the connection
between effective strategic leadership and high-quality patient care. Delivering this high-quality care
depends on the NHS being able to fill its most senior positions with the most able people.

For this to happen, the organisation needs to be able to take an NHS-wide view of top leadership capacity
and capability. ‘NHS Leaders’ will provide a more systematic mechanism to help the service find, position
and develop talented people. Initially, ‘NHS Leaders’ will be a national scheme which will cover about
1,000 people, including chief executives, doctors and others holding similarly responsible posts. However,
this will be extended over time through a network of local schemes.

People on the 'NHS Leaders’ programme will be able to record information about their development,
appraisals and career goals on a protected website. Non-executives and more senior managers will be
responsible for carrying out appraisals and agreeing development plans on a systematic basis. Boards and
appointing officers will be able to draw information from the system, with confidentiality safeguards, when
identifying potential candidates for posts. The scheme includes a number of components:

e standardised processes for performance and development review (PDR).

e comprehensive personal development plans for all members of ‘NHS Leaders’

e regular reviews of personal and career development through an ‘NHS Leaders Review’ using other related
assessments such as peer review and psychometric profiling

® 360-degree assessments using the ‘NHS Leadership Qualities Framework’

¢ a menu of development opportunities, including modular programmes, skills development, and speaking
to a personal development adviser

e information on senior-level vacancies

e mechanisms to help identify leaders in difficulty and enable the right support to be provided.

All of these components will be underpinned by a web-enabled system. Scheme members will be able to:

e access and add details about their own career information (for example, aspirations, training completed,
experience)

e register an interest in going on a secondment, leading a national assignment or getting involved in
interim management

e store and update PDPs, CVs and the results of appraisal or personal development experiences

e view current senior-level vacancies in the NHS

e obtain information about personal development opportunities.

The web-based system will produce a comprehensive database listing leaders who are ready for career
progression. This will be used centrally to monitor and track the development of top leaders and to
compile high-level overview reports on NHS talent.

Information provided by Neil Offley, Programme Director, NHS Leadership Centre



Availability of practices to different employee
groups — who gets what?

The processes most commonly made available to
‘all” staff are online vacancy boards, an open internal
job market, formal appraisal or development review
including a career review, and career information/
advice from staff in a learning centre. These
processes can be seen to be relatively standard or
straightforward activities, predominantly focused on
providing information, or forming part of another
HR process in the case of appraisal.

Practices less likely to be aimed at “all” employees
are succession planning, high-potential development
schemes, formal mentoring, graduate entry
schemes, development or assessment schemes

and external secondments.

Practices that are most likely to be aimed specifically
at senior management are succession planning, high-
potential development schemes and development or
assessment schemes. Similarly, professional staff are
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also likely to be targeted with development or
assessment centres, succession planning and high-
potential development schemes. Naturally, graduates
are most likely to be offered graduate entry schemes.
However, they are also frequently included in high-
potential development schemes and development or
assessment centres. Middle managers’ career
development is also most likely to be achieved using
development or assessment centres, high-potential
development schemes and succession planning.

The results indicate that there are a number of
widespread processes regularly implemented and
aimed at ‘all" employees. However, these are often
informal and not always considered to be effective —
for example, appraisal, which is reported as being
widely used for career development discussions, is not
in the top five most effective practices. Certain groups
of employees, such as senior management and
graduates, do seem to be receiving more proactive
career development, but this only affects a small
proportion of the workforce.
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Which practices are most effective?

Respondents were asked how effective they felt these
practices were. The practices perceived as being most
effective are shown in Table 8.

Respondents report relatively high effectiveness for
all these practices, which is surprising given the
much lower ratings of effectiveness given for overall
strategy. Practices considered to be least effective
are succession planning, career information/advice
from staff in a learning centre or career unit and
informal support from managers.

Table 8: Career management practices rated as most effective

Patterns of practice — focus, but do it well

Further analysis of the survey results indicated that
patterns exist in terms of the combinations of
activities that organisations provide. If an organisation
offered one kind of career management practice, it
was also very likely that it offered a number of other
similar practices. The practices fell into five distinct
clusters that are shown in Figure 8.

Generally, if an organisation offers one practice, it is
also likely to offer the other practices in the cluster.
So, for example, if an organisation offers external
secondments, it is also likely to offer formal
mentoring, a managed career break scheme and
internal secondments.

% of respondents seeing the practices

as ‘effective’ or ‘very effective’

Open internal job market 85
Development or assessment centres 84
Online vacancy board 83
Development programmes which include work/career experience 83
Graduate entry schemes 82
Career moves managed by the organisation 80
Career counselling by trained individuals 78
Career coaching 76
Formal appraisal or development review including a career review 75
High-potential development schemes 73
Internal secondments/project assignments/work shadowing 77
Informal career support from HR or training function 72
Formal mentoring 72
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Figure 8: The five clusters of career management practices

. o Career ‘Gaining new
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Informal career support from
boss/other managers/peers
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‘Information and advice’
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It therefore seems that instead of offering single
practices from each of these categories to provide a
broad coverage of all aspects of career management,
organisations are instead offering a number of
complementary initiatives to provide thorough
coverage of particular aspects of career management.
Perhaps this reflects organisations trying a ‘piece by
piece’ approach to career management, focusing on
specific objectives and aiming to deliver those
thoroughly, before moving on to some of the other
types of career management activity.

Does this focused approach lead to higher
effectiveness?

So, does this approach, that is, having a thorough
coverage of particular areas of career management,
lead to effective practice? The results of the survey
help us to understand this a bit more clearly.

In the area of information and advice the number of
practices provided does relate positively to perceptions
of effectiveness. Of the respondents reporting that
their activities were ‘ineffective’, 75% did not have
any of the career information, advice and counselling
practices in place. Of this group, only 3% reported
having all of the practices in place. This is in contrast
to when activities were considered to be ‘very
effective’. Here, only 18% did not have any of these
activities in place and over a third reported that all the
practices took place.

Similar findings are seen across all of the different
clusters. It therefore seems as though the higher
the number of practices in place in each cluster,

the more likely career management is to be viewed
as being effective by HR practitioners. The results
suggest that practitioners should decide what they
want to achieve, prioritise objectives and then focus
on delivering each priority well before moving on to
the next one. HR practitioners appear to believe that
this approach is more effective than the more
'broad-brush' approach of doing 'a little of
everything’ at once.
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Cancer Research UK: training middle managers for their next career step

For the last few years, Cancer Research UK has run a career development programme for middle
managers in their Fundraising and Marketing Directorate. Retention of key staff is an important driver
for them, so as well as providing this programme, they align it with a more general organisational
commitment to developing their people.

All middle managers on permanent contracts can apply to join the scheme. It is advertised on the UK
intranet site and applicants must submit a statement about their career aspirations and why they think
they are suitable for the scheme.

Although numbers are not limited, generally between five and eight people go on the programme
each year. All candidates for the scheme take numeracy and verbal tests and are interviewed by the
fundraising and marketing director and the HR director.

The scheme comprises three elements:

1. The first part requires the programme participants to undertake a formal, recognised
qualification such as an MBA or advanced management course.

2. The second element is for participants to be involved in ‘special development projects’, which
means they work on business issues outside their normal remit. This provides them with the
opportunity to operate at a different level and gain exposure to different areas/issues within the
organisation. It also offers the organisation more diverse input into projects, bringing more
creativity and innovation.

3. The final element of the scheme is for all participants to have a mentor. This is either someone
in the organisation or someone external to the organisation who can guide and support them
in their development.

The main drivers for running the scheme are retention of talented staff and to aid succession planning
and leadership development for Cancer Research UK and the charitable sector in general. The scheme
has been considered a success. Participants report finding it challenging, though enjoyable, and some
innovative business ideas have come out of the development projects. It has also helped with the
retention of employees at this level.

Information provided by Rob Farace, Head of Resourcing
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This section of the survey focused on one career
management activity that has received a great deal of
attention in recent years. Career coaching is defined
as 'a process which enables an employee to have
focused attention on their individual career concerns,
leading to increased clarity, personal change and
forward action’.

Just under half of organisations surveyed report that
career coaching takes place within the organisation
(49%). Further analysis reveals some sectoral
differences. A lower incidence of career coaching was
reported in the voluntary sector (31%) and the public
sector (41%), compared with about half of private-
sector organisations (52% private manufacturing
organisations; 55% private services organisations).

Of these organisations, about a quarter have a formal
structured approach to the career coaching of all
employees and a further quarter have a formal
approach for some employee groups (Figure 9).

Career coaching practices

Organisations appear to be offering a mix of informal
and formal career coaching. However, by far the most
common activity is informal discussions with managers
and peers (83%), followed by formal regular one-to-
ones (65%) and mentoring schemes (53%).

A further question asked who delivered the career
coaching activities, and the results are shown in
Figure 10.

The results indicate that line managers are most
likely to be delivering career coaching activities,
followed by members of the HR department. Given
the small proportion of line managers trained to
support career management described earlier in the
report, this is an area of concern. Internal and
external career coaches are both used by
approximately one-third of respondents where career
coaching takes place. But it may well be that these
trained individuals are mostly used for the career
coaching of key or senior employees, with the vast
majority of employees being offered career coaching
by poorly trained line managers.

Figure 9: Proportions of organisations that report career coaching taking place,

with a formal structured approach to career coaching

25% 27% Yes

-No

Only for some groups



Figure 10: Who delivers career coaching?

Line manager

HR department

Senior manager/
mentor

Internal career 319%

coach/consultant

External career 31%

coach/consultant

Other § 1%
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Main aims of career coaching

Respondents were asked to indicate the main aims
of their career coaching activities (Table 9). By far
the main focus for career coaching is developing
employee potential, followed by improving
performance and aiding retention.

The survey results indicate that there may be some
confusion about the meaning of ‘career coaching’. In
particular there appears to be confusion between more
general ‘coaching’ to improve performance at work
and ’career coaching’ which concerns developing
potential and career development. The fact that
‘developing potential’ and ‘performance improvement’
are reported as the two main aims seems to indicate
that both ‘career coaching’ and ‘coaching’ are being
used, but the confusion means that some care is
needed when interpreting these results.

Table 9: Main aims of career coaching activities

% of respondents

Developing potential 84
Performance improvement 70
Retention 57
Restructuring/change 28
Fast track 20
Job transitions 15
New entrants to the organisation 15
Attraction of talent 9
Relocation 1
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AOL Europe - using career coaching to assist the career development of senior
employees in a fairly flat organisational structure

Career coaching at AOL Europe has evolved gradually, with a few, small, test projects being designed for
certain senior employee groups within the organisation. However, the company is now keen to formalise
its coaching activities so that the approach can be used across the business.

There are several drivers for providing career coaching. A main one, however, is the retention of talented,
senior staff, because a lack of career development and training opportunities has been reported as a key
issue during employee surveys and exit interviews. There is also a desire to help senior employees (managers
and technical specialists) with their career development in what is a fairly small organisation with a flat
structure and limited opportunities for vertical career progression. The aim is for career coaching to provide
employees with quality time one-on-one with a coach to spend time thinking about ‘me and my career’.

Interestingly, the push for providing career coaching has not taken place solely in HR. Career coaching has
been requested by a department head within the business who wanted to provide career development to
senior managers to help them consider their future growth and development. One individual looking to
progress within the organisation has also asked for coaching to help them make the move towards
promotion. Therefore, while those in HR support the need for career coaching, managers and employees
are also involved in the drive for offering career coaching to senior employees.

External coaches have so far been used to deliver the career coaching in AOL Europe. The organisation
only has a small HR team, so it was felt that due to limited resources it would be best to outsource the
coaching, but ensure that the providers suited the culture and style of the business. The typical programme
has involved 5-8 individual sessions between the employee and the coach, spread over a 4-6 month
period. The agenda for the coaching sessions is set by the employee following a discussion about what
areas they would like to focus on. The coaches use various tools such as Myers Briggs Type Indicator (MBTI)
and 360-degree feedback to assist with the discussions, but there is no set format — the coaches design a
programme to fit the individual needs of each employee. It is up to the individual to shape the discussion
and to use it to help them focus on particular career development issues. The coaching can be as open or
closed as the individual employee wants it to be — they can involve their team members, colleagues or
manager, or they can keep it entirely one-on-one.

Evaluation of the coaching is completed by gaining feedback from the participants, their managers, the
coach and HR. So far, the results have been predominantly positive, although those who manage teams

have evidently found the coaching the most useful.

Information provided by Kerstin Brunckhorst, Senior Human Resources Manager



Examination of the data shows a few sectoral
differences in organisations’ aims of career coaching
activities. Performance improvement was cited as
the main aim most frequently in public-sector

organisations (83%) and the voluntary sector (73%).

It was reported much less frequently by private-
sector manufacturing and private-sector services
organisations (60% and 67%).

Evaluating career coaching

Table 10 shows which evaluation measures are
most frequently used to assess the effectiveness
of an organisation’s career coaching activities.
Feedback from participants is the most common
form of evaluation, followed closely by the
appraisal system. Other more sophisticated
approaches, such as employee surveys, exit
interviews and staff turnover rates are used by
a smaller proportion of organisations.
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Table 10: Use of evaluation methodologies to assess the

effectiveness of career coaching

Feedback from participants
Appraisal systems

Exit interviews

Employee surveys

Staff turnover rates

% of respondents
using each method

72
71
59
54
42
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Equality of opportunity in career progression and
development has been an area of key interest in
recent years, due to recent and forthcoming
legislation aimed at protecting employees from
discrimination. Another key driver has been the
increasing acceptance and influence of the business
case for managing diversity in organisations. This has
meant that many organisations are now trying to
make the best use of their talent to gain competitive
advantage. However, it is well acknowledged that
some groups of workers may need special attention
because historically they have been disadvantaged by
career management approaches. This includes
women, ethnic minorities and flexible workers. In the
survey we sought to gain a view of whether career
opportunities had opened up for these groups of staff
and what organisations are doing to ensure non-
discriminatory treatment of certain employee groups.

Attitudes to the career management of
traditionally disadvantaged employee groups

The survey responses indicate that HR professionals
recognise the shifting nature of careers and the need
to help employees navigate less certain career paths.
This is illustrated by the vast majority of respondents
agreeing that ‘career management needs to meet
the needs of those in non-conventional career paths’
and ‘special attention needs to be paid to the career
management of certain groups of workers’ (Table 11).

The respondents surveyed think that work-life balance
is high on the agenda for a lot of their workforce,
with over 90% of respondents agreeing with the
statement that ‘employees these days look for more
balance between their work and personal lives.” Only
a small minority believe that training flexible workers
is not worthwhile. This is a very positive finding for
this group of employees, but it does pose a significant
challenge for training practitioners in terms of

Table 11: Agreement with statements about career management philosophies

% of respondents who agreed

Employees these days look for more balance between their work and personal lives. 92

Career management in the future will need to meet the needs of those in

non-conventional career paths/flexible labour markets. 91
The career expectations of young people now entering the workforce

offer a huge challenge for organisations going forward. 77
Special attention needs to be paid to the career management of certain groups of

workers, including women, ethnic minorities, plateaued managers and flexible workers. 71
The glass ceiling for women is still very evident in the majority of organisations. 69
It is not worthwhile for organisations to invest in updating the skills and

knowledge of contract or flexible workers. 6



managing the development of these workers. A high
proportion acknowledge that the glass ceiling for
women is still a significant problem in the majority of
organisations. All of these responses indicate that HR
professionals are aware of the problems involved with
supporting the career development of these types of
employee groups. This would suggest that a fairly
positive intention exists within organisations to
provide career management support to some of

the more traditionally disadvantaged groups.

However, current practice is not aligned with the
stated opinions. Figure 11 illustrates that less than
a third of organisations offer additional career
support or assistance to employee groups such as
part-time workers, older workers and employees
returning to work after absence or a break from
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work. Organisations are most likely to offer
additional career support to new entrants to the
workforce (48%) and those returning to work after
long-term absence (40%), but this is still not done
in the majority of organisations.

So what does this mean? It may mean that HR
professionals realise that these groups of employees
should be given additional support and assistance,
and yet they are not receiving the resources to actually
make this happen. Or perhaps this is still relatively
new on the organisational agenda and so

is taking some time to become part of the working
practices in the majority of organisations.

Figure 11: Proportion of respondents offering additional career support

or assistance to traditionally disadvantaged employee groups

Part-time workers

Employees returning to work
after long-term absence

Employees returning to
work after a career break

Women returning to work
after a break for children

New entrants to the workforce

Older workers (aged 50+)

Contract/temporary workers

T T T
40 60 80
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Umbrella: providing career opportunities for people with mental health needs
through a college-linked cadetship scheme

Umbrella is a mental health charity that provides a variety of community and residential services to meet
the individual circumstances of people with mental health needs. People with mental health problems
often experience difficulties securing employment and Umbrella is keen to demonstrate that employing
people with these kinds of problems need not be difficult or costly.

To achieve this, Umbrella has set up a cadetship scheme linked to the City & Islington College. This is
aimed at students who are studying ‘care’ courses but who have experienced mental health problems
themselves. As part of the courses, students must do a 200-hour work placement. Umbrella offers six
students a work placement at one of their residential projects. If the students work well during the
placement and complete their college course, they are offered a place on the cadetship scheme. This is a
one-year scheme in which they bring the students' skills, knowledge and training up to the required level.
They also offer them the opportunity to study for an NVQ level 2 or 3 qualification and gain a broad range
of experience through internal secondments.

Providing cadets with effective support as they make the transfer from college to work is a key part of the
cadetship scheme. All employees at Umbrella have four-weekly supervision sessions to discuss issues and
progress, but it is acknowledged that cadets may initially require more regular support from their
supervisors. Cadets can also access outplacement services if necessary.

Establishing peer support groups has been an important part of the scheme. This involves cadets providing

each other with help and support as they develop clinical experience. Umbrella has also set-up ‘champions
(more experienced workers) who act as mentors to the cadets and support them in their work.

As well as wanting to ‘practise what they preach’, Umbrella saw the scheme as a way to improve retention
and solve skills shortages. For example, through the cadetship programme they hope to ‘grow their own’
future care managers — an area where they are currently experiencing resourcing difficulties. The scheme
also helps them prove that employing people with mental health needs does not have to be expensive or
complicated, and can bring strong business benefits.

Information provided by Louise Frayne, Director of Corporate Services



Positive and negative influences
on career progression

We were interested in what kinds of activities are
commonly understood to aid or hinder career
progression in UK organisations. We therefore asked
respondents to indicate whether certain activities
would have a positive or negative influence on a
typical employee’s career progression in the
organisation (Figure 12).
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Overall, the factors that are felt to have the most
positive or negative influence on career progression
were broadly similar across sectors.

Table 12 illustrates the results when respondents were
asked to rate which of the activities listed in Figure 12
has the most positive and negative influence on a
typical employee’s career progression.

Figure 12: Influence of certain activities on typical employee career progression

Undertaking work-related
training or development

Taking on extra work responsibilities

Gaining extra relevant qualifications

Working in a number of locations/
business areas during their career

Non-work achievements in personal life

Working long hours

Socialising with other employees/clients/
customers outside core work hours

Working flexible or reduced hours

Having an unconventional career history
Working from home part-time or full-time
Taking a career break

Going on maternity or paternity leave
Needing time for family responsibilities

Declining an opportunity to work abroad

Not signing a waiver for the
Working Time Directive

Taking a long period of sickness
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Table 12: Positive and negative influences on career progression

Positive impact on career progression

1. Gaining extra relevant qualifications

2. Undertaking work-related training
or development

3. Taking on extra work responsibilities

4. Working in a number of business
locations/areas

The messages about career progression come across
very clearly, and are surprisingly traditional. Employees
who want to progress their careers quickly should
seek qualifications and training, greater responsibility
and varied work experiences. Activities that will
reduce the speed at which they progress their career
are working reduced hours, taking career breaks and
being unwell for a long period of time.

The results illustrate how little movement there has
been in the gender-biased nature of career

progression. Traditional career development within
organisations seems to have taken little account of

Figure 13: Traditional and future career progression models

Traditional model of
career progression

e Internal promotions

e Work long hours

e Achieve business goals
e Exclusive, competitive

Where we

are today

® Promote those who fit
the mould

Negative impact on career progression

1. Taking a long period of sickness

2. Needing time for family responsibilities
3. Working flexible or reduced hours

4. Taking a career break

individuals’ needs and family circumstances. This is
illustrated by the fact that the second most negative
activity to hinder career progression is ‘needing time
for family responsibilities’. Naturally, this generally
favours male career progress and does little to help
and encourage female career progression, especially
those with family responsibilities. Therefore, despite all
the rhetoric about the need for responsive, fast-
moving organisations and flexible lifestyles, the career
progression model still appears to be heavily
influenced by the traditional, full-time, qualification-
driven, male-oriented model (see Figure 13).

Required non-discriminatory
model of career progression

e Build breadth of competence;
non-hierarchical career moves

e Work effectively

e Achieve business and personal goals
e Be inclusive, co-operative

e Develop potential; break the mould
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It seems as though even family-friendly policies which these policies are still viewed negatively in terms of

are aimed at helping some women to remain in or career advancement. It is likely that this is because
return to the workplace — such as job-sharing, home employees who take up these options are generally
working and career break policies — may not have considered to have no interest in their career

improved the situation for female career progression. progression, once again reinforcing gender stereotypes.

The results indicate that people who take advantage of

Marks & Spencer: offering support for those on non-traditional career paths

At Marks & Spencer there is a strong desire to offer employee care that is better than their competitors.
They have always had a strong reputation for looking after their staff and have always offered policies that
provide benefits above statutory requirements.

As approximately 80% of their workforce are women and 80% also work part-time, they have a long
history of dealing with non-traditional employee career paths. Marks & Spencer have therefore developed a
number of schemes to fit the profile of their workforce, including term-time working, part-time working
and job-sharing policies.

Career-break schemes are available to any employee with two years' service. This scheme allows employees
to take an unpaid career break of nine months, as long as it is agreed with their line manager. Marks &
Spencer also offer prolonged child breaks for up to five years for senior employees wishing to extend their
maternity provisions. After the five-year period, the employee returns to work on new terms and
conditions, but the company is committed to offering them a position. This scheme is available to those at
manager level and above. Return dates are agreed with the employee and used for planning organisational
resourcing. Employees can also work reduced hours for up to three years when they have children and
then return full-time after this period.

Succession planning takes place via quarterly conversations with line managers and highlights those
employees who are ready to move on to the next stage in their career. This includes all staff, irrespective of
how many hours they work or whether they are on maternity leave or short career breaks. If an employee
leaves for a career break or maternity leave while being earmarked for promotion, they are offered a fast
track back to promotion after a short period of consolidation when they return to work. If they are in the
middle of any development programme, the company also tries to offer flexibility so that the employee can
pick it up as soon as they return to work.

The company believes that it makes better business sense to offer this kind of flexibility in order to bring
experience back into the organisation, rather than continually having to recruit and train new staff.

A key learning point has been to be careful about balancing individual expectations and business needs.
These schemes have led to some resourcing difficulties on occasion, so the HR teams need to think laterally
about resourcing peaks and troughs and plan to avoid pinch points.

Information provided by Dominic Maher, HR manager
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Managing the careers of older workers

With life expectancies for both men and women
increasing year on year, organisations are faced with
the challenge of managing an ‘ageing’ workforce.
This has led to much attention being paid to whether
the Government and organisations should remove
compulsory retirement ages and instead allow
individuals to stay on in employment. As this is such a
topical area at the moment, we asked a number of
questions on this subject.

First we gauged opinion on whether organisations are
in favour of a compulsory retirement age.
Respondents indicated that opinion on this subject
was very mixed, with over a third of respondents
indicating that they do not know what their
organisation’s views are; 28% are neutral, leaving
around 20% in favour and 20% not in favour of a
compulsory retirement age (Figure 14).

Figure 14: Is your organisation in favour of a compulsory retirement age?

In favour 16%
Neutral 28%
Not in favour 20%
Don't know 36%
1 1 1 1
0 10 30 40

% of respondents



Figure 15: Organisations operating a mandatory
retirement age policy

6%

Yes

28%
No

- Don’t know

66%

In all, 66% of organisations report having a
mandatory retirement age policy and, of these,

28% think that it causes them problems in terms

of retention of talent or skills (Figure 15 and Table 13).
Despite this, only 17% of organisations are definitely
considering initiatives to encourage older workers to
stay on in employment, although 29% reported that
they ‘didn’t know’. We asked the organisations to
detail what initiatives they are considering and

Table 14 shows the most common ones.
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Table 13: Does a mandatory retirement age cause

retention problems?

% of respondents

Yes 28
No 64
Don't know 8

Overall, the results indicate that career development
for older workers is currently not a priority issue for
organisations. However, given the changing
demographic profile of the workforce and forthcoming
legislation, this is an area that is likely to change in the
near future. Organisations seem to be taking a very
passive approach to managing this segment of their
workforce, and therefore are not reaping many of the
benefits of retaining valuable experience, knowledge
and skills within the organisation.

Table 14: Initiatives organisations report using to encourage older workers to stay on in employment

e Flexible retirement/changing retirement
age policy

e Yearly contracts up to 70 years of age
e Reducing working hours

e Specialists and directors returning to work
part-time

e Training new staff with key skills

e Better pension package/pay rates

e Continuing professional training
e Offering a consulting role

e Positive recruitment campaigns aimed at
over-70s

e Part-time activities
¢ Offering international opportunities

e Recruit employees to match customer profile
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Overall, respondents rated their career management
activities as partly, but not wholly, effective.

As reported earlier, when asked how effective their
career management activities had been in meeting
their objectives, 56% reported that they had been
‘effective’ or ‘very effective’. This still leaves over
40% of respondents feeling that their activities

had not been effective.

Barriers to effective career management

Respondents reported a number of significant barriers

to career management in their organisations (Table 15).

The largest barrier to career management is seen to
be a lack of resources and time, followed by a
perception that activities are optional, rather than

essential. After this comes a lack of commitment from

senior management and organisational culture.

Table 15: Major barriers to career management

The main barriers can be seen to be interlinked.
Career management has frequently suffered from
slipping down the business agenda because it is seen
as a non-essential ‘nice to have’ activity, rather than
as a core part of organisational resource planning
and day-to-day management. Because of this
perception, senior management is frequently not

as committed to career management as to other
business or HR activities, which can lead to a lack
of resources being available to deliver career
management effectively, as well as a culture that
does not support career development.

However, further analysis shows that some of

the barriers appear to have more of an impact

on the perceptions of the effectiveness of career
management. Significant relationships exist between
the following major barriers and effectiveness:

% of respondents

Lack of resources and time 60
Perceived as optional or peripheral, rather than essential 52
Lack of commitment from senior management 47
Organisational culture 46
Lack of knowledge/skills/tools within the organisation to deliver it 44
Lack of support from middle managers 42
Major organisational change, eg merger and acquisitions/redundancy 36
Uncertainty about the future 33
Not linked to HR or business strategy 32
Lack of interest from employees 24



Perceived as optional or peripheral, rather than
essential — only 46% of the respondents who felt
that this was a major barrier to career management
also felt that their activities were ‘effective’ or ‘very
effective’.

Lack of knowledge or skills to deliver career
management — only 2% of respondents who
considered this to be a major barrier reported that
their activities were ‘very effective’ in meeting
organisational objectives; 40% said their activities
were ‘effective’.

Organisational culture — over half of the
organisations who felt that culture is a barrier to
career management reported that their activities
were ‘ineffective’ or 'not very effective’ (55%) and
only 5% thought they were ‘very effective’.

Figure 16: Factors contributing to effective career management
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Making it work

What are the conditions for effective career
management? The survey findings go some way
towards helping us understand the answer to this
question. Further analysis of the data shows that
certain aspects of strategy and activity relate to
perceptions of more effective career management.
These different aspects are described below and are
represented pictorially in Figure 16.

The role of strategy

Having a formal, written strategy is positively related to
perceptions of the effectiveness of career management
activities. Of those respondents who reported having a
formal written strategy for career development, 76%
reported their activities were ‘effective’ or ‘very

Career management activities that
are valued by employees

Integration with
overall HR and
business strategies

Trained line managers
and HR staff

Effective career

management

Formal, written
strategy

Line managers taking
it seriously

Commitment of senior
management
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effective’ in meeting organisational objectives. In stark
contrast is the finding that only 41% of those without
a formal strategy consider their activities 'effective’ or
‘very effective’.

Integration of career management with other HR
activities is also positively associated with more effective
career management. Of those respondents who
considered their career management activities to be
fully integrated, 86% also reported that their activities
were ‘effective or ‘very effective’ in meeting
organisational objectives. But of those who stated that
their activities were ‘not integrated at all’, 31% rated
them as being ‘effective’ or ‘very effective’. This finding
is further supported by the fact that when respondents
reported that a major barrier to career management in
their organisation was that activities were not linked to
HR or business strategy, almost 60% of them
considered their activities to be ‘ineffective’.

The role of senior management

The commitment of senior management also plays a
key role in perceptions of effectiveness. When senior
management is considered ‘“firmly committed’, 88% of
respondents consider their activities to be ‘effective’ or
‘very effective’. However, when senior management is
considered to be 'not committed at all’, only 17%
regard their activities as ‘effective’ or ‘very effective’.

This finding is supported by another question about the
major barriers to career management. As previously
reported, 42% of respondents considered that a lack of
senior management commitment was a major barrier
to career management. When respondents reported
that this was a major barrier within their organisation,
almost 60% of respondents (59%) also considered
their activities to be ineffective.

Training line managers

Unsurprisingly, the training of line managers to support
career management is also positively linked to effective
career management. Of those who reported that
‘none’ of their line managers are trained to support
career management, only 30% considered their
activities to be ‘effective’ or 'very effective’. This is a
huge contrast with those who reported that ‘all’ their
line managers are trained. Here, 82% considered their
activities to be ‘effective’ or ‘very effective’. Clearly,
training line managers to have the skills and abilities to
support employees in developing their careers is
considered to have a big impact on the overall
effectiveness of career management.

A partial explanation of this relationship can be seen
when you consider the relationship between training
and how seriously line managers take career
management. When respondents stated that 'none’
of their managers are trained to support career
management, only 14% of line managers were
considered to take it ‘seriously” or very seriously’.

In direct contrast to this, when respondents reported
that “all’ their line managers are trained, 80% were
considered to take it ‘seriously” or ‘very seriously’.

The value of career management activities to
employees

Employees’ perceptions of the value of career
management are also firmly linked to the effectiveness
of career management, indicating that employees do
differentiate between effective and ineffective practices.
When respondents indicated that career management
activities were ineffective, only 6% of respondents
thought that employees 'quite valued' the services
provided to them. However, when career management
activities were considered to be 'very effective’, 56% of



respondents thought that employees ‘highly valued’
them and a further 38% thought they were ‘quite
valued'. This suggests that organisations must take
career management seriously and invest in making it
work effectively in order for it to be considered a
valued employee benefit.

Summary

There are some clear lessons to be learned here. The
barriers to career management are mostly practical: lack
of time and resources, being seen as optional or
peripheral and a lack of senior management
commitment — all to do with ‘getting it done’, rather
than problems with its strategic intent.
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For career management to be effective, the survey
results indicate that organisations need to concentrate
on a few main areas:

formalising career management activities into a
strategy

ensuring that career management activities are
integrated and linked to both business and HR
strategy, so that all activities are sending consistent
messages

training line managers and HR staff to deliver career
support to employees, particularly in light of the
move towards employees being given greater
responsibility

gaining the buy-in and commitment of senior
management so that career management is given
the attention, resources and importance it needs in
order to be delivered effectively to employees.
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The survey findings point to senior management
playing an important role in setting the culture and
context for career management. The survey findings
indicate that senior management commitment can
translate into perceptions of increased effectiveness
of practice.

Figure 17: Factors contributing to effective career management

If senior management has bought into the importance
of career management and is firmly committed to it,
then this will influence how career management is
dealt with in the organisation. The survey results
indicate some mechanisms for how this may happen
in practice (Figure 17).

Line managers taking
career management

seriously

Senior management
commitment

Activities aligned

More investment in
knowledge, skills
and tools

Effective career

management

with real business

needs

Setting the example for managers

One example is how seriously line managers take
career management. Analysis of the survey findings
shows that there is a significant positive relationship
between senior management commitment and how
seriously line managers take career management.
When senior management was considered by
respondents to be ‘not committed at all’, 44% of line
managers were considered to take career
management ‘not seriously at all” and 53% 'not very
seriously’. Only 3% of respondents reported that line
managers took it ‘seriously” and none ‘very seriously’.
These findings suggest that senior management plays
an important part in setting an example to managers

and staff throughout the organisation on the
importance of career management to the business.
Conversely, when senior management was seen to be
‘firmly committed’, 65% of respondents thought that
line managers took career management ‘seriously’
and a further 15% ‘very seriously’.

Another aspect of the survey also supports this
conclusion. When the board was seen as having the
main responsibility for driving career management,
58% of respondents thought that line managers took
it ‘'seriously” or ‘very seriously’. But when the individual
was seen as having the main responsibility, only one-
third of line managers (33%) took career management
‘seriously’ or ‘very seriously’. This demonstrates how



senior management involvement can influence the
behaviour and attitudes of line managers.

Aligning career management
with business needs

One reason why the commitment of senior management
is linked with effectiveness of practice may be that their
commitment translates into career management
becoming a key part of business and HR planning.

In support of this, the survey results indicate that lack
of senior management commitment can result in a
perception that career management is not integrated
with business activities. When senior management
was seen as ‘firmly committed’, only 17% thought
that lack of a link to HR and business strategy was a
major barrier to career management. However, when
senior management was understood to be ‘not
committed at all’, 56% thought that the fact that
career management was not linked to HR or business
strategy was a major barrier.

In addition, when senior management was considered
to be “firmly committed’, 64% of respondents
thought that career management supported the
needs of the business to a great extent’, with a
further 36% thinking their activities did ‘to some
extent’. However, when senior management was
considered to be ‘not committed at all’, only 10%
considered activities as supporting the needs of the
business ‘to a great extent’, although 53% did think
that it supported the needs ‘to some extent’.

Influence on other barriers to effective
career management

While a lack of senior management commitment is
itself linked to less effective career management, it is
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also significantly related to other barriers to career
management in organisations.

Senior management commitment also seems to relate
to a lack of resources for career management in the
form of knowledge, skills and tools. Only 33% of
respondents who thought that senior management
was ‘firmly committed’ thought that a lack of
knowledge, skills and tools was a major barrier to
career management, compared with 53% when
senior management was seen to be ‘not committed at
all’. Lack of commitment may therefore be resulting in
a lack of resources needed to build internal capability
in terms of skills, knowledge and equipment.

Another barrier that arises from a lack of senior
management commitment may be a lack of support
for career management in middle managers. When
senior management was seen as ‘not committed at
all’, 56% of respondents thought that a lack of
middle manager support was a major barrier.

These results therefore provide us with another
possible explanation as to why senior management
commitment may have a positive influence on the
effectiveness of career management practice.

Summary

Together, the results point to senior management
playing a highly influential role in the effectiveness
of career management in terms of attitudes of line
managers, availability of resources and integration
with HR and business activities. Therefore, for HR
practitioners involved in this area, gaining the
commitment and support of this group has to

be a priority.
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The future of career management in organisations
is a heavily debated topic area. A great deal has
been written about both the old rules of career
management and the much-anticipated new world
of work. We therefore asked respondents a number
of questions to gain HR practitioners’ views on
what the future of careers may look like. The
results are shown in Table 16.

The career landscape has clearly moved from a
paternalistic approach, where employers guide

employees through a career path within an
organisation, to employees now being expected to
take responsibility for their own career
development. This is illustrated by the fact that
97% of respondents agreed with the statement,
‘individuals will need to be more proactive in
looking after their own careers in the future.’

Respondents appear to understand that career
management inevitably involves a tension between
individual career aspirations and the organisation’s

Table 16: Proportions of respondents in agreement with statements about the future of careers

% of respondents

Individuals will need to be more proactive in looking after their own careers in the future. 97

It is imperative to balance employee career demands with organisational needs. 93

Consideration of career management processes should be a crucial part of any

organisational change or restructuring activity. 91
If individuals are to take responsibility for their own career development,

career support is critical. 90
Companies will increasingly use lateral job moves to develop their managers. 86
There will be less clear ‘career paths’ on offer in organisations in the future. 73
Employers increasingly value experience and performance over qualifications

for career advancement in organisations. 71
Increasingly, employees will have to change organisations to move up the career ladder. 68
Because fewer promotions are available, employees will arrive at a career

plateau at a younger age. 62
Moving to work in a different country or business unit will become

a key way to progress your career. 59
Employees don't really understand what the word ‘career’ means nowadays. 41
There is no point doing succession planning these days, as people don’t stay

around long enough for it to have any effect. 10



requirements. This is illustrated by 93% of
respondents agreeing that ‘it is imperative to
balance employee career demands with
organisational needs.’

The positive news is that 90% of respondents believe
that if individuals are to take more responsibility for
their own careers, then career support by the
organisation is crucial. This at least means that
practitioners are acknowledging that organisations
cannot merely leave employees to muddle through
themselves, but accept that advice, guidance and
information still need to be provided to employees.

There is clear understanding that delayering and
the associated flattening of hierarchies in
organisations has had a huge impact on
organisational career paths, resulting in fewer
opportunities for hierarchical career progression.
This is reflected in the majority of respondents
agreeing that there will be less clear career paths
on offer, lateral job moves will need to be used to
develop managers, and employees may arrive at a
career plateau at a younger age. In the future, HR
professionals will need to be creative in retaining
talented staff and balancing their career aspirations
with opportunities for progression and
development within the organisation.

There seems to be a widespread belief that, looking
ahead, employers will value experience and
performance over qualifications for career
advancement (71%) and that a key aspect of this
will be for employees to move between
organisations, departments and countries in order
to gain a breadth of experience. Approximately
60% of respondents agreed that ‘increasingly
employees will have to change organisations to
move up the career ladder,” and that ‘moving to
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work in a different country or business unit” will
become a key way to progress your career.

A final interesting point is that career management
is considered to have an important role in aiding
restructuring and change management activities in
the future. Over 90% of respondents believed that
it was a critical component. This links with the
previous finding that ‘supporting changes in the
organisational/business environment’ is the third
most common aim of respondents’ career
management strategy. It is also supported by a
recent CIPD survey, Organising for Success: Practice
and Performance (2003), which found that
organisations that changed career structures to
align with and support the aims of reorganising
delivered greater performance outcomes. It seems
as though HR practitioners believe that, as
organisations increasingly accept the faster pace of
change in the business world, being able to quickly
identify and move employees within an
organisation will significantly contribute to the
competitive advantage of an organisation.
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Further insights into the implications of these survey findings for practitioners can be found in a publication
titled Reflections: issues, trends and prospects in career management which is available free to download

from the CIPD website www.cipd.co.uk/surveys

Together, the survey results tell us that, although some
good practice is reported, organisations are still
grappling with three main issues: trying to make
career management a core part of business resourcing
and planning; ensuring that activities are effective in
meeting strategic objectives; and widening the reach
of activities to all staff, rather than focusing solely on
the ‘high-potential” few.

Career management activities are currently rarely
brought together into a coherent strategy linked with
HR and business strategy. The main strategic objectives
are growing future senior management/leaders,
retaining key staff and supporting changes in the
organisational structure/business environment.
However, a relatively high proportion of respondents
do not consider their activities to be effective in
meeting the objectives they are designed for.

Most respondents seem to believe that career
management should follow a partnership model, with
individuals taking ownership of their own career
development and organisations supporting them by
offering guidance and information. This partnership
model appears to be a sound model for practice, until
the survey reveals that only a minority of organisations
train their line managers to have effective career
discussions with employees. At this point, this strategy
falters. If managers are not trained properly then
employees will not receive high-quality career support.

The vast majority of organisations appear to still rely
on career management/development strategies to
produce a major proportion of their future leaders and

senior management. However, this is an area for
concern, given that only a third of respondents felt
that senior management is ‘firmly committed’ to
career management and almost two-thirds of
respondents felt that line managers do not take
career management seriously.

Career management practices fell into five main
clusters: standard or informal activities, information and
counselling, high-potential initiatives, developmental
assignments and an internal job market. Interestingly,
the results showed that instead of aiming for a broad
coverage of all these different areas, many
organisations are instead offering a number of
complementary initiatives to provide thorough coverage
of particular aspects of career management. This was,
however, considered by respondents an effective
strategy, perhaps because it is better to focus on and
do one aspect thoroughly, than undertake solitary
initiatives in different areas which are not brought
together into a cohesive offering.

Looking across the piece, we see active career
management for key groups plus a 'core' offering for
all staff of appraisal, a more open job market,
informal advice (from the line and often HR) and some
career information or tools. The weakness of this
prevalent pattern is that appraisal is really the only
process directed at all employees which offers
significant formal career dialogue between employee
and employer. Given that this often only consists of a
few minutes at the end of an appraisal review, it
seems most unlikely that this mechanism will be able
to bear the burden of this strategy.



The practices aimed at ‘all" employees mostly concern
providing information about career opportunities (for
example, online vacancy boards etc) or are linked to
other HR processes such as the appraisal system. These
are mostly passive activities or are informal in nature,
indicating that although active career development
does occur in many organisations, it is generally only
aimed at specific populations, such as graduates or
senior managers. This is reflected in the fact that
practices such as succession planning, high-potential
development schemes and external secondments are
rarely aimed at ‘all" employees.

The respondents acknowledged that certain groups of
employees need special attention in terms of career
development to ensure non-discriminatory treatment,
but there was little follow-through in terms of good
practice. Only a third of organisations offer additional
career support or assistance to atypical employee
groups such as part-time workers. Career advancement
in organisations appears to still follow a very traditional
model. Employees who want to progress their careers
quickly should seek qualifications and training, greater
responsibility and varied work experiences. Activities
that will reduce the speed at which they progress their
career are working reduced hours, needing time for
family responsibilities, taking career breaks and being
unwell for a long period of time.

A number of significant barriers to effective career
management are reported. Career management
frequently suffers from slipping down the business
agenda as it is seen as a non-essential "'nice

to have' activity rather than a core part of
organisational resource planning. Because of this
perception, senior management is frequently not
very committed to career management, and this
can lead to a lack of resources available to deliver
career management effectively.
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Senior management seems to play a highly influential
role in the effectiveness of career management, in
terms of setting the tone and context. The results
indicate that commitment of senior management can
translate into improved attitudes among line
managers, higher availability of resources and closer
integration of career management with HR and
business activities. Therefore, for HR practitioners
involved in this area, gaining the commitment and
support of this group has to be a priority.

The survey results revealed some interesting insights
into what HR practitioners feel are the conditions for
effective career management. Formalising career
management activities into a strategy appears

to relate to more effective career management.
Career management activities need to be integrated
and linked both to business and HR strategy, so that
they become a key part of organisational resourcing.
Line managers and HR practitioners need to be
trained to have the right skills to support career
development, particularly given the move towards
individuals having to take greater responsibility for
managing their own careers.

The results of this survey give us much food for
thought. They show that career management is of
considerable concern to the HR community and is
receiving a lot of practical attention in organisations.
For organisations to make the best use of their talent,
they need to work towards a more inclusive, flexible,
employee-oriented approach to career management.
This needs to be formalised into a strategy with senior
management support that results in the attention,
resources and importance it needs in order to be
delivered effectively to employees.
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The survey aims to provide data on current and
emerging practice in career management in UK
organisations. The analysis and design of the postal
survey was carried out by Jessica Rolph, Adviser,
Learning, Training and Development, at the CIPD. The
survey’s questionnaire was piloted with members of
the CIPD Learning, Training and Development Vice-
President’s Panel and the committee members of the
CIPD Career Management and Counselling Forum.

The postal questionnaire was sent to 5,000 HR
practitioners with an interest in, or responsibility for,
career management in their organisation. This sample
was randomly selected from the CIPD's member
database. Respondents were given approximately
three weeks to fill in the questionnaire, although a
reminder letter with an additional copy of the
guestionnaire was sent out a week before the closing
date. The survey comprised 43 questions which
sought data on current career management practices,
their effectiveness and who they were available to. It
also focused on six main topic areas: links with HR
and business strategy, organisational support for
career management, career coaching, careers and
employee lifestyles, and future changes in practice.

In all, 732 usable questionnaires were completed and
returned, representing a 15% response rate. Once the
initial analysis had been completed, some of the
participants in the survey took part in further
telephone interviews lasting ten minutes to produce
mini-case-studies on various topics.

To provide members with further insights into the survey
findings, a leading commentator in the field, Wendy
Hirsh, was commissioned to write an essay providing
more context to the survey findings and drawing out
the implications for practitioners. This essay is titled
Reflections: issues, trends and prospects in career
management and is available free to download from
the CIPD website www.cipd.co.uk/surveys along with
a second piece discussing the CIPD perspective on key
issues highlighted by the survey.



In total, 732 usable completed questionnaires were
received, representing a 15% response rate. Tables 17
and 18 show the sample breakdown by establishment
size and industrial sector.

‘Small” organisations were taken to be organisations
employing fewer than 250 employees, ‘medium’
organisations were those employing between 251 and
5,000 employees and ‘large’ organisations were those
employing 5,001 employees or more. In terms of
establishment size, the decision to use only CIPD
members does mean that the larger establishments
are over-represented.

Table 17: Breakdown of sample by organisational size

Sizeband % of respondents
Fewer than 250 employees 31
251-500 13
501-1,000 13
1,001-5,000 28
5,001-10,000 15

For the purposes of analysis, the sample was split into
private manufacturing organisations, private services
organisations, public services and voluntary
organisations. This was because previous research in
career management had indicated that these groups
often have quite different approaches to the career
development of their workforce. Table 19 illustrates
this breakdown.
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Table 18: Industrial profile of respondents

Sector % of respondents
Public services 28
Professional services 13
Finance, insurance and real estate 10
Engineering and electronics 9
Retail and wholesale 7
Voluntary and community services 5
Chemical, oils and pharmaceuticals 5
Transport, distribution and storage 5
Hotels, catering and leisure 3
Food, drink and tobacco 3
IT 2
Other services 2
Communications 2
Energy and water 1
Media 1
Construction 1
Other manufacturing 1
Agriculture and mining 1
Paper and printing 1

Table 19: Breakdown of sample by broad sector categories

% of respondents

Private manufacturing 20
Private services 47
Public services 28

Voluntary organisations 5
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The CIPD is very grateful to all those organisations
and individuals who took the trouble to complete the
2003 survey questionnaire and the associated
telephone interviews to produce the case studies.

We would also like to express our thanks to those
members of the Career Management and Counselling
Forum Committee and the Learning, Training and
Development Vice-President’s Panel who assisted with
various stages of the survey process.
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