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In response to major changes in the business environment, including globalization and delayering,
organizations and employees are being forced to redefine the fundamental meaning of a career and
the means for career development. After a recession, organizations need strategies for engaging a
demoralized workforce. Moreover, as the economy recovers, organizations will be challenged again to
retain outstanding talent. On June 25, 2009, Knightsbridge, in partnership with CIBC, hosted a Career
Management Best Practice Session, to explore the challenges and opportunities associated with career
management and to identify emerging best practices.

The facilitators engaged a group of human resources, organizational development, and talent
management leaders in discussion around key issues, including career management programs and
strategies that are working, barriers that get in the way of success, metrics and sustainability of
career management. An overarching theme underscored by most participants is that career
management has become a key priority for a number of reasons: it is a key driver of employee
attraction, engagement and retention; it is a source of competitive edge and branding; and it supports
employee development and mobility.

Many organizations have developed sophisticated talent management, succession planning, and
leadership development systems - those that are geared towards a select group of individuals - yet
these same organizations are struggling to define, implement, integrate and measure career
management. Top of mind concerns included the integration and alignment of career management
with other people programs, cultural issues relating to shifting mindsets and behaviors to align with
the new realities of career management and addressing the needs of employees not in the talent pool.
Participants also noted the challenges of gaining senior management commitment, building a strategy
that is fluid and responsive yet founded on a common language and sustaining career management
efforts in a business environment that is in constant flux.

What emerged as integral to the success of a career management initiative is that career management
must be a partnership between the organization, managers and employees. If one of these three
pillars is weak, the investment in career management will not be realized or sustained in the long
term. Thus, the pendulum has swung from career management being entirely managed by the
organization to a partnership model whereby each party plays a critical role.

In this paper we report on pockets of success where career management practices are working well
and we capture key challenges around building, implementing and sustaining a career management
strategy. Finally, we present critical success factors and recommendations for creating a culture of
career ownership and accountability.
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Twelve human resources, organizational development and talent management
leaders from a cross section of organizations and sectors engaged in an open forum
discussion about the state of career management in their organizations. The
questions facilitators used to guide the discussion are found in Appendix 1.

In response to major changes in the business
environment, including globalization and
delayering, organizations and employees are
being forced to redefine the fundamental
meaning of a career and the means for career
development. More than ever, career success
demands a strategic and proactive approach to
career management. This means that
employees must understand what they need to
do in order to succeed in the organization and
they must take charge of their careers.
Similarly, an
increasingly depends upon its capacity to
engage and leverage its workforce. Career
management supports the strategic alignment
of organizational and individual needs by
supporting internal mobility and professional
growth.

organization’s success

Human resource leaders are being called upon
to respond to the new realities of the business
environment by facilitating the building of a
new foundation upon which careers can thrive.
This new foundation requires a different
mindset and set of behaviors from all parties
involved - employees, managers and the
organization. In some cases, a culture change
is required, in others, a realignment of, or
improvement upon, existing processes and

programs. If effectively managed, organizations
have an opportunity to not only leverage their
talent to accomplish business objectives, but
also create a flexible workforce that is able to
respond to future business requirements. If
ignored or poorly managed, organizations may
place themselves at risk of relying on an
under-engaged or disengaged workforce,
losing talent to competition, or navigating a
slow and resistant employee population.

Participants expressed a variety of reasons
why career management has become a top
priority in their organization.

Career development consistently emerges as
a key driver of employee attraction,
engagement and retention in employee
surveys. Exit interviews reinforce the message
that dissatisfaction with career development
opportunities plays a pivotal role in employees’
desire to jump ship.
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Measuring and demonstrating a strong link
between career development and employee
engagement and retention helped one
organization to make the business case for
career management as a key people
priority, enabling it to gain top leadership
support.

In organizations with increasing global
reach, networking is becoming more
challenging. Additionally, today’s diverse and
multi-generational workforce is more likely to
telecommute, work flexible hours and interact
virtually. These factors place huge barriers on
an individual’s ability to stay connected with
others in the organization. Career management
strategies, along with supportive technology,
may assist in providing proactive opportunities
for networking across these boundaries.

) !

To achieve business objectives,
organizations need to grow and nurture their
talent. By not making career development a
strategic people priority, organizations may
place their business growth in jeopardy, either
by failing to meet the career development
needs of employees who choose to leave or
disengage, or failing to anticipate and plan for
the talent that will support business growth, or

both.

Career development is no longer defined as
climbing the corporate ladder. Career paths
are more undefined and more complex to
navigate than in the past. Consequently,
many employees “have no idea how to get the
experiences they need” to develop in their
careers. Moreover, many managers “don’t
know how to help their employees” manage
their careers; they tend to shy away from
difficult career conversations. Organizations
can help by increasing employee awareness
about career development opportunities and
equipping managers with the tools to support
employee career development.

To manage talent effectively, organizations
must find ways to address the career
development needs of the entire population
with limited resources. Unlike succession
planning and leadership development
programs, which focus on a targeted
proportion of the workforce, the purpose of
career management is to support the broader
employee population.
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Organizations are hoping to achieve a number of goals with a career management

initiative, including:

Career management is recognized to be
each employee’s responsibility to drive, while
the role of the organization is to encourage,
nurture and support. Given that jumps can
often be much larger in today's flatter
organizations, employees must understand
what roles, experiences or skills they need to
gain and which resources they need to tap into
in order to grow in their careers.

Career management goes far beyond obtaining
training; it is about honing insight, developing
skills, gaining experiences and nurturing
relationships. It requires employees to engage
in proactive dialogues with their managers and
mentors about their careers to increase
awareness of their growth opportunities,
especially those which are aligned to the
objectives of their organization. It also
requires employees to reach out to people who
can help them navigate their career, and
access relevant tools, resources and processes.
Organizations that support career management
expect to see increased employee engagement
and increased profitability.

Even though the business landscape is
shifting the fundamental meaning of careers,
employees are likely to hold onto classic

definitions of career success being synonymous
with upward advancement. Employees may
become dissatisfied unless they are moving up.
Given the limited opportunities for
advancement in today’s organizations, all
career expectations cannot be fulfilled only
within the organization. Thus, a primary
objective of career management is to shift the
way that employees define success and engage
in career development.

The predominant question of the past — “Which
courses do I need to take to move up?” - is
now being replaced by a series of introspective
questions, with a more holistic end goal in
mind: What am I good at? What am I
interested in? What skills, experiences and
relationships do I need to cultivate? How is
success defined for me and the organization?
What is my unique value and how are results
delivered?

HOSHE % B TS (

Several participants mentioned the
importance of helping employees to gain
awareness around how they can develop
within the role and how they can use
opportunities outside of their work to
satisfy their career needs. This means
that employees need to reflect upon
where they are in their life, and what is
important to them, both within their role
and outside of work.
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Managers need the tools and support to
have effective career conversations with their
employees. Managers can help by assisting
employees in formulating their career action
plan, helping employees to understand the
experiences that may be available and valuable
to them, and helping employees to debrief and
internalize the learning from those
experiences. Managers also need support in
handling difficult conversations, such as when
employees are ready to move but there is
nowhere within the organization to move them
to or when the employee thinks they are ready
sooner than the manager does.

Organizations are faced with the challenge
of engaging employees in their careers in the
midst of far fewer opportunities for upward
mobility. Career management is seen as a
means to support ~meaningful career
development more horizontally, through the
provision of cross-functional or lateral moves,
stretch assignments, mentoring programs,
skills development training, among others.

vH OBUE b TS  "C

One participant mentioned that the
organization is becoming more globally
aligned, which has impacted career
opportunities in the Canadian organization.
There are far fewer opportunities to move
up the ranks.
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Through discussion, it became evident that because the new approach to career
management is still very much in its infancy, it is not yet clear how career
management should be defined. It is also not yet clear how career management
should be integrated with other priorities including talent management, performance
management, succession planning, accelerated development and leadership
development, although the group agreed that career management must be aligned
with these other processes. Yet, several key success factors arose as being central to
the success of a career management initiative.

H OB % TS "C

Stories about senior leadership involvement
in career management suggested that the
bottom line is: senior management involvement
inspires and motivates employees to actively
engage in their careers.

As corporations evolve and become more
global, it becomes more and more important to
deliver a «clear message around career
development that is consistent and transparent.
Regardless of the role or region, employees
need to understand what success means and
how to navigate career development across
boundaries.

In one organization, to kick off its career
management programs, senior leaders share
their career stories with employees. This
small initiative has had positive impact. In
another organization, HR initially made
attempts to post career relevant questions
on the career website blog, with little uptake.
But, when the CEO began to post
provocative career related questions, the
discussion burgeoned. The CEO reads all
responses and participates in the
discussions. By reaching out, the CEO
conveyed a genuine interest in employees’
careers. Ideas have already been
implemented as a result of this process.
Leaders are also posting webcasts in which
they talk about the current economic
environment and topical issues that may
impact the organization in the future.
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While some consensus emerged around the
idea that career management must be
integrated with other people initiatives, it was
less clear what this should look like. Some of
the ideas generated include: a consistent
language and messages across processes, and a
focus on performance as a unifying concept. It
was acknowledged that career management
processes/programs do not need to be
developed on a blank slate but rather the career
management philosophy needs to be clearly
defined and aligned with other systems;
organizations need to leverage what they are
already doing well.

In organizations where managers are held
accountable and rewarded for helping employees
navigate their careers and for supporting
mobility across the organization, employee and
organization needs are more likely to be aligned,
employee engagement and retention is more
sustainable, and career fluidity is more likely to
become a fabric of the organizational culture.

Although only a few participating
organizations make career related self-
assessments available to employees, there was
some consensus that getting to know oneself is
a critical albeit challenging task in this new era
of career management. As articulated by one
participant, before asking “What's out there for
me?” employees should ask questions like:
“What do I know about myself?” For employees
to take ownership of their careers, they must

first take stock of their careers, broaden their
perspective on career success, and understand
what it means to strategically manage their
careers in today’s corporate world.

Technology, when used effectively, can
support the primary objective of career
management - to reach the masses. In light of
the potential cost efficiency of technology and
our increasing reliance on technology as a
predominant form of business communication,
technology is becoming a key success factor for
career management. Employees want online
interactive technology like webcasts, discussion
forums, and social networking to help them
manage their careers. While some organizations
are starting to leverage technology as a key
enabler, others still fear its consequences for
productivity.

vH BN b TS "C

In one organization, focus groups identified
that employees wanted online interactive
tools such as webcasts and social
networking.
creating content, sharing presentations,
posting problems and tips and even sending

Employees are involved in

in personalized videos related to career
management. This organization’s experience
thus far suggests that this more “human and

|II

rea way of approaching career
management gives back the more that it is
supported. This organization is also
developing a water cooler technology
product which scans wikis and blogs and
podcasts on the intranet and aggregates it,
allowing all information to be gathered in one

spot.
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Partnering for career success requires a 3-way partnership with the employee, manager and organization.
The Knightsbridge 3-Pillar model of career management in Figure 1 illustrates the employee is the central
focus of the model since ultimately employees own their careers. Managers and the organization guide
and support career development through career coaching programs, stretch assignments and exposure to
key resources.

Accountable

Strategic

Proactive

Connected

Career Coaching Conversations HR Programs
Exposure Career Management Seminars
Learning Opportunities Mentoring
Supporting Career Goals Networking

Stretch Assignments

+W#H*""- 34 5 / 62
T _ /o . /o
The manager’s primary role is to The employee is the primary driver Organizational representatives
support employees’ career and owner whose role is to: support career development by:
development by: assess their own skills, values, communicating the strategic
holding regular career interests and development direction of the organization
development discussions needs creating the infrastructure and
assisting employees in articulate their strengths and programs to support career
formulating realistic career goals make their aspirations known management initiatives
and action plans build a network within the fostering a culture of career
helping employees to organization development and continual
understand what success means recommend ways to enhance learning
in the organization skills and challenge themselves Identifying and developing
being honest with employees act on their career goals and current and future leaders
about the opportunities available action plans

in the organization and their

potential fit for them remain open, realistic and

flexible
creating opportunities for

exposure to other parts of the
business

identifying stretch assignments
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Participants identified a number of barriers that might threaten the effective
development, implementation or sustainability of a career management initiative;
some are more arduous than others, yet all surmountable with a planned strategic
approach. Based on the group discussion, we outline below the barriers as well as
strategies to support a culture of career ownership and accountability.

Failing to establish the business case for career management may threaten the attention and
resources it requires to become a top priority.

Implementing a career management initiative without a formal change or communications plan
may lead to false starts and unfulfilled expectations.

Forging ahead with implementing a career management initiative without the buy in and
sponsorship of senior management may threaten the sustainability of a career management
program.

Failing to set clear and realistic expectations around career development within the organization
may maintain the prevailing misconception that career success is synonymous with upward
mobility.

Failing to map careers and success factors related to career progression may lead to promoting
people beyond their capabilities given the steep learning curves in flatter organizations.

Failing to provide managers with the tools and training they need to have effective career
coaching conversations, especially around difficult situations, may make managers feel ill
equipped to support meaningful career development.

Failing to embed career management into the organizational culture may result in little change in
attitudes or behaviors, ultimately threatening the desired return on investment.
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To successfully embed career management into
the culture of the organization there needs to be
a multipronged approach that integrates existing
HR programs, holds managers accountable and
requires executives to champion and participate
in programs.

HOBhE % B TS TC

One organization developed an approach
that ultimately sparked communities of
practice. HR interviewed managers
regarding their real world challenging career
conversations and then created scenarios
and guidelines for handling those situations.
To support active learning, HR provided a
forum to help managers share best
practices, which was reported as
“exceptionally valuable because managers
don't talk with each other about these issues
and don't tend to share their own
experiences, yet they gain rich tips from
each other and learn from each other.”

As well, communities of practice that share career
management strategies that entrench career
development and build sustainability.

HOBHE b TS  "(

As articulated by one participant, for career
management to be effective, it cannot be
considered a program. The new career
development philosophy must become a part
of the organization’s DNA and culture. A
whole new way of thinking must be adopted
and the processes and tools that support
career management must be fluid enough to
ensure alignment with evolving business
objectives.

74 8

Effective implementation of a career
management initiative should begin with the
development of a communications and change
plan. It should outline the purpose of career
management; lay out expectations; specify roles
of managers, employees and the organization;
provide information about processes and tools to
support career development; and illustrate the
benefits of career management for all parties
involved. The plan should also include strategies
for generating awareness of the career
management program, through training
workshops for managers and employees,
supporting brochures or access to a careers
intranet portal.

64 -

Nothing drives employee engagement in career
management like that of the direct involvement
of senior leaders. When senior leaders share
their career journey and challenge employees to
take charge of their careers, employees listen
and get engaged. As with any other
organizational initiative, gaining the long-term
commitment and direct involvement of senior
management prior to launching a career
management program will be a critical success
factor in the implementation and sustainability
of the career management initiative.

94

Organizations are challenged to create a balance
between providing employees with career
development opportunities and encouraging
them to stay in their role (as it facilitates client

© 2009 Knightsbridge Human Capital Management Inc. 12



relationship management). Organizations need
to convince employees that they can grow within
their role and find a way to engage them in the
face of limited career advancement
opportunities. Thus, setting realistic
expectations and showing employees that they
can have satisfying careers and to be successful
without necessarily having to advance is key.

In the context of fewer opportunities for formal
advancement and more fluid career paths, it is
all the more important to map and communicate
career paths. This means establishing the skills
and experiences necessary to develop and
progress within a role or career path family and
then communicating success factors related to
successful internal mobility.

Given the steep learning curve in today’s flatter
organizations, a key factor to consider will be
the best time to move employees.

<4 —
- 8

By equipping managers with the tools, training,
and support they need to support employee
career development, they will be much more
likely to engage in effective career
conversations. Training that  provides
fundamental skills in coaching and career
development planning, and information about
opportunities for growth within and outside the
organization help managers to confidently
support employee career development.

H OB % TS "C

According to one participant, a prevalent
assumption - that everyone wants to
become CEO - stands in the way of engaging
population in career
development. Because people make career

the broader

related choices and decisions in part based
on their stage of life and goals, in some
cases, they may not want to operate at their
highest potential. Managers tend to forget
about these people, assuming they do not
need to have career conversations with
them, which may unintentionally undermine
the employee’s engagement. These
employees may even be pushed aside
because they are not interested in climbing
the elusive career latter. "“No one talks
about it” indicated another participant; it is
assumed that no one needs to worry about
the career development of these employees.

% !

To ensure that career management gets the
attention it needs, OD and HR leaders will need
to demonstrate the business case for career
management to senior leaders. To sustain
career management as a key people priority,
they will also need to validate the return on
investment. Some of the metrics participating
organizations are utilizing is outlined in the next
section

© 2009 Knightsbridge Human Capital Management Inc. 13



Career management key performance indicators have yet to be established in most
organizations. Nonetheless, a number of metrics are being used to establish the
business case for career management and to demonstrate return on investment.

4
Employee outcome metrics (i.e.,
engagement and retention) are used to
make the business case for -career
management. Career development
consistently arises as a key driver of
employee engagement and retention.

Exit interviews are reviewed to assess the
frequency with which employees identify
career related issues as their primary
reason for voluntary departure.

4

Internal fill rates (e.g., proportion of cross-
business promotions filled from within)
help to gauge the success of internal
mobility.

Attrition rates, especially of diverse
populations, can indicate the extent to
which employees feel they can build their
career within the organization.

Employee focus groups or surveys can be
used to determine the extent to which
employees understand and utilize career
development opportunities within their
organization. Survey questions may ask
employees to rate the extent of agreement
to statements such as: “This is a good
place to build my career,” ™I understand
my career path,” “I have access to career
related information.”

Internal careers website hit rate helps to
monitor extent of uptake and usefulness of
the site. More detailed data may be
gathered around usefulness of specific
tools with survey pops up questions.

Frequency and quality of  career
development conversations held with
employees.

Development of employee career goals and
action plans.

Number of employees successfully
developed and moved internally.

HOSHE % B TS (

Following the philosophy that you change
what you measure, one participant described
the survey questions used to assess
managers’ involvement in and employee
experiences with career development.
Managers are asked questions like: “Have
you had a career conversation with your
employee?” Managers see employee career
development show up in their annual goals
and metrics in the form of questions like
“How many people have you moved to
deliver your results?” Simultaneously,
employees are asked the same questions as
their managers, including: “Have you had a
career management discussion with your
manager?”
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As a result of the Career Management Best Practice Session, participants asked
Knightsbridge to share its approach on creating a culture of career ownership and
accountability. In our experience, organizations are more likely to succeed in creating
and sustaining a career management culture when they map out a deliberate process
that addresses the individual, cultural and organizational dimensions of change.

OF @ ©) @ ®

Y% > " > -

+ 74 5 Career Management Model
Creating a Culture of Career Ownership and Accountability

1. % $ . In this critical first phase, the strategy, scope and goals of
the career management initiative are determined, taking into consideration the business strategy,
organizational culture and other people initiatives already in place.

2. % - . Once career management needs and priorities are identified,
organizations need to integrate and align the career management strategy with other people
initiatives and business objectives. This includes development of a communications and change
management strategy to support effective implementation and sustainability of the career
management initiative.

3. % . In this phase, organizations create or leverage existing tools
and technology to help employees to gain career management insight and to stay on the cutting edge
of their careers.

4. Y% - . Career management is not just about workshops or coaching. To
implement and sustain a career management initiative, the strategy guiding it must be multi-
pronged; it requires that all systems, processes, information and networking structures supporting
career management work in sync.

5. - . To demonstrate the return on investment and to sustain the senior

leadership commitment to career management, organizations need to establish or leverage existing
metrics that measure the effectiveness of the career management initiative.
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The psychological employment contract no longer rests on expectations of security by
employees nor loyalty by employers. Yet, people are the foundation of every
business.

If organizations aspire to become Employers of Choice, they must commit to re-establishing a new
psychological employment contract. It has been left in limbo for too long. Employees need to feel that
they are partnering with the organization and to do so effectively, they need to know what it means to be
successful within the organization.

If organizations want to attract, engage and retain the best talent globally, they will need to be
transparent about what they offer to employees, support their career growth, and empower their
entrepreneurial spirit within the walls of big business.
In this context, there is a growing need for career management, as is illustrated below.
The business landscape has changed drastically - organizations are leaner, operate more
globally, and face constant pressure to survive and thrive in a highly complex and fluid
environment. As a result, career paths have become more undefined and more complex to

navigate and there are far fewer opportunities for advancement.

There is a growing reliance on the global economy and virtual employee environments create a
challenge and an even greater need for a source of connection for employees.

After a recession, an organization needs strategies for engaging a demoralized workforce. As the
economy recovers, organizations will be challenged to retain outstanding talent.

Aging population demographics indicate a future trend towards organizations campaigning
competitively to acquire talented workers.

Engagement with Generation Xs and Ys will continue to challenge organizations.
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The Best Practice Session facilitators used the following questions to guide the career
management discussion:

What is your company hoping to achieve with a career management strategy?

Which elements of your career management program are working? Which elements are not?

What are the most significant barriers to the program’s success or the program moving forward?

How are you measuring the success of your career management program?

How do you communicate that career success is not only about advancement?

What is your organization doing to sustain its program?

What additional information would be helpful for your career management program?

© 2009 Knightsbridge Human Capital Management Inc. 17



Below we present a tool to gauge the extent to which your organization has a culture
of career ownership and accountability.

%

@ %

<< < <<

Is career development a top driver of employee engagement and retention in
your organization?

Do you know what the career development needs of your employees are?

Do you have a clear vision for your career management strategy?

Does your career management strategy align with your current HR
strategies?

How would career management support your business objectives?

Have you developed a communication and change management strategy to
support career management?

Are your employees aware of their skills, abilities, interests, and
development areas?

Do employees feel they have the tools to manage their careers?
Do employees know the value they contribute to the organization’s
objectives?

Do you have initiatives in place to sustain your career management strategy?
What is your organization doing to enable employees to own their careers?
Are your managers equipped to have career coaching conversations?

Do you have a network forum for your employees to have career
conversations?

Have you determined the key performance indicators for your career
management strategy?

How are you rewarding and holding managers accountable for supporting
employees in managing their careers?

Are you tracking internal mobility?
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First in Canada to apply a holistic approach to human capital solutions, Knightsbridge delivers integrated,
sustainable solutions to complex human capital challenges. The company’s broad-reaching services
include talent attraction through its Executive Search and Interim Management businesses, talent
retention and engagement including organizational and leadership development, coaching and
assessment, and career management and transition solutions. Knightsbridge is a strategic partner that
works to align clients’ talent strategy to business strategy.

Knightsbridge has 26 offices across Canada and the U.S. including the major cities of Halifax, Montreal,
Ottawa, Toronto, Calgary and Vancouver, and serves clients globally through strategic alliances with Lee
Hecht Harrison for career management services and Amrop, a global Executive Search partnership of
which Knightsbridge is a member.
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CIBC is a leading North American financial institution with nearly 11 million personal banking and
business clients. CIBC offers a full range of products and services through its comprehensive electronic
banking network, branches and offices across Canada, and has offices in the United States and around
the world.

Astrazeneca Direct Energy Royal Bank of Canada
Bank of Montreal Hewlett Packard Scotia Bank
Canadian Imperial Bank of Commerce Ontario Power Generation Toronto Dominion Bank

Canadian Tire
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