USING CAREER PROGRESSION TO
RECRUIT THE BEST PROFESSIONALS

FOREWORD
I am pleased to introduce our latest whitepaper, entitled ‘Using career progression to recruit the best
professionals’.
Career progression is a term we’ve used many times throughout the year. What defines career progression
and how important it is in the recruitment process is something we’ve asked organisations, professionals
and of course ourselves.
Past research has consistently shown us that career progression is vital in creating a well rounded job offer
that appeals to desired candidates. It’s also key to the successful retention of staff, as a lack of career
progression is often cited as the main reason professionals change employers.
In a candidate short market, it’s more important than ever to appeal to a candidate’s requirements so that
your job offer is more attractive than your competitors. A detailed explanation of the career progression
on offer is intrinsic to this. Career progression should also be at the heart of your organisations retention
strategy. By understanding professionals’ desire for career development, you’re more likely to retain a
satisfied employee for a longer period.
In short, promoting and implementing positive career progression in your organisation is something you
cannot afford not to do. This is why I am pleased to present this whitepaper, which offers excellent insight
into what career progression professionals seek from their employers, as well as advice on how you can
present this in your recruitment process to ensure you recruit the best professionals.

James Nicholson
Managing Director

METHODOLOGY

INTRODUCTION

This whitepaper is based on the findings of research undertaken by Robert Walters in August 2012. To
compile this research, Robert Walters surveyed over 1400 job seekers and over 350 hiring managers across
Australia and New Zealand.

This whitepaper has been created to help employers better
understand the types of career progression professionals
seek and provides recommendations on how you can
implement and promote career progression in order to
attract the best professionals.
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CAREER PROGRESSION IN THE JOB SEARCH AND
INTERVIEW STAGE
How and when you communicate career progression will shape how attractive a role is to a potential candidate.
Survey results
When asked how important career progression is when considering new job opportunities, 63% of professionals
said it was ‘very important’, 33% ‘somewhat important’ while only 4% selected ‘not important’.
More than half of professionals surveyed, at 55%, actively seek job advertisements that clearly promote career
progression, with 75% asking specifically about career progression during the interview process.
Organisations also rate career progression highly, with 81% of hiring managers saying they thought it was ‘very
important’ to professionals and the remaining 19% responding it was ‘somewhat important’. When asked if they
believed career progression was a major drawcard in job advertisements for professionals, 95% said yes. However,
only 37% actively address career progression in their job advertisements.

75% of professionals surveyed ask specifically about career progression
during the interview process.
When asked how they promote career progression, 65% communicate it in the later stages of the recruitment
process, 37% on the company website, 35% utilise their job ads and 22% will do so through targeted marketing
activities (career fairs, collateral, testimonials etc).
Key learning #1
Recognise career progression is a major motivator
Professionals attach high importance to career progression. Having something to aspire to and achieve is a major
personal motivator for many. Presenting pathways to progression is just as important as any other aspect of a role.
Key learning #2
Make the first impression count
Research consistently shows that top talent look to find out about the career progression available to them
very early on in the recruitment process. This research demonstrates that both professionals and organisations
understand that career progression is a strong motivator.
The job seeking process is often the first contact with a brand, and the first impression is formed by the job
advertisement. It’s important that the first impression counts. The advertisement should be a persuasive, accurate
reflection of a role and what the organisation can offer. Not taking the time to include some basic information on
what progression opportunities are available is a wasted branding opportunity.

Chart 1.0 - How important is career progression to you when you are considering new job opportunities?
		

Very important

63%

		 Somewhat important

33%

		

Not important
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4%

37%

37% of organisations actively
address career progression in
their job advertisements

TYPES OF CAREER PROGRESSION ON OFFER
There are many ways you can offer career progression to a professional. Organisations should understand what a
professional values to ensure they are investing in the right type of career progression.
Survey results
When asked what types of career progression initiatives they value the most, 38% of professionals said ‘education
and training’, 33% ‘internal mobility’ (locally and internationally), 16% said ‘set pathways to promotion’, and 13%
‘secondments and work experience’.
Similarly, hiring managers most commonly offered education and training in their career progression initiatives, at
67%. Internal mobility is also offered by 59%, 45% offer secondments and work experience and 21% provide a set
pathway to promotion.
Most professionals are willing to work overseas, with 56% willing to work internationally in the same organisation
to further their career. Of the organisations that have international offices, 62% offer their employees international
career progression.

45% of organisations offer secondments and work experience.

Chart 2.0 - What type of career
progression do you value most
when you are considering a job
opportunity?

Key learning #3
Education is key
Education and training is the most sought-after career progression initiative
and the statistics show that organisations recognise this. Ensure that the
education and training offered;
• Provides something new. Professionals want to be challenged and
learn new things
• Is relevant to the role,  something that the professional can apply
regularly and feel as though it has enhanced their skill sets

n
n
n
n

38%
33%
16%
13%

Education and training
Internal mobility (nationally or overseas)
Set pathway to promotion
Secondments and work experience

• Is a good investment for the organisation. Ensure that the content of
the training is relevant to your organisation, will enrich current activities
within the team and is undertaken by those who have an interest in
doing so
Key learning #4
It doesn’t always have to mean a promotion
Professionals have indicated that career progression doesn’t necessarily
have to mean a direct promotion. If there is a valued professional
who has advanced as much as they can, consider moving them to an
international office or on a secondment elsewhere in the business.
They may be able to learn new skills that will benefit the organisation,
engage on a more senior level or meet new employees that can influence
their career.
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67%

67% of organisations offer
career progression in the form of
education and training

CONSEQUENCES OF A LACK OF PROGRESSION
A lack of career progression has a negative affect on an organisations staff retention rate. If you have exhausted
all avenues for career progression there may be other ways to entice top talent to stay in the business.
Survey results
Over 80% of professionals would leave an organisation if there wasn’t enough progression available, with 75%
previously leaving a role for that reason. Most organisations (79%) have had professionals cite a lack of career
progression as their reason for leaving.
When asked how long they would stay in a role if they felt there was no more progression available to them, 58%
said ‘1-2 years’, 21% ‘3-5 years’, 16% ‘less than a year’ and 5% ‘more than five years’. The expectation from
organisations is similar, with 54% believing professionals would stay for 1-2 years and 29% choosing 3-5 years.
When asked what would entice them to stay if no further progression was available, 54% said increased pay,
19% each for both secondments and additional benefits/perks, while 8% indicated international relocation would
retain them.
Most organisations trying to retain professionals once career progression is exhausted will offer to increase
remuneration, with 51% doing so. Secondments are also offered by 48%, additional benefits by 41% and 15%
will offer an international move.

Most organisations (79%) have had professionals cite a lack of career
progression as their reason for leaving.
Chart 3.0 - How long would
you stay in a role if you did
not feel there was any more
career progression available?

Key learning #5
More money is a short term fix
Remuneration is not the main motivator for many professionals. Top talent
is driven by a need to feel engaged and challenged. There is no point in
increasing a salary if they are still feeling unmotivated, and the statistics
show it will only engage employees for another year.
Of course, remuneration has to be in line with market standards and fairly
compensate the professional but offering good career progression will
result in better retention of staff than increasing pay.
Key learning #6
Accept that you will lose professionals

n
n
n
n

58%
21%
16%
5%

1-2 years
3-5 years
Less than a year
5+ years

Sometimes you may have to face the unfortunate fact that some of
your valued team members will leave your organisation. It is rare to
have someone stay at one place for their entire career. Take it as an
opportunity to nurture some new talent who will make their own mark on
the business.
Key learning #7
Ask for honest feedback
Take the opportunity to ask your employee (you could formalise it in an
exit interview) what they thought of the career progression and benefits on
offer at your organisation. This is vital information when considering your
staff retention strategy.
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80%
80% of professionals would
leave an organisation due to
lack of career progression

MANAGEMENT OF CAREER PROGRESSION
Career progression should be managed effectively to ensure it is worth the investment of time, money and effort.
Survey results
Half of professionals surveyed (50%) said they believe organisations ‘mostly’ follow through with the career
progression they advertise for the role, 6% ‘always’ and 43% don’t believe organisations follow through at all.
When hiring managers were asked if they believed their organisations followed through with providing career
progression, 70% said ‘mostly’, 5% ‘always’ and 25% don’t believe their company follows through at all.
However, 53% of organisations believe the progression they offer is of a good standard and on par with other
organisations, 34% believe they could improve and 13% believe it’s very good and better than others in their
industry.
Further, 78% of professionals believe they are proactive and doing all they can to manage their own career
progression, while only 40% of organisations believe their staff are proactive enough.

Being honest about what you can offer, what they can expect, as well as
following through on progression opportunities will ensure you select the
right professional and retain them for longer.
Key learning #8
Don’t overpromise
Overpromising and not delivering not only leads to staff disengagement, it also damages your employer brand
and reputation.
Being honest about what you can offer, what they can expect, as well as following through on progression
opportunities will ensure you select the right professional and retain them for longer. Make sure expectations are
aligned from the beginning of the recruitment process.
Key learning #9
Set standards, launch development programs and be consistent
Decide what career progression you want to offer professionals that will benefit both the organisation and the team.
Career progression could include one or more of the following:
• Development planning
Development planning enables professionals to formalise their career goals and learning objectives, in order to
develop their capability for current and future roles.
• Talent identification and succession
For people who are committed to their career, perform well and demonstrate leadership, a talent identification
and succession program is an opportunity to have their development and career given greater support by the
organisation.
• Performance feedback
Regular reviews with management give the opportunity to develop and refine career objectives and determine
progress towards the goals that have been developed.
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60%

60% of hiring managers believe
professionals could be more
proactive in managing their
career progression

MANAGEMENT OF CAREER PROGRESSION (cont’d)
• Internal mobility
Are current employees encouraged to discuss progression opportunities with their managers and given first
access to internal positions? Consider whether secondments and transfers would be beneficial.
• Training and development
Are training and development programs offered to employees to enhance their existing skill sets, enabling them to
learn new skills? Do/would professionals take advantage of what’s on offer? Would increased training programs
help to retain staff?

Give employees the opportunity to take control of their own careers.
Provide them with the necessary tools and feedback to progress and
support their goals.
Key learning #10
Provide tools and encouragement to make employees manage their own career progression
Give your employees the opportunity to take control of their own careers. Provide them with the necessary tools
and feedback to progress and support their goals. Performance reviews and development planning are vital to this
process. Ensure the goals are measurable and the individual accountable.

Chart 4.0 - How would you rate the career progression you offer?
		Very good - Better than other organisations in the industry

13%

		

Good - On par with other organisations in the industry

53%

		 Could improve - Other organisations offer better options

34%

25%

25% of hiring managers don’t
believe their company follows
through with providing career
progression at all
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CONCLUSION
It is important to understand that career progression is a major attraction for motivated professionals. Our
results suggest that the best professionals only want to join organisations where good career progression
is offered.
To make sure your organisation can attract the best professionals it is imperative you promote career
progression throughout the recruitment process. From the moment a potential employee reads a job
advertisement through to when they sign their employment contract they should feel that their future career
progression is a priority for your organisation.

CONTACT US
To discuss this whitepaper or your recruitment needs in more detail,
please contact your Robert Walters recruitment consultant or
James Nicholson, Robert Walters Managing Director – Australia & New Zealand,
on +61 (0) 2 8289 3130 or james.nicholson@robertwalters.com.au.

If this is done successfully not only will it be easier to source quality professionals but also easier to retain them.

ABOUT THE ROBERT WALTERS SPOTLIGHT SERIES
This whitepaper is the sixth in the Robert Walters Spotlight Series. The Spotlight Series features a range of
thought-leading whitepapers designed to help employers identify and address topical issues that could be
affecting their recruitment process.
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