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Executive Summary

At Innecto’s Career Pathways to Career Flows webinar, one insight cut
through more clearly than any other: career clarity is fast becoming a

competitive differentiator.

As organisations grapple with persistent skills
shortages, flatter structures and increasing
workforce expectations, traditional career models
are no longer delivering. In their place, leading
employers are moving towards skills led, fluid
career environments that enable talent to move,
grow and redeploy at pace.

In response to the demand from HR, Reward and
Talent leaders to explore this shift in more depth,
this whitepaper examines how organisations
can move beyond static roles and under used
frameworks to enable genuine talent flow, building
capability faster, improving internal mobility and
strengthening retention.

Most organisations recognise the need for
accessible development pathways and clearer
progression. Yet the lived experience inside
many businesses tells a different story. Career
frameworks often sit unused, fail to create real
movement, or unintentionally restrict opportunity.
Employees want transparency and fairness.

Organisations need agility, critical skills and
succession depth. Both sides are pushing for
change.

With skills shortages set to continue and workforce
participation declining across many sectors, the
move to skills led career pathways is no longer a
strategic aspiration, it is an operational necessity.

This whitepaper explores:

«  Why traditional career frameworks are
no longer fit for purpose

*  How skills led pathways unlock
mobility and capability at pace

+  What effective, credible career
architecture looks like in practice

* How Evaluate (job evaluation) and
Pathfinder (career pathways platform)
provide a scalable, future proof
foundation for talent flow




1. Why Traditional Career
Frameworks No Longer Work

Most organisations have invested in career
frameworks at some point, butfew can demonstrate
meaningful, sustained impact. The reasons are
strikingly consistent.

Legacy frameworks tend to:

* Reinforce hierarchy over development
Progression is tied to organisational layers
rather than capability growth, making
advancement dependent on structure
rather than skills.

* Rely on inconsistent or outdated role
definitions
Roles evolve faster than job descriptions.
Titles often reflect history, not reality.
Evaluate frequently reveals role discrepancies
that undermine fairness, clarity and
organisational alignment.

* Assume linear progression
The ‘ladder’ model persists, despite careers
becoming increasingly ‘swiggly’, particularly
in hybrid, technical and cross trained
environments.

* Prioritise job titles, not skills
Career conversations focus on “the next
job” rather than the skills required to
unlock opportunity.

* Lack visibility and accessibility
Without a platform like Pathfinder,
frameworks remain static documents.
Employees cannot easily see what roles
exist, what's required, or how to move.

The employee experience reflects this
reality. We consistently hear that:

« Progression feels vague or opaque

«  Opportunities are invisible or reserved
for a select few

«  Criteria vary by manager or function

« Career conversations lack evidence,
clarity or fairness

Left unaddressed, these issues drive:

+ Higher attrition as people leave to
grow elsewhere

+ Persistent capability gaps

* Slower internal movement and
reduced organisational agility

+ Increased reliance on external hiring

Traditional frameworks are no longer just outdated,
they actively constrain capability development.

2. The Shift to Skills Led Talent Flow

Leading organisationsarereframingcareersaround
skills, not roles. This shift enables employees to
move across functions, build future capabilities
and progress based on readiness and contribution,
not simply position availability.

A skills led approach unlocks:

* Clear progression
Defined skill expectations at each level enable
consistent, evidence based career discussions.

* Mobility across functions and job families
Employees can see where their skills are
portable; managers can identify adjacent
talent with confidence.

* Faster capability building
Focus shifts to developing critical and
emerging skills aligned to business priorities.

* Fairness and transparency
Objective skill criteria reduce bias and create
equitable access to opportunity.

* Improved retention
Employees see viable futures internally, and
trust that progression is achievable.

This reframes the career conversation.

Instead of asking, “What is your job?". The
focus becomes, “What skills do you have,
what skills can you build, and where can
those take you?”

That shift fundamentally changes how
organisations grow talent.



3. What Effective Career Pathways
Look Like in Practice

To deliver real value, career pathways must feel
credible, visible and connected to the business, not
theoretical diagrams.

1. Real movement, not theory
Effective pathways show:

* Clear routes into critical roles

*  Cross functional transitions based on skill
adjacency

« Lateral and upward movement opportunities

+ Realistic timeframes and development
expectations

2. Skills clarity
Employees and managers can easily understand:

« The skills required at each stage
* The behaviours that demonstrate readiness
*  How development links directly to progression

Pathfinder brings this to life by giving employees a
transparent view of what's needed, and where they
stand.

3. Multiple entry points
Pathways must support:

* Frontline progression
+ Technical and professional growth

+  Management and Leadership development
and growth

+ Lateral moves that broaden capability

4. Integration into people processes
Pathways are most powerful when embedded into:

* Learning and development

+  Performance and capability assessment
*  Succession planning

* Recruitment

Evaluate ensures role clarity and fairness underpin

every pathway.

This is what turns pathways from static
frameworks into lived experiences.




4. Innecto’s Approach to Career Step 4: Build pathway visuals and content

Pathway Design «  Create accessible, intuitive pathway maps
) ) o + Highlight starting points, routes, milestones
Our approach is designed for organisations and skill shifts

that need clarity and pace, not multi year job

architecture programmes. *  Bring pathways to life with real movement

examples

Step 1: Identify business critical skills and roles

*  Where mobility, depth or resilience are Step 5: Integrate into people processes

required + Align pathways with development,

* Analyse talent risk and future capability performance and reward

demand * Ensure coherence across recruitment and
+  Use Evaluate insights to check role complexity succession

and alignment + Use Evaluate to sustain fairness and structure
Step 2: Map real movement opportunities Step 6: Enable through Pathfinder
+ ldentify practical steps employees can take +  Employees gain personalised route visibility

today +  Managers receive guided career conversation
+ Define skill adjacencies and common support

transitions +  HR gains insight into talent flow and capability
+  Test movement patterns using workforce data risk

and manager insight

The result is a repeatable, scalable model that
Step 3: Define skills and progression criteria evolves as skill demands change.

« Translate role expectations into clear, evidence
based criteria

+ Define what ‘good’ and ‘ready’ look like From Career Structure to
* Maintain consistency through Evaluate Career Opportunity

Career pathways are no longer a ‘nice to
have'. They are a strategic necessity.

When designed around skills and enabled
by the right architecture and technology,
they unlock mobility, accelerate capability
building and deliver the transparency
\ - today's workforce expects.

By shifting from static roles to skills
led talent flow, organisations create
workforces that can move, grow and thrive
in an increasingly dynamic environment.

Innecto partners with organisations to turn
career structure into career opportunity,
delivering frameworks and technology
that are clear, equitable and commercially
aligned.




Turning Insight into Action

Many organisations leave webinars inspired, but unsure where to start.

If your organisation is asking: We can explore with you:
* Are our career frameworks actually enabling * Assessing whether your current career
movement? architecture is enabling or constraining talent
+ Do we know where our critical skills gaps really flow
are? + Using Evaluate to establish role clarity,
+  Can employees clearly see how to progress, fairness and a robust foundation
and trust the process? « Bringing skills led career pathways to life

through Pathfinder

Now is the time to move from intent to impact. ) )
Get in touch with Innecto to find out how. And leave you with practical next steps.

Build a smarter job architecture and
make career pathways visible with
Evaluate and Pathfinder, turning
insight into practical action.

Get in touch with our team to see how we
can support you.

hello@innecto.com www.innecto.com
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