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Study Demographics

67%
22%
8%

US/Canada
EMEA
APAC

32 Industries

39 Countries

330 Small, Mid-Size, and 
Large Organizations

34% 30% 36%
Less than 500

employees
501-4,999
employees

5,000+
employees

9%

27%

14% HR/Talent Management Professional                                   

Learning/Leadership Development Professional  

Executive/Senior Leadership

  Total Responses

3% Carribean/South America

12%

16%

Technical/Production Role

HR/Talent Management Head

3%
3%

2%

14%

Non-HR/Individual Contributor

Business Unit Operations Management

Talent Acquisition Head or Professional                    

Head of Learning/Leadership Development

Top 5:                                                          
Technology/Software (11%), 
Manufacturing (10%), 
Education (10%), Consulting (7%), 
Health (6%), Government (6%)
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Overview
Career development is a vitally important journey for 
employees and employers.

For employees, career development defines their work 
identity and income potential, and significantly impacts 
their lifestyles.

For a majority of employers, career development 
impacts employee engagement and retention, and the 
strength of their employee value proposition, according 
to Brandon Hall Group’s 2018 Career Development 
Study. It also drives key talent processes such as learning 
and development, performance management, talent 
management and career pathing. 

Higher talent 
retention

Higher employee 
engagement

Source: 2018 Brandon Hall Group Career Development Study

Stronger employee 
value proposition

Biggest Impact of Employers’ Career Development 
Framework on Business Results

65% 64% 57%

Source: 2018 Brandon Hall Group Career Development Study

Top Talent Processes Driven by Career Development

Learning & Development

Performance Management

Talent Management

Career Pathing

Succession Management

		            86%

		   74%

	    61%

            57%

   45%
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Importance is usually accompanied by complexity, and that is certainly the case with career development. While career 
development is often considered a single subject, it is actually a collection of conditions, strategies and processes that must work 
in harmony to be effective. These include:

•	 A framework that defines and 
describes job roles, job families, 
career levels and career streams.

•	 Clear, flexible and well-
communicated career paths.

•	 Competencies aligned with     
career paths.

•	 Performance management    
aligned with competencies           
and career paths.

•	 Coaching and mentoring.
•	 Enabling technology.
•	 Workforce planning.
•	 High-potential development and 

succession management.

•	 An assessment program.
•	 Rewards and recognition.
•	 A supportive corporate culture that 

embraces diversity and inclusion.
•	 A recruiting and onboarding 

program aligned with all of              
the above.

This, of course, is difficult to achieve. While 70% of organizations have a formal career development framework of some kind, 
many organizations do not use all elements of the framework.

Job/Role
A specific point in a career 
journey, characterized by a 
combination of job-specific 
requirements within a job 
family, career level and    
career stream

Career Levels
These are the hierarchical 
position of jobs within a career 
stream. It describes the major 
changes in job scope and 
responsibilities and should be 
consistent across job families.

Job Families/Sub-families
Major professional areas (i.e., 
Sales, IT, Finance, Operations)

Career Streams
Career types characterized by 
unique responsibilities. They 
typically include Executive, 
Management, Professional, 
Technical, Support.

65% 51%51% 46%

Use of Career Development Framework Elements

Source: 2018 Brandon Hall Group Career Development Study
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Most organizations have only a small percentage of employees with clear, well-communicated career paths: 

Most organizations have the best of intentions for career development and many offer a variety of opportunities for employees 
to grow:

62% of organizations have less than one-fifth 
of employees with clear career paths.

of organizations have more than half of 
employees with clear career paths.9%

66% 52%54% 42% 40%
Cross-functional 
team/project work

Stretch assignmentsSupport formal 
education outside  
the workplace

Job rotations Certifications

But without a complete career framework and well-defined, aligned strategies, it is difficult to create and sustain a career 
development program that consistently drives employee engagement and retention. This tool, developed based on results from 
the 2018 Brandon Hall Group Career Development Study, helps organizations assess the maturity and effectiveness of their 
career development program in comparison to organizations in the research study. Take the self assessment on the following 
pages and then add up your score to see how you are.
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How often do you review your career development framework?Question 1

We don’t have a 
career development 
framework.

We don’t 
regularly review 
our framework

We review our 
framework at 
least once a year

We review our 
framework at 
least twice a year

As often as 
necessary depending 
on business needs

0 1 2 3 4

4

Among organizations that have a career framework, an annual review is most common. Through our 
research, Brandon Hall Group believes that the framework should be reviewed as often as necessary 
to stay aligned with the business. Annual might be fine if there are no significant changes in the 
business, but if there is a strategy change, acquisitions, divestments, layoffs or other significant 
events, the best practice would be to work to adjust the framework as needed.

What the Score Means

Points for Question 1:    o   s

Highest Possible Points
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Which of the following competency types is your career development framework aligned with? 
(Select all that apply)Question 2

There is no competency-
framework alignment 
(because we don’t have 
a framework or there is 
simply no alignment)

Career 
competencies.

Core 
competencies

Function and/
or technical 
competencies

Leadership 
competencies

0 1 1 1 1

4

The research shows that organizations that align career frameworks with competencies get the best 
business results. The more competency types that are aligned with the framework, the better the 
career development process works.

What the Score Means

Points for Question 2:
Cumulative Points:

(Add points from Questions 1,2)

Highest Possible Points
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What level of career coaching does your organization provide? (Select all that apply)Question 3

We provide informal 
career coaching

We provide formal 
career coaching 
that is one-on-one 
in-person

We provide formal 
coaching that is 
virtual either through 
an internal or third-
party provider

We do not provide 
career coaching of 
any kind

We provide live 
formal coaching 
in a group setting

0 1 1 1 1

4

The best approach to career coaching, according to the research, is provide it both formally and 
informally. The data shows the career coaching is vitally important to employee engagement, retention 
and business metrics. So the more an organization can integrate coaching into its career development 
program, the better.

What the Score Means

Highest Possible Points

Points for Question 3:
Cumulative Points:

(Add points from Question 3 to points from Questions 1,2)
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To what extent do you assess employees’ personal and professional goals and match them with career 
opportunities within your organization? (Select the answer that best matches your situation)Question 4

On an ad hoc 
basis as we have 
time or a situation 
presents itself

At least annually 
during the 
performance 
management process

Once or more annually  
in a meeting/
discussion separate 
from the performance 
appraisal process

Never/seldom
On a regular 
basis in coaching 
or continuous 
performance 
development 
conversations

0 1 2 3 4

4

The research shows that career development can improve an organization’s Employee Value Proposition. 
But for that to happen, employees need to fell they have opportunities and that the organization 
is focused their development. So the more communication between organization and employee on 
personal and professional goals the better, so we award the most points here for organizations that 
have these kinds interactions/conversations on a regular basis.

What the Score Means

Highest Possible Points

Points for Question 4:
Cumulative Points:

(Add points from Question 4 to points from Questions 1-3)
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What types of opportunities do you provide for employees to grow in their positions? 
(Select the answer that best matches your situation)Question 5

Job rotations Stretch assignments CertificationsWe don’t offer any 
type of organized 
activities beyond 
their normal work

Cross-functional 
team project work0 1 2 3 4

4

Learning is best when it is contextualized and personalized, so organizations that offer a variety of 
learning opportunities to match employee preferences and various situations get the most points.What the Score Means

Highest Possible Points

Points for Question 5:
Cumulative Points:

(Add points from Question 5 to points from Questions 1-4)
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Do you have an online self-service career site where employees (and external job candidates) can explore 
career paths and development opportunities?Question 6

We have just launched 
one or are about to 
launch one within the 
next 3-6 months.

Yes, but it does not 
get a lot of traffic

Yes, and it has been up 
and running for more than 
1 year and traffic is high

We don’t have such 
a site and have no 
plans for one

0 1 2 3

3

The employer should not be fully responsible for career development. Employees must take ownership 
of their own careers, but to do that they must have tools in place, such as a self-service career site 
where they can explore career paths and learning opportunities. Organizations that have a well-
developed site show a stronger commitment than those that don’t.

Highest Possible Points

What the Score Means

Points for Question 6:
Cumulative Points:

(Add points from Question 6 to points from Questions 1-5)
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Please indicate the elements of a career development framework your organization utilizes. 
(Select all that apply)Question 7

Our research shows that most organizations have some sort of career framework, but only have   
certain elements, not a fully developed framework that includes job/role, job families, career levels                                                                                                                              
and career streams. Organizations with more framework pieces in place have a more mature 
development process.

What the Score Means

Job/role (Specific 
point in a career 
journey with specific 
job requirements)

Job families (Sales, 
IT, Finance, etc.)

Career Levels 
(VP, Director, 
Manager, Individual 
Contributor, etc.)

We do not have a 
career framework

Career streams 
(Executive, 
Management, 
Professional, Techncal, 
Support, etc.)

0 1 1 1 1

4Highest Possible Points

Points for Question 7:
Cumulative Points:

(Add points from Question 7 to points from Questions 1-6)
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What percentage of your current employees do you believe have clear advancement paths and these paths 
have been well-communicated?Question 8

The research showed that even the organizations with the strongest commitment to career 
development only report that 40-50% of their employees had clear and well-communicated career 
paths. That shows that employers have a lot of work to do in this area. We award more points for 
having more employees with clear and well-communicated career paths.

What the Score Means

1-10% 11-20% 21-30%None More than 30%0 1 2 3 4

4Highest Possible Points

Points for Question 8:
Cumulative Points:

(Add points from Question 8 to points from Questions 1-7)
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Does your organization use a technology solution - either as part of a suite or as a point solution - 
to manage career development?Question 9

The research clearly shows that organizations that use a technology solution to manage career 
development get stronger results, both in terms of clear career paths for more employees and 
increased business metrics such as employee engagement and retention. The research shows that 
only 23% of organizations utilize this type of technology.

YesNo 0 1

1Highest Possible Points

What the Score Means

Points for Question 9:
Cumulative Points:

(Add points from Question 9 to points from Questions 1-8)
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Do you have a governance team that actively plans and coordinates career development services, 
including alignment with learning opportunities, performance management, high-potential identification, 
competencies, leadership development, diversity & inclusion, hiring/onboarding, rewards/recognition, 
and/or other talent processes?

Question 10

Career development does not exist in a vacuum. There should be alignment with business 
goals, competencies, learning opportunities. It drives performance management, succession 
management, and more. To effectively manage career development of employees, an organization 
must have some sort of governance structure that involves a diverse array of stakeholders .

YesNo 0 1

1Highest Possible Points

What the Score Means

Points for Question 10:        a
Cumulative Points, Q1-10:        a
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BRANDON HALL GROUP CAREER DEVELOPMENT MATURITY SCALE

Lagging. No strategy around career development. Few, if any, tools in place for employees 
to understand their career opportunities and develop their skills. Low employee 
engagement and retention is likely.

Emerging. Has some programs in place to help employees understand career opportunities 
and develop their skills, but mostly on an ad hoc basis.

Developing. Has developed a career development strategy, has a career framework in place 
and is working toward a fully developed program that includes clear development paths for 
employees and tools to help them reach their goals.

Leading. A fully formulated career development strategy, aligned with business goals, 
in which a larger than average percentage of employees have clear career and well-
communicated career paths aligned with competencies and tailored learning opportunities. 
Some sort of career coaching program is established.

0-12 points

22 to 27 points

13-21 points

28 to 33 points
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Brandon Hall Group is a HCM research and advisory services firm that provides insights around key performance areas, 
including Learning and Development, Talent Management, Leadership Development, Talent Acquisition, and HR/Workforce 
Management.
With more than 10,000 clients globally and almost 25 years of delivering world-class research and advisory services, Brandon 
Hall Group is focused on developing research that drives performance in emerging and large organizations, and provides 
strategic insights for executives and practitioners responsible for growth and business results. 

About Brandon Hall Group

Claude Werder (claude.werder@brandonhall.com) wrote this report. He is the Vice President of 
Research Operations and Principal HCM Analyst at Brandon Hall Group. His responsibilities include 
overseeing Brandon Hall Group’s team of analysts, directing research priorities, content quality                                       
assurance, and producing the annual HCM Excellence Conference. He also leads the Talent Management 
practice and specializes in competency and career development, performance management and 
leadership development.

Richard Pachter (richard.pachter@brandonhall.com) edited this report. He is the Content Manager 
at Brandon Hall Group and is responsible for editing all types of content related to research. He has 
experience as a journalist, copywriter, editor, marketer, blogger, and social media marketing manager. He 
also served as the business books columnist for the Miami Herald for more than a decade.

Emma Bui (emma.bui@brandonhall.com) is the Graphic Design Associate at Brandon Hall Group and 
created the graphics and layout for this report.

Authors and Contributors
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Our Services
GET HELP TO DRIVE RESULTS FOR YOUR TALENT
In today’s volatile and global business climate, managing talent for high-performance plays an increasingly crucial role in an organization’s growth and 
future success. Effective talent management is a top priority in organizations everywhere because, while organizations recognize the need to obtain 
and retain people with the very best skills, they continue to struggle to implement effective strategies to do so. HR and Learning professionals need 
to be able to successfully define organizational talents needs and skills, identify talent strengths and career goals, and align organizational needs to 
individual needs. Rethink your strategy, validate your assumptions, transform your business, and optimize your time with the use of reliable data, 
tools, and guidance.

PLAN ATTRACT DEVELOP PERFORM RETAIN OPTIMIZE

GET HELP WITH YOUR HR SERVICES MANAGEMENT & DELIVERY

As described in the employee lifecycle, processes are linked to employee transactional processes (e.g., compensation, benefits, compliance, contin-
gent workforce management, etc.) via workforce planning and analytics.

•	 Policies/Process/Procedure 

•	 Payroll

•	 Expense Management

•	 Benefits & Compensation

•	 Contingent Workforce Management

•	 Compliance

•	 Time & Labor Management

Subscribe To Our Interactive Data-Benchmarking Tool: DataNow®
All the data from our studies is available by subscription to DataNow®. DataNow® is Brandon Hall Group’s interactive data-benchmarking tool. Orga-
nizations use it to make data-based decisions, find leading practices, benchmark, and more. You can also filter the data by company size, revenues, 
and industry segments to give you a fully customized view. Learn more about DataNow®.

http://datanow.brandonhall.com/
http://datanow.brandonhall.com/
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Our Services (Continued)
GET CONSULTING HELP WITH...

•	 Strategy and Planning

•	 Governance & Business Alignment

•	 Executive Management

•	 Team Development

•	 Measurement & Analytics

•	 Program Design & Deployment

•	 Technology Selection, Manage-
ment & Integration

Membership Offers Tailored Support
At the core of our offerings is a Membership Program that combines research, benchmarking and unlimited access to data and analysts. The 
Membership Program offers insights and best practices to enable executives and practitioners to make the right decisions about people, processes, 
and systems, coalesced with analyst advisory services which aim to put the research into action in a way that is practical and efficient. Membership 
also provides you direct access to our seasoned team of thought leaders dedicated to your success, backed by a rich member community, and proac-
tive support from our client services team.

RESEARCH ACCESS & EVENTS
•	 Reports 
•	 Case Studies, Frameworks & Tools
•	 DataNow® & TotalTech®
•	 Webinars and Research Spotlights
•	 Annual HCM Conference

ADVISORY SUPPORT
•	 Ask the Expert
•	 1 on 1 Consultations
•	 Research Briefings
•	 Benchmarking

CLIENT SUCCESS PLAN
•	 Your Priorities
•	 Executive Sponsor
•	 Client Associate
•	 Monthly Meetings

•	 Organizational Structure

•	 Measurement & Analytics

•	 Change Management

•	 Budgeting & Forecasting

CLICK HERE TO LEARN MORE

http://BrandonHall.com

