
Beyond Pay Rises
Leveraging Career Pathways 
to Retain Talent and Maximise 
Reward ROI

Presented by

Justine Woolf
Director of Consulting



Rising Costs & 
Pay Pressure
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It’s not easy being an HR and 
Reward professional in 2025
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Reducing pay increases

Tension over salary costs

Source: Payscale 2025 Compensation Best Practices Report

Hiring less experienced talent

Unsure

Reducing salary offers to new hires

Targeting a lower percentile

Slotting jobs at lower levels

Reducing benefits

Lowering pay for current employees

Cancelling pay increases

Other
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15%

15%

14%

12%

10%

9%

7%

6%

4%

In response to economic or labour market conditions, is there a strategy at your organisation to decrease spend following?



• Pay increases are 

costly and short-lived.

• Employees seek 

growth, purpose,

and progression.

Sources: Adp research
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Employee Priorities

Of employees believe that 

learning adds purpose to 

their work (CIPD)

84%



Generational Impact

Sources: LinkedIn, Deliotte

44% 45%

41% 40%

Gen Z Millennials

Percentage of responders who rejected a potential 

employer based on their personal ethics/beliefs

Percentage of responders who left a job because it 

lacked purpose

How purpose impacts career decisions

Gen Z Millennials

Gen Z values learning for career progress

Percentage of Gen Z who agreed that “Through learning, 

I can explore potential career paths at my company” 

compared to other generations

Gen Z

Millennials, Gen X, Baby Boomers

+16 percentage points

“Career growth to me used to be climbing the ladder higher and 

higher. Not only just for the title, but also the prestige and the 

higher pay. I think career growth now means really making sure 

that I am always learning and always have more opportunities 

in my career, but also making sure that I am still passionate about 

the work that I do.” Millennial, female (Deloitte)



Sources: Adp research / ICMS

We need to focus more 
on career growth

2024 Reasons for Leaving

Career

18.9%

Health & 

Family

12.4%

Work-Life 

Balance

11.9%

Management

9.7%

Relocation

8.4%

Total 

Rewards

8.2%

Job

8.0%

Retirement

7.4%

Environment

7.0%

Involuntary

6.6%

Other

1.1%

I have quit my job because…

there was a lack of career progression opportunities

I wasn’t offered opportunities to future-proof my skills

26% 2024

202531%

2024

2025

16%

23%



Sources: LinkedIn

There is a sound business 
rationale too It is 2.5x more expensive to hire 

a new employee than to reskill a 

current one

Employees at companies with high 

rates of internal mobility stay 60% 

longer than those at companies 

with low rates of internal mobility

87% of talent development pros 

say they can show business value 

by helping employees gain skills to 

move into different internal roles

2.5x

60%

87%



Source: Fuel50, Linked in 

Internal mobility needs 
new focus

of organisations have internal 

mobility programmes

33%

employees has strong 
confidence in their ability 
to make an internal move

Only1 in 5

of turnover in 2024 was 
preventable

63%

struggle with retaining key talent 
because they can’t see the critical 
skills people possess until those 
skills walk out of the door

70%



Challenge Impact on Employees

Lack of transparency Uncertainty about promotion criteria

Infrequent feedback Poor understanding of growth opportunities

Managerial overload Limited career conversations

No internal mobility structure Stagnation and disengagement

Bias in promotion networks Inequity and missed opportunities

Age-related development gaps Career fog for mid- and late-career workers

Career paths are elusive to most employees



Often exacerbated by remote working
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Feeling 
disengaged

11%

More 
productive

17%

Struggle with 
communication

14% Improved work-
life balance

15%

Decreases long-
term motivation

12%
Feeling lonely

15%
Feel less 

recognised

16%

Motivation in remote work settings



Career Levels
• Hierarchical 

stages (e.g., Entry, 
Mid, Senior, Lead, 
Executive)

Job Families
• Groupings of 

related roles (e.g., 
Marketing, 
Finance, 
Engineering)

Role Profiles
• Clear descriptions 

of each role

Competency & 
skills

Behavioural and 
technical skills 
required at each 
level

Start with the building blocks

Transparent career progression framework needs

• Clear roles, levels and expectation

• Defined competencies and skills

• Visibility into promotion criteria and timelines



Building blocks 
need to change 
shape 



Analogue mapping



Dynamic mapping



Moving from static 
to fluid structures

More than 4 out of 5 executives agree 

that work today is increasingly 

performed across functional boundaries

81%

More than 2 out of 3 workers 

perform work outside the 

scope of their job descriptions

71%

Source: Deloitte



Source: Gloat

Modern architectures focus on skills not jobs

More likely to place 

talent effectively107%

98%

49%

More likely to retain 

high performers

More likely to improve 

processes to 

maximise efficiency

of assignments are 

cross-functional

70%

Over 650,000 unlocked 
hours and 41% improvement 

in overall productivity

41%

Skills-based organisations are:

Unilever developed a 

future-fit workforce
of organisations acknowledge 

they’re eager to experiment 

with skills-based work

98%



AI Impact

Employees are more ready for the change than their leaders imagine

More employees are 

using AI for a third or 

more of their work than 

their leaders imagine;

More than 70% of all 

employees believe that 

within 2 years, gen AI will 

change 30% or more of 

their work.

3x
More likely for millennials 

to report extensive 

familiarity with gen AI 

tools than peers in other 

age groups;

They are also 1.2x more 

likely to expect workflows 

to change within a year.

1.4x

Source: McKinsey



“last mile” of truly connecting 
with workers in ways that move 
them most toward positive 
outcomes, organisations should 
tap into motivation at the unit of 
one: the individual worker as a 
unique human being.

We are just at 
the start of 
the journey of 
customisation



Skill passports Cross organisational boundaries 

New talent mobility options



Think evolution not revolution

Whilst nearly 90% of 
executives agree that 
skills are becoming more 
important for the way 
organisations define
work, only about one in 
five companies are truly 
adopting skills-based 
approaches to a 
significant extent

Limited lateral 
moves

Cross-functional 
career pathing

Career 
experience

Talent 
marketplace / 

platform

Certification skills 
aligned to JD Skills linked to 

roles Skills framework
Skills clusters

Jobs
(task focus)

Roles 
(accountability 

focus) Roles 
skills aligned)

Assignment

Grading Broad bands
Career levels

Flat structure

Traditional Evolving Leading Future focused

The shape 

of work

Career 

proposition 

flexibility

Shifting to 

more flexible 

ways of 

connecting 

talent to work

Increasing 

focus on 

personalisation

Skills-powered 

talent practices 

continuum

Source: Mercer



Recruitment 

• Relax hiring requirements 
and consider skills & 
capability

Role review

• Deconstruct jobs into work 
to be done 

Tech enabled

• Using tech to create 
visibility of skills and roles 

Evolutionary steps



The career
SatNav that makes 
progress visible

Introducing: 
Pathfinder



Transparent 
Progression Criteria

Empower Managers 
and Employees

Invest in Learning 
and Upskilling

Recognise and 
Celebrate Non-Linear 

Moves

Equity &
Fairness

Monitor, Iterate, and 
Improve

Embedding career pathways



• Start measuring now to build your business case

Retention rate

  Time to fill

  Employee engagement scores

  Cost per hire

  Time to productivity

ROI metrics



Key takeaways

• Career pathways retain talent beyond pay

• Transparency and agility are key

• Non-linear progression unlocks are key

• Reward leaders must champion mobility



www.innecto.com

+44 (0)20 3457 0894

Justine.woolf@innecto.com

Innecto Reward Consulting
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