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Abstract
The human desire for growth can be clearly seen in the realm 
of career prospects in organizations. People want to be giv-
en greater opportunities with the potential to advance with-
in a firm which is much appreciated by both prospective and 
the current workforce. The top talent may be found internally, 
but if the organization lacks cross-functional visibility, these tal-
ents may go unrecognized. Shifting from vertical to an aspira-
tion-based growth mindset becomes critical for creating aspi-
ration-based talent mobility. Sometimes people may be more 
concerned about titles and designations as compared to the 
roles and job descriptions. This study examines the role of ca-
reer conversations in creating cross-functional mobility of talent 
based on their aspirations in Covid-19. The objective of such 
conversations is to carve a path beyond just hiring or promo-
tion. It becomes important in the light of lack of career growth, 
attrition and engagement in the organizations, while aligning 
organizational goals with employee career goals. This study will 
be valuable to the managers, coaches and mentors, as well as 
policymakers in the organizations.
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1. Introduction
Employee dissatisfaction and attrition continue to 

be increased by a lack of career development. Disen-
gagement and turnover are costly and generally avoid-
able, and HR experts are usually in charge of their 
businesses’ career-development plans Managers are 
often held responsible for each of their direct subor-
dinates’ evaluations in most businesses [1]. The more 
direct reports they have, the more difficult it is for 
them to keep track of the scheduling, documentation, 
and meetings necessary to complete the evaluations. 
At times a manager may not adhere to the company 
guidelines and hamper the review process leading to 
poor development plans for employees causing de-
motivation and disengagement of the employee [2]. 
Development plans are created in many organiza-
tions that are not followed up properly either by the 
employee or the manager. The employees should be 
made aware of their career development which will 
help them keep better track of it. This results in cre-
ating a sense of ownership in the employees for their 
career development and holding them accountable for 
following up on their development plan.

Organizations need high performing and high 
potential employees to keep up productivity and to 
maintain a strategic competitive advantage in the 
market. Employees with high potential are the best 
performers in their existing roles and have the ability 
to advance to higher positions with more demanding 
tasks [3]. Most businesses prefer to promote from the 
inside through succession planning, which allows in-
house talented employees to advance up the manage-
ment ladder [4]. Without succession planning or the 
identification of high-potential workers, the organiza-
tion may face a leadership deficit in the near future 
[5]. High performing and high potential employees 
tend to move to other companies if they feel that the 
organization is not invested enough in developing 
their career. Employees expect more than just high 
compensation from the organization. It is common 
for people to not only change their job or role but 
also their career two to three times if they do not see 
any growth potential. Given the significant tenden-
cy for younger generations to quit businesses that do 
not give career opportunities, it is critical to identify 
high-potential individuals and provide a well-defined 
development plan.
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The development of people and organization-
al talents is aided by talent mobility. It facilitates the 
retention of top talent and essential skills, as well as 
motivating performance through improved career op-
portunities and growth. It enhances knowledge growth 
and transfer within the workforce, assists in attracting 
top talent and those with key skills, and streamlines 
operations by ensuring that the appropriate personnel 
are in the right place at the right time [6]. Gen Z likes 
to spend their professional lives in many companies 
and positions in order to improve themselves, which 
is referred to as a boundless career [7]. Gen Z seeks 
to advance in their careers inside a single company. 
As a result, Gen Z’s view of limitless career opportu-
nities is to advance laterally throughout the business 
by exploring different jobs across the Organization. 
They would want to explore career growth opportu-
nities in the organization based on their aspirations 
[8]. Organizations may not always be able to fulfil the 
vertical growth needs of the talent especially the ones 
with a flat structure. This is where horizontal and as-
piration-based talent mobility can help create career 
growth for employees in the organization.

The research paper explains how a career conver-
sation can be used to provide a career development 
path within the organizations and increasing the 
cross-functional talent mobility based on the aspira-
tions of the employees. The paper talks about how can 
a career conversation increase employee engagement, 
retention of key talent and workplace satisfaction also 
why do conversations are not impactful and how to 
have an impactful career conversation to bring out the 
desired outcomes. The paper gives a view from an in-
dustry perspective as to what organizations are doing 
in terms of having good career conversations.

2. Literature Review
A. Growth Mindset
In recent years, a few forward-thinking business-

es have realized that the human mind plays a critical 
role in the success of change management initiatives. 
A growth mindset can be integrated into many tal-
ent management processes from on boarding of new 
employees through performance management to the 
identification and development of high-potential em-
ployees. A research was conducted where 20 organi-
zations were interviewed globally. People who believe 
in a growth mentality have distinct brain activity pat-
terns than those who believe in a fixed mindset when 

they get negative performance assessment, according 
to research. A recent study also found that people who 
believe and practice a growth mindset strongly are less 
disengaged from their career goals, have an increased 
level of confidence, are more accepting of feedback 
and prefer to have challenging objectives or goals. A 
growth mindset is beneficial for improving operation-
al excellence, enabling lean management, and foster-
ing a more inventive culture within a multinational 
company.38% of companies believe that the main 
driver behind a growth mindset is digital transforma-
tion. There are several reasons why companies adopt a 
growth mindset [9]. They include enhancing employ-
ees’ ability to adapt to change, fostering a belief in con-
tinuous learning and growth, creating an atmosphere 
that encourages risk-taking and learning from failure, 
and promoting higher levels of cooperation. The re-
search found that in an organization with a growth 
mindset 90% of feedback discussions are thought to 
be more helpful. Managers’ ability to listen and assist 
development has grown by 10%. Research in anoth-
er organization that adopted a growth mindset to be-
come more agile and increase innovations found that 
85% of employees are using a growth mindset in their 
day-to-day jobs and seek feedback from peers. While 
in another organization the employee engagement in-
creased by 22% as 88% of the people felt a sense of 
belonging in the organization. Another research in a 
different organization found that 93% of the people 
believed that feedback helped to increase their per-
formance, Quality conversations boost employee per-
formance, according to 88% of employees and 97% of 
managers and an increase in 14% employee engage-
ment in one year after adopting a growth mindset. A 
growth mindset helped to build a culture of feedback 
innovation and learning [10].

B. GROW Model
GROW model is considered to be the most reli-

able coaching model. The GROW approach divides a 
coaching session into four parts: goals, reality, options, 
and way forward. GROW model can enable the manag-
er to communicate better and develop an understand-
ing of the career development needs of an employee. It 
starts by setting the goal then understanding the reality 
in terms of performance, feedback, knowledge, skills 
and abilities of the employee is in their current role. 
After having clarity on the details, it moves to explore 
what option the employee has based on his current level 
or what can be developed in the short term. Ultimate-
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ly, based on the 3 parts the way forward or the plan is 
charted out for the employee for career development. 
Managers can use the GROW model questionnaire for 
a career conversation for example question on goal set-
ting: what are your short-term goals? reality: what are 
your performance roadblocks in career development? 
options: what opportunities would you like to explore 
for a change? The way forward: what support would 
you require in achieving your career development 
goals? This will enable managers to get the perspective 
of the team member and chart out an optimal career 
development path for them [11].

C. Career Conversations
In research conducted it was found that 89 % of 

employees feel they are or should be in charge of their 
career progression while 2/3 believed that career con-
versations drove their performance. Career conver-
sations help employees to develop skills for current 
roles and future roles. Companies that incorporate the 
Career Conversation approach into their culture will 
enjoy the benefits as well. Employee engagement will 
rise, resulting in improved personal and organization-
al success. Productivity is expected to grow. It will be 
easier to retain high potential and high-performance 
employees. Employees will be more enabled to explore 
opportunities in other sectors of the company, result-
ing in a more agile workforce and a stronger com-
petitive advantage. In a self-managed career, career 
conversations become the core. The main reason why 
career conversations fail is that managers fear that Ca-
reer Conversations will lead to unrealistic expectations 
that they will be unable to meet, the majority of man-
agers have never received training to help their people 
advance in their careers, most people don’t realize how 
important it is to have these discussions because of the 
cost-benefit analysis. Only 16% of employees say that 
they have an ongoing career conversation with their 
managers [12].

The first essential step an organization can take to 
demonstrate the significance they have on advancing 
its people’ careers is to invest time in understand-
ing their career ambitions and how they match with 
broader business objectives. A good career conversa-
tion should have the following characteristics:
• Discuss long-term objectives and how they con-

nect in a valuable career dialogue in line with the 
company’s goals

• Figure out what your employees like and don’t like 
in regards to their current position

• Identify any actual or imaginary roadblocks to the 
advancement of your career

• Look for possibilities that they believe will benefit 
them to grow

• Advise them on any further experience or knowl-
edge they may have. They may need to learn cer-
tain abilities to help with their objectives

• Inform them about the entire range of options 
available to them. Aside from that, there are devel-
opment options accessible to transfer to the next 
level

• Encourage them to take responsibility for their ac-
tion’s growth of a career [13].

3. Research methodology
A qualitative study was conducted to gather data 

for the research. The fundamental characteristic of 
qualitative research is that it is rarely measurable or 
quantifiable; yet, it has the benefit of providing a com-
prehensive description and analysis of a topic of in-
terest without restricting the scope of the study or the 
quality of participant answers. Qualitative data is rich-
er, takes longer to collect, and is less generalizable [14].

In-depth interviews were employed in this study. 
In-depth interviews are informal, unstructured con-
versations to elicit information. The outcomes of the 
in-depth interviews helped to understand the pain 
areas, mindset, challenges and roadblocks that em-
ployees faced from an employee, HR and manager 
perspective. In-depth interviews with internal stake-
holders such as employees, Human Resource Business 
Partners and people managers were conducted. Inter-
nal stakeholders consisted of employees from level 2 
to level 4 with level 1 being the highest and level 5 the 
lowest considering the organization’s structure was 
flat. The experience of the internal stakeholders ranged 
from 2 months to more than 20 years. The sample was 
a blend of Human Resource Business Partners, people 
managers and employees considered to be high poten-
tial employees within the organization. The platform 
used to conduct the interviews was Microsoft teams 
and phone calls. The interviews ranged from a dura-
tion of 30 minutes to 90 minutes. 

To arrange an interview and acquire their per-
spective, I reached out to external businesses using 
social media networks like LinkedIn. To gain an in-
dustry-wide perspective, I connected with Human Re-
source experts and workers from different businesses. 
It helped to understand the pain areas with regards to 
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the career growth of their employees from an employ-
ee, HR and manager perspective and how other orga-
nizations use career conversations and development 
dialogue to create a career path for employees and 
engaging them. Out of the 12 different firms reached 
some of them are serving as industry benchmarks in 
terms of human resource procedures. The people in-
terviewed were a mix of Human Resource profession-
als and employees or managers. The experience of the 
people interviewed ranged from 2 years to 4 years for 
the human resource professionals and 2 years to more 
than 10 years for employees or managers. The plat-
form used to conduct the interviews was Google meet 
and phone calls. The interviews lasted between 30 and 
90 minutes.

4. Results and findings
A. Findings from Internal Stakeholder Interviews 
a) Key Insights:

• Visibility of the cross-functional opportunities 
in the organization.

• Not knowing the skills required to move to the 
aspired role.

• Lack of cross-functional movement of talent.
• Absence continuous development dialogue 

between employees & managers and People 
manager’s ability to have good development di-
alogues

• Self-Learning & upskilling opportunities and 
Awareness of the existing learning offerings in 
the organization. 

• Attrition due to limited career growth and 
Clogging & Stagnation at the mid-management 
level.

b) Cross-functional opportunities in the organization 
visibility.
Visibility of opportunities within an organization 

plays an important role in talent mobility especial-
ly depending on the organizational structure. Creat-
ing a high level of visibility becomes a challenge for 
the organization. In an interview with the HRBP of a 
global organization they said that “People do not have 
the visibility on the opportunities in the organization 
it is because of a static portal, IJPs are not communi-
cated or people get too busy with their routine hence 
miss out on them” If different business units within 
an organization operate as an island, then it limits the 
visibility an employee would have on opportunities to 
develop his/her career in other functions. In an inter-

view with the HR professional of an organization, they 
said that “Breakdown of knowledge silos is important 
to increase awareness and communication of various 
opportunities and create visibility of cross-functional 
project happening in different functions”. Organiza-
tions attempt to create talent mobility by creating ca-
reer paths and succession plans that are visible, break-
ing down knowledge silos between various functions 
in the organization, enabling knowledge transfer be-
tween teams and functions, learning and development 
programs, etc.
c) Not knowing the skills required to move to the as-

pired role.
Employees usually do not what knowledge, skills 

and abilities are needed for the role they want to move 
to in the short term. They are unaware of the com-
petencies of the target role and hence do not able to 
develop them unless told by the manager or training is 
conducted for them. In an interview with the HRBP of 
a global organization, they said that “Even if employ-
ees know which role, they want to move to next but 
they do not know what they need to do if they want to 
get into it. They are unaware of the competencies re-
quired for that particular role” If they are aware of the 
competencies and competency level of the role, they 
aspire for they can acquire the necessary competencies 
over the next couple of months or 2 to 3 years. This 
will make them better prepared to take on the aspired 
role as and when the internal job posting is available.
d) Lack of cross-functional movement of talent.

New cross-functional opportunities get created in 
many organizations weekly or are posted monthly. 
Opportunities to work on a short-term project or the 
desired function are often missed by employee’s lack 
of awareness and visibility on them. It may happen be-
cause the organization has a very static talent market-
place or poor communication of the opportunities as 
a result cross-functional movement is low.
e) Absence continuous development dialogue be-

tween employees & managers and People manag-
er’s ability to have good development dialogues
Career Conversations are also known as develop-

ment dialogue that takes place between a manager and 
his team members. If they don’t happen that frequent-
ly, are treated as a tick box activity or happen only 
during the annual appraisal cycle the desired impact is 
not created. The quality and effectiveness of such di-
alogue depend on the people managers ability to have 
the development conversation with the team mem-
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bers. In an interview with the Head of talent manage-
ment of a global organization, they said that “People 
managers sometimes lack the people skills required 
for a conversation and feel that they are not capable of 
having it and avoid doing it so it gets treated as a check 
box activity. Even if the conversation does happen 
there is nothing done after it, they are not followed up”. 
Good quality conversation can lead to an increase in 
employee engagement which in turn will improve ca-
reer growth by creating cross-functional talent mobil-
ity. Such conversations can help provide the visibility 
of opportunities as well as the skills and competencies 
required to be developed by the employee for the op-
portunities, he/she aspires to develop their career in
f) Self-Learning & up skilling opportunities and 

Awareness of the existing learning offerings in the 
organization.
A Learning Management System (LMS) is a piece 

of software that allows businesses to create, deliver, 
and track training to employees. It is used by compa-
nies to provide training to the employees on various 
skills required to perform the job effectively. Most 
organizations benchmarked for the research had a 
good learning management system in place. A learn-
ing management system provides talent with the skills 
that they need to do their current job effectively and 
build skills and competencies for their aspired role as 
well. It helps people to track their learning and devel-
opment and helps them stay updated with the latest 
skills in the market and techniques as well as plan their 
career development for the aspired role. It also creates 
a sense of ownership of the career development in em-
ployees and makes them responsible for their career 
growth rather than holding the manager accountable 
completely for the career development of their team 
members.
g) Attrition due to limited career growth and Clog-

ging & Stagnation at the mid-management level.
In an interview with the HRBP of a global organi-

zation that had a flat structure, they said that “There is 
clogging and stagnation at the mid-management level 
as availability of vertical positions is less and can’t be 
given to everyone”. An organization where the struc-
ture is flat and less hierarchical vertical growth for 
high potential and high performing employees every 
time may not be possible. This leads to many people 
wanting career growth in terms of their designation at 
the same time and leading to clogging and stagnation 
especially at the mid-management level. In such cases, 

horizontal and diagonal movement of talent is import-
ant in developing careers and getting new experiences 
in various other functions within an organization. Di-
agonal movements enable employees to develop their 
careers and get a sense of growth while learning new 
things on the job. If movement is not happening in 
terms of their role and not just designation, then this 
may lead to employees being demoralized and disen-
gaged and they may look for opportunities outside the 
organization which may lead to attrition due to lack of 
opportunities for career growth.
h) The mindset is that career growth is only vertical.

In interviews with organizations that had a global 
presence provided insights that diagonal movement 
of talent is prevalent in global cultures as people are 
not too fond of designation and would want to devel-
op their career in areas where they have an interest or 
aspire for even if that meant moving diagonally down-
wards in the hierarchy. People in India, on the other 
hand, would choose a higher classification and to ad-
vance up the ladder rather than to a function that they 
aspire to. This mindset poses a challenge when orga-
nizations aim to create more internal talent mobility. 
It is especially challenging for organizations with a flat 
structure where the higher designations are less but 
have a greater number of available opportunities in 
other functions. Organizations try to create a growth 
mindset by having various sessions and talks on it 
which facilitates and encourages employees to obtain 
a diverse set of experiences by exploring opportunities 
in different functions in the organization. Leadership 
is heavily involved while trying to create the mindset 
shift and integrating it with organizational values and 
culture.

B. Findings from External organisation bench-
marking interviews

a) Key Insights:
• Sessions on Growth Mindset
• Providing continuous feedback 
• Mentoring & providing continuous feedback 
• Quarterly IDP progress tracking & follow up 

conversations
• Upskilling / Trending Skills workshop and Ex-

posure to diverse Skills via job rotation & job 
enhancement

b) Sessions on Growth Mindset
Organizations have realized the potential of a 

growth mindset and are conducting more sessions 
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on growth mindset more in recent times. In an inter-
view with the lead talent management of benchmark 
organizations known for their HR practices globally, 
they said “We conduct multiple sessions on growth 
mindset for managers and employees to have a better 
development dialogue”. Organizations are trying to in-
tegrate it more and more into their culture. It creates 
a culture of self-development, continuous learning 
and feedback, growing beyond one’s current capabil-
ities. A growth mindset helps to make people more 
open to trying out new experiences and moving out 
of their comfort zones. Moving out of comfort zones 
is risk-taking, a growth mindset makes people feel 
more comfortable in taking risks while exploring new 
opportunities. This motivates employees to move to a 
cross-functional role in turn creating talent mobility 
across various functions. It empowers people to take 
ownership and control of their career development. 
It not only creates cross-functional mobility but also 
increases employee engagement and increases work-
place satisfaction. It develops a culture of learning 
and employees feel that they have new opportunities 
to build new skills and capabilities at their current or-
ganization. A growth mindset improves the quality of 
career conversations or coaching conversations as it 
makes employees more open to feedback. Employees 
would proactively seek feedback and not just limit it to 
the feedback given during the performance appraisal. 
It changes their perspective on feedbacks which im-
proves their job performance at well. It develops a cul-
ture of feedback in an organization.
c) Mentoring & Providing Continuous Feedback

Many organizations would have a full-fledged men-
toring program in place. In an interview with an HR 
professional, they said “We have mentorship programs 
in place so that people have someone to reach out to if 
they face any roadblocks in their career development 
and it also helps in breaking down of knowledge silos”. 
In another interview with another organization, they 
said “We have a volunteer mentorship program wherein 
a ready list of people is sent to all employees with whom 
they can connect” Mentors are assigned to employees 
who would guide them in developing their careers to-
wards the role they aspire for in the short term and at 
the same time provide open, honest and constructive 
feedback. When dealing with such comments, having a 
growth attitude might help you make a big difference. 
Usually, in most organizations, mentors are people with 
more years of experience or at a higher level in the hi-

erarchy. The mentor can also be a person from another 
function or business unit in which the employees as-
pire to plan and develop his career. Mentors provide 
the perspective and visibility to various opportunities 
in a particular function and what one must develop in 
terms of knowledge, skills and abilities to reach their 
aspired role. While doing so they also give continuous 
corrective feedback to the employees. Behavioral feed-
back can enable one to develop the behavioral compe-
tencies required for the cross-functional role. Mentor-
ing programs ease the journey of employees in moving 
to a cross-functional role and also mentors guide and 
navigate through performance roadblocks, challenges 
faced during the career development journey.
d) Quarterly IDP Progress Tracking & Follow up con-

versations
The process of talent management in many orga-

nizations consists of the creation of an individual de-
velopment plan created for employees. These plans are 
aligned with what the employees want and what the 
organizational goals are taking into account many oth-
er factors such as feedbacks and performance reports, 
etc. In some cases, in different organizations, individ-
ual development plans are created during the annual 
appraisal cycle or various reviews like a performance 
review wherein the manager and the team member 
would have a one-to-one meeting for creating the in-
dividual development plan. In an interview, it was said 
that “We track quarterly progress of IDPs on our inter-
nal portal which is updated by the employee on their 
progress made so far and is reviewed by their man-
agers also we encourage managers to have quarterly 
development dialogues with their team members if 
necessary”. After the creation of the individual devel-
opment plan tracking and following up poses a chal-
lenge for the manager as well as the employee in turn 
reducing the impact of such plans. With the tracking 
and follow up becoming digital in some organizations 
it has become easier but is yet considered to be a chal-
lenge. Organizations attempt to mitigate it by having 
frequent checkpoint conversations and feedbacks. The 
frequency can be quarterly, semi-annually or annual-
ly or depending upon the manager and the employee 
they are scheduled at their own pace and convenience. 
These follow-up checkpoints act as a course correc-
tion to the development path. Such follow-up initia-
tives keep the employee engaged and motivated in 
developing their career in the aspired path as charted 
out during the development conversation. This also 
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creates a feeling in employees that the organization is 
interested in developing his/her career.
e) Upskilling / Trending Skills Workshop And Expo-

sure To Diverse Skills Via Job Rotation & Job En-
hancement
Over the last several years, upskilling has grown in-

creasingly important. There are several reasons for this, 
the most important of which is the widening skills gap 
that many businesses are experiencing. Learning and 
development interventions play an important role in 
career development for an employee. They help build 
and develop the necessary existing knowledge, skills 
and abilities required for the aspired role as well as ac-
quire new knowledge, skills and abilities needed for the 
aspired role. They help to fill the gap between various 
competencies and also enable the development of new-
er competencies required for the aspired role. From an 
organizational perspective, Organizations conduct var-
ious training, workshops, seminars, conferences, etc., 
to upskill employees and keep up with the skills trend-
ing in the market. Mentorship programs also enable ac-
quiring these knowledge, skills and abilities. Many or-
ganizations use job rotation as a strategy for increasing 
employee engagement and learning. Some organiza-
tions have a mandatory job rotation for employees after 
every 2 years. In an interview with the lead talent man-
agement of an organization, they said that “Employees 
are given mandatory job rotation after every 2 years in a 
different function. We also keep conducting workshops 
on trending skills very frequently”. Job rotation pro-
vides a different experience and challenges employees, 
resulting in higher satisfaction and decreased employee 
attrition. It allows employees to try out various func-
tions in the organization and see what interests them 
and if it does not work out for them, they can plan their 
career development in another function accordingly in 
discussion with their managers during career conver-
sations. This also creates a sense of ownership in career 
development as employees get to explore and choose 
their careers aligning with their interests
C. Effective Career Conversations

In order to have an effective career conversation 
there are 2 parts to it which are as follows:
1) Preparation for the career conversation
2) Follow-up post the career conversation

1) Preparation for career conversation
The preparation for a good, effective and impact-

ful career conversation needs to happen from 3 key 

touchpoints they are the people managers who would 
be having the career conversation with their team 
members, the employees or the team members and the 
human resources department who would be facilitat-
ing the career conversation. During the in-depth in-
terviews that were conducted with the people manag-
ers and human resources professionals, they asked the 
question what would they require to have an effective 
career conversation with their team members?
• People managers responded to the question by 

providing a list of documents about the employee 
before the career conversation they are as follows: 

• Career CV of the employee which would include 
details such as education, certifications and past 
experiences, etc.

• Personality assessments, leadership style (option-
al). and emotional intelligence assessments (op-
tional).

• Past performance reports up to 2 years.
• Internal feedback reports such as 90, 180,360 feed-

back reports or any other report specific to the or-
ganization.
The response of human resource managers to the 

above question was as follows:
• Training or session for people manager to prepare 

them for a career conversation.
• Self-awareness assessment for employees.
• Competency gap analysis concerning the aspired 

role.
• Goal-setting exercises.

Many organizations provide training on how to 
have a development dialogue, provide constructive 
feedback, etc., to people managers. A training session 
on this conducted internally or by an external vendor 
can greatly improve the quality of the career conversa-
tion. A session on the widely used model for a career 
conversation i.e., the GROW model can be conducted 
before the career conversation.

A workbook prepared by the human resource 
department would contain all the required assess-
ments requested by the people managers along with 
self-awareness exercises like SWOT analysis, person-
ality assessments like MBTI, Big 5, etc. or a combined 
personality assessment conducted internally or by 
external vendors. Goal-setting exercises like SMART 
(Specific, Measurable, Achievable, Realistic, and 
Timely) goal setting will help employees to plan a ca-
reer path towards their aspired role. A self-competency 
gap assessment will make employees more self-aware 
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about their current competency levels and at what lev-
el they need to be to move to their aspired role. It will 
make employees understand what area they need to 
work on and how they would like to do it for example 
obtaining a certification, a training session, an online 
course from the well know course providers, a short-
term assignment in a different role, shadowing an em-
ployee currently in their aspired role, etc. Apart from 
assessment and exercises a questionnaire would form 
a part of the workbook which will enable employees to 
communicate what is their aspiration and how would 
they like to go about achieving their aspirational to 
their manager. For example, questions like what is 
your short-term goal? What skills would you want to 
develop and how? What support would they require 
from their manager or the organization? People man-
agers need to understand what the employee is trying 
to communicate and envision what their career path 
would look like, for this the workbook should contain 
visualization exercises wherein the employee would 
chart out a career path for themselves with the help of 
SMART goal setting.

There are certain qualities a manager should demon-
strate for an effective career conversation. The use of an 
open and analytical approach to providing feedback on 
strengths, shortcomings, and potential, especially from 
experienced individuals, was appreciated. Personal 
traits like honesty, frankness, and nonjudgment were 
viewed as crucial in creating trust and a free flow of in-
formation. This is consistent with person-centred ap-
proaches to career counselling, which place a premium 
on the quality of the connection that develops between 
the counsellor and the client. Many good conversations 
cited a genuine interest in the individual and dedication 
to assisting them as important characteristics [15].

2) Follow-up post the career conversation
Follow-up is the next most critical part after the career 

conversation. During the career conversation itself, the 
employee and the manager may schedule future check-
point conversations for getting corrective feedback on 
the progress made. These follow-up conversations can 
be scheduled quarterly, semi-annually, annually or as per 
the convenience of the manager and the team member. 
Progress on the skills obtained, competency gap covered, 
training attend, certifications obtained, mentoring pro-
grams participated in, short term assignments are done 
etc. can be discussed in these conversations and accord-
ingly next steps can be planned [16].

Interviews conducted in a research 6 months post 
the career conversation found that employees learnt how 
to attain professional objectives in particular, and the 
talks helped them in understanding these goals. They 
felt more dedicated to their career aspirations, and the 
discussions served as a platform for personal growth. 
However, the manager who led the career talk needed 
to follow through on his or her stated plans following 
the meeting [17]. If this does not happen, it may lead 
to employee mistrust of the manager and a sense of be-
ing neglected. There was evidence that career conver-
sations with managers had a beneficial effect on them. 
Managers stated that they wanted to continue having 
career dialogues and that they wanted to improve their 
conversational skills. Career discussions, they thought, 
had a beneficial impact on their jobs as managers and 
enhanced their connections with individuals. They ob-
served positive effects on employees’ career development 
and workplace performance, such as people putting in 
more effort at work, attending a course, and following up 
on their manager’s recommendations [18].

5. Discussion
The paper adds to the existing literature by bring-

ing out the value of good and impactful career con-
versation in an organization and how it can enhance 
and improve various human resources processes. It 
can greatly impact and easily align with talent man-
agement processes by creating impactful career paths 
for employees and continuous follow-up and tracking 
of individual development plans. It also curbs attri-
tion and increases retention of high potential and high 
performing employees by increasing work satisfaction 
and employee engagement significantly. Career con-
versations provide a platform for employees to plan 
their career development for their career aspiration 
and in turn increasing internal talent mobility within 
the organization. Secondly, it highlighted what many 
organizations do to improve the quality of career con-
versations and what challenges organizations face 
while doing so. Also, it throws some light on possible 
solutions to overcome those challenges. Next, the pa-
per explains how to have a good career conversation 
and what roles do the human resources department, 
people managers and employees have to play. The pa-
per describes the preparation needed before the career 
conversation and what is to be done post the career 
conversation for the career path charted out for the 
team member.
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6. Future research agenda
Gen Z would want to build a career based on their 

aspirations and tend to change roles more frequently. 
An in-depth study can be carried out on how to have 
impactful career conversations specifically for Gen Z. 

Research can be conducted on how to make people 
managers more proactive in having frequent develop-
ment dialogues with their team members by making 
them understand what value it can add to their team 
performance and effectiveness also to help them un-
derstand the financial benefits development dialogues 
can have on the organization.

7. Conclusion
Today, talent is the most significant competitive differ-

ence for businesses. Creating a culture that supports career 
development will assist a company in attracting, engaging, 
and retaining top talent while also encouraging all people 
to take control of their careers. Career conversations can 
be a great tool in engaging, and retaining star performers. 
Creating a culture of continuous feedback and develop-
ment dialogue with the help of a growth mindset can make 
career conversations more impactful. Also, training man-
agers and helping them understand the benefit of a good 
career conversation can contribute greatly to the organiza-
tion’s success, growth and maintaining a strategic compet-
itive advantage. Because of the industrial revolution and 
the appearance of workplaces in factories that need people 
to work together, managing people as a group becomes a 
requirement. Furthermore, it is recognized that, among 
the various production variables, the human being is the 
most significant, since he or she has not only physical, but 
also psychological and emotional requirements. As a re-
sult, new organizational behaviors and theories emerge. 
Human resources management is a novel way to manag-
ing the most essential resource, people.
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