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Opening Perspecttive

Abstract

Career systems have become strategic infrastructure for organisations that want
to build people, strengthen institutional capability and remain relevant in the
modern labour market. Work is being reshaped by skills instability, artificial
intelligence, productivity pressure, regulatory scrutiny, demographic shifts,
digital transformation, job-quality concerns and persistent difficulty in finding
mature competence. These conditions require organisations to design career
systems as interdependent architectures rather than loose collections of
training programmes, promotion practices and succession lists.

This article presents career systems design as the deliberate connection of
labour-market intelligence, organisational strategy, role architecture, capability
standards, performance management, development experiences, internal
mobility, progression, succession and evidence of value. It argues that
leadership owns the career system, HR designs and governs it, managers
operate it through work, and employees participate through learning,
performance, credibility and evidence. The article is organised around one
defining accountability question: If every employee left your organisation
tomorrow, would they be more valuable because they worked there? An
effective career system enables the organisation to answer that question with
confidence, clarity and evidence.

Keywords: career systems, career systems design, career relevance, workforce
capability, role architecture, performance management, internal mobility,
human capital, professional development, modern labour market

— Dr. Olumuyiwa A. Oludayo



Chapter 1

The Modern Labour Market Has
Changed Career Relevance

The modern labour market has become a powerful interpreter of professional
value. It reveals where economies are strained, where organisations are
investing, where regulators are raising expectations, where technology is
changing work and where institutions require people who can carry
responsibility with competence and judgement.

The World Economic Forum’s Future of Jobs Report 2025 draws from more
than 1,000 employers representing over 14 million workers across 55
economies. It projects significant changes in jobs and skills through 2030 and
reports that employers expect 39 per cent of key skills required in the labour
market to change by 2030. ManpowerGroup’s 2026 Global Talent Shortage
Survey reports that 72 per cent of employers across 41 countries struggle to
find the skilled talent they need. Gallup’s 2026 workplace report finds that
only 20 per cent of employees worldwide were engaged in 2025 and estimates
that low engagement cost the world economy about US$10 trillion in lost
productivity.

These findings point to a labour market where employment status, job title,
academic qualification and years of experience no longer provide a complete
account of career strength. Organisations need people who can learn, adapt,
interpret context, use technology responsibly, collaborate across boundaries,
manage risk, sustain performance and produce evidence of value.

This is consistent with the Career Intelligence Series. The Labour Market as a
Signal System argues that career positioning now requires disciplined
interpretation of where pressure is building, where competence is scarce,
where investment is moving, where regulation is expanding and where
institutions require measurable value. The 4 Disciplines of Career Positioning
further argues that career strength rests on Proximity, Ability, Credibility and
Evidence: proximity to consequential work, applied competence, trusted
judgement and visible proof of contribution.



Chapter 1

The Modern Labour Market Has
Changed Career Relevance

The implication for organisations is direct. Career development can no longer
remain an informal by-product of employment. Organisations require career
systems that deliberately build people for relevance inside the organisation,
within their profession and across the wider industry.



Chapter 2

Why Organisations Need Career
Systems

A system is the sum of interrelated and interdependent parts. A career system
should therefore be understood as a connected architecture through which an
organisation helps people become progressively more valuable while
strengthening its own capacity to execute, adapt and compete.

Many organisations already have several career-related activities. They run
training programmes, conduct performance appraisals, promote employees,
identify successors, sponsor certifications, offer mentoring and move people
between roles. These activities become stronger when they are connected by a
coherent system.

A training programme gains value when it responds to role requirements,
business priorities and capability gaps. A performance process gains value
when it clarifies contribution and triggers development. A promotion process
gains value when it is grounded in readiness and evidence. A succession
process gains value when it prepares people before critical roles become
vacant. Internal mobility gains value when it strengthens both organisational
capability and employee relevance.

Career systems matter because they help organisations answer strategic
workforce questions:

1.What capabilities will our future require?

2.Which roles carry the greatest institutional value?

3.Where is capability thin?

4.What experiences must people gain before larger responsibility?

5.What standards define readiness?

6.What evidence proves contribution?

They also help employees answer serious career questions:
1.What kind of professional must | become?
2.Which capabilities will remain relevant in my organisation and industry?
3.What work should | be exposed to?
4.What proof should | carry?



Chapter 2

Why Organisations Need Career
Systems

5.How does my current role prepare me for future value?

The central question is therefore not ornamental. It is the most demanding test
of the system:

If every employee left your organisation tomorrow, would they be more
valuable because they worked there?

This question asks whether the organisation has converted employment into
capability, work into learning, exposure into judgement, performance into
evidence and experience into professional value.



Chapter 3

What an Effective Career System Is

An effective career system is the deliberate design and operation of
interdependent structures, standards, practices and decisions through which
people become more capable, more relevant, more credible and more
valuable while the organisation strengthens its ability to deliver its strategy.

This definition places career systems inside the logic of mutual value.

For the organisation, the career system builds capability depth, succession
strength, productivity, workforce adaptability, institutional memory, leadership
readiness and execution discipline.

For the employee, the career system builds competence, judgement, exposure,
credibility, professional identity, evidence and employability.

The quality of the system is seen in the relationship between these two
outcomes. A serious organisation should build people whose growth improves
its present performance and future readiness. A serious employee should use
the system to become more useful, more trusted and more prepared for
consequential work.

The system is therefore a shared value architecture. Leadership gives it
direction. HR gives it design. Managers give it life through work. Employees
give it seriousness through participation.



Chapter 4

The Career System as an
Interdependent Architecture

An effective career system has connected parts. Labour-market intelligence
informs strategy. Strategy informs role architecture. Role architecture informs
capability standards. Capability standards inform performance management.
Performance management informs development. Development informs
mobility, progression and succession. Evidence validates whether the system is
creating value.

Figure 1
The Career Systems Design Architecture

MODERN LABOUR MARKET
(Skills change, Technology, Regulation, Industry shifts, Talent scarcity)

ORGANISATIONAL STRATEGY AND FUTURE CAPABILITY NEEDS)

WORK AND ROLE ARCHITECTURE
(Job families, Role levels, Career paths, Progression logic)

CAPABILITY ARCHITECTURE
(Competence, Capacity, Behaviour, Judgement, Professional standards)

PERFORMANCE MANAGEMENT SYSTEM
(Goals, Standards, Feedback, Contribution, Development signals)
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The  Career  System  as
Interdependent Architecture

DEVELOPMENT AND EXPOSURE SYSTEM
(Learning, Coaching, Mentoring, Projects, Rotations,Stretch work)

MOBILITY, PROGRESSION AND SUCCESSION SYSTEM
(Internal movement, Promotion, Specialist tracks, Leadership pipelines)

EVIDENCE OF VALUE
(Results, Decisions improved, Systems strengthened, Capability matured)

PROFESSIONAL AND INSTITUTIONAL VALUE
(More capable organisation, More valuable employe)

PERFORMANCE MANAGEMENT SYSTEM
(Goals, Standards, Feedback, Contribution, Development signals)

an

This architecture shows that career systems begin outside the organisation.
They begin with the labour market because careers are built within industries,
professions, technologies, regulations, economies and social conditions. The
organisation then translates those external signals into strategy, roles,

capabilities, development practices and movement decisions.

Each part depends on the others. Labour-market intelligence without
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The Career System as an
Interdependent Architecture

translation becomes interesting information. Strategy without role architecture
leaves employees unsure how the future connects to work. Role architecture
without capability standards makes progression vague. Capability standards
without performance management remain theoretical. Performance
management without development weakens trust. Development without
exposure produces shallow learning. Mobility without evidence weakens
fairness. Succession without readiness creates institutional risk.

The strength of the career system lies in the quality of the connection.



Chapter 5

How Effective Career Systems Are
Designed

Career systems design begins with labour-market intelligence. Organisations
must understand the forces changing work in their sector. These include
technological adoption, industry regulation, customer expectations, skills
scarcity, professional standards, productivity pressure, demographic patterns
and the changing economics of competence. The African Union and
International Labour Organization’s 2025 guidance on strengthening skills
anticipation and matching in Africa treats skills anticipation as a practical
institutional discipline for connecting learning, employment and socio-
economic development. The World Bank’s 2025 study of online vacancies in
Kenya, Nigeria, South Africa and Uganda analysed millions of job postings
from 2020 to 2024 and found that nearly half required at least one digital skill.

The second design element is organisational strategy. A career system should
develop people for the future the organisation is trying to build. Strategy
clarifies which capabilities must be built, bought, borrowed, automated,
partnered for or preserved. Where the organisation is moving into digital
services, regulated markets, regional expansion, customer-experience
transformation, public-sector reform, operational excellence or Al-enabled
productivity, the career system must translate that direction into roles,
standards and development priorities.

The third element is work and role architecture. Role architecture defines job
families, levels, contribution expectations, specialist tracks, leadership tracks,
lateral pathways and progression logic. Mercer describes job architecture as a
consistent and transparent framework for development activities and career
paths, as well as a foundation for talent management, workforce planning and
career development. This matters because employees need to see how work is
organised, what growth means and how value changes across levels.

The fourth element is capability architecture. The organisation must define
what people need to know, do, demonstrate and sustain at each career stage.
The Workforce Capability Model provides an important foundation because it
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How Effective Career Systems Are
Designed

defines workforce capability as the fullness of employee potential expressed at
work to deliver value to stakeholders. It presents capability as a function of
capacity and competence. Capacity refers to the reserves people draw from to
contribute sustainably. Competence refers to the applied ability required to
perform work effectively.

This distinction is important for career systems design. Some employees have
technical competence and depleted capacity. Some have energy and
willingness with insufficient role mastery. Some have strong reserves and
strong competence and can become central to institutional performance. A
career system that understands this distinction can design more accurate
interventions: learning, coaching, role clarity, exposure, recovery, workload
review, career movement, succession preparation or retention attention.

The fifth element is performance management. Performance management
belongs inside the design logic because it connects role expectations with
contribution, feedback, development and evidence. CIPD’s performance
management guidance describes performance management as covering
objective setting, reviews, feedback, learning and development, and
performance-related decisions. CIPD’s people-manager guide also frames
performance management as involving objectives, feedback, improvement,
employee development, reward, recognition and career progression. This
places performance management at the operating centre of the career system.
It clarifies contribution, reveals capability gaps, triggers development and
records evidence of readiness.

The sixth element is development and exposure. Learning should include
formal programmes, coaching, mentoring, certifications, project participation,
rotations, supervised assignments, peer learning, reflective practice and
exposure to consequential work. LinkedIn Learning’s 2025 Workplace Learning
Report connects career growth, talent retention and organisational
adaptability, and its report materials identify internal mobility rate and new
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skills delivered for the business as measures used by career-development
champions.

The seventh element is mobility, progression and succession. Movement
should strengthen value. It may be vertical, lateral, diagonal, specialist,
project-based or rotational. Skills-first HR strengthens this design logic.
Collings and McMackin argue that skills-first HR can increase internal mobility
and enable more vacancies to be filled by current employees, who are often
more productive and less costly to recruit than external hires. SHRM’s 2026
work on the skills-first movement also reflects a wider shift towards talent
systems that prioritise abilities and competencies, regardless of where skills
were acquired.

The final element is evidence of value. Evidence shows whether the system is
working. It may appear in stronger performance, improved productivity, faster
readiness, reduced hiring risk, stronger succession coverage, internal fill rates,
better retention of critical talent, improved customer outcomes, stronger
compliance, deeper skills, better leadership readiness and higher-quality work.
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How Effective Career Systems Are
Operated

A designed system must become an operating system. Career systems operate
through the everyday management of work, standards, feedback, learning,
movement and accountability.

Leadership sets the seriousness of the system. Leaders define strategic
direction, approve capability priorities, fund development, protect fairness and
hold managers responsible for growing people. The career system requires
executive ownership because it affects strategy execution, succession, risk,
productivity and continuity.

HR designs and governs the architecture. This includes role architecture, job
families, competency frameworks, career pathways, learning structures, talent
reviews, performance frameworks, assessment methods, succession rules,
internal mobility processes and evidence standards. HR also protects
coherence. Without governance, career decisions become inconsistent across
departments and may be shaped by personality, informality, managerial
preference or vacancy pressure.

Managers activate the system through work. Employees experience the career
system through the manager who assigns work, clarifies standards, gives
feedback, opens access, coaches, corrects, recognises contribution and
discusses growth. A manager who does not develop people weakens the
system, even where HR has designed good frameworks.

Employees participate in the system through agency. They must learn
deliberately, seek feedback, accept stretch, document contribution, build
professional credibility and align their growth with institutional and industry
needs.

Performance management makes the operating system visible. It connects
current contribution with future readiness. It tells the organisation what is
being delivered, where capability gaps exist, where coaching is needed and
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How Effective Career Systems Are
Operated

where readiness is emerging. It should therefore be used for goal clarity,
feedback, development planning, readiness conversations, evidence review
and performance improvement.

Development should then be tied to real work. Formal learning has value
when it improves contribution. Coaching helps people interpret experience.
Mentoring transfers judgement and institutional knowledge. Projects expose
employees to systems, decisions, stakeholders, risks and execution pressure.
Rotations widen perspective. Stretch assignments test readiness. Internal
mobility renews capability and expands exposure. Succession preparation
gives future responsibility a disciplined pipeline.

The Composite Capability article strengthens this point by arguing that
professional influence increasingly depends on the ability to solve institutional
problems that cross functional boundaries. It defines composite capability as
the deliberate combination of core expertise with adjacent competencies that
increase usefulness across functions, decisions, risks, systems and outcomes.
McKinsey Global Institute’s 2025 work on skill partnerships in the age of Al
also argues that work is moving towards partnership between people, agents
and robots, requiring adaptation in how skills are applied across changing
workflows.

An effective career system therefore operates through integrated routines:
performance conversations, capability reviews, development planning,
manager-led coaching, role-based learning, internal opportunity visibility,
project exposure, mentoring, succession discussions and evidence reviews.
These routines turn architecture into lived experience.
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How Career Systems Create
Institutional and Employee Value

The value of a career system is measured in two directions: what it creates for
the organisation and what it creates for the employee.

For the organisation, a career system improves strategy execution because
people are developed for the capabilities the future requires. It strengthens
productivity because roles, standards and contribution expectations become
clearer. It improves succession readiness because people are prepared before
vacancies become urgent. It reduces avoidable hiring risk because internal
talent is better understood and more deliberately developed. It supports
retention because serious employees are more likely to remain where growth is
credible.

The evidence for career development as an organisational lever is significant.
Ng, Yim, Chen and Zou's meta-analysis of employer-sponsored career
development practices found that such practices relate to job performance and
turnover through perceived organisational support and organisational
attachment. The relationship was stronger when career development practices
were institutionally embedded and career focused.

For the employee, a career system creates value through relevance, capability,
credibility, exposure and evidence. Relevance comes from understanding
where the organisation and industry are going. Capability comes from
learning, practice, feedback, work experience and reflection. Credibility comes
from trusted performance. Exposure comes from access to work that matures
judgement. Evidence comes from proof that contribution has produced value.
This is where the employee-value question becomes a serious organisational
standard:

If every employee left your organisation tomorrow, would they be more
valuable because they worked there?

The question does not suggest that organisations should prepare people to
leave. It asks whether employment has increased their professional worth. An
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How Career Systems Create
Institutional and Employee Value

organisation that builds people well benefits while they remain. Their stronger
capability improves current performance, enriches teams, supports succession,
strengthens institutional learning and improves resilience.

The organisation gains when employees become better. The employee gains
when work becomes a place of formation.



Chapter 8

Career Systems as Human Capital
Governance

Career systems now belong within human capital governance. Organisations
are increasingly expected to explain how they build, deploy, measure and
sustain human capability.

ISO 30414:2025 provides requirements and recommendations for human
capital reporting and disclosure, establishing a baseline for internal and
external human capital reporting across organisations of different sizes and
sectors. The IFRS Foundation’s ISSB human capital research project shows that
investors have strong interest in information about human capital-related risks
and opportunities, including how human capital management strategy informs
and is informed by the entity’s overall business strategy.

Career systems provide part of that governance evidence. They show whether
the organisation has a structured approach to building people. They show
whether roles are clear, skills are understood, development is linked to
strategy, mobility is governed, performance conversations are meaningful and
succession is being prepared.

This governance view also clarifies responsibility. Leadership owns the career
system because it determines future capability. HR designs and governs the
system because it holds the architecture of work, people, standards and
movement. Managers operate the system because careers grow through work,
feedback and exposure. Employees participate because professional value
requires personal responsibility.

Sustainable career research supports this shared-responsibility view. De Vos,
Van der Heijden and Akkermans approach sustainable careers from a systemic
and dynamic perspective, involving multiple stakeholders and changing
contexts over time. Schein’s work on career anchors and job-role planning also
links career pathing and career development with the need for better matching
between people and work in dynamic organisational environments.
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Career Systems as Human Capital
Governance

An effective career system therefore operates as a form of institutional
stewardship. It helps the organisation protect its future capability while helping
employees build value that remains credible beyond a single employer.



Closing Thought

Conclusion

Building effective career systems for the modern labour market requires a
systems view. The parts must be connected: labour-market intelligence,
organisational strategy, work and role architecture, capability standards,
performance management, development and exposure, internal mobility,
progression, succession and evidence of value.

The modern labour market rewards relevance, capability, credibility and proof.
Organisations that understand this will design career systems that build people
who can carry institutional value. They will treat career development as
strategic infrastructure, not administrative goodwill.

Leadership must give the system direction. HR must give it architecture and
governance. Managers must make it real through work, feedback and
exposure. Employees must participate with learning discipline, performance
seriousness and evidence of contribution.

The final test remains:
If every employee left your organisation tomorrow, would they be more
valuable because they worked there?

An effective career system enables an organisation to answer yes with
confidence, clarity and evidence.
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