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Career Development Guide for Organisations 
An e-book from Floreat Consulting Australia 

 

 
 
Introduction  
 
Thank you for taking the time to read the Career Development Guide for Organisations. 
Intended for team leaders, managers as well as Human Resources in organisations of any size 
and sector, the purpose of this Guide is to support your people to answer a question we all have 
about our careers: what is my future? In this Guide we provide resources (questions, exercises 
and discussion points) so that you can fire up your team members to reach their potential. 
Ready to start? Read on!  
 
Outline  

 
1. The 3 Questions About Work  
2. Knowing “Self” 
3. Understanding “Potential” and “Capability”  
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About Floreat Consulting 

Australia 
 
Helping you discover your own way to an 
outstanding career.   
 
We help you discover what is truly unique 
about yourself and your experiences, 
supporting you to develop a practical plan 
that puts you on your own path to success.  
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1. The 3 Questions about Work  

People everywhere, no matter what their work or years of experience have 3 questions about 
their work1. The quality of answers – their accuracy and timeliness – to these questions, is a key 
(we would suggest the main) factor in determining an individual’s well-being at work. What are 
these questions?  
 
What am I expected to do and why?  
 
Firstly, what am I expected to do. In a new role 
especially, we always have this question – what is 
the extent of my role, what work am I expected to do, 
what are my objectives. The organisation can and 
should answer this through discussions with your 
manager about expectations and objectives, and 
hopefully – your role or job description – should 
confirm what you need to know. The unnecessary 
angst and outright chaos that’s caused if the first 
question isn’t answered is self-evident. And if it’s 
answered well? Organisations that answer the 
question well are able to provide direction so that 
people can give of their best.       
 
How am I going?   
 
The next question we ask about our work is 
generally, how am I going? How am I measuring up 
in terms of my performance against the expectations 
of my role. The questions that might be on someone’s mind are: are there differences between 
what my manager expects of me and what the organisation’s systems tell me (e.g. KPIs)? What 
do these differences mean? If this question is answered well – and by that I mean that areas 
that are going well are highlighted and areas that should be improved are also mentioned, both 
in a respectful manner – then an employee has the confidence that they are on the right track, 
can continue things that are working well and adjust their work to make improvements.  
 
 
 
 
 

                                       
1 Macdonald, I; Burke, C; Stewart, K (2006) Systems Leadership: Creating Positive Organisations Ashgate 
Publishing  

Our Experience 

 
Floreat Consulting has supported 
organisations and individuals for over 20 
years. Floreat Consulting Australia is licensee 
of the Floreat methodology in Australia and 
New Zealand. We draw on a diverse range of 
expertise as part of an international network 
of Floreat practitioners. Our success stories 
and research is here. 
 
Our recent work: 
• Career coaching for individuals across 

sectors as diverse as marketing and 
advertising, resources, IT and the 
community sector  

• Developing leadership ability of technical 
professionals for industry association, 
Consult Australia  

• Supporting Malaysian oil major Petronas 
identify and develop high potential 
graduates 

• Identifying high potential future managers 
for NZ government Antarctic agency 

• Developing career paths for younger 
workers with Hunter Young Professionals 

 
 

mailto:admin@floreatconsulting.com
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What’s my future?  
 
If the answers for the first 2 questions are clear and accurate, then the third question comes into 
play. All of us – to be engaged and motivated at work – need to have some idea of the future. 
For many people, the “future” is not always a future with the organisation where someone 
currently has a role. That may be because there is no viable career path or room to move if the 
organisation has a flat structure, or it may be there are interpersonal problems that mean a 
person just feels it’s better to move on. Whatever the case, we all have this question and people 
certainly do leave – and quickly – if there is no future in a role whatsoever.  
 
Much of these internal aspirations are hidden and 
for people who are at an early stage in their 
careers, they may not have even thought about:  
 

- What they really enjoying doing  
- What they are best at 
- What they are capable of doing in the 

future (their potential)  
- How they might develop their current 

capability to a state where they are maximising their potential   
 

2. Knowing “Self” 
 
We think career development – whether that be, reassurance that you are on the right path, 
getting advice on a new role or promotion, developing your skills in your current role so that you 
can be more effective – must always start with an exploration of the individual. After all, an 
individual is the primary force that will get things done in their career.  
 
There are plenty of ways to explore the individual, but for career development, our suggestion is 
that it’s useful for anyone to: 

 
 Look at where and when a person has been “in flow” in their career. What has someone  

enjoyed doing, been challenged by, been bored by, been completely stressed and 
exhausted by in their career so far? What does that mean for the sorts of work to which 
an individual is most suited? 
 

 Understand personal career preferences.   
 

 In the future, what sort of work will the individual do happily? What is it about that work 
that excites them? What sort of ability is needed to get there? How do they (and you) 
know they’ve got the potential (rather than the actual skills and knowledge) to get there? 

mailto:admin@floreatconsulting.com
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In Flow Model 
 
For you to have a sustainable and 
enjoyable career, we think you’ll need 
to be spending plenty of time “in flow”. 
“Flow” is a mental state characterised 
by a feeling of absolute absorption and 
focus, as well as enjoyment2. Many 
adults have had the feeling – perhaps 
in their youth – and are constantly 
searching for the same feeling again. 
Some people report being in flow while 
painting, participating in a sport they 
really enjoy or pretty much anything that completely consumes your attention – in a good way! 
 
Theory suggests the following 3 conditions for an individual being “in flow”: 
 

 Clear set of goals and progress (adding 
direction and structure to the task). 
 

 Clear and immediate feedback (helping the 
person negotiate any changing demands 
and allowing adjustment). 
 

 A good balance between 
the perceived challenges of the task at hand and his or her own perceived skills. 

 
Your career preferences  
 
What you value most is an incredibly important part 
of your career development. People are far more 
likely to enjoy their work and give of their best if they 
make career decisions that are aligned to what is 
most important to them.  
 
We think your career preferences can be 
understood and explored usefully according to:  
 

 What do I value most in life? 
                                       
2 Csikszentmihalyi, M. (1990). Flow: The Psychology of Optimal Experience. New York: Harper and Row. 

Exercise 1  

 
In a team situation, everyone can consider 
their whole career to date. Where have you 
been in flow and why, where have you been 
out of flow and why? Use a blown-up version 
of the In Flow model for each person to assist 
the process.   

 

Exercise 2  

 
Ask your team members to discover your 
Career Preferences through a short exercise 
where you are asked to rank certain aspects 
of your career (including the nature and type 
of work you enjoy as well as the working 
conditions that most appeal to you) in order of 
importance.  
 

 

mailto:admin@floreatconsulting.com
http://www.floreatconsultingaustralia.com.au/
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 What do I value in the nature of work I do? 
 What type of work do I value the most?     
 What sort of work environment is important to me? 
 

Looking to the future 
 
Theory is fine (actually we think it’s critical) but what your plan is and how you go about putting 
it into practice is where the work happens. Most people want to jump into the practical doing 
stuff as soon as possible. We think that’s great. However…. 
 
“It‘s not that I‘m so smart, it‘s just that I stay with problems longer” Albert Einstein 
 
….we suggest sticking with “you” just a little bit 
longer. Next we will explore the related concepts 
of “Potential” and “Capability” as they apply to 
career development.  
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

mailto:admin@floreatconsulting.com
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3. Understanding “Potential” and “Capability”  

Potential is an estimate of future ability to do something. Has anyone ever said to you, you’d 
make a great _______? (Teacher, Dancer, Actor, Engineer, Accountant…) In career development, 
potential is about future ability to work successfully in a particular type of role or at a particular 
level of complexity.  
 
We think that what we call “work” can be 
described according to the extent to which 
the work being done needs to navigate 
variables, the nature of those variables and 
the timespan that the work needs to be 
done. For example, what a person needs to 
be successful in a role helping customers 
with individual inquiries according to 
established processes is qualitatively 
different than what’s needed to design that 
whole organisation and manage it in its 
environment. The variables that will impact 
on the work and the timespan to do the work are very different. All of us, from a relatively early 
age, can demonstrate potential to handle the complexity. But that is a very different thing from 

the skills, knowledge and temperament necessary to 
be successful – those things are what we call 
capability.  
 
Capability is made up of your current skills to do the 
job, your knowledge, as well as your ability to deal with 
people effectively. Capability is the reason many of us 
go on training courses, read instruction manuals, as 
well as listen and learn from more experienced people: 
to improve our knowledge and skills.  
 
The questions – and these are constantly being tested, 
especially for people in their early careers or people 
that are in a new or unfamiliar role – are a) what is 

your potential (what is it possible to achieve in the future?), b) what is your current capability 
(what can you do well now?) and c) how do you develop your capability so you can achieve 
your potential.  

 
 
 

Learn more about potential 

 
The Floreat Consulting Australia website contains further 
information on our approach to potential.  

 
 
 

Exercise 3 

 
To give you an idea of complexity and how it 
applies to work, get your team to check out 
the Complexity Challenge on our website.  
 

 
 
 

mailto:admin@floreatconsulting.com
http://www.floreatconsultingaustralia.com.au/
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4. Designing Systems – the Key to “real” Development  

Why do we believe systems design is the key to development?  
 
Firstly let’s define a few things that can be confusing. By “systems” we’re referring to organised 
ways of working. In organisations, systems can be about recruitment, financial matters, sales 
and marketing. Pretty much any organisational process or procedure you think of can be a 
system (or part of one) – even if it’s not intended as such.  

 
Systems – whether we like 
it or not – are critical to the 
successful functioning of 
any organisation. They can 
be extremely tight and 
rigid (like a payroll system) 
or loose, creative and 
difficult to define as a clear 
linear process (like a 
creative marketing 
system).  
 
If we are in charge of a 
group of people, it’s likely 

we’ll need various kinds of systems. The imposition of constraints (what’s in and what’s out) is 
crucial. What those constraints are, how they are communicated and how they flex is the role of 
someone in charge of a group of people who together intend to achieve a purpose.  
 
All managers need to be able to understand and design systems. And the integration of systems 
(how different discrete systems fit together and interact with one another) is essential to moving 
to the next managerial level e.g. the manager of managers. 
 
What does this mean for career development? Managers should be looking for the potential to 
analyse and design systems – and to develop that potential into capability.  
 
Take note of who is able to understand what is going on in your organisation through a 
“systems” lens. Who is able to get past the challenge of the current “people” involved to a wider 
appreciation of how the system is designed, who is authorised to do what within the system, 
how does it relate to other systems. For those looking to become a manager, this is a skill to be 
nurtured and developed.    
 
 

mailto:admin@floreatconsulting.com
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5. A Template Workshop Outline   

*NB a word of caution. We said above that there were 3 questions about work that all of us 
need answers to. Because this workshop is aimed at the 3rd question, if the first 2 aren’t being 
answered well by an organisation, then the process of looking to the future will be badly 
affected. In other words, your organisation needs to answer the first 2 well before moving to the 
3rd.   
 
Before you start:  
 

- See the Career Development Plan (CDP) area on our site for the CDP template 
- Adapt this all as you see fit for your organisation 
- Find a room or space in which you won’t be disturbed  

 
Step 1 

 Introduce the concept of why we’re here   
 “Icebreaker” if necessary  
 The 3 Questions about Work  
 The Career Development Plan (CDP) template  

 
Step 2  

 Introduce the In Flow model  
 *Ask participants to fill out the In Flow part of the 

CDP 
 
Step 3 

 A career purpose – what use is a purpose? 
 Finding your career purpose  
 Aligning your personal career purpose to the organisation  
 *Ask participants to fill out the Purpose section of the CDP 

 
Step 4  

 Key career challenges  
 Group work on common key challenges and tactics (e.g. education, skills, network)  
 *Ask participants to fill out Key Career Challenges and Tactics sections in the CDP   

 
Step 5 

 *Ask participants to commit to at least 3 actions as part of their CDP  
 Review workshop and obtain feedback  

 
 

Workshop with Floreat 

Consulting Australia  

 
We can help your team through a guided 
workshop experience that puts 
participants on a practical path to career 
success – in line with their ability, 
aspirations, and requirements and 
purpose of your organisation. Get in 
touch for more details.  
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6. Conversation Guide – Career Development for your Team 

One thing stands out as a common factor for all of us in any team working in an organisation – 
we all need some idea of the future.  
 
Therefore, if you manage people, think very carefully about the aspirations and ability of the 
people in your team. If you can provide a way for people to talk about their future in a safe way, 
and you help people to realise at least part of that future in your organisation, you’ll be amazed 
at the results. The starting point is a good conversation.   
 
What you need:  
 

 A strong sense of mutual trust  
 A quiet and private place where there’ll be no distractions   
 A strong desire and the ability to continue supporting your team member reach their 

goals  
 
Some questions that may help the conversation:  
 
Why are we here?  
 
Make sure you are both clear on the purpose of the conversation. If you don’t believe it, neither 
will they. So dwell on this question – why are you bothering to do this? If you don’t have a good 
answer – DON’T DO IT!  
 
What gives you the most energy in this role? What gives you the least?  
 
Now a lot of people will say – don’t ask that, they’ll complain about things they HAVE to do and 
you won’t be able to do anything about it! There are always things we have to do in our roles 
that we don’t like. I once had a job where I was essentially managing a small office – from 
processing accounts, to the website, answering the phone and booking appointments. Some of 
it was awful, some of it I was surprised that I enjoyed. The idea here is that you are trying to help 
someone be “In Flow” for as much time as possible in their role: where they are doing work that 
they enjoy and are challenged by (that’s not the definition of In Flow by the way – I’m 
paraphrasing because true “flow” can seem a bit unrealistic at work – but it’s a helpful model to 
help someone understand the work they enjoy in their current role).  
 
What is your career purpose?  
 
In other words, why are you working? What’s the point? For many people this is for material 
reasons, for others it is about supporting other people e.g.  “to help support my family”. It could 

mailto:admin@floreatconsulting.com
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be focused on career advancement in their profession, “to be the best teacher I can be”. Or it 
might be about broader, more esoteric objectives e.g. “to help build a strong community”. It is a 
revealing question – a lot of us can’t actually articulate it! Which is why having you – their 
manager – ask them might be just about the best thing that’s happened in their career all year.  
 
What can we do together to help you achieve your goals?  
 
Hopefully, if you make some progress on “purpose” then there will be some idea of goals. In my 
view, goal-setting needs to be approached with extreme caution, particularly when it comes to 
careers. Sure, plenty of concrete, achievable things can be worthwhile goals, but a person’s 
career pathway can change so quickly that goals can become redundant and an irritation 
rather than the impetus to achieve things (which is what they’re for).  
 
One way to approach this is to say “Look, these are your goals and your goals only. Even with 
the best intentions, some goals can become less important and new ones arise. I’d be happy to 
revisit any or all of these with you as we go along.” And don’t bother holding someone to 
account for their own goals either – they’re not your goals and you aren’t assigning them as 
work to do. This is about individual development in the context of work in your organisation. 
Don’t take all the enjoyment away by insisting they be completed. Few adults will thank you for 
doing that.   
 
*And don’t get sucked in by “I want you (my manager) to tell me what to do” either – this might 
solve a few short term problems but challenging people to take responsibility for their own 
development is what this is all about.  
  
Some final things to think about:  
 
What if I get an answer from my team member that I don’t like e.g. “well, I don’t actually want to 
be here”? If that happens, it is a good thing. Why? Because the team member you have 
probably been concerned about is finally opening up and telling you the truth. Now, if that 
conversation hadn’t happened “the truth” may have come out by that team member resigning 
suddenly over a holiday break, never to be seen again. You’ve now got the chance to talk about 
why. What’s going on for them? What can be adjusted to help take some of the pressure off 
(anything?). It may be a lost cause, but at least you have the opportunity to learn from a new 
perspective. A skill all leaders must cultivate.       
 
 
 
 
 

mailto:admin@floreatconsulting.com
http://www.floreatconsultingaustralia.com.au/


 

 
address 133 Alexander St, Crows Nest NSW 2065 ph +61 2 9432 7877 e admin@floreatconsulting.com w www.floreatconsultingaustralia.com.au   

 

7. Resources  

Ok it wouldn’t be right if we didn’t let you know about resources on the Floreat Consulting 
Australia website – but seriously, there’s plenty in our site that can help you and we add to it 
regularly.  
 
Floreat Consulting Australia website  
 
Career Development posts covering:  

 Retention  
 Leadership  
 Expat career development  
 Graduate programs  
 Career progression  

Career Development plan tips and template 
Leadership capability and potential  
 
Resources for finding your purpose  
 
“Discovering the Purpose of Your Life: 4 Exercises” www.psychologytoday.com/blog/fixing-
families/201404/discovering-the-purpose-your-life-4-exercises  
 
Further information about Flow  
 
“Flow, the secret to happiness” TED Talk www.ted.com/talks/mihaly_csikszentmihalyi_on_flow  
 

Who we are 

 
Learn more about the people behind Floreat Consulting 

Australia here. 
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