
An introduction to

Scope for Growth
Career Conversations

Scope for Growth is the new framework for supporting personal 
growth and developing talent across the NHS. This introductory 
guide is for individuals, managers, leaders and anyone with an 
interest in talent management. 

Delivering the
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Our ambition is to transform the NHS’s approach to talent into one that mobilises the many, 
rather than a special few, unleashing potential across the whole workforce.

We want all our people to stay with us, to grow with us, and – for those who 

want to progress – to be our pipeline of talent for the future. 

The NHS People Plan sets out our commitment to building a culture where 

everybody can bring their whole self to work. We believe that everyone has 

something special to offer and that great leadership can help foster a sense of 

purpose and belonging for all our people. 

The NHS is at a pivotal point in its history. Right now, as we face 

unprecedented pressure, strain and uncertainty, it is more important than ever 

that our people are connected and supported by their colleagues and leaders.

Evidence shows that nurturing and caring for our own people has a positive 

impact on patient care. Managers making time for quality conversations 

with their team members is fundamental to engaging and motivating our 

workforce. Scope for Growth provides a framework within which we can do 

just that.

Scope for Growth – career conversations is a new approach to supporting 

personal growth and developing talent right across the health service. It is 

designed to provide a framework for high-quality career conversations that 

help draw out an individual’s aspirations as well as their potential. It is a future-

focused approach in which everyone is supported and encouraged to take 

ownership of their own development through coaching-style conversations 

that prioritise well-being, as well as professional development and career 

aspirations. 

Scope for Growth will help us to understand, nurture and develop all our 

people to feel energised, supported, and motivated to perform. Ultimately, 

our entire workforce and the NHS will be enabled to not only overcome the 

challenges we face, but to thrive and flourish.

Introduction
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Understanding a person’s aspirations is essential. Scope for Growth 
puts colleagues in the driving seat of their career development.

What is Scope for Growth

The framework supports person-centred career development 

conversations built around three fundamental factors that are known 

to drive engagement and motivation:

• positive self-identity and self-awareness

• the power of relationships

• a strong sense of purpose.

Scope for Growth career development conversations should:

• be holistic and person-centred

• openly address bias and barriers

• support growth and ambition

• be fundamental to effective and supportive line management

• encourage personal ownership

• put compassion and human connection first.

The framework helps make sense of each individual journey, deepening 

shared understanding of aspirations. A joint discussion will identify where an 

individual currently sits on the framework, where they want to move to, and 

how they will do this to develop their career. 

 

 

 
 
 
Based on evidence and experience

Scope for Growth is based on a model that has been used by over 

half of FTSE 100 companies. Developed 20 years ago, it has been 

extensively researched and applied worldwide. It is endorsed by modern 

research findings in emerging fields, including positive psychology and 

neuroscience.
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We are committed to building a culture of inclusion and belonging. We believe that all our people have 
unique talents and should be provided with an equal opportunity to achieve their full potential.

At a time of ongoing change and challenge for the NHS. We need our entire 

workforce to feel more energised, motivated, and committed than ever 

before, but instead many colleagues are feeling traumatised, under-valued and 

burned-out.

While annual surveys show improvements in organisations’ progress on well-

being, there is still much more to be done. And the same surveys show a 

worrying decline in the percentage of colleagues who feel their organisation 

acts fairly when it comes to career progression or promotion, regardless of 

ethnic background, gender, religion, sexual orientation, disability or age. 

Scope for Growth is designed to promote inclusive career development 

conversations and provide an opportunity for everyone to take ownership of 

their own development and career aspirations, whatever those may be.

It moves conversations on from a focus on past performance, to a coaching-

style approach that prioritises personal well-being and fulfilment, as well as 

ongoing development and career aspirations. 

Unifying around a consistent approach will ensure greater visibility of the talent 

and aspirations of our people, supporting more diverse talent pipelines and 

succession plans for critical roles.

Why we have introduced 
Scope for Growth
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Leaders set the tone for their organisation, team culture and performance.  Scope for Growth is part of a 
suite of talent approaches, with great leadership at their heart.

Based on work with over 3,000 leaders, Our Leadership Way describes the 

behaviours we expect every leader to practice every day. 

It anchors the NHS Leadership Competency Framework for board leaders 

which defines the skills, knowledge and behaviours required for our boards 

and directors to perform effectively. 

In turn, Our NHS People Promise – the promise we all make to each other to 

work together to improve the experience of working in the NHS for everyone 

– is woven into the competency framework. 

In addition, the CQC Well Led Framework set out the standards by which all 

our leaders should work.

Recent events, exemplified by the Black Lives Matter movement, have shone 

a light on the disparities experienced by many people and highlighted the 

need for social justice to be a driving force. A commitment from the very top 

to high-quality and compassionate care not only improve clinical effectiveness 

and patient safety, but also staff health, well-being and engagement.

Scope for Growth and 
compassionate leadership
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By understanding the aspirations and maximising the potential of every colleague, Scope for Growth will 
help create stronger, more diverse talent pipelines and succession plans for our most critical roles. 

Talent pools can lead to better individual and organisational decisions about 

future career moves, help us to understand skills and gaps in critical role 

pipelines both within and across systems, and provide focus for tailored 

learning and development plans.

Scope for Growth will be an integral part of the talent lifecycle as our 

comprehensive, inclusive talent management approach continues to evolve. 

By engaging the whole workforce, it will encourage all our people to stay with 

us, to grow with us and – for those who want to take the next step – to be 

our talent pipeline. 

Scope for Growth and inclusive 
talent management
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Scope for Growth will help to create a diverse leadership that better represents the staff and communities 
we serve. It will help us deliver Our NHS People Promise, ensuring people are recognised, that we are 
always learning, and building a compassionate and inclusive culture. 

For our people

Scope for Growth offers:

• �an opportunity to have an in-depth, rounded, person centred 

conversation that will help them to build energy, maximise engagement 

in their role and future career, and create personal learning and career 

development opportunities 

• �a safe space which allows them to discuss their strengths, future 

aspirations, and contribution to their organisation 

• �a way to take control of their own development and career 

by deepening and strengthening their skills in their current role, as well as 

being fully supported towards the next step of their career 

• �real, practical career development steps to take to support their ability to 

flourish and grow. 

For our organisations

Scope for Growth offers:

• �common standards and a unified and consistent view on talent within 

and across systems that mobilises the many, rather than a special few 

• ��a better understanding of their workforce’s talent, 

aspirations, and skill sets, and a clear understanding of how they 

can support everyone on their specific career journey 

• �improved visibility of internal talent pipelines and talent pools at all 

levels across the service​ 

• �stronger, more diverse pipelines into critical senior leadership roles and 

more opportunity to share talent between organisations, allowing for better 

integration and person-centred care 

• �increased levels of engagement and motivation among all 

our people at a time when we are faced with an immense 

challenge to overcome.

The benefits of Scope for Growth
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Scope for Growth considers growth and impact with aspiration. It supports those who want to broaden, 
deepen or stretch within their current role, as well as those ready for the next step in their career.

Scope for Growth is built around three categories – depth, breadth, 

and stretch / complexity – with an impact axis and a growth axis.

The impact axis refers to an individual’s underlying capability and their 

contribution to their team, organisation, and wider stakeholders. Impact 

includes both what individuals do and how they do it. Performance in role 

will influence this axis.

The growth axis refers to an individual’s personal ambition for growth 

across the three categories:

• Depth – expanding your expertise

• Breadth – building out your career into other areas

• �Stretch / complexity – growing beyond your current role, particularly 

around increasing complexity and leadership capabilities.

The framework recognises that some people may have the potential to 

grow or have greater impact but if their aspiration is to remain in their 

technical area of expertise and consolidate their skills and knowledge - or they 

simply do not want to consider a career move at that time - this will also be 

appreciated and supported.

Exploring the framework
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Scope for Growth - career conversations are based on a foundational coaching approach and will likely 
feel quite different to previous talent conversations.

A Scope for Growth conversation will use similar skills to those used in 

an effective coaching conversation: asking open questions (such as what, 

when, how) and helping the individual by reflecting what is being heard and 

observed.

Most often an individual will have their career conversation with their line 

manager. However, they can also consider having the conversation with 

someone other than their line manager, such as a coach, mentor or trusted 

colleague. 

Preparation

It is important that both the individual and their manager are prepared.  

Holding the conversation

Individuals are encouraged 

to complete a reflection journal 

to consider what matters 

to them.

Managers should familiarise 

themselves with the framework 

and guidance, including 

checking for bias.
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Outcomes

An individual will agree and document their development interventions with 

their line manager (even if they held their conversation with someone else). It is 

encouraged that they are monitored and evaluated to review the impact they 

are having in supporting the individual towards maximising their potential.

The ambition is for outcomes to be held in electronic staff records, to build 

resourcing pipelines, succession plans and development offers.

Conversation

There are three stages to the conversation.
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Knowing an individual’s aspirations is essential to 
understanding the development activities they 
need to help shape their career journey.

The career growth and development initiatives over the following pages are 

designed to support practical career development.

They provide structured interventions to help colleagues develop in their 

careers by deepening and strengthening their skills and longer-term 

aspirations, and support those who are ready for the next step in their career. 

This helps with focus and judgement around what initiatives may best support 

career development plans, regardless of individual aspirations.

Development interventions
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The Scope for Growth framework to support great talent conversations has been socialised from June 2021. 
It is being rolled out to all of our 1.4 million-strong NHS workforce in a phased approach.​​

Individuals and line managers are encouraged to speak with their organisational talent lead to find out more about their organisation’s plans for implementing 

Scope for Growth.

Organisational talent leads will be supported with the roll-out of Scope for Growth by their NHSEI regional talent teams.

For the latest information on Scope for Growth, visit the website.

What next?

https://www.leadershipacademy.nhs.uk/scope-for-growth-career-conversations/scope-for-growth-career-conversation-resources/scope-for-growth-model-old/
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