
Delivering an inclusive, evidence‑based
progression pathway

Imperial College London is a world-leading research and education institution,
supported by a large and diverse Professional Services community. Imperial identified
a structural challenge: talented colleagues at their Level 3B (mid-level professionals),
typically delivering operational roles with less strategic exposure or cross‑functional
influence than colleagues at the level above (Level 4), were not always able to
demonstrate their readiness for progression. Imperial partnered with Amberjack to
design a development process for high-potential Level 3B colleagues grounded in
assessment and selection best practice. The process needed to be fair, evidence‑based
and aligned to the Imperial Values of Respect, Innovation, Integrity, Collaboration and
Excellence, so Imperial could understand future potential beyond job title and
accelerate career progression.

The Background

Imperial sought to design a rigorous and inclusive internal development methodology
to support with the identification and development of future potential within its
Professional Services workforce. The aim was to create a credible pathway for Level 3B
colleagues into Level 4 roles, anchored in Imperial’s Values & Behaviours Framework.

The two key objectives were increasing confidence in Imperial’s commitment to internal
progression and increasing internal readiness for Level 4 - thereby strengthening
Imperial’s long-term talent pipeline. Success was measured through participant
experience, clarity of developmental insight, alignment to Values, and sustained
behavioural change observed through coaching and follow-up feedback, rather than
immediate role movement alone.

The Objectives

Amberjack partnered with Imperial’s Talent & Culture Team to co-design and deliver a
development programme specifically tailored to helping Level 3B colleagues
understand the expectations of Level 4 Professional Services roles and the
development they needed. The approach focused on understanding future potential
while providing meaningful developmental insight for participants.

Our Solution



Assessment was built around Amberjack’s Future Potential Model, assessing Applied
Intellect, Digital Mindset, Creative Force and Grit. Evidence was triangulated through a
psychometrically robust personality questionnaire alongside a full-day Development
Centre. This centre incorporated three complementary exercises understanding the
past: a structured interview exploring past experience, the present: a coaching exercise
designed to understand current self perceptions, and the future: a strategic challenge
to understand participants’ ability to influence and their change orientation. In addition
to the assessed exercises, on the Development Centre Day participants benefitted from
tailored social learning experiences including an interactive ‘career journey’
conversation with an established leader within Imperial.

All behavioural evidence gathered on the Development Centre Day was mapped
directly to Imperial’s Values & Behaviours Framework, ensuring that potential was
defined not only by capability, but by how that capability is expressed within Imperial’s
culture. Development plans were never based on a single score or exercise. Instead,
assessors reviewed behaviour holistically through calibrated discussions and clearly
defined standards.

Inclusivity was embedded throughout delivery. Participants were supported through
transparent communication, clear timelines, scheduled rest breaks and a
psychologically safe assessment environment as well as multiple reminders to seek
support in case of any accessibility requirements. Practical adjustments were
proactively offered, including accessible venues, quiet spaces for neurodivergent
colleagues and appropriate catering provision such as halal options.

As part of the programme, each participant received a personalised feedback report
and progressed into a 12-month coaching journey structured around excelling in role,
broadening capability through lateral exposure, and preparing for future progression.
Imperial’s Talent & Culture Team complemented the assessment and coaching journey
with masterclasses on topics curated with the input of delegates based on what
mattered to them. These masterclasses included strategic thinking, visibility for a
future leader and emotional intelligence. The Imperial Talent & Culture team also set
up an alumni network to ensure learning was sustained using the model of social
learning.
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The programme delivered immediate and sustained value at individual and
organisational level. 100% of participants rated the Development Centre 5/5 and said
they would recommend the experience to colleagues citing fairness, quality of
feedback and the supportive assessment environment.

The Impact



Participants reported increased self-awareness and confidence, particularly around
strategic thinking, influence and emotional intelligence – all key capabilities required
for progression into Level 4 roles. Through coaching, participants translated feedback
insight into measurable development goals and proactive behaviour change.

Line managers observed increased confidence and strategic focus in participants’
approach to work, reinforcing the behavioural shifts captured through coaching
conversations. At an organisational level, Imperial established a repeatable internal
development model that supports succession planning, and strengthens cultural
alignment by translating values into observable behaviours.

Thinking to the future, the programme provides Imperial with a fair and
development‐led framework for understanding their talent pipeline, while giving
Professional Services colleagues clarity, confidence and tangible support to progress
their careers.
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