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HOwW DO YOU REWARD AND PROMOTE

HIGH-PERFORMING EMPLOYEES WHO AREN'T ON THE MANAGEMENT TRACK?

YOU DESIGN A REWARD SYSTEM THAT PARALLELS

YOUR MANAGEMENT PROGRAM.

Designing a
Dual Career-Track
System

BY ROBERT TUCKER, MILAN

unkered down in a conference
Hroom, clothing loosened and

brows furrowed, a team
earnestly debates a role requirement
process. It's a small but varied group:
men and women who are managers
and individual contributors from var-
ied regions of the world. They're part
of a monumental project: transforming
the culture of the Exploration Division
of British Petroleum, the third largest
oil company in the world.

Like many companies today, BPX
is in the throes of flattening its struc-
ture and replacing bureaucracy with
teamwork. In the process, BPX
intends to become a more attractive
place to work. BPX wants to have a
global identity, empowered employ-
ees, and more interesting and chal-
lenging work roles.

Central to this effort is a strategic
redesign of BPX's career-path struc-
ture. BPX's original system for career
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progression was typical for large
companies: beginning as individual
contributors, people progressed up
the hierarchy to become managers,
regardless of whether they wanted to
be or had the aptitude lo be man-
agers. Management was the only
route to the higher echelons of the
company.

Management can be an attractive
prospect for many employees, but it's
not for everyone. A brilliant engineer
may come up with scores of innova-
tive ideas and may have the entrepre-
neurial zeal to follow through with
design, but would not necessarily be
equally brilliant in a supervisory posi-
tion. A legal scholar whose breadth of
knowledge and experience make him
or her an invaluable part of an inter-
national legal team may not relish the
idea of managing other attorneys.

Research has shown that such
employees may not be motivated by
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the same things that motivate mana-
gers. In his book, Career Dynamics:
Matching Individual and Organiza-
tional Needs, Edgar H. Schein says
that technical and managerial
employees have distinct functional
career anchors. Most corporate
career-path programs force high per-
formers to hoist their technical
anchors and move into unchartered
managerial waters.

Talented nonmanagerial contribu-
tors who have reached the apex of
their individual paths have three
choices: derail inio management
roles that fail to make use of their
real skills; depart for greener pas-
tures in other organizations or in
consulting; or stagnate in their cur-
rent roles, where they may receive
changes in title but no real change in
job challenges, responsibilities, and
influence.

Almost every large company in
the world has encountered this
dilemma. Some have ignored it.
Some have tried, generally with little
success, to turn the unwilling into
managers.

Other companies have tried dual
career paths, an approach that is
rapidly gaining favor in private and
public circles. Under this approach,
companies have one track for man-
agers and another path that is
equally rewarding for individual con-
tributors. In theory, the two paths
stay parallel al the way to the top.

Organizations have been experi-
menting for 15 years with parallel-
path solutions. But not all of these
experiments have been successful.
Too often, the dual paths have not
been truly parallel in terms of com-
petence, responsibility, rewards, and
influence. Or they have not reflected
accurately the complex mix of tech-
nical and nontechnical work neces-
sary to accomplish business goals.

In some cases, implementation has
been blocked by managers who
focus on increased costs rather than
increased productivity, or by employ-
ees who are not convinced of the
systems' value. In other cases, the
individual track has become a
"dumping ground" for unsuccessful
managers.

BPX set out to develop a dual-
track system that would avoid these
traps and that would tap the talents
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and enthusiasm of employees on
both tracks. The effort has required
the commitment and participation of
employees at al levels, from al over
the world.

Changingthe corporate mindset
Thinking about the company's entire
advancement and reward system as
it related to its mission and values
was the first step toward change at
BPX. That meant reconsidering the
current management track as well as
designing a new one for nonman-
agers. Each track includes several
possible career paths.

The two types of career paths,
BPX determined, should be based
not on how things were currently
being done, but on how they ought
to be done. The paths needed to be
truly comparable, but BPX con-
cluded that "comparable" was not
the same as "identical ."

For example, a position on one
path does not need a comparable
position, at exactly the same level,
on another. Some paths can have
more levels than others, depending
on the nature and complexity of the
work.

Managerial levels are often distin-
guished by the number of people
managed. But how can individual
contributor levels be distinguished?
Although individual contributors do
not manage increasing numbers of
people, they can (like managers)
apply their expertise to tasks of
greater complexity and impact. For
example, they can make recommen-
dations in a wider range of business
areas, participate in higher-level deci-
sions, and act as mentors to other
employees.

BPX also concluded that flexibility
is essential. An employee who
selects the individual-contributor
track should be able to switch to the
management track and back again,
as business requirements demand
and as the employee's accomplish-
ments, qualifications, and career
needs mature. Today's employees,
who emphasize self-development,
have far more fluid personal and
career aspirations than yesterday's,
and they can be energized by the
power to make choices. Any career-
path program should embrace these
facts.

Designing the dual paths

BPX set about developing parallel
career paths, one functional area at a
time. The task was to develop a com-
mon set of dual paths within each
area on a global basis, viewing BPX
as one organization. In other words,
drillers in Aberdeen would have the
same paths as those in Alaska.

The process of designing the dual
paths modeled the open thinking,
empowering, and networking culture
that BPX was seeking. Teams of par-
ticipants were organized to explore
solutions to dual-path issues. Each
team was diverse in terms of multi-
level involvement, representation
across the organization, and experi-
ence. Senior management sponsors
in each functional area selected the
other participants, making sure to
pick people who were not commit-
ted to the status quo.

To minimize time requirements
and maintain objectivity, consultants
were used to collect and analyze
existing job data; come up with lists
of nontechnical skills required in all
areas, make sure everyone was clear
on objectives, roles, and direction;
and facilitate the sessions.

Requirementsand levels

At the first team meeting, some of
the participants refined the list of
skill factors that the consultants had
produced. Because the objective was
to design truly comparable paths,
each group selected only those fac-
tors that applied to its own manage-
ment and individual contributor
paths. The factors did not have to be
in the same order of importance for
both paths.

Next, in focus groups, al partici-
pants described levels for each of the
selected factors. These levels had to
reflect the work needed to get the
group missions accomplished. Each
group began with the lowest entry-
level, then assessed the highest, and
finally attempted to determine the
minimum number of levels in be-
tween. The objective was to make
the levels truly distinguishable and to
push responsibilities down to the
lowest levels possible.

In the process, each participant
made a personal decision about the
levels and descriptions and then
explained it to the group. Discussion



continued until the group reached a
decision. The focus groups then cre-
ated career-path matrices with factors
running along the horizontal axes and
levels running along the vertical axes.

The next step was to determine, for
each box in the matrix, the competen-
cies required for the factor at each
level. The competencies included
descriptions of core skills that result
in effective performance. In other
words, they describe how effective
people are in achieving business and
technological success. The compe-
tency descriptions provide an objec-
tive way for employees and their
supervisors to assess how people are
tackling their work.

To bridge the gap between exist-
ing skills and the skills the business
needed, development guidelines
were added. These were designed to
stimulate each individual's thinking
about how his or her skills might be
developed through a variety of
approaches, such as coaching, for-
mal training, on-the-job experimenta-
tion, and self-study.

Beyond the design process

The final product (the career-path
matrices, competencies, and devel-
opment ideas) was a major undertak-
ing. But it was only the beginning of
the change process.

When an organization is going
through restructuring, broad and
effective communication is the key
to success. BPX launched a compre-
hensive communication program that
provided employees with the infor-
mation they needed to progress
upward or laterally.

The matrices were another key to
success. They enabled employees to
take charge of their own develop-
ment, and provided support for
other human resource initiatives.

For example, the skills and devel-
opment matrices were linked to a
new personal-development planning
system that employees use for profes-
sional growth and for self-marketing
within the company. Employees who
have clear pictures of their current
skills and skill gaps can set specific
plans for development. If they need
additional help, they can turn to the
development matrices for ideas on
how to develop needed skills.

The benefits from these efforts are

easy to see: The employees develop
according to their own needs, and are
building skills BPX needs for ensuring
a strong future.

Overcoming resistance

Any major change is likely to spark
some resistance. BPX senior managers
were prepared for it. They minimized
resistance by communicating with

employees and by involving employ-
ees in the design of the career paths.
In most cases, employees had input
into designing their bosses' jobs, since
those jobs guide their own work.

But building the program is only
half the battle. Implementation can be
just as difficult. BPX, like many other
companies, traditionally has "trained"
new systems into the organization.

* Quality
* Supervision

 Finance
* Textiles
» Engineering

» Marketing

Look to Mécmlllan Publls‘hlng Company.

e Computer Literacy .

o Computer Science .

» Public Relations .

We offer hundreds of quality titles, for use in a
wide variety of programs, including:

» Economics
 Technology
Information Systems
» Banking

* Food Services

o Writing Skills

Math and Statistics
» Criminal Justice
Reading Skills

We want to put that reputation to work for you.

Traiving & Development, fune 1992 87




After you've
Implemented
the letter of the law,
we <an help you
with the spirit.

As companies move beyond basic legal compliance with the
Americans With Disabilities Act, employers must address personnel issues
affecting interaction among employees with and without disabilities.

"Given The Opportunity"

This new video-based training program hel ps employees |learn:

* to recognize discrimination
* to give appropriate assistance
» to develop sensitivity to disabilities

» to use common sense and courtesy
« ro put differencesinto proper perspective
* to work together efficiently

and professionally

Preview video tape available for 5 days-$35.00
To order call 1-800-727-5507

Meridian Education Corporation Dept #A2-6, 236 E. Front Street, Bloomington, IL 61701

Available in closed caption

Circle No. 182 on Reader Service Card

TUP PATH IW  Many effectiveleaders meet new chal-
HIL iillll Uf lenges by first taking a hard look at
themselves. But pressing demands and
hectic schedules mean self-assessment is
rarely a high priority. The Center for Cre-
ative Leadershipcan help. Aninter-
national, nonprofit educational in-
stitution, the Center offersmanagers the op-
portunity to assesstheir own leadershipstyles.
Thisimportant groundwork encourages them
tothink more creatively and |lead more effec-
tively.

Our continuing research formsthe basis for training
programs, instruments, and publicationsdesigned toimprove
the effectiveness of leaders throughout society. For more
information about the Center's work, call one of our Client
Relations Representatives today.

CENTER FORCREATIYE LEADERSHIP

PO BOX 26300, GREENSBORO, NC 27438-6300
(919) 545-281t0O

Circle No. 142 on Reader Service Card

58 Training & Development. June 1992

This time, BPX decided to try
something different. Instead of tying
up more resources with massive
training exercises and risking the
erosion of employee ownership of
the program, the company empow-
ered the line functions with their
own skills matrix experts. Small
teams of local line and HR staff were
trained and sent back to coach their
colleagues and help their organiza-
tions adopt the process. As a result,
ownership of the process grew as
the program continued.

BPX expects that the payoffs will
far outweigh die tradeoffs. The organi-
zation is more agile and responsive.
When individual contributions are rec-
ognized to die same extent as manage-
ment contributions, employees tend to
choose the paths in which they think
they can make the most valuable con-
tributions. And when they have that
choice, along with complete informa-
tion, they also assume responsibility
for achieving the expected levels of
skills and perfonnance.

In environments in which self-
development flourishes and diverse
contributions are valued, innovation
blooms and commitment is strength-
ened. Recruiting and retaining scarce
talent becomes easier as a company
demonstrates that it offers opportuni-
ties to match any employee's career
interests. BPX is committed to the
belief that it will be most effective
when organizational and personal
goals are in harmony.

BPX is now reviewing its perfor-
mance appraisal and reward programs
to make .sure they are integrated with
the dual career-track system. Only
when ail human resource programs
work together as a seamless whole,
reflecting the company's values and
vision, can the benefits of restructur-
ing and Lhe power of human resource
development be unleashed. ¢
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