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Hunkered down in a conference 
room, clothing loosened and 
b r o w s f u r r o w e d , a t eam 

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 
t e a m w o r k . In t h e p r o c e s s , 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 

p r o g r e s s i o n w a s typica l fo r large 
companies : beginning as individual 
contributors, peop le progressed u p 
the hierarchy to become managers , 
regardless of whether they wanted to 
be or had the ap t i tude lo b e man-
age r s . M a n a g e m e n t w a s the o n l y 
route to the higher eche lons 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. 

R e s e a r c h h a s s h o w n tha t s u c h 
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 
t ha t t e c h n i c a l a n d m a n a g e r i a l 
e m p l o y e e s have distinct funct ional 
c a r e e r a n c h o r s . Most c o r p o r a t e 
career-path programs force high per-
f o r m e r s to hois t t he i r t e c h n i c a l 
anchors and move into unchar tered 
managerial waters. 

Talented nonmanagerial contribu-
tors w h o have reached the apex of 
t he i r i nd iv idua l p a t h s h a v e t h r e e 
c h o i c e s : de ra i l i n io m a n a g e m e n t 
roles that fail to m a k e use of thei r 
real skills; depa r t for g r e e n e r pas-
tu r e s in o t h e r o r g a n i z a t i o n s or in 
consult ing; or s tagnate in their cur-
rent roles, w h e r e they may receive 
changes in title but no real change in 
job challenges, responsibilities, and 
influence. 

Almost eve ry la rge c o m p a n y in 
t h e w o r l d h a s e n c o u n t e r e d th is 
d i l e m m a . S o m e h a v e i g n o r e d it. 
Some have tried, generally with little 
success , to turn the unwil l ing into 
managers. 

Other companies have tried dual 
c a r e e r p a t h s , an a p p r o a c h that is 
rapidly gaining favor in private and 
public circles. Under this approach , 
companies have o n e track for man-
a g e r s a n d a n o t h e r p a t h that is 
equally rewarding for individual con-
tr ibutors . In theory , t h e two pa ths 
stay parallel all the way to the top. 

Organizat ions h a v e been experi-
ment ing for 15 years with parallel-
path solut ions. But not all of these 
expe r imen t s have b e e n successful . 
T o o of ten , the dual pa ths 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 
b e e n b l o c k e d by m a n a g e r s w h o 
focus on increased costs rather than 
increased productivity, or by employ-
ees w h o are not c o n v i n c e d of the 
sys tems ' va lue . In o the r cases , t he 
i n d i v i d u a l t rack h a s b e c o m e a 
"dumping ground" for unsuccessful 
managers. 

BPX set out to d e v e l o p a dua l -
track system that would avoid these 
traps and that would tap the talents 

a n d e n t h u s i a s m of e m p l o y e e s on 
both tracks. The effort has required 
the commitment and participation of 
employees at all levels, from all over 
the world. 

Changing the corporate mindset 
Thinking about the company's entire 
advancement and reward system as 
it related to its mission and values 
was the first s tep toward change at 
BPX. That meant reconsider ing the 
current management track as well as 
des ign ing a n e w o n e for n o n m a n -
agers . Each track i nc ludes severa l 
possible career paths. 

T h e t w o t y p e s of c a r e e r p a t h s , 
BPX d e t e r m i n e d , s h o u l d be based 
not on h o w th ings w e r e cur ren t ly 
being done, but on how they ought 
to be done. The paths needed to be 
t ru ly c o m p a r a b l e , bu t BPX c o n -
c luded that " c o m p a r a b l e " w a s not 
the same as "identical." 

For e x a m p l e , a pos i t ion on o n e 
pa th d o e s not n e e d a c o m p a r a b l e 
posi t ion, at exactly the s ame level, 
on a n o t h e r . S o m e p a t h s can h a v e 
more levels than others, depend ing 
on the nature and complexity of the 
work. 

Managerial levels are often distin-
g u i s h e d by the n u m b e r of p e o p l e 
m a n a g e d . But h o w c a n indiv idual 
contr ibutor levels be dist inguished? 
Although individual contr ibutors do 
not m a n a g e increasing n u m b e r s of 
p e o p l e , t hey can ( l ike m a n a g e r s ) 
a p p l y the i r e x p e r t i s e to t a s k s of 
greater complexi ty and impact . For 
example, they can make recommen-
dations in a wider range of business 
areas, participate in higher-level deci-
s ions, and act as m e n t o r s to o the r 
employees. 

BPX also concluded that flexibility 
is e s s e n t i a l . An e m p l o y e e w h o 
s e l e c t s t he i n d i v i d u a l - c o n t r i b u t o r 
track should be able to switch to the 
managemen t track and back again, 
as b u s i n e s s r e q u i r e m e n t s d e m a n d 
and as the employee ' s accompl ish-
m e n t s , q u a l i f i c a t i o n s , a n d c a r e e r 
n e e d s mature . Today ' s emp loyees , 
w h o e m p h a s i z e s e l f - d e v e l o p m e n t , 
h a v e far m o r e f luid p e r s o n a l a n d 
career aspira t ions than yesterday 's , 
a n d they can be e n e r g i z e d by the 
power to make choices. Any career-
path program should embrace these 
facts. 

Designing the dual paths 
BPX set a b o u t d e v e l o p i n g parallel 
career paths, one functional area at a 
time. The task was to develop a com-
mon set of dual pa ths 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 
pa ths m o d e l e d the o p e n th ink ing , 
empowering, and networking culture 
that BPX was seeking. Teams of par-
ticipants were organized to explore 
so lu t ions to dua l -pa th issues. Each 
team was diverse in terms of multi-
level i n v o l v e m e n t , r e p r e s e n t a t i o n 
across the organization, and experi-
ence . Senior managemen t sponsors 
in each functional area selected the 
o the r pa r t i c ipan t s , mak ing su re to 
pick p e o p l e w h o were not commit-
ted to the status quo. 

To m i n i m i z e t ime r e q u i r e m e n t s 
and maintain objectivity, consultants 
w e r e u s e d to co l l ec t a n d a n a l y z e 
existing job data; come up with lists 
of nontechnical skills required in all 
areas; make sure everyone was clear 
on object ives, roles, and direct ion; 
and facilitate the sessions. 

Requirements and levels 
At the first team meet ing , s o m e of 
t he pa r t i c ipan t s r e f ined the list of 
skill factors that the consultants had 
produced. Because the objective was 
to d e s i g n truly c o m p a r a b l e pa ths , 
each g roup selected only those fac-
tors that applied to its own manage-
m e n t a n d i n d i v i d u a l c o n t r i b u t o r 
paths. The factors did not have to be 
in the same order of importance for 
both paths. 

Next, in focus groups, all partici-
pants described levels for each of the 
selected factors. These levels had to 
reflect the w o r k n e e d e d to get the 
g roup missions accomplished. Each 
g r o u p began with the lowest entry-
level, then assessed the highest, and 
finally a t t e m p t e d to d e t e r m i n e the 
m i n i m u m n u m b e r of levels in be-
tween . T h e ob jec t ive w a s to m a k e 
the levels truly distinguishable and to 
p u s h r e spons ib i l i t i e s d o w n to the 
lowest levels possible. 

In t he p rocess , each par t ic ipant 
made a personal decision about the 
leve ls a n d d e s c r i p t i o n s a n d t h e n 
explained it to the group. Discussion 
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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 c o m p e t e n c i e s inc luded 
descriptions of core skills that result 
in e f fec t ive p e r f o r m a n c e . In o the r 
words, they describe how effective 
people are in achieving business and 
technological success. The compe-
tency descriptions provide an objec-
tive way for e m p l o y e e s and their 
supervisors to assess how people are 
tackling their work. 

To bridge the gap between exist-
ing skills and the skills the business 
n e e d e d , d e v e l o p m e n t g u i d e l i n e s 
were added. These were designed to 
stimulate each individual's thinking 
about how his or her skills might be 
d e v e l o p e d t h r o u g h a var ie ty of 
approaches , such as coaching, for-
mal training, on-the-job experimenta-
tion, and self-study. 

Beyond the design process 
The final p roduc t ( the career -pa th 
matrices, competencies , and devel-
opment ideas) was a major undertak-
ing. But it was only the beginning of 
the change process. 

W h e n an o r g a n i z a t i o n is go ing 
t h r o u g h r e s t ruc tu r ing , b r o a d and 
effective communica t ion is the key 
to success. BPX launched a compre-
hensive communication program that 
provided employees with the infor-
ma t ion they n e e d e d to p r o g r e s s 
upward or laterally. 

The matrices were another key to 
success. They enabled employees to 
take charge of their o w n deve lop-
men t , a n d p r o v i d e d s u p p o r t for 
other human resource initiatives. 

For example, the skills and devel-
o p m e n t matr ices w e r e l inked 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 
deve lopment matrices for ideas o n 
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 
res is tance by communica t ing 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. 

Looking for a complete source of books for 
all your career development and training 
programs? 

Look to Macmillan Publishing Company. 

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

• Quality 
• Supervision 
• Computer Literacy 
• Finance 
• Textiles 
• Engineering 
• Computer Science 
• Marketing 
• Public Relations 

• Economics 
• Technology 
• Information Systems 
• Banking 
• Food Services 
• Writing Skills 
• Math and Statistics 
• Criminal Justice 
• Reading Skills 

Our books will contribute to the success of 
any career development or training program, 
and will serve your students as valuable 
references after their formal training is over. 

As one of the largest, most respected textbook 
publishers in the world, we've built a reputation 
for quality authors, books, and service. 

We want to put that reputation to work for you. 

For your FR£E COPY of our 1992 Business, 
Industry, and Government catalog, call 

1-800-228-7854. 

Or write to: 

MACMILLAN PUBLISHING COMPANY 
Attn: Special Sales 
College Division 

445 Hutchinson Ave. 
Columbus, Ohio 43235 
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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 helps employees learn: 

• to recognize discrimination • to use common sense and courtesy 
• to give appropriate assistance • ro put differences into proper perspective 
• to develop sensitivity to disabilities • 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 
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TUP PATH IW Many effective leaders meet new chal-
H I L i i l l l l 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 Leadership can help. An inter-
national, nonprofit educational in-

stitution, the Center offers managers the op-
portunity to assess their own leadership styles. 
This important groundwork encourages them 

to think more creatively and lead more effec-
tively. 

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

CENTER FOR CREATIYE LEADERSHIP 
PO BOX 26300, GREENSBORO, NC 27438-6300 

(919) 545-28 tO 

Circle No. 142 on Reader Service Card 

T h i s t i m e , BPX d e c i d e d to t ry 
someth ing different . Instead of tying 
u p m o r e r e s o u r c e s w i t h m a s s i v e 
t r a i n i n g e x e r c i s e s a n d r i s k i n g t h e 
e r o s i o n of e m p l o y e e o w n e r s h i p of 
the p rog ram, the c o m p a n y e m p o w -
e r e d t h e l ine f u n c t i o n s w i t h t h e i r 
o w n s k i l l s m a t r i x e x p e r t s . Smal l 
teams of local line and HR staff were 
trained and sent back to coach their 
co l l eagues and h e l p their o rgan iza-
t ions adop t the process . As a result, 
o w n e r s h i p of t h e p r o c e s s g r e w as 
the program cont inued. 

BPX expec t s that the payof fs will 
far outweigh die tradeoffs. The organi-
zation is m o r e 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 w h e n they have that 
choice, a long with complete informa-
tion, they also a s sume responsibil i ty 
for achieving the expec t ed levels of 
skills and perfonnance. 

In e n v i r o n m e n t s in w h i c h se l f -
d e v e l o p m e n t f lour i shes and diverse 
contr ibut ions are valued, innovat ion 
b looms and commitment is strength-
ened. Recruiting and retaining scarce 
talent b e c o m e s easier as a c o m p a n y 
demonstra tes that it offers opportuni-
ties to match any emp loyee ' s career 
i n t e re s t s . BPX is c o m m i t t e d to t h e 
bel ief that it will b e mos t e f f ec t ive 
w h e n o r g a n i z a t i o n a l a n d p e r s o n a l 
goals are in harmony. 

BPX is n o w rev iewing its pe r fo r -
mance appraisal and reward programs 
to make .sure they are integrated with 
t h e dua l c a r e e r - t r a c k sys t em. On ly 
w h e n ail h u m a n resource p r o g r a m s 
w o r k toge the r as a seamless who le , 
ref lect ing the c o m p a n y ' s va lues and 
vision, can the benefi ts of restructur-
ing and Lhe power of human resource 
development be unleashed. • 

R o b e r t T u c k e r is vice-president of 
human resources for BP Exploration— 
Western Hemisphere, 200 Public 
Square, Cleveland, OH 44115. Milan 
M o r a v e c is a consultant at 2453 
Providence Court, Walnut Creek. CA 
94596. Ken I d e u s is training and 
development manager at BP Explo-
ration Operating Company. 4/5 Long 
Walk Road. Stockier Business Park, 
Uxbridge Middlesex'U.K.. UB11 IBP. 
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