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f i v e

Rule 4
Build the Next Generation

To build the next generation, be a human capital

developer:

1. Map the workforce.

2. Create a firm and employee brand.

3. Help people manage their careers.

4. Find and develop next-generation talent.

5. Encourage networks and relationships.

human cap i tal  deve lope r s invest in the next

generation of talent. Today’s talent matters, but tomor-

row’s talent matters just as much. Leaders who invest in

tomorrow’s talent build for the future, create sustainability,

and ensure a legacy. Human capital should be enhanced
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2 The Leadership Code

just as financial, information, and relationship capital are.

As you prepare tomorrow’s talent, you will come to recog-

nize and respond to challenges of retiring baby boomers,

N-Gen, and the rise of global talent from places

like China and India. Ultimately, your success as a leader

is the extent to which you have built leadership, or the

next generation of leaders. Effective leaders ultimately

make others more effective.

In this regard, leaders who develop human capital are

like good parents who devote enormous energy to

increasing their children’s opportunities. Good parents

offer children opportunities to learn and grow in ways that

enhance each child’s unique personality. They encourage

and coach them to reach their full potential. They delight

in the success of their children, and pass onto the next

generation an improved quality of life. Effective leaders do

the same with their employees. They help employees learn

and grow by coaching, supporting, and delighting in

employees’ successes. One of your primary leadership

roles is to cultivate next-generation employees.

In thinking about future talent, “war for talent” is the

overused analogy; but it is wrong, because it is too bound

up in zero-sum game imagery where there are winners

and losers. One child does not have to fail for another to

succeed. Each child can succeed by developing his or her

unique gifts. Likewise, leaders who foster next-generation
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Rule 4: Build the Next Generation

talent engage in a purposeful crusade (not war) founded

on values that engage hearts and minds and that create

win/win, not win/lose, solutions. Success comes from

helping individual employees excel in their specific assign-

ments by helping them identify and develop their gifts.

Human capital developers commit that future talent will

be prepared for future opportunities. They work to match

today’s people with tomorrow’s positions to ensure sus-

tainability of organization success. You can ensure your

legacy if you live up to five pledges we suggest. We like

the pledge metaphor because it has a future orientation,

about what talent can be, not just what it is today.

MAP THE WORKFORCE

Success requires having the right people in the right places

at the right time with the right skills. Once the strategy is

clear, map out the key positions and identify people to fill

them. Such mapping requires differentiation of both

people and positions. Some positions (roles, tasks, respon-

sibilities) in a company generate more customer share and

economic revenue than others. Some people have greater

or less ability to meet business results. Differentiation of

people and positions requires not only leadership courage

to make difficult distinctions, but insights as to criteria for

key positions and people.

3
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The Leadership Code

Critical Jobs. Critical jobs go by many names—key

positions, wealth-creating jobs, A positions, and others.

Critical jobs are those wealth-creating jobs that are criti-

cal to the firm’s growth, the particular jobs that really

impact the success of company. In technology firms, crit-

ical jobs may be research positions pursuing innovation

through R&D; in retail firms, critical jobs may be front-

line positions driving the customer experience in invest-

ment firms, critical jobs may be technical positions

offering some rare insights about the financial markets; in

emerging markets, critical jobs may be marketing jobs

requiring local expertise; and so forth. Identify these key

positions and place and develop your best talent in these

positions.

One of our colleagues, Dick Beatty, uses the example

of airline pilots to point out that critical jobs are not always

the obvious choices. Ask yourself: when you select your

flight, do you do it because of the quality of the pilot? No.

You choose based on the responsiveness of the gate agent,

or the on-time record that is primarily a function of the

professionalism of the ground crew. Customers care about

making easy reservations, getting to their destinations on

time, getting the best fare, and, in the case of Southwest

Airlines, perhaps hearing a joke from a flight attendant

that makes them forget about the crowded conditions in

coach. They assume that pilots in every airline have equal

4
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Rule 4: Build the Next Generation

technological skill at flying safely. The differential jobs are

those that affect customer decision making.

For the jobs that really count, you will need the best

possible talent who are capable of differentiating the firm

in the mind of its key customers. Getting the best talent

comes by setting clear standards about what is expected

and then sourcing, screening, and securing potential

employees (who likely have choices to work elsewhere)

and orienting and engaging them in their jobs.

For example, imagine you want to grow through prod-

uct innovation. With this strategic clarity, you can think

about what the core technical competencies of your orga-

nization are. Critical jobs will likely be those that drive

your technical core competencies. In this case, the critical

jobs might be key positions as software designers who are

charged with creating new product or services. Part of this

team might be in Central Europe, another part in the

United States, and a third somewhere in Southeast Asia.

To staff this team, you have to source future employees

who are technically able to design products, but you also

have to source individuals who know how to collaborate

and connect and communicate despite the separations of

time and distance, as well as language, culture, custom,

ethnicity, and, perhaps, gender. The best workers in the

future will need to have technical competencies and social

capabilities that well exceed those of previous generations.

5
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The Leadership Code

All jobs

Critical jobs
Create wealth
and distinctiveness
(10–15 percent of jobs)

Support jobs Nonessential jobs
Should be eliminated

Strategic
support jobs
Leverage the work of
people doing critical jobs
(20–25 percent of jobs)

Transactional jobs
Essential to business
but should be performed
with optimal cost efficiency
(60–70 percent of jobs)

FIGURE 5-1

All jobs are not created equal

These rare people will be worth their weight in gold. Your

workforce plan will identify these critical positions and

then build an approach to sourcing, securing, and orient-

ing the right individuals into those key positions.

In figure 5-1, you can see that different roles provide

different levels of value for the organization. So, all work

can be divided into three types of work (and jobs):

1. Critical jobs

2. Support roles work

3. Nonessential work

Typically only about 10 to 20 percent of the workforce

is engaged in true wealth-creating roles. Most very senior

6

Purchased by Vasken Kalayjian (vkalayjian@gkbrand.com) on September 25, 2012



Rule 4: Build the Next Generation

executive roles should be on this critical jobs list because

of their potential for impact on large numbers of people.

However, critical jobs can also be found in much more

junior roles. For example, the barista at a Starbucks has a

critical job because she is the person who creates the

experience for the customer. The process control engineer

in a manufacturing company has a critical job because of

the impact this job has on production and uptime. Other

jobs in the organization support the people doing these

critical jobs or should be done at optimal cost efficiencies

to allow the organization to stay in business. Strategic sup-

port jobs leverage the ability of people doing the critical

work to do what they do more effectively. Transactional

work jobs are more routine but they are essential to the

organization and provide cost efficiencies.

Key Questions. As a leader, you should be asking three

sets of questions to match position and person:

1. Which critical jobs will make the largest

difference to your results in the next five to

ten years? If you don’t know, how can you

find out?

2. How well positioned are you to staff those

critical jobs with the right people? What percent

of the key positions are staffed by people who are

7
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Players

Positions

A B C

C

A

B

FIGURE 5-2

Critical jobs matrix

qualified for the future? What percent of those

who are fully qualified are at risk of moving?

3. What percent of the key positions have qualified

talent in place? What is your back-up ratio (the

number of people qualified to move into key

positions divided by key positions)?

When you put A players in A positions, you are likely to

deliver on business outcomes that matter most and likely

to help your best talent be engaged in creating your future.

If you put A players in C positions where they cannot

impact business results, you are likely to lose your A

players, since they may have opportunities elsewhere. If

you put a C player in an A position, you will likely miss

business opportunities. The matrix in figure 5-2 can help

you match talent to positions.

8
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You also need to acknowledge that the crusade for

human capital has more complex workforce demograph-

ics than ever before. Gender, age, education, and global

mix will all shape the employees you require for your

future strategy. When you spend time thinking about

these demographic issues you will be more able to get the

best and brightest. Too often, leaders live in exclusive

ghettos surrounded both at work and at home by those

who look and act like them. They are not sensitive to the

unique demands or expectations of those who differ from

them but who comprise the workforce of the future.

Your pledge should be to have a workforce plan with

key positions and people for your organization that reflects

your strategy. You should regularly require and review

workforce plans as frequently as you review strategy and

organization plans.

CREATE A FIRM AND EMPLOYEE

BRAND

Distinctive firm brands become important stakeholders:

customers or clients, investors, the community, and, most

importantly for this discussion, employees. Related to

the firm brand is an employee brand: how the identity of

the firm, in effect, makes promises to its employees. A

strong employee brand sends messages to current and

9
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10 The Leadership Code

future employees about what they should expect from

their employment with the firm. As a result of the brand,

employees may self-select to not join a firm. For example,

an applicant at Disney who does not find joy in serving

disheveled and stressed guests with a smile and helpful

greeting would not do well. A high roller would not make

it at Wal-Mart.

As you show interest in future talent you need to think

carefully through your firm’s employee brand. What do

you want to promise employees who work at your com-

pany? What should these employees expect from you?

When employees do good work, what do they get in

return? How will your firm distinguish itself as a place to

work for the most talented employees who have lots of

choices about where they could work? What will entice

the best employees to come to work for you? What will

make your employees proud that they have chosen to

work in your firm? What do you want them to tell their

friends and associates about working with you? You don’t

need to answer these questions alone, but you should

make sure that you have answers. In finding answers,

start by asking parallel questions about customers. The

brand metaphor works because your firm’s identity with

customers should mimic your identity with employees.

Nestlé’s slogan, “Good food; good life,” implies that its

employees should maintain a healthy lifestyle (nutrition,
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Rule 4: Build the Next Generation 11

diet, exercise) to embody the firm’s commitment to food

and life.

You need to look carefully at yourself to see if you

embody and live the employee brand you articulate. You

need to become the exemplar, the icon, of what you want

others to do. If you say you want creativity, your behav-

iors and actions need to be unique and creative. If you say

you are serious about efficiency, you need to be thrifty in

your choices. Nothing destroys an employee brand more

quickly than leadership hypocrisy. If you don’t live what

you ask of others, they won’t live with you.

By building an employee brand, you make a pledge or

promise to present and future employees about how they

should expect to be treated when they do good work.

HELP PEOPLE MANAGE 

THEIR CAREERS

Developing future employees often requires helping an

employee have a sense of his own personal career oppor-

tunities and the future needs of the corporation. When we

teach expensive two- or four-week executive programs at

the University of Michigan, we find that fewer than 20

percent of those who attend (at great company and per-

sonal cost) have not had a career conversation about how

this program fits with their career interests. What a waste!
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12 The Leadership Code

Building human capital requires you to have candid,

forward-looking, and helpful conversations with employ-

ees about what they want and what they can expect

from their careers. Too often, leaders don’t talk to their

employees about their career and performance for a vari-

ety of reasons—for example, they don’t want to raise

expectations about a specific job or they don’t want to

argue about things they can’t control. Just as typically, they

don’t have a framework and language to talk about career

development in a useful way, especially to professional

employees.

Career Stages. To facilitate career conversations, we

suggest a model we have developed building on the work

of Gene Dalton and Paul Thompson that describes four

stages in a professional’s development.1 This model helps

you, as a human capital developer, enable development

opportunities for individuals in the organization as well as

identify organization-level development gaps in the talent

pipeline (see figure 5-3 for a graphic representation of

these stages).

The career development model helps the professional

define his or her career aspirations and understand what is

required for high performance where they are now. It

articulates how the stages and the tracks differ in the tasks

that the professionals are expected to perform, in the types
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1
Learn

Figure out
how things

work

2
Master

Build expertise
in your

technical
competency

3M
Manage

Lead a team
or department

3T
Mentor

Coach and
develop others

4M
Direct

Lead the organization
and align with external

stakeholders

(M)anagerial

Impact through:
Individual work

Impact through: 
Relationships

Impact through:
Strategy, structure,
and process

(T)echnical

4T
Define

Translate emerging
trends into future

opportunity

FIGURE 5-3

The RBL Group stages of development

of relationships they form, and in the psychological

adjustments they must make.

In stage I, employees are dependent, working under

the direction of others, helping and learning from more

experienced people who may serve as bosses, mentors, or

coaches. Work is never entirely independent but rather

comprises assignments that are portions of a larger project

actively overseen by a more senior professional. The stage

I performer is expected to willingly do the detailed and

routine work of the team.
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14 The Leadership Code

In stage II, the employees demonstrate their competence

as independent contributors. They go in-depth into one

problem or technical area and assume responsibility for a

definable portion of a project, process, or client. They devel-

op credibility and a reputation as an expert, and they use

their burgeoning confidence to develop more of their own

interior and exterior resources to succeed on the job.

Whether on a technical or managerial track, by the

time employees get to stage III, these professionals are

involved enough in their own work to make significant

technical contributions while beginning to expand beyond

their technical expertise. Stage III professionals stimulate

others through ideas and information, and help to devel-

op others in the role of idea leader, mentor, or team leader

or manager.

The few employees who make it to stage IV provide

direction for the organization, exercising formal and infor-

mal power to initiate action and influence decisions. They

may represent the organization inside and outside its

boundaries, and are in a position to act as sponsors for

other employees, helping to prepare them for key roles in

the organization. While many organizations don’t require

a stage IV technical role, an organization with a strong

need for technology contributions likely has a few stage

IV technical employees who create significant competitive

advantage for the firm.
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Rule 4: Build the Next Generation 15

This model helps frame productive career development

discussions with employees that are not about individual

jobs but are about the overall architecture of a career. It

also helps employees assess their current stage, and helps

them to figure out whether they want to move to the next

stage, another track in the stage they are currently in, or

remain highly valued where they are. A knowledge worker

who stays current with changes in his or her field can

remain valued by staying in any stage except stage I for

an entire career. The value of the stages model is its abili-

ty to help people recognize the trade-offs inherent in

changing the type and level of their contribution to the

organization.

As you help people recognize and work on their

careers, you can identify possible gaps in the talent pipeline

for your organization. You might find, for example, that

there are too few future store managers for your organiza-

tion to expand as rapidly as you would like. You might rec-

ognize that a disproportionate percentage of people in a

given job category or stage are eligible to retire in the near

future, leaving you with a serious talent gap.

As you help people make sense of their career choices

and opportunities and as you build a talent pipeline with-

in your organization, you pledge to employees that they

will have opportunities available to them if they meet cer-

tain milestones.
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16 The Leadership Code

FIND AND DEVELOP 

NEXT-GENERATION TALENT

By this point it is probably obvious that everyone in the

organization needs to be a talent scout, to be constantly on

the lookout for great young talent. Everyone should be

seeking great talent with the logic of the workforce map

in mind. We believe that the best source of future talent is

present talent. When we ask executives in seminars, “Do

you know of someone today who would be a good

employee at your company?” generally 80 percent of them

respond with a clear yes. Through social and professional

contacts, they know someone who would do a good job

at the company. When we then ask, “How many of you

have a disciplined process for contacting these potential

future employees and inviting them to join your compa-

ny?” almost no one responds. For critical positions, you

can source future talent by inviting current talent to make

recommendations. Of course, you need to manage diver-

sity and assure that you don’t just hire mirror images of

present employees. And, even more important, when cur-

rent talent recommends future talent, the current talent

becomes more committed. In a grocery store, we seldom

change lines when someone gets in line behind us. If a top

talent is instrumental in attracting a future employee, the

referring employee is much less likely to leave. This is a
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Rule 4: Build the Next Generation 17

win/win. You can identify and attract great talent and

engage and retain current top talent by involving current

employees in sourcing future employees.

And when you find and bring the right talent into

your organization, be relentless in pursuit of it. Once

you’ve caught it, don’t let it go. Coaching and mentoring

help people know what to do to fit in and succeed. Del-

egating and empowering builds both individual and orga-

nizational muscle, and is another way for the organization

to develop people while also showing confidence in them.

Talk with current talent about what they want. Beverly

Kaye, in her book Love ’Em or Lose ’Em: Getting Good

People to Stay, has a simple but profound idea called the

“stay interview.” For talented employees, you can simply

find time to talk with them to tell them you appreciate

their work (which is very reinforcing), and ask them what

they need to stay with the firm. Generally not a part of the

formal appraisal process, this conversation conveys value

and appreciation to the employee, and gives valuable

information about how to keep them.2 The simple act of

listening to their needs and concerns gives them an outlet

for any stress they may be feeling, and can defuse any

incipient need to move on.

As a human capital developer, your legacy will come

because you invested in future talent. You found the right

ones, helped them perform well in current and future
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18 The Leadership Code

jobs, and helped make your company an attractive place to

work.

Coach and Mentor. It is a truism that people generally

don’t quit companies, they quit bosses. Connecting the tal-

ent slated for the A positions is especially important, and

that connection needs to extend beyond their current boss.

One of the best ways to care for such employees—and

to let them know that the organization values them for the

long run—is to give them a formal coach. That coach

could be internal to the organization, or could be an

external consultant. Coaches might help future employees

in both upgrading behaviors and delivering results. Behav-

ior coaching helps future talent learn the choices and con-

sequences of their behaviors. For example, how they will

be regarded if they are too loud—or too soft-spoken?

Results coaching helps recent hires with potential to be

clear about outcomes they will need to be able to point to

as they progress: the jobs they need to cycle through to get

the experience and visibility they need for promotion.

This kind of guidance is valuable for everyone. It is espe-

cially critical for women and other minorities who are less

likely to have an existing network that helps to steer them

toward the right jobs and experiences.

Most successful people also had a mentor (or mentors)

at critical points in their career. Someone has to help
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a younger employee steer through the organizational

dynamics (otherwise known as politics). The right mentor

can also give the talent the visibility she needs to be

considered for the right positions as succession plans are

drawn.

Delegate and Empower. An accomplished executive

credits much of her success to bosses and mentors

who gave her challenging assignments very early on—

assignments for which she was not truly qualified to take

on at the time, like managing a complex project, working

on a difficult customer assignment, building a business in a

foreign country, and so forth. She valued these assignments

highly because her mentors’ confidence in her buoyed her

confidence in herself, and she was able to learn from suc-

cesses and failures she would otherwise not have had.

As her coaches, we asked her if she was providing sim-

ilar opportunities to stretch to the next generation. As she

thought about it, she realized she was not. Big assignments

carried big risks, and she feared that talented but inexpe-

rienced employees would make mistakes that could cost

the company reputation and financial return. So, she

would often intervene and keep potential future leaders

from making bad decisions. This is a leadership danger

sign. She needed to do for others what her bosses had

done for her.
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20 The Leadership Code

If you want to build effective human capital, you will

need to delegate, empower, and allow employees to take

risks, even if they occasionally fail, as long as they learn.

Delegation means that you give an employee clear tasks,

with definitive outcomes, accountabilities, and resources

to do the task. When an employee comes to you with

questions about a project, often the best response is,

“What do you think?” More often than not, the employee

has considered alternatives, and may just be waiting to

be asked to recommend a course of action. Probe for

ideas, and you’ll discover that these employees will make

the right decision 80 percent of the time. When their

judgment is wrong, your job is to help them examine how

they came to the wrong decision so they can learn a pro-

cess for decision making. Delegation is about coaching

and teaching, not judging and evaluating.

Empowerment means giving your employees knowl-

edge, authority, and incentives to make good decisions. If

you give an employee the authority to make a decision, but

do not give him the information to make the right deci-

sion, you have entrapped, not empowered, that employee.

To empower, you need to share information as well as

authority. When one of our children got his driver’s

license, he had authority to drive. But his father did not

give him enough information about driving in icy condi-

tions, so in the first ice storm, he had a minor accident.
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The father’s first instinct was to blame him for reckless

driving, but he realized that he had given his son authority

without information, which is a dangerous combination.

As a leader, make sure you empower people by giving

them both authority and information.

Share Incentives. Finally, share incentives. Employees

know that senior executives and high-performing individ-

uals should get paid more. But when the gap between

their personal compensation and the compensation of

senior executives gets too high (a recent study showed

that, in the United States, the CEO’s total compensation

was over two hundred times that of the first-line supervi-

sor), who can blame employees for feeling embittered, not

empowered?

Your pledge to employees who will be in your com-

pany when you are gone is to give them opportunities to

learn and grow so that they are prepared when their lead-

ership opportunities arise.

ENCOURAGE NETWORKS 

AND RELATIONSHIPS

We all know that having a friend at work is one of the

main reasons to stay and to work hard. As a leader, you can

help foster a supportive community of colleagues where
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people work together in the moment, but also have an

emotional tie to the organization. Communities of prac-

tice, for example, are especially helpful in attracting and

retaining talented women and other historic minorities

since they have traditionally lacked networks that can help

them to advance in corporations. Strong networks also

lead to faster learning and more collaboration.

Some companies, including Ernst & Young, McDon-

ald’s, and the CIA, use social networking spaces like

Facebook, Nexopia, or Friendster to help their people

network. The sites operate as a storehouse for living

résumés that employees can update themselves as they gain

experience, and as a virtual job fair where internal jobs

and internal candidates can meet. Ketchum has developed

what it terms a “transparent, fluid internal job market” in

which “boomerangs” (people who have left and come

back) are just as valuable as people who stay.

Your pledge to future employees is that the social set-

ting of work will encourage collaboration more than

competition, friendships more than rivalries, and connec-

tion more than isolation.

proud pare nts  reve l in the maturation and success

of their children. As a leader of human capital, you pledge

that the next generation of employees will be stronger

than the present. When you do this, you gain a reputation

22
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as an outstanding developer of future talent. You create

workforce plans that match key positions to top talent;

create a firm and employee brand, help people manage

their careers, find and develop next-generation talent, and

encourage networks and relationships. As a result, the

organization you someday leave will be in better shape

than the one you entered, a simple test for a human capi-

tal developer.

On www.leadershipcodebook.com, Paul Thompson, the

original author of the stages work, joins Leadership

Code coauthor Norm Smallwood to give a complete

introduction to the framework as well as practical

advice for applying it. Also try your hand at a number of

mini-cases about stages, and take the premium full

stages assessment tool.
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