Strategic Human Resources

Chapter 16 – Promotion and Career Concerns

Summary

Promotion can be a valuable motivational tool, but it can also present some difficult challenges.  It can have dysfunctional affects on both the participants in the race for advancement and on those who are passed by.  Decoupling promotions from status, compensation, and autonomy can help some organizations mitigate the negative affects of a promotion culture, but, once again, these changes must be made in the context of the fit with the entire organization.

Details

Promotion serves a number of important functions in an organization:

· Incentives (including encouraging longer-term thinking)

· Signaling to others the characteristics that the firm desires

· On-the-job training (view talents before placing in critical role)

· Placement (matching interests, skills, and organizational needs)

· Screening (seems redundant with previous two???)

Down sides to Promotion:

· Desire for rapid promotion can lead to short-termism (underinvesting in current assignment with eye on next step, especially if/when promotion is assured)

· Conflicting signals  (promotion recipient may embody several preferred characteristics, but he/she may possess non-standard characteristics too)

· May encourage slacking among ‘losers’ or non-recipients

· May encourage competitive behavior rather than teamwork and/or promotion/influence focus rather than job/performance focus

· Strict standards such a seniority may push non-standard, talented employees to leave and seek advancement elsewhere

· May motivate employees to avoid jobs perceived as not being on ‘fast track’ and seeking jobs only on ‘fast track’ regardless of fit or interest

· Promotion may become an end in and of itself rather than an absolute position

Dealing with the ‘losers’ – Organizations in which promotion confers status may have a difficult time dealing with those people who are passed over by promotions.  Two alternatives that companies use are ‘Up or Out’ and Stay Put.  

Up or Out: those who lose in the promotion game are forced to leave their current job.  Pros:  opens up alternatives for those further down the ladder, solves problem of dealing with de-motivated ‘losers’.  Cons:  forces valuable contributors from their roles, creates tough culture, with increased penalty for failure employees may be more self-serving, legal challenges.

Stay Put:  people passed over for promotion are allowed to stay in their current roles to compete again next time for the promotion.  Pros and cons are inverse of the up and out solution, but there is still no guarantee that this solves the problem of discouragement or dis-incentive.

Demographics can exacerbate a promotion problem within a company if many of the employees are of the same relative age.

Rank is tied to compensation because:

· It reinforces social status distinctions

· It is economically driven (supply and demand of top workers)

· It protects against loss of key personnel

Solutions??

· Decouple compensation and autonomy from rank – pay more and/or give more autonomy to valuable workers lower in the organization

