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c a re er di re c t ions of t en tell us they cho s e

t heir care er (en g i ne ering or fina nc i a l

s erv ices, say) based on what they had

e xc el led at in scho ol (math, science, or

f i na nc e) — but never really liked. Or the y

made a choice based on one strong int er-

e s t, only to find that the care er invol ved a

lot of work they had no int erest in, or no

work that sat i s f ied anot her deep int ere s t

t hey had. The net result is ana lo g ous to

wearing a pair of poorly fitting sho e s :

They may be bet t er than no shoes at all,

but not by muc h .

Having gat hered exten s i ve dat a — i n-

c lu ding com prehen s i ve psycholo g ical as-

s e s s ments, in-de pth per s onal int erv iew s ,

a nd let t ers from friends and associat e s —

on those 650 people, we set out to do two

things. First, we wa nted to det er m i ne the

e s s ential elements that ma ke up work in

bu s i ne s s — t he irre d uc i ble  “bu i ldi n g

blocks.” Second, we hoped to develop an

a s s e s s ment instru ment that wou ld me a-

s u re people’s int erests in those ac t i v i t ie s .

Put anot her way, our goal was to develo p

an int erest invent ory that was fine - t u ne d

to bu s i ness wor k — much as turning up the

p ower on a mic roscope results in a na r-

rower field of view, but with more det a i l

reve a led. We eventually developed a so-

ph i s t ic ated Business Care er Int erest In-

vent ory (BCII) and ident i f ied the ei g h t

c ore sets of ac t i v i t ies shown below on this

page as Part 1.

We ’ ve devised a brief exercise to give

you a rough approxi mat ion of your int er-

ests in these eight ac t i v i ty sets. The BCII

i t s elf, far more ana l y t ically com plex and

nu a nced, com pa res the strength of you r

i nt erest in each core func t ion to the in-

t erest level of ot her bu s i ness profe s s iona l s ,

assesses your overall int erest in bu s i ne s s

A
s bu s i ness psychologists we ’ ve

re c ently finished a 12- ye a r

study of the care er paths of

over 650 bu s i ness profe s s ion-

als at all levels and in a wide va r iety of func-

t ions, ind u s t r ies, and org a n i z at ional cul-

t u res. More sp e c i f ic a l l y, we ’ ve ana l y z e d

how people ma ke care er de c i s ion s — a nd

w hat goes into de c i s ions that are sat i s fy i n g

a nd successful over the long term. One of

t he most com mon mistakes we ’ ve seen

p e o ple ma ke in ma naging their care ers is

basing their initial (a nd subsequent) care er

c hoices on their apt i t u des rat her than on

t heir int erests. Wh i le ot her per s onal va r i-

a bles (s uch as skills and va lue s) and jo b -

ma r ket forces (s uch as the need for Int er-

net - s av vy ma r ket er s) change over time, a

p er s on’s deep int erests remain highly sta-

ble from early ad u l t hood on .

Pe o ple who are unhappy with thei r

All executive work is based on one or more of the following eight core activities. Read them.

Ta king an en g i ne er i n g - l i ke

approach to business problems and using technol-

o gy to sol ve them (o p erat ions process ana l y s i s ,

process redesign, production planning).

Pro blem solving that rel ies on

mathematical and financial analysis (determining

t he most ad va nt a g e ous de b t / e qu i ty struc t u re ,

analyzing market research). 

Taking a

broadly conceptual, quasi-academic approach to

business problems (developing a new general eco-

nomic theory or model of market behavior).

Highly creative activities (the gener-

ation of new business ideas such as line exten-

sions or additional markets, the development of

new marketing concepts).

Developing a variety of per-

sonal relationships in the workplace and helping

others in their careers (human-resources coach-

ing, training, and mentoring).

Accomplishing business goals through

wor king di rectly with people (pa r t ic u larly as 

a frontline manager, team leader, director, or

direct supervisor).

Having ultimate strat e gy and de c i s ion -

ma king au t hor i ty as well as re s ou rce cont rol for an

o p erat ion (as a di v i s ion ma na g er, pre s ident, CEO,

pa r t ner in a profe s s ional firm, or ent re prene u r) .

E xerc i s i n g

i n fluence through the skillful use of per s u a s ion

(negotiating, dealmaking, sales functions, and re-

lationship development).

Each year, students at the Harvard Business School take a quiz to help find a

career in which they’ll flourish and be happy. Here’s a short-form version. 

F i nding the Job You Should Wa nt
BY JAMES WAL DRO OP AND TI MO THY BUTL ER

C AR E ER S

Application of Te c h n o l o gy :

Qu a n t i tative Analysis: 

Th e o ry Development and Conceptual Thinking:

Counseling and Mentoring:

Managing Pe o p l e :

Enterprise Contro l :

Influence Through Language and Ideas:

PART 1:

Creative Production:
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wor k, and ad justs for your mood at the

moment. The exercise shown on the s e

pages does, however, prov ide some basic

c lues to your pro p er care er path. To use it,

rere ad the brief de s c r i pt ions of the ei g h t

s ets of ac t i v i t ies on the prev ious pa g e ,

t hen qu ic kly go through each of the pa i r s

in Part 2 above and indic ate which one is

more int eresting to you by placing the

b old let t er for that choice on the line to

t he right. Don’t le ave any ou t, and don ’ t

mark any ties. Mark only your first int u-

i t i ve re sp on s e .

Now sum up the number of times each

of the eight functions was ranked higher

t han what ever it was being com pa red with,

and record that number. Look at your top

four scores. If there is a clear “break” (a

two-point or greater difference) between

the second and third, or between the third

a nd fourth, you shou ld con s ider the top

two (or three) as your most significant in-

t erests. If not, think of all four as you r

le ading int erests. Most people will have

between one and three leaders.

The next step is to match your scores

with the career functions listed in Part 3

on the following page. Needless to say, if

you look at your interests and see that be-

ing a CEO or president is a good fit with

your int erests, this doesn’t mean you ’ re

qualified to get those positions tomorrow.

What it does mean is that given sufficient
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■ 1. Creative Production or Influence Through Language
and Ideas

■ 2. Managing People or Creative Production

■ 3. Enterprise Control or Application of Technology

■ 4. Theory Development or Creative Production

■ 5. Managing People or Counseling and Mentoring

■ 6. Quantitative Analysis or Theory Development

■ 7. Influence Through Language and Ideas or

Enterprise Control

■ 8. Quantitative Analysis or Enterprise Control

■ 9. Application of Technology or Influence Through 
Language and Ideas

■ 10. Influence Through Language and Ideas or

Quantitative Analysis

■ 11. Theory Development or Counseling and Mentoring

■ 12. Application of Technology or Creative Production

■ 13. Application of Technology or Managing People

■ 14. Theory Development or  Influence Through Language
and Ideas

■ 15. Creative Production or Counseling and Mentoring

■ 16. Counseling and Mentoring or Quantitative Analysis

■ 17. Theory Development or Enterprise Control

■ 18. Enterprise Control or Creative Production

■ 19. Managing People or Theory Development

■ 20. Application of Technology or Theory Development

■ 21. Enterprise Control or Counseling and Mentoring

■ 22. Creative Production or Quantitative Analysis

■ 23. Counseling and Mentoring or Influence Through 
Language and Ideas

■ 24. Quantitative Analysis or Managing People

■ 25. Enterprise Control or Managing People

■ 26. Application of Technology or Counseling and 
Mentoring

■ 27. Managing People or Influence Through Language 
and Ideas

■ 28. Application of Technology or Quantitative Analysis

Reread the brief descriptions of the eight sets of activities on the previous page, then quickly go through each
of the following pairs and indicate which one is more interesting to you by placing the bold letter for that
choice in the box to the left. Don’t leave any out, and don’t record any ties. Mark your first intuitive response.

Add the bold let t ers for your total score on each core func t ion
a nd re c ord that score below :

Based on the scores above, identify your most significant
interests. Most people will find one to three clear leaders.
What does it all mean? Turn the page to find out.

■ Application of
Technology

■ Counseling and
Mentoring

■ Quantitative
Analysis

■ Managing People

■ Theory Development and
Conceptual Thinking

■ Enterprise Control

■ Creative Production

■ Influence Through
Language and Ideas

PART 2:
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experience and the right kind of company,

those would be positions you could aspire

to and be happy pursuing. If your int ere s t s

fit a particular combination, consider ca-

re er paths le ading to one or more of the in-

dicated careers. Of course, the results of

this exercise can’t give you the full picture

of your total interest pattern, which is key

in ma king opt i mal care er de c i s ions, bu t

t hey can give you a flavor for how the

model works.

Using our database of business profes-

s ionals, we have developed int erest pro-

files for several different business careers,

against which readers can map their own

interest patterns. In this way people can

determine how well they match with vari-

ous career paths in terms of all of their in-

t erests. Part 3 shows the level of int erest in

various combinations of the eight activity

sets for an “average” investment banker,

g eneral ma na g er, pro d uc t ion and opera-

tions manager, and so forth. 

For exa m ple, we see that some one

whose response was dominated by inter-

ests in Enterprise Control and Managing

People may be suited for the corner office

as a CEO, president, or division manager.

The ty pical Wall St re et er may pre fer to

combine an interest in Enterprise Control

with a strong re g a rd for Quant i t at i ve

Analysis. People inclined toward careers

in ent er t a i n ment or the me dia, me a n w h i le ,

may ev i nce a high re g a rd for Cre at i ve Pro-

d uc t ion; those who also have a ma na g er i a l

b ent may be int erested in Ent er prise Con-

trol as well. And so on. 

It’s impor t a nt to note that it is the

overall shape of all eight core func t ion s

t hat ma kes for a good or bad fit with a

p er s on’s indi v idual prof i le. If you have a

very strong int erest in an ac t i v i ty set that

most people in a pa r t ic u lar care er are

not at all int erested in, cha nces are that

it affords little oppor t u n i ty to express the

i nt ere s t — a nd that you may find that you

fe el quite di f ferent from ot her people in

t he field. This is just as much a cause for

c onc ern as having very little int erest in

an ac t i v i ty set that most people in the ca-

re er are very int erested in, and that suc-

cess and sat i s fac t ion in that care er de-

p ends on .

It is also important to evaluate any par-

ticular work opportunity thoroughly: The

everyday mix of activities of a marketing

manager at Procter & Gamble is likely to

be rather different from the activities of a

marketing manager at Cummins Engine. 

The va lue of this re s e a rch is demon-

s t rated by the ado pt ion of the mo del and

t he BCII by over 40 care er - s erv ices of-

f ices in MBA pro g rams and underg rad u-

ate scho ols in the U.S. and Europe, and by

c or p orate hu ma n -re s ou rces and care er -

develo p ment profe s s ionals invol ved in in-

t er nal care er sel f - ma na g ement pro g ra m s

for their em plo yees. It seems the cha n g e

in the societal em plo y ment cont ract and

t he inc reased mo b i l i ty of the holders of in-

t el lectual capital are combining to give

c om pa n ies an urg ent int erest in hel pi n g

va lued em plo yees remain opt i mally en-

gaged in their work. That means prov idi n g

more help with their choices of a lon g -

t erm care er pat h .

More care er prof i les and more de-

t a i led int ere s t - s c a le comb i nat ion de-

s c r i pt ions are ava i la ble at our We b s i t e

(w w w. c a re erdi s c overy. c om). As our dat a-

base grows, we will be posting further re-

s e a rch findings at that site. F
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The au t hors are di re c t ors of MBA care er - develo p-
ment pro g rams at the Ha rva rd Business Scho ol .
They are also pr i nc i pals in Wa ld roop Butler Asso-
c i ates, a consulting firm in Bro okl i ne, Mass., that
specializes in care er - develo p ment con s u l t at ion to
c or p orat ions and indi v iduals, and in exe c u t i ve
c o aching. Wa ld roop and Butler can be cont ac t e d
t h rough their Website (w w w. c a re erdi s c overy. c om)
or by E-mail at wba@wor ld . s t d . c om. 

PART 3: Now that you know which activity combinations you prefer, see
what kind of successful business people share your interests. 

C EOs, pre s idents, di v i s ion

managers, and general managers who enjoy both strategy and the operational

aspects of the position—the CEO who enjoys playing the COO role as well.

Investment bankers, other

financial professionals who enjoy dealmaking, partners in Big Six firms, top-

level executives in commercial and investment banks, investment managers.

Individual contrib-

u t ors who have a strong int erest in en g i ne ering analysis (s y s t ems analysts, tech

consultants, process consultants); production and operations managers.

Ad ver-

tising exe c u t i ves, bra nd ma na g ers, cor p orate tra i ners, sale sp e o ple, pu bl ic

relat ions specialists; people in the fa sh ion, ent er t a i n ment, and me dia ind u s t r ie s .

Hu ma n -re s ou rc e s

ma na g ers, ma na g ers who en joy coaching and develo ping the people re p or t i n g

to them, managers in nonprofit organizations with an altruistic mission.

E xe c u-

tives (CEOs, presidents, general managers) whose leadership style relies on

persuasion and consensus building; marketing managers, salespeople.

Ma na g ers and sen ior

e xe c u t i ves in high technolo gy, tele c om mu n ic at ions, biotech, infor mat ion

systems (internally or consulting), and other engineering-related fields.

E c o n o m i c - mo d e l

builders, quantitative analysts, “knowledge base” consultants, market fore-

casters, business professors.

S olo ent re preneurs, sen ior

executives in industries where the product or service is of a creative nature

(fashion, entertainment, advertising, media).

Entrepreneurs who partner with a professional man-

a g er, shor t - t erm pro ject ma na g ers, new- pro d uct develo p ers, ad ver t i s i n g

“creatives”; individual contributors in fashion, entertainment, and media. 

Enterprise Contro l and Managing Pe o p l e :

Enterprise Contro l and Qu a n t i tative Analysis:

Application of Te c h n o l o gy and Qu a n t i tative Analysis:

C reative Pro d u c t i o n a nd Influence Through Language and Ideas:

Counseling and Mentoring a nd Managing Pe o p l e:

Enterprise Contro l a nd Influence Through Language and Ideas:

Application of Te c h n o l o gy and Enterprise Contro l: 

Th e o ry Dev e l o p m e n t and Qu a n t i tative Analysis:

C reative Pro d u c t i o n and Enterprise Contro l:

C reative Pro d u c t i o n:
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