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THE MODIFIED CAREER PATH APPRECIATION (MCPA )
MCPA
The MCPA1 is a computerised variant of an interview process called Career Path Appreciation (CPA)
developed by our strategic partners Bioss International Ltd. The outcomes of the MCPA help to identify:
●
●
●
●
●

A candidate’s current level of capability.
How that capability is likely to grow over time.
The degree to which the person’s current capability matches the demands of their present job.
As a result of this, the most appropriate career path for the candidate and their organisation to plan that
keeps the candidate in ‘Flow’ and making the fullest possible contribution.
Whether or not the candidate is likely to succeed at higher management levels in the organisation.

Work Challenge
All organisational work falls into a hierarchy of discrete levels of challenge. At successively higher levels of
challenge, the work involves dealing with identifiably different levels of complexity. Complexity grows as
decision-making involves more variables, greater uncertainty and longer time horizons. Each job in the
organisation can be assigned to a particular level of work. No one level is more important than another and
each progressive layer adds value to the work beneath.
Levels of Work
We define 7 Levels of Work, their associated
Themes, tasks and responsibilities and
decision time horizons.
The vast majority of corporate management
takes place at Level 5 and below, with only the
very largest multinational, multi-sector
businesses operating at Level 6.
Level 7 is a societal level - the realm of
paradigm-shifting individuals and multi-state
entities.
Level 1, however, underpins the success of all
enterprise.
People Capability
Individual capability also falls into a hierarchy of discrete levels and needs to match the scale of the work
challenge for optimum results. Capability is the ability of someone to get their head around a particular level
of work challenge, and potential is the future capability of someone to work at a particular level.
Capability Now and in the Future
The MCPA identifies a person’s current level of
capability in Levels of Work terms and shows
how that capability may grow over time.
Here we see a candidate aged 30 whose current
level of capability (CLC) is Low Level 3. When
the result is plotted on the MCPA Development
Curves, these predict a growth of capability to
High Level 4 when the candidate is aged 69.
There is a very high degree or reliability in these
forecasts of capability growth.
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The word 'capability' is used to describe the way in which people ‘pattern and order’ their experience as a
basis for making sense of their world and acting in it with purpose and intent. Capability can be understood
as an energy force. It cannot be created from nothing and has to go somewhere. Individual capability to
handle increasing levels of complexity and ambiguity grows throughout life. It will, however, have different
starting points and will grow and unfold along consistent paths. As work becomes more complex we need to
rely more on judgement - judgement is capability in action. Judgement, therefore, is the making of decisions
when experience, skills and knowledge alone are not enough.
The model is supported by more than 30 years of research, including independent validation at a national
research institute level in the USA.
The Notion of ‘Flow’
When CLC and Work Level are aligned, people feel comfortable in their work, are able to contribute fully, and
crucially to make appropriate decisions in a timely manner. We term this notion ‘Flow’.
‘Flow’ for the Individual
Implicit in this process is the notion that those people whose personal capability matches the challenges
posed by their work will be able to make the strongest contribution to the organisation.
For the individual the consequences of moving out of ‘Flow’ can be deeply harmful. At the extreme ends of
both scales this can lead to anxiety and the almost total inability to make sound decisions. People so
severely out of ‘Flow’ will simply withdraw from the whole decision-making process.
Individual Outcomes

Organisational Outcomes

‘Flow’ for the Organisation
For the organisation, the impact of failing to match individuals to the correct challenges at work will have a
direct impact of the bottom line. In extreme cases this will lead directly to unacceptably high costs or waste.
Looking at Teams
Integrated utilities in the MCPA program
enable any size team or group (up to 2,000)
to be displayed.
Required limits can be indicated as shown
here, where the role requirement is for a
manager with CLC not higher than CLC 3.
In this case 4 managers have higher CLCs.
It is also possible to project results forward
in time to see how groups will move through
an organisation in the future.
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MCPA Administration
The MCPA is a two-part procedure. Candidates first complete an online questionnaire in which they select
their most and least preferred statements from nine sets of Phrase Cards, noting their reasons for making
these selections as they work through the questionnaire. On conclusion they are asked to indicate their
work-related decision making time horizons.

An example question from the MCPA
questionnaire.
There are 9 x card sets for the candidate to
work though, and no time limit or limit to the
length of the comments.

Cards selected and comments provided.
Candidates are able to review and change
their responses if they wish.

The final task is to indicate work-related time
horizons using the drop-down menus provided.
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Candidates are asked to give explanations for
their choices

In total the questionnaire normally takes from 45-60 minutes to complete.
The questionnaire is currently available in English, Dutch, German, Portuguese (EU & Brazil), Spanish,
French, Swedish, Norwegian and Turkish. Additional languages are added as required.
This questionnaire data is then imported in the PC-based MCPA program where it is used to support a one
to one interview with a trained practitioner. This interview may be conducted face to face or online using web
conferencing software or Skype™ screen sharing.
Interpreting the Results
Once the result is confirmed, feedback will be provided. Both the validation interview and feedback are
conducted on-screen, either face to face or online.

An example of the on-screen validation
interview showing the candidate’s choice of
phrases and comments.

Part of the on-screen feedback process in
which the candidate’s final practitionerdetermined result is displayed.
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It is extremely important to understand that the MCPA is not a psychometric instrument in the sense that the
questionnaire is scored and the results reported to the candidate. The MCPA outcome is determined by the
practitioner, which is why a validation interview forms an integral part of the process. In the validation
interview the practitioner is required to review the responses with the candidate and then confirm the result.
Supporting Studies
The CPA process has been subjected to exhaustive validation study since its development in 1978. This has
included a full independent validation study at the US Army Research Institute (ARI) in Washington DC.
CPA has inter-rater reliability coefficients ranging from 0.78 to 0.95 on samples of up to 150 subjects.
Concurrent validity studies against current assessed work performance have given results between 0.71 and
0.79. Construct validity has been assessed against the following: Creativity, using the Kirton Adaptation
Innovation Inventory; achievement, using the Graduate Record Exam, Scholastic Achievement Test, and
grade point average; age; problem solving ability, as measured by a multiple cue probability learning task
and a ‘code breaker’ game; intelligence, as measured by the Wonderlic and the Culture Fair Intelligence
Test; the depth of one’s career exploration and the complexity of one’s chosen career, as measured by the
Career Development Inventory; and personality traits, as measured by the NEO-PI-R and the MBTI®.
A significant number of predictive validity studies have also been carried out with periods extending to 15
years. Here results range from 0.70 to 0.90 on samples of up to 362 subjects.
In South Africa the CPA process has also been established to be culture and gender fair and applicable
across all educational classes.
The early development work on the MCPA was completed by Dr Owen Jacobs and his team at ARI. In their
development studies the MCPA was found to correlate with CPA at up to .91. For this validation study, all
MCPAs were double scored by two interviewers, with a .95 inter-rater reliability.
Further analysis by EDAC has shown a number of significant correlations between the MCPA Development
Curve and the LPA® psychometric assessment. Correlations from a large managerial sample n=1,204 are
shown in the table below
LPA Dimensions
Team Roles

Conflict Handling
Work Styles

Positive @ 1%
Consulting Type
Driving Type
New Ideas Type
Catalyst Type
Resolving Style
-

Learning Styles

Active

Personality

Dominance
Ingenuity

Managerial Style

Synthesis of:
Supervisory Ability,
Achievement Motivation,
Self Actualisation, Self
Assurance and
Decisiveness

Negative @ 1%
Practical Type
Supportive Type
Detail Type
Defusing Style
Stimulus Control Style
Planning Style
Reflective
Theoretical
Pragmatic
Persistence
Risk Control
-

Further details may be found in the MCPA Training Manual, Part 5 – Statistics, with recent studies published
on the EDAC website.
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