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Drilling Down: How Baker Hughes Developed the Business
Acumen and Project Management Skills of its Next-Generation Leaders
A CLIENT STORY

Summary
To accelerate development
of newly hired engineers
as technical professionals
and future leaders, Baker
Hughes created a threeyear Engineer Development
Program (EDP). This program
supplemented job assignments
and incorporated both an
intense technical curriculum
and leadership education.
Since the curriculum design
required financial literacy,
business acumen and project
management training programs,
Baker Hughes implemented
two learning simulations from
Paradigm Learning: Zodiak®:
The Game of Business
Finance and Strategy and
Countdown®: A Strategy

Positioning for the Future
In the highly competitive oil and gas industry,
Baker Hughes, a top-tier oilfield service company
with a century-long track record, understood
that developing talented leaders to maintain its
distinction of excellence was a high priority.
With more than 50,000 employees in 90 countries,
Baker Hughes provides reservoir consulting,
drilling, formation evaluation, completions, pressure
pumping and production products and services to
the worldwide oil and gas industry. The company’s
history of technology innovation is a cornerstone of
its success.
Executives at Baker Hughes knew that the company
needed to be proactive about accelerating the
skills of newly hired engineers in a variety of areas:
technical competence, leadership, customer
service, communication, business acumen and
project management.

That’s when Baker Hughes turned to Paradigm
Learning, Inc., a leading provider of business
games, simulations, and Discovery Maps®, whose
work in the area of business acumen development
for managers and professionals began in the early
’90s. Paradigm Learning had similar experience
developing the skills of project leaders and team
members in the area of project management.

Baker Hughes and Paradigm
Learning Team Up
Paradigm Learning consultants worked with a core
team of Baker Hughes content experts to develop
a customized implementation plan for two of its
powerful business simulations: Zodiak®: The Game
of Business Finance and Strategy and Countdown®:
A Strategy Game for Project Teams.

The initial search for business acumen education
proved challenging, especially when several
traditional finance classes provided too much
detail and not enough engagement for engineers
with little patience for non-technical learning.
The courses also did not allow for easy on-thejob application of the new knowledge and skills.

A silver award for Excellence in Simulations and
Games was presented to Paradigm Learning
at Chief Learning Officer Magazine’s
2011 Learning In Practice conference
as a result of its work with Baker Hughes.

Game for Project Teams.
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About Baker
Hughes

Acumen and Project Management Skills of its Next-Generation Leaders

Baker Hughes (NYSE: BHI)
serves the worldwide oil
and natural gas industry
with reservoir consulting
and products and services
for drilling, formation
evaluation, completions and
production. The company is
a leading provider of highperformance technology that
creates value from oil and
gas reservoirs. Virtually every
product and service provided
to customers is designed to
lower costs, reduce risks or
improve productivity during
activities directly related
to hydrocarbon extraction
and advancing reservoir
performance. Baker
Hughes operates in more
than 90 countries serving
independent, international
and national oil companies.

In the case of Zodiak, customized exercises were
designed to bridge from the simulation to the unique
financial and strategic issues of the company. Called
“Understanding the Business of Baker Hughes,”
it consisted of several hours of exercises to help
learners understand the company’s business model,
its financial “story,” its customer groups, its assets, its
strategic decision-making issues and more.
Because Baker Hughes uses a measurement
approach known as “Baker Value Added” (BVA),
which helps the company manage its operating
decisions in ways that correlate the return of these
decisions with the cost of capital invested, the “valueadded” version of Paradigm’s Zodiak simulation was
used. It was then followed with exercises about
BVA—how it is calculated, how it helps the company
with decisions and how it can be positively impacted
by actions throughout the organization.
As an example, at one point in the “Understanding
the Business of Baker Hughes” exercises, learners
evaluate Baker Hughes-specific business decisions
and actions—operator errors, repair vs. scrap
decisions, lease vs. buy, service costs to customers
and opening a new facility—in order to calculate their
impact on BVA.
The customized exercises begin with the company’s
“big picture” and progress to departmental impact on
company success and then to personal impact and
action planning.

Zodiak’s Learning Objectives
at Baker Hughes

depreciation and cash flow
• Interpret three basic financial statements
(income statement, balance sheet
and cash flow statement)
• Explain the differences between profit
and cash, including the importance
of monitoring cash flow
• Compute and analyze key financial measures/
ratios, especially BVA (Baker Value Added)
• Use relevant financial data and analysis
in day-to-day decision making
• Demonstrate enhanced understanding of the
organization’s strategies and financial objectives

Project Success:

Training in Project Management
Concepts, Tools and Behaviors
With a successful business acumen implementation
underway, Paradigm Learning next worked
with Baker Hughes to design a targeted
implementation of its project management
simulation, Countdown®: A Strategy Game for
Project Teams (see sidebar). Once again, the
Countdown simulation was followed by exercises
bridging to Baker Hughes project management
issues, specifically how the tools, techniques
and behaviors discovered during the simulation
were relevant to projects at the company.
Exercises helped learners discover the answers
to questions like:
• How are new projects initiated
at our company?

By the end of the simulation and the
customized exercises, the goal was for
engineers to have an enhanced level of
business acumen and financial literacy.

• What is expected of project teams?
• How does Baker Hughes
evaluate project success?
• Where do I go for help with projects?

Specifically, the company wanted
engineers to be able to:

• What tools and resources are
available within the company?

• Define and use common financial
terms like assets, liabilities, equity,
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Evidence of New Thinking
Given its initial success with these simulations,
Baker Hughes has continued to implement the
tailored Zodiak and Countdown programs within
the EDP curriculum. More than 500 engineers
have already participated, and Baker Hughes will
increase that number to 1,000 over the next 9-12
months. EDP is being implemented globally, and
recent translations into Spanish and Portugese
provide additional expansion opportunities.
Feedback about the Zodiak and Countdown
simulations has been enthusiastic. Participants
frequently recommend the programs to their peers,

An overwhelming 79 percent of learners have
reported a clear understanding of how and why
Baker Hughes makes business decisions and how
financial data and analysis fits into project success.
And, 66 percent feel more confident in their
knowledge about the business, its financial and
strategic drivers and their ability to engage other
team members in discussions and actions aligned
with these drivers.

Zodiak®: The Game of Business
Finance and Strategy

Countdown®: A Strategy Game
for Project Teams

Zodiak is a one-day, classroom-based discovery
learning experience that enhances the business
acumen of executives, managers and team
leaders. This high-energy business simulation—
disguised as a fast-paced game—engages
participants as the new owners of a struggling
company. After signing for a bank loan, attracting
investors, purchasing equipment and materials,
and investing in new product development,
they begin delivering products and services to
customers. Over the course of three simulated
years, they handle chance events and make critical
decisions around strategic issues such as capital
investments, staffing, pricing, new products and
more. Then they analyze their results and answer
to investors.

Countdown is a one-day classroom based
simulation designed to develop a thorough
understanding of the essentials of project team
success. Incorporating commonly used project
management concepts, tools and techniques
defined in the PMBOK (Project Management Book
of Knowledge®), Countdown can be used to
educate members of project teams as well as those
who lead them.

Very quickly, learners develop new insights—not
just about how the numbers work, but also about
the bottom-line consequences of business decisions
and actions. And they leave the session with a
significantly enhanced appreciation for the financial
and strategic drivers of their own organization.
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Paradigm Learning is a
leader in learning innovation,
offering unique education
and communication
programs to organizations
around the world. Its
award-winning, classroombased business games,
simulations and Discovery
Maps®, enhanced with
online options, customizing
and consulting services,
have been used by leading
companies since 1994.
Paradigm Learning’s core
methodology is discovery
learning, a powerful
educational approach
that engages employees,
accelerates learning and
increases retention.

and have indicated that the combination of business
acumen and project management knowledge and
skills have helped them be more successful in their
day-to-day jobs.

Fully customized and
tailored off-the-shelf
programs are available
in areas such as business
acumen, talent leadership,
employee alignment,
leadership accountability,
team building, project
management, organizational
change and change
management. The
company’s flagship
business acumen training
program, Zodiak®: The
Game of Business Finance
and Strategy, has been
conducted with more than
one million managers and
employees worldwide.

The Countdown simulation quickly immerses
participants in an intense seven-month project. In
small teams, learners use game boards to move
through project milestones, make critical decisions,
communicate with stakeholders and manage
trade-offs — all under tight deadlines. In less than
an hour into the project management game, teams
are working with a Gantt chart, estimating potential
delays and costs, evaluating the critical path, assessing
project risks and making decision trade-offs. Finally,
teams learn how to drive a project to success. Then,
the second half of the session bridges from the
simulation to the learners’ own work environment
and project management issues.
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