
Four Steps to Get Started

HOW TO SCALE YOUR  
ENGINEERING TEAM WITH  
A GROWTH FRAMEWORK
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WHERE TO START 



In the tech world, you’re only as good as your team. This is especially true for 
software developers that are building the products that you sell or that power 
your internal operations. As more and more businesses adopt all or mostly remote 
engineering teams, attracting, retaining, and supporting the productivity of the 
best talent requires clear expectations and paths for advancement for every role. 
This clarity is what keeps developers engaged, connected, and growing to support 
your business goals. 

Building a framework can be difficult to prioritize in a fast-paced software delivery 
environment, but it’s crucial for a few reasons: 

Most HR departments set standards for what it means to be at each level or role, 
and from there, it often falls on managers to guide employees through their 
careers. For engineering teams, the most value comes from a framework that 
includes both a career path (which describes the path to advancement) and a 
competency framework (which outlines the skills expected for each role). Once you 
build this foundation, you can add more nuanced competencies and roles as your 
team grows. 

Transitioning from a simple office-centric organizational structure to a holistic 
work-from-anywhere framework is time- and resource-intensive, but the results are 
often transformative.

From 2018 to 2019, Andela decided to overhaul its framework. We are a remote-first 
culture and we had a career path for engineers, but we’d outgrown it. To align with 
industry expectations and support our team of 1000+ in four countries, we needed 
to build a new system. Our goal was to provide every team member with better 
visibility into their career trajectory and the tools to get to the next level. 

This e-book outlines the process we went through and the framework that we 
developed through that process. It can serve as a guide to help you build a 
distributed or in-house engineering team that can scale with business needs and as 
engineers and managers gain experience and seniority.

WHY YOU NEED A REMOTE ENGINEERING 
GROWTH FRAMEWORK

It helps you scale by making it easier to hire, onboard and promote remote and 
in-office engineers  

It gives you a guide for compensating all engineers competitively at every level 
 
It provides clear milestones for advancement, helping you retain top talent
 
It sends a clear signal that advancement is not limited to employees in a 
corporate office

in the workforce say that career 
growth is very important to them  
in a job, per Gallup. 

87% of  
millennials
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Andela’s problem was that our framework didn’t reflect our mission:  
to attract, assess and advance talent with a singular view that reflects  
world-class engineering organizations. 

Our framework lacked this “singular view.” We didn’t have a uniform engineer-
ing community — we had three distinct groups that had formed at different 
growth stages. They had different incentives, experience levels and expecta-
tions. 

Defining this problem helped to guide our approach to solving it: with a focus  
on consistency, inclusion and clear communication. 

WHAT PROBLEM ARE WE SOLVING?  
Question 1

QUESTION 1:  
WHAT PROBLEM ARE WE SOLVING?
If there’s one thing young companies and engineering teams are great at, it’s building products. So, use your strengths! Think about building a new growth  
framework in the same way you would a new product. 

DEFINE YOUR PROBLEM STATEMENT
Ask yourself: What isn’t working and how can we fix it? A few common  
problems engineering teams run into are:

Engineers feel “maxed out” in their careers and don’t know  
how to get to the next level

There are different expectations among different teams, creating  
a feeling of unfairness

The company has expanded into new areas, but the current  
framework doesn’t include new technical specialties

GET STAKEHOLDER INPUT
You wouldn’t build a new product without buy-in from key stakeholders, and the 
same should be true for a growth framework. Remember that engineers are 
your most important stakeholders and their input should be clearly reflected. 

We sought feedback at every stage — from concept through rollout — from engi-
neers across all levels, as well as our leadership team and external partners. 

SCOPE OUT SUCCESS
Once you’ve identified the problem and have buy-in, you can start to scope  
the “final product.” Be clear at this stage about what assumptions you’re 
making. For example, we assumed that we would include skills in our frame-
work that weren’t currently held by all engineers; there would need to be 
further training and development.

We also decided what we would definitely include. The framework would need:

An Andelan code of conduct that all engineers could  
use to perform their best

A set of job descriptions and a recruitment plan for each level

Compensation and incentives that would align to each team role
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Another way of answering “what do we value?” is to think about what makes 
your engineers great. Look beyond technical abilities; communication,  
collaboration and stakeholder management skills are often just as important 
for success. 

Building a growth framework forces important conversations about values and 
expectations. Take advantage of this moment and be explicit about what  
matters to your organization. We agreed that we cared most about two things:

Building an organization where software engineers can 
stay for their whole career.  
Based on that value, we prioritized building long-term career paths.  
At the same time, we knew that not every engineer wants to be a manag-
er, so it was important to outline advancement tracks for both managers 
and individual contributors. 

Developing future engineering leaders, which encompasses 
more than technical expertise. 
We applied our “E.P.I.C.” values (excellence, passion, integrity and collabo-
ration) to the framework and codified the non-technical professional skills 
we expect from all engineers, including specific rules of conduct, engage-
ment and responsibility. 

QUESTION 2:  
WHAT DO WE VALUE?

1.

2.

WHAT DO WE VALUE?
Question 2
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QUESTION 3: WHAT IS THE BEST  
STRUCTURE FOR OUR ORGANIZATION?
There are probably as many types of growth frameworks, career ladders and competency frameworks out there as there are companies —  
and each one comes with its trade-offs. When choosing how to structure your own, consider the following:

STAGE OF GROWTH
If you’re a young company with a team of ten engineers, a simple progression 
path may get the job done. As your organization becomes more complex, it 
will require more structure. 

Remember that even a framework that starts simple should be updated;  
no matter your size, your framework should evolve as the company grows. 

TEAM STRUCTURE
The type of framework you choose should reflect the inner workings  
of your engineering team structure. This includes: 

INDUSTRY ALIGNMENT
With the battle for engineering talent at its height, you need to make sure your 
compensation reflects the broader market. Titles and roles should also align 
with your industry and partner organizations. 

The number of levels you need to support

Whether you need tracks for specialty-based skills (like DevOps or data 
engineering) 

How management is structured (i.e. the title each role reports up to)

How product, design and engineering work together

How career-pathing is standardized across the company and aligns 
with other departments

Just like every part of a growth framework, this structure should be reevaluated  
continuously to reflect current needs.

WHAT IS THE BEST STRUCTURE?
Question 3
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HOW WILL WE ROLL IT OUT?
Question 4

QUESTION 4: HOW WILL WE ROLL  
IT OUT SUCCESSFULLY?
The change management involved in developing a growth framework should not be overlooked. Career paths, job titles and skill expectations are all deeply personal 
and have a significant impact on an individual team member’s experience. It’s important to roll out this new structure with transparency and clear communication. 
Here are a few things you should consider from the very beginning:

TIMING:
Be thoughtful about when you roll out your new growth framework. Launching 
a new framework in the middle of a performance review cycle, for example, can 
confuse or frustrate teams. Instead, it’s best to launch as part of a new review 
cycle and then clearly explain how it will impact current promotions. 

CROSS-DEPARTMENT COLLABORATION:
Such a major change can impact other departments beyond engineering.  
Development and rollout should not be done in a silo. It’s important to get  
buy-in from other teams, which could include design, HR, product  
development or customer service.

INTERNAL COMMUNICATION:
Develop a plan for introducing the framework to your team, including one-on-ones 
with each engineer to ensure they understand where they fit in.

EXTERNAL COMMUNICATION:
Consider how you will communicate these changes to the third-party groups that 
work with your engineers frequently, like customers and partners. 
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ANDELA’S ENGINEERING GROWTH FRAMEWORK
The Result

THE RESULT:  
ANDELA’S ENGINEERING 
GROWTH FRAMEWORK
After months of hard work, we rolled out Andela’s new framework  
to engineers this year. 

Our framework is organized by engineering level and based on an  
engineer’s title, focus and approximate years of professional experience. 

We structure roles based on career track (management or individual  
contributor) and technical focus (front-end, back-end, mobile or full-stack). 
You can see these two tracks illustrated on the right.

Importantly, we see this as a guide for teams and not a checklist —  
not everyone in the same role will have the same skills and competencies.
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ANDELA’S ENGINEERING GROWTH FRAMEWORK
The Result

PROFESSIONAL SKILLS:  
Values-based skills relating to rules of conduct, engagement and responsi-
bility, such as arriving on time to meetings and having a growth mindset 

PROFESSIONAL EXPERIENCE: 
The amount of time engineers have spent applying these competencies to 
professional engagements, and the hands-on experience they’ve gained 

TECHNICAL FOCUS:  
Skills and tools specific to an area of technical focus (front-end, back-end, 
fullstack or mobile)

UNIVERSAL COMPETENCIES: 
Tech-agnostic skills that we believe should apply to all Andela engineers, 
including time management, effective communication and teamwork

The framework is based on the four quadrants we believe  
make up the complete engineer:

OUR APPROACH:
THE COMPLETE ENGINEER
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OUR TITLES
The Result

OUR APPROACH: 
TITLES

Focus: Professional Growth
Meets expectations  
for preferred stack and  
continues to focus on  
learning and development.

We created eight titles, each with its own focus and expectations. 

ASSOCIATE 
SOFTWARE  
ENGINEER 

Focus: Delivery 
Possesses intermediate knowl-
edge of core technology, with a 
growing understanding of data 
stores, systems and adjacent 
technologies.

SOFTWARE  
ENGINEER 

Focus: Ownership
Expert in core technology with foundational 
understanding of supporting technology and 
systems; able to support production environ-
ments and learning to build for long-term 
maintainability and performance.

SENIOR  
SOFTWARE   
ENGINEER 

PRINCIPAL 
ENGINEER 

Focus: Technical Leadership 
Expert in a specific technology  
or set of technologies; able to architect 
end-to-end solutions and make technical 
decisions for implementation while un-
derstanding operational ramifications. 

Focus: Strategy
Technical strategist with deep 
domain knowledge of core tech-
nology as well as mastery of a 
specialty technical focus.

DISTINGUISHED  
ENGINEER  

Even the most thoughtful framework leaves room for misinterpretation. Agree on what 
you mean by particular terms and define them. (At Andela, we created a glossary.) 

TIP: BE PRECISE

Focus: Strategy
Sets universal standards and ac-
countability; serves as an escalation 
point and partners across functions 
to drive for success.

DIRECTOR
Focus: Department Delivery
Builds, empowers and contributes to the 
ongoing development and execution of 
teams and department priorities.

SENIOR  
DIRECTOR

Focus:  Department Vision
Sets departmental vision;  
enables the department to deliver 
on its objectives in a way that is 
tied to global strategic objectives.

VICE  
PRESIDENT
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Think of your framework as a foundation and give yourself permission to start 
simple. A strong framework will grow with your organization and your custom-
ers’ needs. It will also evolve with changes in the market and technology. Just a 
couple of years ago, most organizations didn’t require expertise in containeriza-
tion (e.g. Docker)— now, it’s a common technical requirement. 

As long as you’re setting expectations and guiding your engineers’ progression, 
you’re going in the right direction. Keep listening, iterating and asking yourself 
the right questions.

A GROWTH FRAMEWORK  
IS NEVER REALLY FINISHED
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