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AN EXPLORATION OF THE EXPERIENCES OF PERSONS
WHO REJECT OFFERSOF ADVANCEMENT

by

ElenaMarie Papavero

ABSTRACT

Employeesand employershaveatransitory rel ationship based oninsecurity andlow
commitment. However, employeescontinueto beaskedtotakepositionswithincreased
responsibility. Thepurposeof thisstudy wasto devel op adetail ed description of how six
softwareengineerswhore ected advancement offersviewedtheir experiencesandtheir
organizations. Throughinterviewsthey shared their understanding of the advancement choices
availabletothem, their experiencesof makingandlivingwith decisionsbased onthesechoices,
aswell astheir understanding of the culturewhere these choi cesweremade. A qualitative
designand phenomenol ogical theoreti cal framework guidedtheinvestigation. Theresearchhad
auniqueaspect in that theresearcher wasempl oyed asasoftware engineer at the same
company astheparticipantsduring thestudy. A detailed narrative described thefindings and
participants quoteswereusedtofurther enrichthisdescription. Several significantvalue
misalignmentswerefoundwhichinfluenced advancement rejection. Successwasquestionedas
defined by advancement onamanagement ladder demanding sacrificeof families, personal lives,
and sometimes, personal integrity. Fully employing theenergiesof thosewhoreject

advancement offers(aswell asother employeeswho sharetheir values) may requirea

vii



redefinition of success. However, those most likely to engage organizationsin thisredefinition
may bethe sameempl oyeeswho reject |eadership positions. Thisstudy lendsitself tofurther
research about how individual s, organi zations, and society at largecan benefit when

organi zationssupport |eaderswhofoster and practiceval uesinalignment withanew definition

of success.
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AN EXPLORATION OF THE EXPERIENCES OF PERSONS
WHO REJECT OFFERSOF ADVANCEMENT

Chapter I: Introduction

Reducing theinordinaterewardsof ambition and our inordinatefearsof ending up as
loserswould offer thepossibility of agreat changeinthe meaning of work in our society
and all that would go with such achange. To makeareal difference, suchashiftin
rewardswould haveto beapart of areappropriation of theideaof vocation or calling,
areturninanew way to theideaof work asacontribution to the good of all and not
merely asameansto one’ sown advancement. (Bellah, Madsen, Sullivan, Swidler, &
Tipton, 1996, pp. 287-288)

Context: TheNew Psychological Contract

The natureof thepsychol ogical contract between employeeand employerischanging
rapidly. Itischaracterized by atransitory relationship that endswhenit ceasesto bemutually
beneficial. Thiscontractistransactional rather thanrelational andimpliesashiftinresponsibility
fromemployer to employee. Employeesmust now takefull responsibility for their futures. In
today’ sworkplacethecareer pathisnolonger tied to oneorganization, or evento onefunction.
Theterm “career” has taken on awhole new meaning, reflecting the precedence of self-
development andindividual survival over organizational loyalty. Thechoicestobemade
concerning careersaremorecomplex thanever. Theright decisionsregarding movement into
positionswithincreased responsibility becomelessclear. Thenew psychological contract has
brought a* corresponding dropinthe career aspirationsof thosewhowork in corporations”

(Hall & Mirvis, 1996, p. 18).



Today’ semployeeiscaughtinamassivetransition. Theworkplaceof today, especialy
invery largecorporationswith strong existing cultures, presentsamultitudeof alternaterealities.
Changesoccur asynchronously. Visionsof independenceand career choice, learning
opportunitiesand psychological successliveintenuouscounterba ancewith demandsfor
increased productivity and therelated increasein self-sacrifice. Employeesare challenged to
keeptheir perspective, whilequestioningtheir valuesand priorities. They must determinethe
appropriate level of commitment to give to an organization that may not valuetheir long-term
contributions. Intoday’ sworkplace, employeesarestill askedtotake positionswithincreased
responsibility and commitment. However, their decisionsmust bemadeinanentirely new
context, onewithwhichthey areneither familiar nor comfortabl e; acontext empty of promises
andbeyondtheillusionof just reward. Nonethel ess, organi zationscontinueto seek out leaders
who are committed solely to the corporate mission.

This situation presents a paradox uniqueto our times, where employeesrequirealevel
of personal security that thecorporation cannot possibly provide, and corporationsrequirea
level of commitment and contributionthat employeesarenotinapositiontogive. Thetension
produced by thisconflict demandsour attention. It providesauniqueset of circumstancesunder
whichlifedecisionsarebased onissuesthat didn’t exist inthenear past. Exploring theattitudes
and experiencesof employeeswho decline advancement in thisenvironment is necessary and
important. Only they can bear witnessto thegrowing conflict withinthemselvesand their

organizations, and the characteristicsof therelationshipthat isitssource.



Background

Thisresearch exploresthe subjectiveexperiencesof six peoplewho haverejected
advancement offersinacorporateenvironment. It focusesontheprocessof rg ecting
advancement offersand the meaningsascribed toit astold by agroup of peoplewho have
experienced thisphenomenon. The participantsin thisstudy wereidentified by the organization
for whichthey work asqualifiedto advancetoapositionrequiringleadership qualities. Theoffer
madeclear theorganization’ sbelief that theempl oyee’ scontribution at an advanced|evel was
required. Nonethel ess, the empl oyee declined the of fer.

All of the participantsinthisstudy work as software devel opersin research and
development. They areall employed at the same high-tech company, which isboth very large
and very well known. Infact, | also work asasoftware devel oper at this same company. My
insider statuswasimportant to thisstudy. It wasvaluableasit allowed meaccessand alevel of
trust that may not have been easy to obtain otherwise. My immersioninour shared redlities
hel ped meto work with the participantswith deep understanding onamental level. My
commitment toopenmyself totheir individual experiencesinanonjudgmental way connected
mewith them onan emotional and spiritual level inwaysthat | had not anticipated. Through
working with the participantsmy eyeswere opened to truthsthat existed, but werenot aways
expressed. Asthey told metheir stories| becamesensitizedtotheculturethat we shareandthe
decisionsthat we make every day inthe context of that culture. | felt (and continuetofeel)

honored to be so clearly in the position of being both knower and known.



Research Questions
Thisstudy investigates.

Theexperiences, perceptions, attitudes, andissuesthat | ead to advancement of fer
rejection.

The experiences surrounding actual advancement offer rejection.

Theexperienceof continuing towork inan organization after advancement offer
rejection.

General viewsregarding advancement, organizations, and | eadership.

Motivation

| becameinterestedinthistopicwhileworkinginresearch and development at small,
medium, and largecompanies. | myself haveturned down advancement offers. | know of others
who havedonethesame. Inmany organi zationstheentireprocessof offeringapromotionto
someoneisformally shrouded in secrecy under the guise of protectingtheindividual. AsSteele
(2975) notes, “ ... .informal normspermit open discussion of career decisions, but formal policy
doesnot" (p. 104). It wasthrough informal conversationsand first-hand experiencesthat |
gained asense of thedifficulty in making and living with such adecision.

Peoplewho reject advancement offersare of interest for anumber of reasons. First,
their behavior isoutsideof theexpected norm. Theassumption, at leastintheUnited States, is
that advancement isgood. M aking moremoney isbetter. And, asthe opening quoteof this
section pointsout, no onewantsto end up aloser. One hasonly to notethewonder expressed
inthemany mediareportsand booksregarding thosewho opt tosimplify their lifestyle. The

“moreisbetter” assumptionisbeing challenged and alternativesaretouted. However, the



peopleparticipatinginthisresearch havedemonstrated their positionthrough action. Second,
unlike those who opt to leave the corporate world al together, they remain in the organization.
They are,inasense, declaringtheir priorities, making explicit theinconsi stency betweentheir
interestsandtheorganization’ s. Additionally, their rel ationshi pwiththeorgani zationisoften
affected by thisrevelation. Steele(1975) observes, “ ... executivesoften get very angry whenan
employeeregjectsaplanned move, for therejection can be seen aseither employeeingratitude

or apoorly designed decision process’ (p. 106).

Significance of the Study

Thereisalack of attention totheareaof advancement rejection. Thereisagreat deal of
literatureinrel ated areas, such asleader devel opment, leadershiptheory and practice, lifestyle
choices, career planning, organizationa culture, valuemisalignment, androlemotivation.
However, itisdifficulttolocatestudiesinvol ving personswhorejected advancement offers. This
study of therealitiesexperienced by thosewho re ect advancement contributesto aneglected
areain organizational theory.

The experiencesof those who reject advancement may not becommon. But they are
nonethel essimportant becausethey reveal detail sof thepromotion processthat areformally
considered“taboo.” Additionally, peoplewhoreject advancement offersareviewedina
different light than thosewho do not. | have cometo realizethat they form asubculturethat,
although not actively running counter to the needs of the organization (asatrue counter-culture
would), definitely doesnot entirely espouseitsvalue system. This fact makes the experiences of

themembersof thissubcultureespecially valuable. Becausethey havebeenforcedto confront



thedifferencesbetweentheir viewsand that of theorganizational culture, theirinsightsareuseful
indetermining organi zational motivesandvalues. They alsoprovideanalternativeview tothe
one presented by theorgani zation. Thisinturn generatesareasonwhich theorganization can
focusinorder toalignitsvaluesmoreclosely with those of itsemployees.

This study found severa significant misalignmentsbetween organi zationsand empl oyees.
Thegreat mgority of thereasonsgivenfor reg ecting advancement arevalue-laden. One of the
maj or reasonscited wastheinordinateamount of timeand emotional investment that isrequired
for management work. Thisillustratesclearly anorganizational failuretova uepeopleand
respect their personal lives. Other reasonsgivenincluded arefusal to compromiseintegrity and
principlesto serve organi zational goals, and adiscomfort with politicsand the social distinctions
that exi st between management and nonmanagement employees. Theparticipantsal soreported
abelief ininternal or intrinsic motivationrather thantheexterna reward systemthat they would
have to enforce as managers.

Participants experiencesof their management and organi zationsreveal ed much about
thesystemicrelationshipsthat perpetuatetheseval uemisalignments. Successismeasured by
advancement on amanagement ladder by both the organi zation and society at large. However,
advancement requiressacrificingfamilies, personal lives, and perhaps, personal integrity. When
askedtheir opinion of themotivationsthat driveothersto accept advancement, the participants
citedexternal power, control, and money. Considering theseconditions, itisnot unexpected
that the participantsal so described many of themanagersthey haveworked with asself-

promoting and poor leaders. A systemthat definessuccessascontrol over othersat the cost of



family and personal well-being would mainly attract people who: (1) do not understand the
ramificationsof their choice; (2) think that they haveno choiceinthe matter; or (3) believethere
isnothing amisswiththiscontract. Theparticipantsinthisstudy exercised oneother optionby
saying no. They would prefer asystemwithlessmanagement, moreleadership, morerespect,
and morehonesty. They seeempowerment asan empty promisethat simply brings

responsi bility without power or influence. Perhapsif they wereempoweredto change the

organizationrather than just afew peripheral processes, real changecouldtakeplace.

Theoretical Framework

Thecurrent study examinespeopl e'sexperiencesof rejectingadvancement offersfrom a
phenomenological theoretical framework. Here, realitiesareseenasmulltiple, constructed, and
holistic. Theknower and known areinteractiveandinseparabl e. | diographic approachesare
just asvalid asnomothetic, anditisimpossibleto distinguish causesand effects. Inquiry is
necessarily value-based in method, topic, and results (Braud & Anderson, 1998).

Phenomenology involvesthein-depth description of human experience and meanings.
Asmentioned previously, thisresearchisconcerned withtheexperience of advancement
rejection. However, carewastakentoincludeinformation about "what led up to that
experience, what itsoutcomesor consequencesmight be, and what the concomitantsand other
factorsassociated withtheexperienceare”" (Braud & Anderson, 1998, p. 265).

Transpersona phenomenol ogy a so guided theresearch. Although theexperiences
studiedwerenot strictly transpersonal in nature, transpersonal inquiry iswell suited tothestudy

of human experienceingenera anditisespecially useful whenworkingwithissuesof meaning,



purposeandidentity (Anderson & Braud, 1998). Thetranspersonal paradigmexpands
phenomenol ogical theory by allowingfor theextens on of theinformationand patternsreveal ed
through studyingindividual livestolawsof theworld at large. Anderson & Braud describethis

process:

Becausethethemesandvariationsof individual livesdoreflect, mirror, andinstantiate
moregeneral, universal principlesandlaws, however, anomotheticendisreached
nonetheless. Inthiscase, theuniversal becomesknownthroughthedeep andintensive
study of the particular and through ahol ographic processwhereby even small but
carefully chosen research samplesreveal knowledgeand principlesthat canbe
generalized validly to the population at large. (p. 240)

The purpose of this study wasto uncover the meaning of the participants’ experiences.
Qualitativeresearchinsidetheorganizationwasanatural choicetoreachthisgoal . Asdescribed
by Jones(1988), qualitativeresearchfocusesonindividual motives, aswell asshared symboals,
sentiments, and meanings. Qualitative studiesprovide morein-depth knowledge than
quantitativestudies, whichfocusonthequantification of humanexperienceandignoreemotions,
feelings, and passions. Jonesstatesthe necessity of using qualitative methodsin organizational
research, “ Thereasonsfor employing qualitativemethodsarethat thismodeof inquiry
addressessomefundamental i ssuesrecurrent inorganizationsthat quantitativeresearchaoneis
unableto deal with or even quantify” (p. 46).

Themeansof gathering datafor thisstudy wasqualitative (also known asintensive, in-
depth, depth, open, unstructured, nondirectiveresearch, or free) interviewing (Creswell, 1998;
Taylor & Bogdan, 1998; Weiss, 1994). Thismethod isused to learn about peopl€’ sinterior, as

well asexterior, experiencesaround the phenomenon being studied. Itisal sousedto



understand what these experiencesmeantothem. Itisappropriatetousequalitative
interviewingtolearn®about eventsand activitiesthat cannot beobserved directly” (Taylor &
Bogdan, 1998, p. 89).

Inthe context of thisstudy, theliteraturereview wasnot used ascurrency or asa
building block, asisoftenthe casewith studiesinthetradition of scientificinquiry. Instead, the
literature review was used asaresearch tool for finding where othershave (or have not) been
beforeat the onset of thestudy. It wasal so used asamirror by incorporating my reactionsto
theliteratureintotheresearch. It also providedideasand aframework that wereused to
generateasubstantiveframefor theinterview guide. Massey's(1996) ideasonthe purpose of

literaturereviewsinqualitativeresearchinfluenced my decisionto usethisapproach.

Organization of the Report

Thisreport isorganized around five chapters. Thefirst chapter givesagenerd
introductiontotheissueunder study, and describesthepurpose, significance, and theoretical
framework of theresearch. Chapter |1 providesthepreliminary biases, suppositions, and
hypothesesthat | formedintheearly stagesof thestudy. Thischapter also givesareview of
literaturerelevant tothefindings. Chapter I 11 providesadetail ed description of themethodsand
proceduresemployed. Chapter IV presentsfindingsfromthestudy, whileasummary and
discussion of thestudy ispresented in Chapter V. Implicationsof the study for organizationsand
for futureresearch canasobefoundinthisfinal chapter. Thereport concludeswith ashort

personal post-script.



Chapter I1: Literature Review

Thisliteraturereview ispresentedintwo sections. Thefirst section examinesthebiases,
suppositions, and hypotheseswithwhich | approached thestudy. Thesecond sectionreviews

literature relevant to the study findings.

Preliminary Biases, Suppositions, and Hypotheses

| cametothisstudy with abiastowardsval ue misalignment asacausefor advancement
rejection. Vauemisalignment can occur for many reasons. A variety of thingscanbe* valued”
over advancement: family, friends, hobbies, nature, democracy, fairness, honesty, comfort, etc. |
hoped that thisstudy wouldreveal not only the causesof advancement rejection, but would also
provide somecluesasto how to reducetheconflictsthat aretheir source. As Senge (1990)
points out, “ Only then [when the organization fostersval uesin alignment with peoples own
core] will it be possiblefor managersto stop living by two codesof behavior, and start being
one person” (p. 312).

| reviewed much literatureto create aknowledgebasefor theresearch experience.
However, it wasnot expected that the phenomenon coul d be understood until the study was
completed. Thefollowing arecandidate areasthat | assumed would rel ateto someof the

experiencesuncovered during the study.

Autonomy or the Protean Career

Hall (1988) describesthenew “protean” careerist assomeonewhotakescareof himor

herself first. Giventhecontext of thenew psychol ogical contract describedintheprevious
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chapter, it seemsreasonabl eto assumethat the participantsin thisstudy may beseeking
autonomy. A result of thisautonomy isanew attitudetowardscareer moves, “Withthenew

protean orientation, employeesaremorelikely to question andrej ect moves(even promotions)”

(p. 10).

Self-development and I dentity

Sims, Fineman, and Gabriel (1993) arguethat the protestant work ethicisdisintegrating.
They see the achievement-motivated middle-classasmoreinterested in devel oping self to attain
meaningandidentity. However, work continuesto dominateasasourceof identity in Western
middle-classcultures. AsSims, Fineman, and Gabriel note, “ Thetimehasstill tocomewhen
peopleintroducethemselvesasavidreadersof Proust, asowner of aGold GTl, as*beingin
analysis or asproud father of two delightful children, rather than by referring to the work that
they do" (p. 218).

Handy (1996) notesthat “ professional sbelieveinwhat the Japanese call 'self-
enlightenment,’ knowingthat if they do not continuously investintheir ownlearning and
development they will beawasting asset. What they ask of theorganizationisthat it facilitates
and encouragethisprocessof continual |earning by paying any costsand providing leavesof
absence. Inreturn, they owealoyalty tothelarger state, theorganization” (p. 54). However,
there isvery little time for self-developmentin organi zations, especially at themanagement level.
Evenatthelinelevel full utilizationisneededfor company survival. Perhapsemployeesat the
linelevel have morecontrol of their owntime. Thosewho reject advancement may bemore

interestedinchallengesthat devel op them asopposed to promotionsthat increase power and
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status. They may alsoreject thebelief that growthisderived from the hardship required of

managers by most traditional organizations (Kovach, 1997).

Entrepreneurship

Astherewardsof theworkplace versusthe demandsdiminish, perhapsthosewho
reject advancementinalargeorganizationwould bewillingtoleadintheir ownbusiness. It
might beeasier for themto createan organi zation that reflectstheir valuesthantoremainina

larger organization that isslow to change.

Balance between Work and Family Life

Issuesof timewith family and theimpact of rel ocating onthefamily most certainly affect
decisionsregarding advancement. London & Stumpf (1986) describethe situation,
“Organi zationsshould recognizethat their decisionsaffectindividuals nonwork livesandthat
many employeesarenot willingto sacrificefamily andleisureinterestsfor their jobs' (p.46).
Today, thosewho keep abal ancebetweenwork and family probably experienceconflict at

work. Senge (1990) points out,

Very often, the person who takes such astand will command the respect of their peers
—many of whom may wish that they too could make asimilar commitment.

Nonethel ess, such astand can also generate conflicts, especially between managers
who are committed to balance between work and family and thosewho arenot. (...)
Ultimately, theconsequencesof individuals' choicesregardingwork andfamily will
depend, to adegree, ontheoverall organizational climate. (p. 310)

Theincreasing numbersof womenintheworkplace may have brought moreattentionto

thisconflict. “ Oneof theimplicationsof thisdramatic changeisthat family issuesspill over much
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moreinto the managers’ livessimply becausethereisno oneelse at hometo whom the problem
canbedelegated” (Senge, 1990, p. 311). Theincreasing number of womenintheworkplace
and the organizations dependency onthem makesthe caseto meet their needsstronger.
Family isnot theonly concernfor employees. They valueactivitiesoutsideof the
workplacethat bring growthand pleasure. Organi zationsthat aretruly committedtotheir
membersand to devel oping the organi zation will makeexplicit theacceptability of committing to

life outsidework aswell asinside.

Alternative Definitions of Success

Some peoplemight prefer the opportunity to grow intheir current position. AsLondon
& Stumpf (1986) state, “ Career successneedsto beredefinedtoincludealternativesto
promotion, such asindexesof competence, power, andstatus' (p. 44). Thismeansthat
success, andthestatusthat it brings, woul d beillustrated and recognized through skill and
expertise. Thisbenefitsthe company by exploiting the contributionsof all employees, alowing
theexperienceand judgment of peoplewith moredeep knowledgetoinfluenceimportant work
and decisions.

Itistimeto questionwhether upward movement isthe only movement essential tothe
successof thebusiness. Aremanagersactually themost critical resourceinorgani zations?For
instance, isit not possiblethat key technical peopleand other individual contributorsarejustas
important to the success of thebusiness?If so, arethey valued and rewarded assuch by the

organization?
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Kovach (1997) explainsthat our assumptionsabout upward mobility areseriously
flawed. Thereisnosuchthingas*arriving” asthereisawayssomething el seto attain. Perhaps
thosewho rej ect advancement offersdo not seesuccessasalinear pattern of successive

“arrivings.”

Discontent with Hierarchical Organizationsand L eadershipHierarchy

Therehasbeen somereduction of hierarchy, but it hasnot been eliminated.
Organizationsarenot willingto changetheir basi c valuesand approaches. Thereare aternate
structuresthat might makemoresensetothosewhore ect advancementinahierarchical
organization. Handy (1996) pointsout that “ federalismreversesal ot of traditional management
thinking. In particular, it assumesthat most of the energy isout there, away fromthe center, and
downthere, away fromthetop. Power, infederalist thinking, isredistributed becausenoone
person and no one group can be al-wise, al-knowing, all-competent” (p. 55). Someonewith a
more democratic philosophy might not be comfortablewith advancing inthe existing structure.
However, they might bemoreamenabl eto | eading in an organi zation that used the servant-
leadership (TheRobert K. Greenleaf Center, 1991) model or theappreciativemanagement

(Srivastva& Cooperrider, 1990) model inademocratic or federalist structure.

Class

Thework onedoescarriesastatuslevel, creating classdivisionsinour hierarchical
society. Sims, Fineman, & Gabriel (1993) refer tothefact that “ classand work often reinforce

eachother" (p. 216). Classbarrierscan cause mistrust and misunderstanding. Peoplewho
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reject advancement offersmay not wishtoleavetheir “home” classto enter another higher

class, leaving theworld they know best behind.

Lack of Opportunity to Apply Feminine Principles

Helgesen (1995) underlinestheimportanceof feminineprinciplesof leadership suchas
“caring, making intuitive decisions, not getting hung up on hierarchy or all of thoseboring
business-school management ideas; having asense of work as being part of your life, not
separatefromit; putting your labor whereyour loveis; being responsibleto theworldin how
you useyour profits; recognizing the bottom line should stay there— at the bottom” (p. 39).
Womenarenot just put at adisadvantage becausetheir valuesaremoreholisticandintegrative.
Women areal so put at adistinct disadvantage because of the separation of work and home.
Their responsibilitiesarestill seenaslying primarily withthefamily.

Changeis occurring, but how quickly?Masculine values have dominated in society at
largeandinorganizationsfor avery longtime. It might be somewhat frighteningandalittle
discouraging whenawomanisfaced with|eadingin an organization that doesnot allow values

that are her way of being.
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Engineersand Career Advancement: Literature Relevant totheFindings
Astheparticipantsinthisstudy areall softwaredevel opers(alsoknown assoftware
engineers'), issuesthat arerelated to technical and engineering careersarereviewed here. More

genera work and organi zational issuesdirectly relevant tothefindingsareal soincluded.

Engineering

Engineersand Advancement.

Throughout the 1980s, therewas much interest around the unique advancement i ssues
faced by engineers. Inastudy of advancement in engineering careers, Bailyn (1982) found
engineers" need alternativeformsof recognitiontokeepthemeffective" (p. 45). Thenatureof
their work causesengineerstofaceacontradiction between being effectiveand at thesametime
advancingtheir careers. Career promotionrequireswork tobevisible, whereastechnical work
isoften solitary and doesnot requirecontact withmanagement. Toremedy thissituation, Bailyn
suggeststhat management should not be used asareward that represents statusand
recognition. Instead, engineersshould engageintemporary managerial assignmentsthat do not
require along-term commitment.

Bailynand Lynch's 1983 study on engineering careersfound many engineerswouldlike
to retain their involvement in technical work becausethey desirethe"unambiguousand
immediategratificationsobtai nablefrom solving concretetechnical problems™ (p.281).

However, engineerswould alsoliketo usetheir experienceand wisdomto affect alarger part of

' For brevity, software engineers will be referred to as "engineers' throughout this chapter.
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theorganization. Ritti (1971) al so pointsout that engineersfeel they could contributemoreif
they had alarger scopeof influenceintheir organizations. Advancing to management will not
meet both of thesecriteria. Remaining narrowly focused on atechnical area gives autonomy, but
reducestheengineer'sability toinfluenceorgani zational decisions. Organizational formsthat
allow engineerstoremaintechnical, but al so successfully usetheir knowledgetofurther the
organi zation'sgoal sareneeded. Additionally, temporary techni cal assignmentsandrewards
based onlength of serviceand professional demonstration should beemployed. Assignments
thatinvolvereportingdirectly tohigher level management, greater financial rewards, and " public
signals of changed status” (p. 46) may meet engineers needs. Thesea ternativesto advancement
areimportantinanother respect asthey giveyoung engineersthemessagethat therearechoices
other than the standard career pattern.

Bailyn(1991) |ater described two ambiguitiesandinconsi stenciesfoundinR& D career
paths: (1) No unambiguous, agreed upon criteriaby whichto gaugeaparticularindividual's
performance, and (2) Contradictionsembeddedin career pathsand proceduresmakeit difficult
to get the accurate self-understanding needed to shape one'scareer. Sheproposesahybrid
career wheretasksconsi st of multiplework assignmentswith different evaluationsand rewards.
Careersconsist of discrete, discontinuouschunksof fivetotenyears. Workerswouldalsohave
asecond, minor assignment to preclude obsol escence. Thecareer discontinuitiesarepreplanned
andthereforenot seen asfailures. Becausetasksarenot given asrewardstherewould beno

status attached to aparticul ar task, such assupervision.
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Engineersand Dual Ladders.

Dual ladder modelsreceived much attentioninthe 1980s. Allenand Katz's 1986 study
describessomefailingsof thisapproach. Becauseprestigeisafforded only tothosewho move
into management, engineersmoved to atechnical |adder may hear themessagethat they arenot
successful by organizational and societal standards. Thiscanresultindemotivation. Thecriteria
for technical promotion often becomecorrupted, andfailed managersaresometimes” dumped"
onto the technical ladder. This resultsinadevaluing of technical promation.

Dalton and Thompson (1986) notethat dual |adderswere expected to bring engineers
"possibilitiesfor respected contributions, influence, and organizationa | egitimacy” (p. 88)
equivalent tothoseoffered to managers. Thisexpectationisusually viol ated becausethedual
ladder approachraisesafal sehopethat " suggeststhat aperson onthetechnical ladder canbe
highly valued by theorgani zation by being acompetent, solo, technical contributor” (p. 90).
However, organizationsmakeit difficult orimpossiblefor engineersto play anything other thana
narrow technical role. Organizationsal so promotereward systemsthat discriminateagainst
highly contributivenonmanagers.

McKinnon's 1987 study of "steady-state people” showsthat dual laddersfail because
they arebased onafaulty assumptionthat all engineersaremotivated by advancement. He
maintainsthat many engineersare " steady-state” professionalswho are motivated by the
challenge of unique problems. Hesuggeststhat organizationsareignoring thisval uable segment
of their employeesand shoul d establish systemsthat motivatethemand " not leavethemfeeling

defeated, |eft behind, or like second classcitizens' (p. 32).
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Engineersand Motivation.

Schein (1975) definessomeonewho ismotivated by the actual work being doneas
having atechnical -functional competence career anchor. Link (1998) isatoymaker who

describeshimself inaway that resemblesmany engineerswhoreject advancement:

| don't want to beamanager. | want to be awoodworker. A lot of thework in these
toysistedious. (...) It could bedoneby someonelessskilled. | could bringinfiveor six
workersand increase my output quiteabit. Then | would haveto spend moretime
marketing, traveling, wholesaling. Pretty soon | woul dn't bedoingwoodwork anymore.
And that'snot abad direction, itsjust not onel've chosen. (p. 2)

AsScheinnotes, thistypeof person "will leaveacompany rather than be promoted out of their
technical/functional area’ (p. 15). However, they may feel guilty about their lack of traditional
successand ambition. Engineersarepushedinthemanagement directionearly intheir careers.
Inastudy contrasting thecareersof engineersin Japan and the United StatesWestney (1985)
foundthat engineersintheUnited Statesareexpected to moveinto supervisory rolesmuch
earlierintheir careersthantheir Japanese counterparts. Shesuggeststhat American companies
that arerecruiting target high-caliber engineers who are being forced to move into management.
Organizationsareinterestedinretaining theenergiesand motivation of engineers.
Badawy (1988) givesfiveconditionsthat demotivateengineers. (1) Communicationsgaps
between engineersand managersresultingfromdifferencesinvalues, attitudes, goal's, and career
orientations; (2) Inappropriatemanagerial practi cesreflectinginadequateunderstanding of
engineers expectationsasprofessionals; (3) Failureto devel op task-related motivational
systems; (4) Inadequatereward systems; and (5) | nadequate motivational systemsfor older

engineers. Badawy seesmotivation asastate of mind, not something you doto people.
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Therefore, organi zationscannot motivate peopl e; only peoplecan motivatethemsel ves. Open
opportunitiesfor advancement, publicrecognition, and accomplishment areneeded, aswell as

creativework climateswith freedom, flexibility and autonomy.

Engineersand Values.

Someengineersmay not sharethevaluesnormally associated with managers. Dalton
and Thompson (1986) describetwotypesof managerswho begantheir careersasengineers.
"Oriented" managersidentify with economicand pragmaticval ues, and " conflicted” managers
identify with the pursuit of truthrather than money and power. They arecalled " conflicted"
becausetheir valuesareincongruent withtheir rolesasmanagers. Oriented managersareseen
ashavinglesspotential than conflicted managershave. However, they movehigher upinthe
organi zationthan conflicted managers. Conflicted managers are dissatisfied with their careers,
eventhoughtheir subordinatesaremoresuccessful thanthoseof oriented managersare. Itis
interestingto notethat Schein (1984) identifiescultural valuesasbasesof career legitimacy. In
theUnited Statespower motivesarel egitimate, whereasinother countries, suchasAustralia,

thisisnot the case. Oriented managers might end up asconflicted managersin another country.

Engineersand Managers.

Van Maanen and Kunda(1989) describetherel ationship between engineers and their
managers. Engineersseethemselvesasartistsand their manager'sjobistokeepthemto
schedulesthat they both agreeareunrealistic. Engineersand higher management do not usually

think very well of each other.
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Card (1995) describestherel ationshi p of management and programmers(or software
engineers): "Theenvironment that nurturescreative programmerskillsmanagement and
marketing types - andviceversa' (p. 208). Hedescribesthe programmers attitudetowards
managers. "Like soldiersor artists, you don't care about the opinionsof civilians. Y ou're building
somethingintricateandfine. They'll never understandit” (p. 208). Heal so describesthe
manager'sperspective:

Instead of finding assembly linesof productiveworkers, they quickly discover that their
product isproduced by utterly unpredictable, uncooperative, disobedient, and, worst of
dl, unattractive peoplewhoresist al attemptsat management. Put them on atime
clock, dressthemin suits, and they become sullen and start sabotaging the product.
Worst of al, you can sensethat they are making fun of you with every word they say.
(p. 209)

Helikensmanaging engineersto"beekeeping” (p. 209). However, when managersattempt to

control the bees productivity islost.

Work

Advancement.

Metcalf and Briody's(1995) study on career advancement and organi zational change
showed an overemphasi son advancement, and an underval uing of experienceand performance.
They found that nonmanagerial track employeesare not viewed as" successful”" and arefar less
valuedintermsof rewardsand recognition. Allenand Katz (1990) seethe cause of this
disparity basedinalack of visiblepower for nonmanagement employees, who do not haveany

subordinatesto control. M etcalf and Briody suggest that creating and valuing generalistand
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specialist career pathsallow theorgani zationto takeadvantageof individual strengthsthat may
be wasted otherwise.

Stoner, Ference, Warren, and Christensen (1980) found that somepeopleareself-
plateaued becausethey seethe costsof advancement outwel ghing the benefits. Organizations
may view suchindividual saslesscommitted, whereasothersaccept and respect thedecision.
AsJackall (1988) describesthedecisionto plateau, hesays"they areunwillingto sacrifice
family life or free-timeactivitiesto put in theextraordinarily long hoursat the officerequiredin
the upper circlesof their corporations’ (p. 43). Peoplemay also havearealisticideaof the
limited opportunitiesavailableto them. Additiondly, they may not think that their personal style
and social skillsmatchthoseof higher management. Promotion to management often depends
onmeetingsocia criteriaand ethos" established by theauthority and political aignments’ (p. 43)

of thecorporation. Jackall describeshow thisaffectstheethicsof thoseat thetop:

Theethosthat they fashionturnsprinciplesintoguidelines, ethicsintoetiquette, values
intotastes, personal responsibility into anadroitnessat publicrelations, and notionsof
truthinto credibility. Corporate managerswho becomeimbuedwith thisethos
pragmatically taketheir world asthey find it and try to makethat world work according
toitsowninstitutional logic. They pursuetheir own careersand good fortune asbest
they can within the rules of their world. (p. 204)

Hefurther describeshow managers moral compromisespreservetheinstitutional culture:

Asit happens, giventheir pivotal institutional roleinour epoch, they help createandre-
create, as one unintended consequence of their personal striving, asociety where
morality becomesindistinguishablefromthequest for one'sown survival and advantage.
(p. 204)
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K of odimos (1993) pointsout that through our own quest for anideal self, we
subordinate our needsto those of the organization. Wearewilling to allow the organizationto
definethetermsof our personal development. We" subordinateour owninternally derived
visionsfor oursel vesto organizational ly derived requirements’ (p. 78) inorder toadvance.
Ambition originatesfrom "theinterplay between our shadow-side fears and feelings of
inadequacy, andthepromiseof alleviation of these psychic painsif wegainadvancementinthe
organization” (p. 74).

Hammer (1996) thinksthat thereisnolonger aneedfor titles. Hecallsfor the
eliminationof managerial layers. Outstanding achievementsarepublicly acknowledgedwith
rewards, but not promotions. Laddersarereplaced withaseriesof concentriccircles. Careers
mean personal growth. He pointsout that only afew peopleriseto the top of acompany.
Successneedsto beredefined not by " putting yourself into the position of commanding others
but of achievingthehighest level of professional growthand personal performanceof whichyou
arecapable’ (p. 63). Hegivesan example of acompany that usesthismodel by having three
tracks: writers, product and technol ogy specialists, and businessleaders. Theleadershiptrackis

not preferred inany way, including compensation.

Gender and Race.

According to Valian (1998) successin men and womenisinterpreted differently. When
aman succeeds, heisseen asmore competent. When awoman succeeds, her successis
attributedtoluck, easeof task, or great effort. Thisattribution takesplaceto preservethe

observer'soriginal gender schemas. Women arelesssuccessful than men becausethey aregiven

23



lesscredit for their achievements. Thenegative aspect of thissituationfor menisthat they are
required to moveto high professional levels, and whenthey fail, their masculine identity is
compromised. Women seesuccessas" duetorandomor uncontrollablefactors’ (p. 183) and
thisweakensthe" causal chainbetween ability and success' (p. 183). Menbecomeoverly
committedto professional success, whilewomeninappropriately devaluetheir ownabilities.
Valian suggeststhat women changetheir viewson successandfailure, seeingfailuresand
rejectionsasnormal, whilemen should placelessfocusonwork. Valian also found that men
and women with business careers have very similar val ues, although women placeahigher value
on awell-rounded lifeand mentendto overinvest insalary, prestige, and achievement.

Freeman (1990) notesthat men sometimeswithhold cooperationfromfemalemanagers.
Also, newly promoted femal emanagersfacemany obstaclesinvolving gender. However,
"gender isnot acknowledged asan element inthe competence equation by either themen or the
womeninthecorporation” (p. 202). Womenmust " provethemsel vesdespitebeing femaleand
asthough they are not" (p. 203). Asaresult of these conditionswomen opt to leave
corporationsingreater numbersthanmen: "...if corporatewomenaredropping out, itisnot
becauseof unmet, subconsciousneedsfor connection but rather becauseof structural obstacles
and persistent, albeit subtlediscrimination” (p. 221).

Graves(1997) notesthat African Americansexperiencemorestressat work duetothe
fact that they must modify their behavior inorder to conformto culture of themajority. Asthey
move to management, they often find that they are not aswell prepared as" dominant white

males’ (p. 113). They must not appear threatening, but at the sametimethey are sometimes
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accused of not being assertiveenough. Black women experiencebothracismand sexismas
barrierstosuccess. All inall, Gravesstatesthat blacks" must alwaysbesuperior just to
compete” (p. 113).

Malveaux (1998) considerstheincreaseintechnol ogy jobsto beamixedblessing for
African Americanswho haveless accessto computersat homeand at work. She also seesthe
movetowardspromoting therightsof individual workerswho haveskillsthat areindemand,
over those of groups of workerswho do not, asvery dangerous. She seesa" new set of
inequities, based overtly not onraceor gender, but employer sizeand accesstotechnology” (p.
2). Thelesshierarchicthelabor market, thelesssecurity and protection present, with al oss of
the power of collective bargaining.

Eidler (1998) presentstwo patternsof humaninteraction called the partnershi p and
dominator models. Thepartnership model ischaracterized by anegalitariansocial structure,
wherethe"distinction between maleand femaleisnot regarded asthe basisfor rankings of
superiority andinferiority” (p. 20). Thedominator orientationistowardsa" hierarchic, top-
down, or authoritarian organization; theview that malesare superior tofemales; andahigh
degreeof tension, fear, andinstitutionalizedviolence" (p. 20). Sheseessocietiesassumedtobe
very different asinherently similar inthat they all use one of these models. In dominator societies
diversity isviewed assuperiority or inferiority. The"male-as-master/femal e-as-subordinate
model” (p. 21) movesto group vs. not-group judgement, whichinturnisgeneralized to anything
thatisdifferent: race, religion, or ethnicity. Shefurther suggeststhat dividing humanity inhalf by

gender createsabasictemplate” (p. 21) that isusedto devaluediversity. Partnership societies
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do not consider differenceto be"an appropriate reason for excluding members of one gender,
race, or other type of group from positionsof social governance" (p. 21). Eisler also notesthat
societieswherethereisadefinitemalepreferencetendto " persecutethosewho aredifferent”
(p. 21). Here, menand boysequatetheir identity with domination, conquest, and success.
Someorganizationsarebeginningtofollow apartnershipmodel . Asthey willingly employ and
promotewomenand minority membersthey begintonaturally movetowardsnew organizational
models. Thereislessauthoritarian management, moreintrinsic motivation, lesspunishment, and
moreleaderswhoélicit"fromotherstheir highest creativity and productivity” (p. 22). She
suggeststhat using diversity todominateand exploitisacultural patternthat reflectsour entire
socia systemand belief system. Shelooksforwardto moving towardsapartnership model
where: (1) differencesarevalued; (2) no oneisseen asbelow or above another, and (3) living
and working becomelesstense, moreinteresting, and more creative.

Vanderkolk andY oung (1991) notethat inthe United States"whitemalesare
projected to dwindletoasingledigit percentage of new entrantstothework force by theyear
2000" (p. 11). However, most senior executivesarewhitemaleswhosevaluesareout of sync
withthefutureworkplace. Toremedy thissituation Vanderkolk and 'Y oung call for changesthat

"assureaccess by women and minority mento positionsat every level intheorganization”
(p-11).

Values.

According to Natale and Neher (1997), work isno longer honorable. Our "fears,

warped aspirations, maimed self-images, and general self-centeredness” (p. 240) createthis

26



situation. Profitstakeprecedenceover human costs. They citefour reasonsfor working: (1)
intrinsicsatisfaction, (2) survival, (3) social connectedness, and (4) positivesel f- perception.
Self-expression enables positive self- perception. Natale and Neher proposethat profit must be
measured inmorethan productivity, dollars, and power. Decisionsand actions should be based
on"mutual responsibility, accountability, honor, andpride” (p. 246). Toaccomplishthis, values
should beclarified and negotiated continually at work.

Bellah, Madsen, Sullivan, Swidler, and Tipton (1996) view technical competenceas
"enclosedinalifepatternthat wehavedesignated 'career™ (p. 149) whererational problem
solvingand social contributionaresubordinated to standardsof successmeasured by income
and consumption. Theintrinsic valueof thework isthen doubted, especially when the employee
must operatein alarge bureaucracy where energy isused to manipulaterulesand rolesto get
anythingat all doneandto advance. They describehow inbureaucraticindividualism"freedom
to make private decisionsisbought at the cost of turning over most public decisionsto
bureaucratic managersand experts’ (p. 149). Theconsent of thegoverned "hasbeen

abandoned in all but form" (p. 149).

Ethics.

Goodpaster (1995) coined theterm teleopathy , which means the unbal anced pursuit of
purpose. Symptomsof tel eopathy includefixation (wherethegoa ownstheperson),
rationalization (intheformof loyalty andlegality), and detachment (separation of head and
heart). Businessethicsarearesponsetotel eopathy. Thisbringsthefollowing consequences:

alienation, stress, unreasonabledemandsonwork time, lossof creativity, and|ossof
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community. I ndividual scan becometel eopathicsimply by participatinginan organization that
exhibitsit, and organizations can contract tel eopathy because of the values of key managers.
Theroot causeof the symptomsis" adopting counterfeit sourcesof moral legitimacy” (p. 45).
Hebelievesthat it makesno senseto embracetel eopathy'sopposite (unfocused, empowering,
longterm). Rather, theelusivenessof wisdom must berecognized, aswell asitsresistanceto
capture by any paradigm. Partiality (self-fulfillment) and impartiality (objectivity) must be
managed and bal anced. Hedescribesthisbalance: "L eaderswho understand thiswill no doubt
seek to be servant leaders - but they will not relinquish their responsibility to guide thosethey
serve. They will listenand empower, but they will not hidebehind theseideal sasshieldsagainst

accountability” (p. 46).

Work and Personal Life.

AccordingtoK ofodimos(1993) itismoreacceptablefor professional lifetoinvade
personal lifethanfor thereverseto happen. However, Rifkin (1995) citesstudiesthat show that
agrowing number of peoplewant to devotemoretimetotheir personal lives. Thesepeopleare
willingtoadvancemoreslowly or not at all inreturnfor moreleisuretime. Rifkinbelievesthat
the busi ness community needsto be challenged by communitiesof like-minded intereststo
shortentheworkweek. Hochschild (1997) also call sfor collectiveaction, whereworkers
challengetheorganization to limit work time.

Galinsky, Bond, and Friedman (1993) found that when workers needsalignwith
workplacegoal sthereismorejob satisfaction, commitment, loyalty, hardwork, andinitiative.

Theseresults all benefit the company and improve the work-family balance.
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Organizations

Palitics.

Cropanzanoand Grandey (1998) definepoliticsas" behavior directed toward obtaining
or maintaining social control” (p. 134). Political influencetacticsareusedtoacquirepower, or
legitimateandrationalizeadecision. They view politicsthat aresanctioned by theorgani zation
or benefit theorgani zation aspositive. However, most peopledo not likebeing mani pul ated,
especially for someone el se's benefit and they have anegative view of politics. Cropanzano and
Grandey point out that ethical dilemmasconcerning politicscomeabout when economicends
clashwith human concerns. Thishappenswhen aperson'smoral codeemphasizeshumanwell

being, whilethe person must operatein an environment that putsprofit first.

Trust.

AccordingtoRyan & Oestreich (1991) theroot of fear in organizationsisthedistrust
that supervisorsand employeeshavefor each other: " Each sideassumesthat theother operates
from a philosophy of self-interest. Eachisexpectedtotry to achieveits self-interest at the
expense of the other party” (p. 86).

Steele(1975) describesa” Great Lie" theory used by higher level managerswhenthey
lieto subordinates"for thegood of both them and theworld" (p.25). The purported aimsof this
typeof lieareto: (1) project an optimisticimage of thefuture so that people continueto give
their best efforts, and (2) protect lower-ranking peoplefrom anxiety and burdens handled by
higher level people. The premiseisthat when thetruthisreveaed, the lower-level peoplewill be

grateful. Thisisfar fromwhat actually happens. Thistypeof liecreatesmistrust, and giveswhat
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Steele callsan insanity signal that makes subordinates questiontheir leader's connection with
reality. Additionally, keepingthetruth from peopleblocksthemfromdevel opingtheir abilitiesto
handlereality inanatural way. Infact, leadersusethe" Great Li€" not to protect themasses, but
to protect theleader'simage. Most importantly it is used to control and to retain plans of action
that might disappear if subordinatesknew what was happening.

Shaw (1997) seestheneed for alignment betweenwordsand actions. Wordsand
actionsmust al so be consi stent acrosssituationsand over time. Hecitesasurvey that found that
amajority of employeesdo not believewhat management saysand they do not believethey are
well informed about company plans. Hesuggeststhat managersdefineacl ear purpose, confront

reality, have open agendas, and follow through.

Control.

Intheir study on emotional expression and organizational cultureVVanMaanenand
Kunda(1988) definedifferentlevelsof " culturecontrol” used by managersinorgani zationsto

control object, body, mind, and emotions. They point out apositiveof thissituation:

...individuality seemsto depend most on those momentswhenwemovein different
directionsfromthecrowd, modify thecallsof others, or experienceemotionsseemingly
deviant from thosearound us. An organizationis, in thislight, something of afoil against
which we can shape our identitiesand sharpen our emotional wits. (p. 93)

Kunda(1992) describesacompany culturewherebureaucratic control wasreplaced
by amoreinsidiousnormativecontrol. First, policiesareintroduced to minimizetheuseand
significanceof traditional bureaucraticcontrol. Thesearecomplimentedwith policiesthat

increaseemployeeinvol vement, maximizeasenseof ownership, removebarriersto
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communication and movement, and remove symbolsand realities of status and formal control.
Atthispoint, bureaucratic control isreplaced by adecentralized and deeper control that
demandsproper member rolebehavior, aspoliced by other members. Thisnormativecontrol is
maintained by " creating and sel ectively applying andinterpreting ambiguousdefinitionsof reality"
(p. 222). Peoplein thiscompany become" submergedinacommunity of meaning that isto
someextent monopolized by management” (p. 224). Finally, inthe" nameof humanism,
enlightenment, and progress’ (p. 225) theintense efforts of employeesaredlicited "not by
stirringtheir experientia life, but, if anything, by degradingand perhapsdestroyingit” (p. 225).

AccordingtoBailyn(1993) empowerment cannot happenwithout rethinking beliefson
control: "Only if asignificant degreeof operational control isrelinquished by managerswill true
empowerment bepossible, andonly if empl oyees operational autonomy includescontrol over
their timewill their needs be met" (p. 96).

Roberts (1997) is ahorse whisperer who trains horses using aphilosophy that can be

applied to the workplace:

Peoplemust beallowedtofail, but do not protect thelazy or incompetent; aboveall,
peoplemust beallowed to succeed and berewarded if they meet or exceed theterms
of thecontract. (...) For centuries humans have said to horses you do what | tell you

or I'll hurt you . Humanssstill say that to each other, till threaten and force and
intimidate. | am convinced that my discoverieswith horsesalso havevaluein the
workplace, intheeducational and pena systems, intheraising of children. Atheart | am
saying that no one hasthe right to say you must to an animal—or to another human.
(pp. 244-245)
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Commitment.

Bailyn (1993) arguesthat adefinition of commitment that doesnot recognizethat people
haveother obligationsin additiontotheir jobsisnot based on mutual respect andtrust. She
pointsout that commitment "transformsaninstrumental, contractual relationshipintoanopen-
ended moral bond. High-commitment organizations co-opt for the public spherethe private
feelingsof full responsibility andtotal personal involvement™ (p. 107). Shebelievesthat
individualsshould beabletolimit commitment tothe " responsiblecompletion of tasks” (p. 131).
Alternating timesof low and high commitment shoul d bewel comed. Thosewhowishtowork
longer hoursthanthework requiresshoulddo sofor intrinsicreasons. " Thiswould ensurethat it
isonly intrinsic pleasure that motivates such an excessiveinput of timeto work™ (p. 134).

Regarding thehigh commitment that seemsto berequired of managers, Bailyn (1993)
pointsout that theexcessivedemandsof management are" assumedtoreflect therequirements
of thework™ (p. 47). However, these demands coul d be constructed asaway of "measuring
individual worthinsituationswhereperformancecriteriaaredifficult orimpossibleto specify” (p.
47). Shenotesthat managersmust be seen giving their all towork; their sacrificesmust be
visible. She also adds a cautionary note on how increasing career flexibility might interact with
thissituation: "Wemust thereforebe careful that we do not change corporate careersby
increasing apparent flexibility whileat thesametimeincreasing theunboundednessof
expectations” (p. 53). Shefurther statesthat thegoal should betowork smart, notlong. Face

time should no longer beavalidindicator of performance.
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Management and L eadership.

Managing and leading are seen astwo different rolesin much of theliterature. Huber
(1998) viewsthemanagement and | eadershiprolesasdifferent but not mutually exclusive. The
rolesform acontinuum with someoverlap. Sheusestheanal ogy of management astheleft brain
andleadershipastheright brain. Theright brain (leader) comesupwithideas, andtheleft brain
(management) executesthem. Indiscussing leadership shepointsout that power isethically
neutral until itisusedinacontext. The shared power of relational |eadership canleadto positive
use of power and transformation. She describes servant |eadership, which wasintroduced by
Robert Greenleaf, asaphil osophy whereleaderssometimesfollow and followerssometimes
lead. Servant |eadersaimto replace competition with community. Sheal so contrasts
characteristicsof Newtonian and Quantum organi zationsto show the path of changethat is
occurring: Certainty - Uncertainty, Continuous - Discontinuous, Linear - Nonlinear, Reductionist
- Crestive, Isolated - Contextual, Hierarchical - Nonhierarchical, Either/Or - Both/And,
Actuality - Potentiality. To Huber, leading meansaffecting changethat createsabetter world.

Boyett and Conn (1991) al so seedifferencesin management and leadershiproles:

Managershaveemployees. L eadershavefollowers. Managerscommandand control .
L eadersinspireand empower. Hisor her position or titlelegitimizesthemanager's
authority. Hisor her visionand ability tocommunicatethat visiontofollowerslegitimize
theleader'sauthority. Managersseek stability, predictability, andtobein contral.

L eadersseek flexibility and change. (p. 146)

Hollander (1993) seesleadership asaprocessinvolvingfollowership. Followersgive
leaderslegitimacy, whichinturn givestheleader influenceand power. L egitimacy comes

through credibility, trust, loyalty andtheleader'seffectivenessin exercising power andinfluence.
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Followersareleadersin away becausethey can take part in atwo-way influence and power
exchange.

Block (1993) cautionsthat in themidst of movingtoflat organi zations managersshould
not merely stay inplaceand becomelabeled " coaches." Thiscontinuesto keep themanaging
and doing of thingsseparate. He seesmanagement skill ssuch ascoaching, teaching, and
communicating asimportant, but fromastaff position, insupport of thosewhoreceivethese
services. Heal so believesthat weal th must beredistributedin organizations: "1t becomesdifficult
toespousepartnership, empowerment, and aserviceorientationwhilethoseat thetop enhance
their wealth at the expense of those at thelower levels' (p. 165). Group outcomes should be

rewarded rather thanindividual outcomes, and pay systemsmust nolonger bekept secret.

Teams.

Boyett and Boyett (1996) make someimportant distinctions between sel f-managed
teams and self-1eading teams. Self-managed teamswork within boundaries set by others. Self-
ledteamsset their owngoal sand gainintrinsi ¢ sati sfactionfromtheir accomplishments. Self-
leadingteamsaresmall (four totwelve people). Theteam choosestheleader and definesthe
leadershiprole. They areprovidedwithinformation onoverall organizational strategy inorder to
make their decisions.

Koch & Godden (1997) arguethat corporationsneedindividual |leadersand small,
driventeams. Organizational complexity needsto bereduced. Nooneistobeprimarily a
manager; everyoneisadoer. They do not see management work asvaluableunlesspresentina

classical, large, hierarchical corporation. They think that managementisnot necessary asa



Separate activity, eveninlarge corporations. Goal setting can be handled by those closest to the
customers, and new initiativesand changes can be achieved by ahandful of leaders. Self-
managed teamsdo not need to be organized and supervised, and lessmanagement reducesthe
need for managersthat manage managers. Empowerment hasnot been used successfully in
concertwith hierarchical managementinany largecorporation becauseitisan"inefficient way of
runningalargecorporationthat benefitsfrom market power and economiesof scale..." (pp.

60-61). They think that it isan approach that can only be used in small-scal e enterprises.

Summary of Literature Review

| began thisstudy wondering why someonewoul d reject an advancement offer and
what informationthisdecisionmight reflect about theindividual making it andtheorganization
and soci ety towhichtheindividual belongs. Theliterature providessomeanswers. A new
psychological contractisdescribedthatistransient andtransactional . Thiscontract moves
employeesto regard their self-development as primary so that they can retain their skills,
security, andmobility. Atthesametimeorgani zationsareasking empl oyeesto sacrifice personal
time and self-devel opment, especially at themanagement level . Engineersareespecially
concernedwithretainingtheir skills, but they area solookingfor alternativedefinitionsof
successthat allow them to contribute morefully to their organizations.

Employeesareal so concerned about upholding their personal valuesand areespecialy
conflicted regarding thebal ancing of work and family priorities. They arecarefully weighing the
cost of successand questioningitsdefinition. Thisinturn causescurrent corporateval uesthat

consider profitsasparamount at any human cost to bechallenged. Hierarchical organizationis
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being questioned, which bringswithit aquestioning of theneed for management at all. Engineers
experienceanespecialy difficult situationwheretheir successesarenot rewarded or recognized
unlessthey moveinto amanagement position. However, they will not be ableto exercisetheir
technical skillsasmanagers. Dual laddersdid not remedy thissituation, asthey never brought
thestatus, reward, recognition, and influence promised.

Women experienceuniquecircumstancesregarding successand advancement. Thelir
successesarenot recognized astheir owndoing, but their failuresareattributed totheir gender.
Oftenwhenthey do advance, they experienceincreased conflict and their positionand authority
are not recognized and often resented. Membersof minority groupsmust overcomehighlevels
of stressat work, and face special problemsasmanagersduetothefact that they must change
their behavior to match the culture of the corporationinorder to succeed. They must temper
thelr assertiveness, whileat thesametimeprovethat they aresuperior and exemplary. The
experiencesof women and minority group memberscan beattributed to asociety that livesa
dominator model. Organizationsthat empl oy and advancewomen and minoritiestend to move
naturally towardsapartnership model wheredifferencesareva ued and honored.

Inthemidst of al of thischange, aspecial kind of |eadership model isbeing brought to
theforefront that recognizesthehonor inall work andtheimportanceof al contributions.
Hierarchy bringswithit classdistinctionsthat run counter to notionsof self-leading teams, trust,
respect, open communications, and theequitabl esharing of rewards. Thisisanother areawhere

engineersfindit especiadly difficult to "fit in" with their organizations. They prefer amodel of
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creative freedom and internal motivation that isteam-based and very difficult (perhaps
impossible) toimplementinahierarchical organization.

Thereare somea armsbeing sounded that observethereplacement of overt control in
organi zationswithamoreinsidioustypethat playsto peopl€'sinternal needsand motivations.
Thesenew formsof control createanumber of conditionsthat producean environment rifewith
cognitive dissonance. People are given asense of community and belonging, while at the same
timepeer "policing" isencouraged. They aretold that their management respectsand truststhem
whilethey areroutinely notinformed or misinformed. They aretoldthat peoplematter inone
sentenceand then told that they must sacrificetheir well being and that of their loved onesfor
thecorporate missioninthenext. Commitment continuesto beforced, but moreelusivetools

are used.
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Chapter 111: Methods

Design of the Study

The purpose of thisresearch wasto discover how six engineerswho rejected
advancement cametotheir decisions, and how they areexperiencingthesedecisionsandtheir
workplace. Theliteraturereview inthepreviouschapter described acontext that coul d affect
thecareer decisionsandwork experiencesof any employee, including theseengineers.

Thisstudy used aqualitativedesignto gather informationinorder torelateand analyze
the personal experiences of the participants. During semi-structured, in-depth, qualitative
interviewsparticipantswereasked about vari ousaspectsof their experiencesof advancement,
advancement choices, advancement rejection, andwork. Qualitativeinterviewingisopen-
ended, and thisallowed unanticipated datato emergethat | ater becamethebasi sfor further

inquiry.

The Participants
Theparticipantsformaconvenience sample. Generalization from thissamplewasnot
theintention of thisstudy, althoughit wasconsidered apossibility. Six participants, threewhite
men, two white women, and onewoman of Asian descent, who haverejected advancement
offersweresel ected based onreferrals. The participantsrangeinagefrom 37to41. They have
from 13to 19 yearsof experienceintheir current line of work, and sevento 18 yearsof

experiencewiththeir current organization. Fiveof thesix participantsaremarried, and four of
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themarried participantshavefromtwotofivechildren. Thechildrenrangeinagefromoneto
fifteen.

The participant referralswere made from my network of associates at alarge research
anddevel opment corporation. Thelr position onadvancement, athoughnot formally publicized,
iswell knowninformally intheir working community. Theparticipantshaveavaried order of
experiencesaround advancement of fer rejection. For instance, somewent onto accept offers
later intheir careers, whileothersaccepted offersearly intheir careersandthenrej ected offers
laterintheir careers. Still othersnever accepted anadvancement offer. Themajority of theoffer
rejectionstook placeat theorganizationwheretheparti cipantscurrently work. However,
severa of theoffer rejectionsoccurred at organi zationswherethe participantspreviously
worked.

Thisresearch had aunique aspect; thisbeing thefact that | had accessto theresearch
context asafull participant (or observing participant) becausel amanemployeedoingsimilar
work at thesameorgani zationthat empl oysthe participants. Accordingto Czarniawska(1998),
“Research techniquesthat help grasp the socia dramaasit appearsto the actors, their views of
their roles, and their assumptionsabout theunfol ding plot areneeded" (p. 24). Shecontinuesby
recommending that to executethismodel theresearcher should assumetheroleof an
organizational member. However, superior tothat model inher view, isonewheretheemployee
isaresearcher. Itisthrough what shedescribesas* detachedinvolvement” that thismodel was

used successfully inthisstudy.
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All datacollected waskept confidential. Only thetranscriber and myself viewed
transcriptsof theinterviews. It wasconsideredimportant that the partici pantsremained
anonymousthroughout theprocess. Thedataispresentedinanintegratedform. Therefore, the
identity of any one participant isnot discernableinthisreport. Quotesdo not contain
informationthat could be used toidentify itsoriginator. Aninformed consent form (see
Appendix A) was presented to each participant, and the partici pant and myself signedit.

| engaged in research collaboration with each participant. Together, weworked to
produceuseful information. | introduced initial topicsfromaninterview guide, but | wasalso

very opentofollowing topicsthat emerged during theinterview process.

Researcher Tasks

Inthetranspersonal phenomenological paradigmtheknower andtheknownareone.
My roleinthisstudy wasthat of an observing participant and aninterviewer. Further, the
researchwasinformed through my compassion and that of the participantsasdescribed by the
discipline of intuitiveinquiry. Intuitiveinquiry isoften used to expl oretranspersonal experience
andaimstoincludethe"full dimensionsof human awarenessand experience” (Anderson, 1998,
p. 71). Certainaspectsof intuitiveinquiry wereappropriated during thisstudy tofully appreciate
andexpresstheparticipants experiences. Compassionallowed thevalueand significanceof the
datato emerge. Theuniqueand personal voiceof theindividual researcher wasemphasized, as
in heuristic methods. The recognition of social and political consegquencesof the participant’s
actions, asinfeminist theory, wasconsi dered. Anderson seesan understanding of thepersonal-

political-universal circleasessential to compassionateintuitiveinquiry. Other aspectsof intuitive
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inquiry used duringthisresearchwerereflectivelistening, rituaizedintention, andintuitive

synthesis of results.

Procedures

Data Collection

Datawas collected viaaudio taping, post-interview notes of researcher impressions,
and transcripts of the audio taped conversations. Aninterview guide (see Appendix B) provided
asubstantiveframework for theinterviews. Process notes, including day-to-day activities,
methodol ogical notes, and decision-making procedures were kept. Personal noteswere kept
related tointentions, reactions, motivations, and experienceswith participants. Theinterview
guidewasreviewed and revised asareas of concern emerged.

Theinterviews, which rangedinlength fromonetotwo hours, took placein January and

February 1999 in private meeting rooms at the participants place of work.

DataAnalysis

Thisstudy wascarried out inaniterativefashion. Dataanalysiswasdoneusing
guidelinesfrom Creswell (1998) and Weiss(1994). Datawasanalyzed throughout thedata
collection phase, interviewing continued during thedataanal ysi sphase, and anal ysiscontinued
during thereporting phase. During the processof ongoing discovery themeswerenoted, and
conceptsand propositionswereused tointerpret thedatacollected after eachinterview to
improvetheresearchfocus. | nterview statementswerehorizonalized. Thedatawasthen coded

after collectiontoorganizeit according thethemes, ideas, concepts, interpretations, and
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propositionsfound during thediscovery process. Thedatawasthen sorted intothecoding
categoriesfound. A word processingtool (Microsoft Word) wasused to search, organize, and
mani pul atethedata. Datawasthen discounted by searchingfor solicited statements, indirect

data, and researcher bias.

Reporting

The resulting report waswritteninwhat Van Maanen (1988) callsaredlist style. The
researcher acted asaviewpoint presenter for theparticipants. A processknown asreflection
wasusedtoincreasethereport’ squality. Attheend of eachinterview, theresearcher reflected
and summarizedimpressionsof theinterview content and process. Theparticipant thenreflected
ontheinterview andresearcher reflections. Thisprocessof integrating refl ectioninformationinto
theresearch process created an immediate feedback |oop. Thisprocesswas used rather than
member checking dueto my agreement with theoretical and ethical concernsraised by
Sandelowski (1993). She sees storiesas"time-bound interpretive, political, moral acts' (p. 5)
that cannot becorrected at al ater timewithout acompletereanalysis. | wasal so concerned that
member checking might compromi separticipant anonymity despitemy best effortstointegrate
thefindingsand disguiseidentity.

AsTaylor and Bogdan (1998) state, "All observationsarefiltered through the
researcher'sselectivelens’ (p. 160). Asanengineer inthesameorgani zation asthe participants,
| could not help but relateto their storieswith compassion and understanding. Their views
someti messurprised meand sometimesconfirmed my own experiences. Thesum of what they

shared with meis presented in the next chapter.
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Chapter IV: Findings
Introduction

Thisresearch project was undertaken to devel op an in-depth understanding of the
experiencesof peoplewho reject advancement offers. All of the participantsin this study work
inthefield of software devel opment (al so known assoftware engineering?) and have at some
timerejected an advancement offer. They represent experienced engineers, men and women of
similar ages, married and unmarried, parents and non- parents.

Six engineerswereinterviewedto discover how they experiencedrejectingan
advancement offer. Additionally, other experiencessurrounding advancement rejectionwere
explored intheareasof career choice, advancement options, and views on advancement,
organi zations, management, andleadership. Thiswasdoneto produceadeeper understanding
of the contextsin which the decisionsweremade and lived.

Similar themesrunthroughall of theinterviews. Ascategoriesemerged, | contrasted the
thoughts, feelings, and beliefsfoundintheinterviewstoformaprogressionthat woul d represent
therejection decision asaprocessconsisting of aseriesof experiencesrather thanasingle

event. Thisled to the discovery of the following category threads:

Choices - Why theengineerschosetheir work, their view of their advancement choi ces, and
their memoriesof past management experiences.

The Offer - Thecontext of therejected offer, reactionsto the offer and therejection, and
the results of the rejection.

% For brevity, the participants will be referred to as "engineers' throughout this chapter.
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Experiencesof Organizations - Work satisfaction, contrast of theengineers personal
commitment and val ueswith those of theorgani zation, and observationsand experiencesof
theorganizational cultureincluding management quality; the affects of gender on leadership;
differencesbetween|evelsof employees; and power inthe organization.

|deason Organizations, Leader ship,and Management - Theengineers ideasonideal
organi zations, including descriptionsof therolesof |eadersand managers.

Leading a Balanced Life - Theengineers assessment of success, self-devel opment, and
balanceintheir lives.

Future Plans - Theengineers hopesand desiresfor thefuture.

These threads represent the organi zation of thischapter. Each section beginswith a
shortintroductionand endswithasummary. Distinguishing characteristicshavebeen changed
whentheengineers viewsand experiencesareexpressedto maintain confidentiality for them.
However, | haveincluded their wordswhen necessary to expressthereality of their experiences
andtheenergy behindtheir thoughts. Inmost casestheir experienceshavebeenintegratedto
present acompositeview. Thiswasdoneto protect their identities, whichwasadefinite
concern for the engineers. | would ventureto say that thisfact al one revealsmuch about the

organizational culture.

Choices
Theengineersinthisstudy choseto reject advancement away fromtheir current work.
But why did they choosetheir current work inthefirst place?Did they chooseit simply because
they likedit, to makemoney, or for someother reason? Themotivationsthat drovethesefirst
choicesrelateto the choicesthat camelater asthey considered moving into management.
Descriptions of the advancement options available to the engineersreveal the

opportunitiesand barriersthat they encountered whenmaking their rgj ectiondecision. Any past
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experiencesthat the engineershave had doing manageria work must also haveabearingon
thelr decisiontore ect advancement. For thisreason, descriptionsof theseexperiencesandtheir
impact on the engineersare also included.

Insummary, thissection describeswhy the engineerschosetheir work, their view of

their advancement choices, and their memories of past management experiences.

Choosing technical work

Most of the engineers made aconscious choicetowork with computersat an early age.
Whenrememberingtheirinitial experiences, they expressedfeelingsthat could becharacterized

as"loveat first sight":

"Wow, ... | want to do this."

"It wasthefirst computer | had ever seen and | wascompletely wowed."
"I alwaysknew that | wanted to do devel opment.”

"I took theintro to computer science classand that wasit for me."

"...[1] have been hooked on computer programming ever since then."

For themajority, the choi cewasa passi onate one becausethey enjoyed thework.
Although one of theengineerswasnot quite asenthusiastic, shedid haveastrong interest as
well asan attraction to the dynamic nature of thework. Still oneother chosethework solely for
financial reasonshbut found, asall of theothersdid, that she had aninterest and an unusually

strong aptitude and talent.
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Advancement Options

The promotion process.

The engineersdid not give much thought to climbing the management ladder asthey
begantheir work. Evenif they had thisgoal inmindthey did not consider it paramount.
However, there did seem to be somepressureto advancequickly: "...if you hadn’t been
promoted by thetimeyou’ d beentherethreeyears, forgetit.” They wereawarethat thispath
wasavailabletothem, but saw the promotion processas mysteriousand absol utel y not under
individual control. Engineersdescribed being placed onsecret " promotablelists’ without giving
consent: "Thisisjust something that happensto you and then you don’ t know anything about it
until thefirsttimeyou’ retoldyou’ re promotable." However, being placed onthelist seemsto
havelittle or no bearing on actually being promoted. Storiesof peoplewho "sit" onthelist for
threeyearsarecommon. Themorelikely promotion scenarioinvolvescasesof "beinginthe

right place at theright time."

Technical advancement.

But what about those who want to go forward and advancein adifferent way?1san
dternateor "technical" ladder available, and if sowhat isthemeansof climbingit?Noneof the
engineersbelievethisladder exists, andinfactit doesn't. Nomeansof technical advancementis
offered that comescloseto matching thestatus, power, prestige, or monetary rewardsthat area

given on the management ladder.
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THETECHNICAL LADDER

Oneengineer describesapast timewhen technical membersof thecompany were
considereda’ community of peers." Extraordinary achievement wasrewardedwiththe
designation of DM TS(Distinguished Member of Technical Staff). At somepoint, aladder was
created with several levelsadded below DM TS. In one engineer'swords, themeaning of
DMTSwas"twistedinto somethingto do[promote] apercentageof peoplefromdifferent
departments.” TheDM T Spromotion processisanother areaillustrating theintenseambiguity
characterizingtheadvancement optionsavail ableto engineers. Theprocedurereflectsthe
designation'sheritageasan uncommon and prestigioushonor and isdescribed by one engineer
as"mystical." Therulesimply selectivity, enough soto maketheexperienceof theprocess
"ghastly and humiliating" for another engineer. However theapplication of therulesappearsto
beuneven. Somepeoplearepromoted for writing classicbooks, otherssimply for stayingin
oneplacefor theright period of time. Additionally, thepromotion criteriaarenot consi stent

across the organization.

STRUCTURE, FREEDOM, AND EQUITY

Oneengineer expressed apreferencefor aprocess encountered at another company. In
thisplan, engineersreceived aseriesof regul ar technical promotionsbased onexperienceand
professional demonstration. Interestingly enough, thisarrangement resemblesthemilitary model

mentioned by another engineer as unattractive dueto alack of self-direction and freedom. Y et
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another engineer described themixed signal ssent inthe context of acoerciveadvancement

offer:

Sometimes|’ ve heard them say you haveto bein control of your own career. Andthen
sometimes you feel likethey’ re paving thisroad and forcing metowalk thisway.
Instead of me choosing which road | walk on.

Structureremovesambiguity, but precludes self-direction. A lessrigid approach allows
freedom, but a so permitsinconsistent and unfair application of unclear rules. Anengineer feeling
thepressuretotakean uninvited promotion sumsupthisconfusing stateof affairs. " Thetruthis

what’ s more convenient to say to that person at thetime."

Research: Oneother alternative.

Another alternative tomanagement or technical advancement availableto outstanding
engineersisatransitionfrom development toresearch. At least two engineersexercisedthis
option, citing reasonssuch asincreased freedom and moredynamicwork: "Oncel madethat
decision not to becomemanager, | kind of alwayshad my eyesset on research becausel
wantedtokeeplearningthingsand doing differentthings...." However, thistypeof moveis
unusual, very difficult, and comeswith aprice. Engineershavelessstatusinresearch and are
rarely promotedtoDMTS. Therearenofirst linemanagersthere. Soan engineer movinginto

research losesall chance of being promoted in the near future.
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Experimenting with Management

Observing others.

Theengineersnoticeothersmovinginto management around them. However, they do
not awayssharetheir motivations. Thesedissimilar motivationsinvolvemoney, power, and
control: "somepeoplejust doit for themoney" or they doit to " get power and control.” One
engineer pointsout that we areall "programmed" to climb the ladder, making the decision an
unconsciousonethatisnot really adecision point at all for most people. Y et another notesa
morepragmaticreasontoadvance, statingthat "...somemanagersdoit becauseit'swhat they're
goodat." Another common belief isthat most peoplewho moveinto management haveapoor
understanding of what thejob entails. Thisseemstoinfer that understanding thenatureof the

job might disincline someonefromtakingit.

Management experiences.

Several of theengineershaveheld management positionsinthepast. Their experiences
had some positive results such as growth in non-technical skillsand positive feedback on
accomplishments. Oneengineer enjoyed the aspect of being "ableto makeadifferencein
people'slives." Another managed at smaller companieswheretherewere™lesspolitics.”

Someof theexperienceswerelesspositive. Oneengineer described afirst management
position as"ahorribleexperience” dueto alack of formal authority and power. Still another
refused to compromisetechnical skillsand attempted to continuetechnical work while

managing. Thisresultedin severeovercommitment and stress.
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Many of thetasksrequired of amanager do not appeal to the engineers. One source of
frustration wasthetask of motivating low-performers. They a so disliked thein-person and
phonemeetingsthat took up themajority of their time. Thepolitical aspect of managing wasalso
very unpleasant. One described pressureto " carry the party line" as"distasteful" and "unsettling,”
andfoundthat higher management became" quiteuncomfortable” whenthesethoughtswere
expressed. Theoverall pictureof management that they painted portrayeda”fight" requiring

"pushing back" on unreasonabl e demands.

Summary: Choices

Theengineerschosetheir work becausethey enjoyedit. Theoptionsthey foundwhen
they considered achieving further recognitionand movingforwardtechnically wereseverely
limited. One option avail ableto them, the DM TS designation, doesnot carry as much meaning
asitusedtoduetothefact that it wasmerged into a"technical ladder” sometimeago and some
seeitsapplication asvery uneven. Theseengineersenter thisladder at theM TSlevel (onelevel
below DMTY), sothereisonly one promotion possiblein any case. It seemsthat theentire
promotion processisconfusing, andthat theonly real optionfor someoneinterestedin"moving
up" istojump onto themanagement ladder, an event that i sexpected to happen at the beginning
of one'scareer. However, most of the engineershavetried management, either formally or
informally, and do not prefer thiswork. It appearsthat theengineerswould likeanother way to
progressother than management that enablesthemtoreceiverecognitionfor advancing

technically and professionally.
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The Offer

All of theengineersrejected an offer to advanceto the management ladder. The
situational aspectsof that offer aremeaningful, e.g. theengineer'swork at thetime, why the offer
was given, and the conditionsunder which the offer was presented. These aspectsrevedl
information about theopennessof the promotion processand whether or not theorgani zation
educatestheir new managersabout thejob being of fered before promoting them. Failuresin
theseareasindicateal essthan optimal promotion process, and may causeconfusionand
frustration for those subjected to it.

Detailsof theengineers reactionstotheoffer, including why they rejectedit, tell much
about the organizational culture. Thereactions of others around them to the rgjection aswell as
their experiencesinlivingwiththedecisiontellseven moreabout both theorgani zational culture
and thelarger societal culture.

Insummary, thissection describesthe context of therejected offer, reactionstothe

offer and therejection, and the results of thergjection.

Context of the Offer

Work situation at thetime of the offer.

Severa engineerswerea ready managinginformally, meaningthey had aproject
leadership role with no formal authority or control over the people working with them.
Sometimesthissituation happened naturally, without upper managementinitiatingthe

arrangement. Other timestheengineer wasassignedtotherole. Ineither casethejobentailed
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coordinationand scheduling, but impliednoformal power over thepeopleontheproject. The

remai ning engineerswereperformingtechni cal work with no management responsibilities.

Reasonsthe offer was made.

Most often, theengineerswereoffered advancement becausethey were seen as having
managerial attributes. They wereseenashardworking, responsible, organized,
andforceful; and ashaving clarity, initiative, and a" management style.” Past technical
performanceal sodrovetheadvancement offers, aswell assimply being"liked" by themanager.

Sometimesthe engineerswere not told why the offer wasgiven.

Conditions of the offer.

Severd of theengineersfound theconditionsof theoffer highly uncomfortable. One
engineer wastold that in order to retain his current salary he had to accept apromotion to
management. Thiswasconfusing becausehewas previously madetofeel that hedeserved his
current salary. Management had givenarai seand excellent feedback monthsbefore. Further,
hehad been placed on apromotabl elist without hisknowledgeor consent, andfelt pressuredto
takeajobinwhichhehad nointerest. Two of theengineersreceived repetitive offersover time
eventhoughthey continuedtoreject them. They experiencedthissituationfor periodsof twoto
three years. Another engineer described the context of an offer asa"blitzkrieg," which sounds
rather unpleasant.

Often, thejob offered invol ved managing agroup that wasin chaosor in a" desperate”
situation, whichdid not attract thesepotential managers. Theengineersgenerally felt they had

toolittleinformationto make aseriousdecision or acommitment tothejob being offered. They
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did not understand what thejob entailed. They did not seewhy it wasbetter than thejob they
aready enjoyed: "Y ou'redoing really well asadeveloper. Why should you go be atechnical
manager?' They wereal souncomfortablewiththefact that they werenot part of thedecision
process: "They don’ t explainthingstoyou, and you’ renot brought into thedecision process, so
alotof it’ sjust mysterious." Oneengineer expressedthisgeneral senseof frustrationwell: "Why
don’ t they ask you what you want to do?Why don'’ t they tell youwhat it would mean?1 think if
they really wanted you to, they would."

The conditions of the offer were more comfortablefor one of the engineers. Shewas
asked beforebeing placed onapromotablelist, and given ampletimeto consider thedecisionin
her own time. Shewasalso given amentor who would show her "theropes' and was sent to

management classes.

Reactionsto the Offer

Initial reactions.

Whentheengineersfirst receivedtheir offersthey felt surprised, flattered, happy
(sometimeswithreservations), and uncertain. Oneengineer pointed out adifficulty inrefusing

such an offer:

... it sharder when there’ sreally an offer on thetableto say that’ snot what | want.
That’ shuman nature. If you cansay, "Oh, well, | don’t really want towinthelottery
because!” m happy theway | amnow." But, you know, somebody comesto your door
with amilliondollars, it' s harder to say no.
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Oneengineer felt extremediscomfort, worrying about what detrimental effect sayingnomight

have:

| think about thisquiteabit, causel worry about how it will affect me. Then they would
just think that I’ m not the top performer or something. All of sudden, because | was
performing real well developing--asadeveloper. And they tried to push meinto
management and | kind of didn’t turn out to bewhat they wanted, or | didn’tdoit. And
then now I’m no good, you know. I’m--junk. | don’t know.

Reasonsfor regjecting the offer.

Theengineersfeel that they considered the decision of whether or not to advancemore

carefully thanmost. Ultimately, they turned down the advancement offer for anumber of

reasons:

1. They did not think they had the proper technical or interpersonal skills.

2. They did not wishto makethetimeand emotional investment required of
managers.

3. They believethat people should work becausethey want to, and do not wishto
motivate peopleto work by using their authority and power.

4. They believethey may not beableto upholdtheir principlesbecausethey see
managers as having to "bend thetruth,” and lay people off.

5. They donot believethat they can protect their peopleagainst unreasonable
organizational demands.

6. They donot want to becomeinvolvedin personal or organizational politics.

7. Theyareuncomfortablewiththesocial distinctionsbetween managersand
nonmanagers.

8. They do not seefirst line management asagood val ue proposition, and see
engineering asabetter value proposition.

9. They seetheengineeringasmoreflexibleandfinancially securethan
management.



10. They haveaready madeaninvestmentintheir professionsand do not want to
losetheir technical skills.

Below isamore detailed description of the engineers thoughtsand feelingsregarding

thesereasons and their decisions.

SKILLS

A few of the engineersthink they do not have the skillsto moveinto management,
especialy interpersonal skills. Most hold astrong belief that "goodtechnical peopledon'talways
makegood managers.” Further, oneengineer believesthat forcing atechnical personinto
management isnot theway to " produceagood manager.” Thereisalsoageneral belief that a
good manager must be expert in the specific technical domain of the work to be managed.
However, accordingtotheengineers, themanagersmaking theadvancement offersdidnot

sharethisbdlief.

TIMEAND EMOTIONAL DEMANDS

All of theengineershesitateto commit to the extratimethat management positions
require. Thisreferstotherigidity of scheduling and to theamount of time. They arenot willingto
sacrificeoutsideinterestsand obligations, such ashobbiesand parenting. Even moreof a
concernthanincreased timerequirementsistheincreased emotional investment that
management entails. Oneengineer explained: "It’ snotjust physics. It’ snot just physics. It’ sall

thisemotion and the soft stuff that nobody wantstotalk about.” Theengineersareconcerned
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about handling group andinterpersonal conflictsand dealingwiththepersonal problems(such

asaddictionsand marital difficulties) of the peopleto be managed.

INTERNAL MOTIVATION

Oftentheassignmentsofferedinvol ved managing groupsthat werefloundering, which
the engineers saw asrisky and "not suitable for afirst-time supervisor." These projectswere
usual ly unorganized. Thegroupssometimesconsi sted of underachievers. Theengineersfeel that
they would have problemsmanaging the peoplein such agroup. Asoneengineer explained,
"Not everybody can beaboveaverage, right? So how do the peoplewho areaboveaverage
deal withthesepeople?A lot of timesthey havetroubledealing with thosepeople.” Thismay
sound egotistical, but thereismoretoit than meetstheeye. Another engineer explained that,
when managing agroup of talented and motivated people, amanager doesnot havetorely on
wielding power intheform of salary reviewsinorder to producegood work. Theengineers
prefer working with peoplewho do good work because they want to, not becausethey are
beingforcedto. Thiswasacommonthemefor al of theengineers. They arenot interestedin
persuading or manipul ating people: "I tend to prefer to have peopledo what they want to do

because they want to do it rather than because you'retelling them.”

UPHOLDINGPRINCIPLES

Another commonreason that theengineersgavefor rejecting advancement isthat they

do not want to beforced to go against their principles. Oneengineer explained thesituation:

| dothink it simportant to have some principlesand that kind of thing. | actually feel
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goodthat I’ ve been ableto hang on to those. When you go through al this, especially if
youtry management. I’ ll tell you thethings... remarkable. Peopledon’trealize.

The engineers do not want to compel peopleto sign documentsthat they do not believein. They
alsodonot want totell peoplethingsthat they do not believearetrue. When the" management
line" iscrossed, theengineersbelievethat lying or bending thetruth may berequired or
expected.

Theengineersespecially do not want tofire peopleor lay them off: "I don’ t think they
got paidenoughfor it, for something that awful, affecting peoples' lives." Oneengineer lefta
previous management position because herefusedtolay people off. Downsizing has surrounded
all of theengineersfor most of their working lives, and thishashad aprofound affect. Oneeven

described managersas"hatchet menfor failed corporateplans’ and rel ated thistypical scene:

| would comeinlateinthemorning, likearound 10:00, which isabout thetimethey
started laying peopleoff, so | would see peoplewalking out crying. It wasjust a
horriblething. Andit never wasthebig guy that ever camedown and did it. It was
awaysthe line manager who had to work with these people all thetime.

A particularly good point wasmaderegarding theimbal ance between linemanagement
power and responsibility:

Y ou' reaffecting peoples’ lives, andtheir familieswiththesethings. That’ swhat | think |
really found offensive. Y oudon’t really havethe power to makethingsbetter for them,
but you havetheresponsibility for being the onethat hitsthemwithit, whether it’ sabad
salary or whether it’ salayoff.

Therewasal so some concern expressed about being ostracized and becoming the object of

people'sanger after being forced to lay people off.
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PROTECTING PEOPLE

Thereareadditional management behaviorswithwhichtheengineersareuncomfortable.
They do not want to beforced to commit their peopleto unrealistic schedules. They do not
think itisright toforce peopletowork unreasonablehours, especially whenthisimpacts
children. They feel that amanager hasto protect their people. Most have suffered fromthe
affectsof having supervisorswho did not do this, and feel that if people are anxious or stressed
becausethey havetoo muchwork, itisthe manager'sfault. Theseengineerstakethis
commitment serioudly: "If you' renot going to bean effectiveleader, if you' renot goingtogoin
thereand take careof your people, thendon’t doit becauseyou’ || be screwing up other
people spersonal lives." They arenot comfortablewithbeinginchargeof other people'slives.
They do not want to beresponsiblefor getting peopl etheraises, bonuses, and promotionsthat
they deservebecausethey arenot surethat theorgani zational policiesthat control theserewards

arefair.

POLITICS

All of theengineersexpressed adislikefor politics. They know that it ishard to move
quickly and makedecisionsinalargeorgani zation becauseaffirmationisrequiredfromtoo
many levels. Oneengineer used aninteresting metaphor when describingthissituationby calling
alargecorporation"abigger animal.” They disliketheideaof fighting political battles. "I didn’t
feel like | would actually want to tradethisthat | wasdoing for themore political domain kind of

businessaspect.” Several arenot sureif they can"standtheir ground” and not be"annihilated" in
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acultureof "surviva of thefittest." They would consider it very stressful to haveto defend

themselvesand their group whenthe"finger pointing” starts.

SOCIAL DISTINCTIONS

Theengineersarenot interestedintheintensecompetition that they seeat thehigher
levelsof management. They aremoreinterested in doing collaborative work. Also, they have no

interestincrossing thesocial linethat dividesmanagersand engineers:

Whenyou crossthat line, it really kind of defined the peopleyou can befriendswith.

Y ou know, the managersawaysate here, and thenonmanagersate here. Andit wasn't
really that they weren'’ tfriendly. It wasmore managerstended to have meetings
together. Andit tended to run long. And so they tended to be eating around the same
time. They had so many meetings. And there arethingsthat you can alwaystell other
managers. And so, they are more comfortable.

Oneengineer refersto how the power that managershaveto lay someone off prevents
themfrom being friendswith thosebel ow them: "...you can’ t befriendswith peoplewhenyou

have that kind of power, and you haveto exerciseit.”

VALUEPROPOSITION

Another interesting point isthat theengineersdo not regard thefirst line management
position asagood valueproposition: "There' slikesomesort of barrier of which | would
overcome if themoney wasenough.” Another engineer said: "If you look at it asareward type
of thing, it’ sjust not there. | believethedifferenceisn’t enoughto get metodothatjob." One

particularly entertaining comment on thisaspect follows:

Whenthey first said about the management thing, | said, "1’ m not old enough to stop
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havingfun,” and | haven’t had al thefun I’ ve had. To me, managerswere peoplethat
didn’t get paid that much more, asfar as| knew, and they stopped having fun
immediately, becausenothing that | saw in their job description wasfun. Going to
meetings, schmoozing other managers, telling—rating other peoplein their work, none
of thisseemed like any kind of funto me. | enjoy my work to the extent—I love going
into something and working onit, and then, boom, it works. That isfun. If they were
paying mefour timesas much, or something, to not havefun, I’ d haveto seriously
consider it.

Thereisvery littlechanceof going beyondfirst linemanagement, and theengineersrealizethis:

...corporateladderstend to be structured as pyramids and that thefarther upyou go,
thelessopportunity thereisto advance. So | think that’ sone of the other depressing
thingsabout climbing the corporateladder isthey tell you directionisup, but they don’t
tell you that the base of the pyramidisalot bigger down herethanitisup here.
Everybody isnot going to be ableto go all theway up.

MOBILITY AND SECURITY

Theengineersthink technical work offersmoremobility and security than management
work. They believethat managers'becomemoretied tothecompany.” They appreciatethe

freedom that comeswith being ableto changejobsat will:

I’mpretty confident that if | left herel could get ajobinany city inthecountry | wanted
towithout aproblem, causel believel havetheskills. Asamanager, | think that would

be much moredifficult finding another job somewhereelse. (...) Sol vieweditasnot a

good career movein some sensefor flexibility.

LOSING INVESTMENT

Most of the engineers have advanced degrees. It took them yearsto get into the work

they love: "Maybeif | becomeamanager, then|’ll be doing something that | don’t want to
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causel realy likedevelopment, and | spent so many yearsintryingtogetthere. | finally got
here." Thefreedom and security that they enjoy took someeffort to attain and they do not take

the decisiontoleaveit behind lightly:

Youcan'tjust say well I’m going to throw away everything that really got methisfar,
whichisthe technical skillsand there’ straining skill and all this. | alwaysfelt that at some
point | could beinjeopardy if | just went into the management path by itself. ... for me
was| couldn’t et this go.

They aready havealargeinvestment inwork that they enjoy and would probably need avery

good reason to giveit up.

Results of Rejecting the Offer

Reactions of others.

After rgjecting theoffer, severa of theengineersfelt that their standing onthejobwas
affected. One engineer reported being passed over for good projects for which he was well
suited and thought hewasnot being seen asa"teamplayer” any longer. Several weregiventhe
management positionanyway, without aformal promotion: " waseffectively thetechnical
manager but | didn’t havethetitle, which | think isabig mistake." Oneaccepted apromotionto
DMTSinstead of amanagement position.

Noneof theengineersfeltthat thedecision negatively affectedtheir rel ationshipwith
their co-workers. Oneengineer reported amutual respect among people who do make this
decision:

But | believethe peoplewho know respect memore, and ... the peoplel know who
haveput inthat situation | respect more. And the peoplewho have been supervisors
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and have stepped down | respect that decision. It savery difficult decisionto make.

Someof themanagersmaking offersreacted totherejectionwith understanding. Others

thought therejectionwasstrange, andweredisbelievingor intrigued: "Infact, they ... were

actualy quiteintrigued by this. Causeit waslike, well, why wouldn’t you?' Whilein the midst of

thesituationtheengineershoped for understanding, but they werenot alwayssurethat it was

forthcoming. They worried about " upsetting” theoffering manager or worsebeingforced or

persuaded to take the job:

They don't likeit, and | may beforced doit. Andif that’ sthe case, then | havetoleave
thegroup. And then the other occasion maybethey would understand and just back off.
But I think it might be something inthemiddle. | think they could try. They wouldn't | et
me off the hook that easily. That’ swhat | think that they would try to talk me out of
what I’ m thinking, what | want.

Sometimesthemanagers reactionsweredecidedly negative. They sometimesbecame

"distraught" and took the rejection personaly:

But | think certainly amongst themanager who | said noto, | waspersonanon grata.
(...) Hetook it very personally when | said no, certainly the second time. Healso
thought | wastheright personfor thejob, and so methwarting him was something
which hefound very uncomfortable.

Living with the decision.
Theengineersrecognizethat their decisionisdifficult and unusual:

I think it’ sjust soingrainedin our society that when peoplereally stop and takeal ook
and say thisisn’t for me, and decideto go the opposite way on aone-way street, that it
takesalot of guts. And people... who have donethat, it’ shard to go against the grain.
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They alsoreported feeling lessconsciousof level shecausethey see many peopleclimb
the ladder who are not ascompetent they are. They sometimesfindit difficult towatchthis.
"Andit’ shardtowatch peoplethat you know areterriblebepromoted.” Itistroublesomefor
theengineer to beaminority surrounded by peoplewhothink, "going up theladder isagood
thing." They sometimesjudgethemsel vesandfeel judged by others. Oneengineer seesherself
aslessthan" courageous.” Another thinksthat peoplewho sacrificetheir personal andfamily
livesto climb the corporateladder may judge him asunsuccessful, thinking that theirsis the only
right decision. Thereisaconcernthat peoplewho did not witnessthe consciousdecisionto

reject advancement might not understand:

... especially peoplewho you haven’t seenfor alongtime. " Oh, how youdoing.”
"Fine." "Oh, yeah. Just--" "Well, what are you doing?' "Oh, you know, alittleMTS
[Member of Technical Staff, the career position of engineerswho do not moveinto
management], you know." Even though you know that you could do circlesaround this
person in more ways than one. So it’ stough.

Theengineersoften reconsider thedecision: "Y ouknow, just asyou madethat decision
oncedoesn’t meanyou don'’ t think about it any more." Someengineerscontinueto strugglewith
the decision becausethey would like to be seen askeeping pacewith others. Theonly way an
engineer who refusesmanagement can measuretheir successisthroughtheir salary, whichis
often quitegood, however thissuccesscannot beshared: " Theonly thingyou haveto show for
itisyour hidden salary, which nobody knows. Andthere’ d bemutiny if everybody knew."
Becauseitisnot proper intheorganizational cultureto discloseinformation about one'ssalary,

theengineer considersthisparticular proof of successasnot demonstrableor "hidden.”
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Several of theengineersjust don’'t haveadesireto go somewhereand are"doingit
[their work] moreout of academicinterest or fun...." Othersmay not feel aneedto climb, but
they dofeel adesireto achieve. These engineersdescribethemselvesaslifelong overachievers
whohavea"definitedesireto achieveand definitely achievinginthis." They arelookingfor an

aternate placeto channel thisenergy:

... tome channeling that need to achieve and doing something other than climbing the
ladder to memeansgetting into research, working on new ventures, finding interesting
work. | would love to come up with some patentsor things. | would lovetobea
DMTS. Tomethat would be something that woul d fit the achieve category without
channeling it through theladder. So those arethingsthat I’ vetold myself. You're
achieving down thisdirection without going that direction.

Itisof utmost importanceto theengineersthat they enjoy their work: "Oneof the
reasonswhen you decide not to do that isyou kind of decideyou likewhat you’ redoing, and
thisiswhat you enjoy more. And so you' vegonemorefor enjoyment thanfor other things."
Oneengineer hasan"aarmclock test” whereanegativefirst reactionwhentheaarm clock
goes off meansit is "time to do something else." Thisgivesnotimeto rationalizeadecision later
onintheday. Theengineersconsider having amanager withwhomthey get along to bemost
important, and themobility that technical work givesthem basically allowsthemtomovejobsat

will to fulfill thisrequirement:

| believe the alarm-clock test passes more often when " m not going to beamanager. |
think I’ [l be happier because| havemoretimetodothisthing. I’ [ be happier becausel
have moreflexibility asan MTSto go wherever | want at the base of the pyramid.
There' slotsmorejobsat the base of the pyramid than anywhereelse. So | havea
flexibility to goand find amanager that | likeworking for that hopefully has something.



Summary: The Offer

Theengineerswereoffered advancement becausethey werealready performingin
management capacitiesinformally, or becausethey displayed management attributes. The
conditionsof theoffer weresometimesuncomfortable, and theoffer wassometimescoercive.
The job offered wasmost often not understood, or understood but undesirable. Comfortable
offer conditions do not appear to be the norm.

Theengineers first reactionswereusually positive, asthe offer was seen asan honor.

L ater, concernsroseover whether or not achoicewasactually being offered. In other words,
they wondered what would happen if they said no. They gaveanumber of reasonsfor rejecting
theoffer suchas(1) unwillingnessto sacrificefamily and personal time, (2) belief ininternal
motivation, (3) dislikeof politicsand dishonesty, (4) hesitationtoleavework that they like, and
(5) unwillingnesstoleavebehind work inwhichthey arealready invested that offersmobility
and security. Thereweresomeramificationsfromtherejections. Good work waswithheldand
theengineersweresometimesnolonger seen asteam players. Peer rel ationshipswerenot
affected, with acertain amount of respect given between colleagueswho arelike-minded. The
offering managers, for themost part, did not understand the rej ection and some reacted
negatively.

Theengineersseetheir decisionasdifficult, unusual, and courageous, but sometimes
judgethemselvesandfeel judged by others. Althoughthey do not necessarily want to climbthe
management |adder, they areinterestedinachievement, recognition, andlegitimization.

However, they findit difficult tofind waysto channel their energy and havedifficulty measuring
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thelr successintheir owneyesandintheeyesof others. Itisvery important that theengineers
enjoy their work. They enjoy technical work and do not think that they would enjoy
management work.

Most of theengineersprefer technical work to management work. They prefer self-
defined goalsand autonomy. They do not liketo attend meetings. They likethefeeling of
accomplishment that devel oping softwarebrings. They do not seemanagement asprovidinga
real senseof satisfaction: "But | don’ t think you get thereal senseof satisfactionthat I’ mlooking
forinmy job from doing that." They want to continue doing the detail- oriented technical work
that they like: "Realizing that really nothing there was going to make me happy wasthe bottom
line, that what | really enjoyed waswriting code. | just didn’t feel likel would be happy doing

that job."

Experiencesof Organizations

Theengineersworked beforethey rej ected advancement and continued towork
afterwards. Detail sof their work experiencesprovidemoreinformationregarding advancement
offer rejection. For instance, their work satisfaction contraststheir current work experiences
withmanagement work. Additional reasonsfor rejecting advancement arefoundwhen
consideringthe"fit" betweenthevaluesand commitment level sof theengineersandthe
organization.

Theorganizational culture, suchasthequality of themanagers, disparitiesbetween

level sof employees, expressionsof power, andtheeffectsof gender onleadership must affect
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their livesandtheir decisions. Theengineers experiencesintheseareasareprovidedtogivea
picture of the greater context in which they made and live with their decision.

Insummary, thissection contai nsinformation about work satisfactionand contraststhe
engineers personal commitment and valueswiththoseof theorganization. It alsoincludessome
observationsand experiencesof theorganizational culture: management quality, theeffectsof

gender onleadership, differencesbetweenlevel sof empl oyees, and power intheorgani zation.

Work Satisfaction

Enjoyment.

One engineer summed up the general consensus concerning job satisfaction very well:
"I’'mvery happy withmy job. | loveto code. | mean, | comein every day happy." Engineers
enjoy "mental exercise" and aresurethat they arehappier intheir work inengineering thanthey
wouldbeif they managed. Theengineersenjoy learning and advancing technically, and they find
their work very interesting and absorbing, but al so somewhat exhausting. They a so enjoy the
social aspectsof their work, and thosewho are parentsappreci atethe opportunity tointeract
with adults. Oneengineer described asimplestrategy for remaining happy inhisjob: ... finding
ajobyoulikeinthecompany, findingwork you liketo do, finding amanager you likefor work
for and finding inner peace of sayingthisiswhat | need, thisiswhat | want."

Theengineersreported that they work for financial security. They work closeto home

and arenot requiredtotravel often. All inall, they seetheir job asagood value proposition
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wherethey make enough money, but they do not haveto engage in work that is not enjoyable:

"1 work to make money, and | want to have ajob that doesn’t drive meinsane.”

Hard skills.

Theengineerstakegreat prideintheir work and describetheir cultureasonewhere

proving yourself iseasy, that isif you aretruly talented:

Andtheother thing | liked about computer sciences, it’ snot soft in the sense—it’s clear
to methat ssimpleability would be recognized by default, sothat | didn’t haveto keep
presenting myself over and over again, likeyou wouldin asaesjob or something.

They appreciate and enjoy thisaspect. Peoplewhotry to get by on something other than ability

arenot tolerated for long:

Weéll, you' rewith someguy, for instance, who' stall and good-looking and bullsh*tting
you. And he can’t dowork for sh*t, and everybody intwo weeksknowsit. You'rein
theclub. He sout. It spretty black and white. Peopleactually get fired for being
incompetent, not because peopledon’ t likethem, but becausethey don’ t dowork.
There’ smeasurable concrete goals. It seemslike agood thing to me.

Ontheother hand, someengineersfeel that thisculturejudgescertain engineeringwork thatis
seenasmore"soft" or "fluffy" (suchassystemsarchitecture, systemsengineering, testing, and
technical documentation) aslessimportant becauseit not as"hard.” Thesedisciplinesare
differentfrom codinginthat they requireamoreholistic view of systems, and different skillsand
talentsthat may not be appreciated by those who mostly work with code.

Appreciation.

Hard work isthe norm and engineersare often required to work overtime, but they do

not necessarily believethat anyonenoticesor appreciatestheir efforts: "I don't think appreciated
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or noticedisinthevocabulary any more." Any recognition of their work would beappreciated,
evenif itwerenot monetary (although monetary rewardisstill seen asbest). Management
expects heroic effort: "... thistime-to-market thing hasreally cut that out. It’ smore expected.
We need thisto be successful, and you need to do this." Thismakesthe engineersfeel that their
privatelivesarebeing"invaded" andthey perceivethat this" could damagethetypeof work

they’ redoing." Somehavedevel oped strategiesfor handlingthissituation.

Commitment

Theengineersarenot ascommitted to the organi zation asthey used to be. Oneengineer
describeshisfeelingstoward thecompany as" stagnant.” Another thinksthat itisimpossiblefor

anindividual contributor to makeadifferencein such alargeorganization:

| don’t think there’ sanything | could have donein any one of the projectsthat I’ ve
worked onthat if | had worked twice and hard that would have made any difference.
(...) My attitudeisto work hard but keep it in perspective.

Theengineersfindit much easier tocommit totheir projectsthantotheorganization as
awhole. At best they have a short-term commitment to the organi zation, but arewilling to work
very hard during thistimeperiod. Itisdifficult for themto determinewhether theharsh demands
that are placed onthem during their timeof commitment arebalanced with therewardsthat they
receive. They findit hard to determine how much their commitment isworthrelativeto the
organization'scommitment.

They hold no belief that the organizationiscommitted toits people. Theengineers

recognizethat the organizationisunwilling to make along-term investment in them. Although
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they would likethe organi zation to succeed, they know that thereisnolonger any promise of
security:

I may bealittle jaded over theyears seeing downsizes. The person didn’t matter as
much asthe bottom line, so youwondered. Y ou sort of took some hitsinthat area. |
amloyal tothiscompany inthesensethat | think it would begreat if they succeed.

Oneengineer commented: "... I’ m never going to buy thereverseloyalty thing. That
doesn’texist. It doesn’t even exist in Japan anymore, apparently. And of coursealot of what
they’ redoing, they don’ treally wantloyalty anymore." They dorecognizethat changesinbenefit
structures reflect anew, short-term employment contract. They appreciate stock options, but
wonder if losing their pensionisactualy intheir favor for thelong-term: "I don’t know dollar
wiseif it’ sanimprovement or not. | tend toimagineno, but | don’t know." Insomewaysthey
findthenew model attractive, but still feel vul nerable becausethey do not think the company has
"their bestinterestsat heart." Asoneengineer said: "... itisit so strangethereisboth of those,
the feelings."

They are acutely awarethat being laid off isareal possibility. Oneengineer described a

scene that happened after alay-off at asimilar organization:

They actually called usin and had this psychologist say to us, "Well, | guessyou thought
that if youwereloyal, they’ d beloyal to you. That’ snot true. So how do wefeel about
that?' | think wewereall so p* ssed off by that timethat it wasjust sort of insult toinjury
that we had to go listen to thisguy be paid to tell usthis.

Another engineer heard anew term for lay-off that disturbed him: "I think there's
another horribleterm| heard recently about companies... needtoventilate. It’ shorrible. (...)

Some get stuck and othersdon’t. Y ou know, they just go right through.”
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Values

Theorganization'smain objectiveisto"succeed at all costs.” Atthesametimethe
engineersdo not seethe organization putting much valuein " people swell being" and they see
both asbeing important. The company al so appearsto val ue new peopleover their current
employees (seetheterm "ventilate” above).

Theorganizationval uestrust and respect but there seemsto besomedifficulty applying
theseva uesglobally. Thisisanimportant point. Theengineersrecognizethat itisvery important
tofind and work with managersthat support their values. They seethisasespecially important
for thosewho do not intend to climb theladder. There seemsto be some disconnect between
theespoused val ues of the organi zation and theactual application at thelocal level. The
engineers do not seethe proclamationsof top peopleasbeing easily translatableto their level.
So, eventhoughtop management may espousetheval uethat " people'slivesmatter,” thisdoes
not mean that thisvaluewill beplacedinto action at thelinelevel: "Sol think at the highest level
peopleisonthelist. Whether peoplebecomesonthelist of your supervisor or department head
pretty much dependsuponwhichkind of personthey are.” Itisinteresting to notethat one
engineer knowsthat the organization is starting to do "health checks" that include checking these
valuesat thelower levels, so thismay be aknown problem.

Theorganization doesespouseastandard set of values. Again, theapplication of these
valuesiscompl etely dependent ontheindividual manager. Noneof theengineerscoul d think of
oneof theseval ues. Oneengineer notesthat perhapsthe organi zation hasno val uesbecause she

could not think of any. Theengineersfeel that eventhough the organization "talksalot” about
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values, nothing isever really doneabout it. One notabl e exceptionisagroup that requiresthat
everyoneemploy general behaviorssupportingtheorganizational values, suchascreatinga
collaborative environment where everyoneisencouraged to do hisor her best.

Thepersonal valuesmentioned by theengineersincludehonesty, hardwork,
hel pfulness, andlistening skills. Uphol ding personal valuesisvery important tothem. Oneof the
engineersstatesthat uphol ding personal valueswassoimportant that hewouldloseslegp if he
had to go against them. Thisengineer added that managers might haveto compromisetheir

values.

Organizationa Structure

Theengineersperceivetheir organi zation asattempting to becomeflatter. Oneengineer
noticed that: " There' seven been some complaint of micro-management from on high, whichis
kind of interesting.” They recognizethat thisisavery difficult transitionfor suchalarge
organization. However, oneengineer said that ahierarchy wasbeing put into placein her
organization. Thisisyet another exampleof theunevennessof theapplication of organizational
policy.

Accordingtotheengineersthereisalack of good |eadershipintheorganization. |
sensed that they just do not think that their leadershave aplan. At some point therewassome
"sort of adecreethat went out from upper management that said let’ sfind bureaucracy and
weeditout. I’ veactually heardthat... thetop peoplesay that.” Thereisabigdifference
between bureaucracy and structure, and the engineers perceive agreat danger in dismantling

everythingwithout leaving somestructurein place. Thereisarecognitionthat structurecan be
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both"violatingand unifying." However, they think acertainamount of structureisneededfor
support and protection. Structureintheform of planning, well-defined goals, and focus can
protect people'spersonal livesfrom being consumed by theorgani zational mission. Withno
structure (lessmanagement, |essplanning) everyoneisresponsiblefor hisor her own defense,
and individualsmay not be asgood at defending themsel vesas managed groups. Thereisa
general perceptionthat thesechangesare supposed to encouragetrust and empowerment, but
the engineers also wonder: "what am | giving up for this?" One engineer speculated on how it

will al turn out:

[ don’'tthink it’shealthy at all. But | don’t know if it ssustainablefor long... alot of
peoplesaidlook at the Japanese. ... they cometowork early to do exercises. They do
this, they do that. Their wholeliferevolvesaround work. What happened when the
economy went bad and all that stuff? Just, you know--it' sreally-- [remarkable].

Observationsof Managers

Ingeneral, theengineers reportson managerswerenot positive. Many of them think

that the wrong people moveinto management:

| think one of thefallaciesin businesstoday isanybody can beamanager, andthat’s
just simply not true. Y ou haveto havethepersonality for it. Y ou haveto havethe
disciplineforit. And alot of peoplejust aren’t disciplined enough to do that. Andit'sa
bigresponsibility. A lot of peopledon’ ttakeit asaresponsibility. They takeit asajob.
Whereas, you' reredlly taking onaresponsibility of the peoplethat areworkingfor you.

Oneengineer statesthat 50% of themanagerswerevery good and 50%: "didn’t haveaclueor
justdidn’t careor just werenot very effectiveleaders.” Another observesthat somemanagers

cometotheir jobsbecausetheir "promotionwasbasically political .”
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The engineerswould prefer managers who are better mentors, an ability which one
engineer described asagift. Another engineer described thissimply assomeone: " caring that
somebody el sedoesbetter than they havebeendoing." However, many of themanagersthat
theengineershaveworked withwerejust "interested intheir own careersand not the peopleon
their teams, and that waswrong." They seetheir managersasusing linemanagement asa

"stepping stone" to higher level management:

...itwasclear they were motivated by power and control. Y ou see these people ... And,
theinteresting thingisgenerally they arenot good leaders. (...) But alot of timesthey’re
just--they’ reupward focused. They’ recontrolling thiseffort sothat they can promote
themselvesexternally or to the next level.

All of theengineersfeel that managerswho do not haveagood understanding of the
work to bedone cannot possibly understand theeffort that it takes. Thishasadetrimental effect
ontheengineers lives."... by not understanding that, then you’ remaking people sacrifice their
personal lifetoget ajobdone." They havehad managerswhoweretechnically incompetent,
and asmentioned before, they believethat amanager hasto betechnically goodto beeffective.
However, they alsothink that |esstechnical managerscan get by if they know their technical
limitations and trust their people.

Theengineershaveal so worked with managerswho micromanage and who do not trust
their peopleto dotheir jobs. On the other hand, some managerswho appear to bevery well
balanced are completely disengaged: "Hey, you know--like, wake up because, it waslike
nothingreally mattered.” Another failing of managerswasthetendency to bethreatened by

othershaving leadership ability inthe group.
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Gender and Management

Most of the engineersthink that women do not have enough opportunitiesto moveinto
management. They alsothink that itisharder for awoman to manage once shegetstheredueto
thebeliefsof thepeoplein her group and othersaround her. Itishard for womento have their
authority accepted. Oneengineer reported acasewhere peopl ejust told awoman manager that
they would not work for her. Several of the engineersnoted that womenfindit hard to garner
respect because of their small size.

Someof the engineersthink that they were asked to manage partly becausethey are
women. Thisisnot acomfortabl esituation. Onewoman engineer describesalunch meeting
where shewasintroduced asan acting manager to the other managersin the department.

Instead of discussing thework to bedone, the conversation centered on affirmative action:

So how did we get into this? How did it get brought up? It was brought up to make me
feel like—I fedl likeit was brought up to make mefedl likel wasthere on sufferance, as
somebody’ sfavor. That | wouldn’t be hereif somebody hadn’t picked meout of an
affirmative action program (...) Supposedly it was alunch-time meeting to discuss things
about issues. It was supposed to be like getting to know each other.

Thereisagenera consensusthat thereare not enough women managers. Several of the
engineersthink women make better managersthan men becausethey areorganized, detail-
oriented, and good consensusbuilders. Oneengineer seesmenasconfrontational and
competing just for the sake of winning. Whereashe seeswomen asmoreinterested in building
teams. Oneengineer thinksthat men areexpectedto get " caught up™ intheir jobs, but women

arenot. Thisperception might not bodewell for womenwhowouldliketo betaken seriously.
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Organizational Levels

Socid differences.

Theengineersdefinitely think that thereisa"we/they" conditionintheir organization.

Oneengineer givesthisview of how higher management regardstheengineers:

I think, to someextent, certainly higher management seespeopleat our level asmarksin
abook. I think we' revery facel ess, and | think that aslong astheright stuff comesout
fromus, that they’ rehappy. Andthey’ [| dotheminimumwhichisrequiredfor feeding
and nurturing us.

Severa of the engineershaveobserved managerstreating lower-level employeesbadly.
They tell storiesof watching secretariesand other engineersbeinginsultedinpublic. They donot

think thisisright. Oneengineer haslittle respect for thistype of behavior:

...It" sstupid to think of people asdifferent than yourself in afundamental way to the
extent that you can’t talk to them asaperson, or you can’t— I’ ve seen directorsinsult
peopleinfront of other people. Andyou'relike, “ Areyou treating your wivesand
daughtersthisway?How canyou not havethe common sense...” It’ slikewhenyou
seeareal politicianmakearacist joke, and you' relike, “How stupid can you be?’

Y ou're off in some sort of land—you’ rebasically thislittleisland of privileged people,
andyou’ relooking at everybody around you, and not realizing that you’ repart of that.

Another engineer describesaconferenceroom scheduling conflict whereamanager's

"welthey" attitude was apparent:

...ne'sacouple of levelshigher than we are. And he actually felt that he had earned the
right to have somerespect, so wewould leaveimmediately and get out of hisplace.
Hey, | was supposed to have thisroom, and, hey, by theway--Y eah. | know this guy
quitewell actually. But hewason aschedule, see. Andthisisoneof thethingsthat is
really odd. And it'sall consuming actually. --the mission consumesyou. Very
disrespectful. Themission consumesthem. It overridestheemotional aspect andthe
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human aspect sometimes. And thisissomething that | find quite uncomforting about
when you take arole like that--because almost you have to submit cause thereisso
much that’ sthrown in front of you.. So those guysacoupl e of levelsup--get--you
know, hey, | got thisroom. Get the heck out of here.

Theengineersareall awarethat they aretreated differently by peopleon higher levels,
andthat they treat peopleon higher level sdifferently. Oneengineer pointed out that deferringto
amanager out of respect ishealthy, whereas deferring because of rank is not. Some of the
engineersrecognizethat thepower that comesat higher level sworksagainst the" collaborative'
environment that peopleat thoselevel sareactively "espousing.” Whilesomeengineersaretrying

to collaborate, othersaretryingto control inorder toimpress management:

Peoplewithholdinformation. To makethem ook better than you. Or to control things.
To control the project. To control theway that they want thingsto work out. [ To look
better] to the managers. To other people. Some people want to be that |eader, and they
want everybody tolook at them. “ Oh, heknew that. Shedidn’t.” you know.
Knowledgeis power.

Impressionsaremanaged at the higher level too. Oneengineer seesmanagersastreating each
other likethey wereinthesamefamily, but heal so notesthat they are cautiousabout what they
say to each other because of theintense competition.

Some of theengineersthink that highlevel managersareaccessibletothem. Others
think that high level managers"don't likethat." One engineer defineslevels of management by

how often he sees them:

...Sothesupervisoringeneral isadaily personinyour life. A department head is
probably likeaweekly or monthly person. It’ sal so someoneyou seeregularly enough
to know whothey are. Abovethat, you don’t seethem, solikewhy doyou care.
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Cultural differences.

Someof theengineers see managersasmoreconcerned with statusthan engineers. One
engineer seesaconcernwith statusasagainst anything that is"common senseand good.”
Another tellsastory of being harassed to do another person'swork by amanager. Whiletrying
to persuade, themanager i n question looked around theengineer'sofficeand started comparing
ittohis.

So he' sstandinginmy office, telling meto do things, telling metologinto hismachine
and debug hissystem. (...) And 1’ mlike, “ Get away fromme.” I’ mstarting to get sore
because he’ shbreaking into my time, telling meto do hiswork because he’ sinacrunch
situation and he couldn’t hire the right people, and then he starts blathering about the red
carpet.

Theengineersal so notethat when companiesmerge, oneof thethingsthat are
cons deredisthemanagement cultureand perks. Engineerswatch asmanagersfrommerging
compani escompareeach other'sclothes, ties, and executiveparties. Thisisacompositeof the

engineers reactionsto thisbehavior:

It'sjust all thisstupid stuff about thetrappingsof executive power, and then about the
presidents. “ Oh, maybewe' refated to meet because each company had our president’s
retreat inHawaii inthesamehotel.” I'mlike, “What areyou even talking about?’ Thisis
in the whole merger thing. Becausethat iswhat they think about as part of their jobs, is
going to parties, having perks, wearingties.

Oneof theengineersconjectured that, likeit or not, it isimportant to be status-conscious to
impresspeoplein other companies, which countsbecause”...itisjust basically your ol d-

fashioned white male culture of privilege."
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Job differences.

Theengineersfind it hard to understand what high-level managersdo. No one has ever
explained what thejob entail sand the engineers doubt that high-level managersdo any "rea”

work:

It seemslikeyou |ose your common sense because you go off—the farther away you
arefromwork, real work, the more you’ rein some never-never-land whereyou' rejust
talking to each other all the time and comparing things.

One engineer sees high-level managersin "parasiteland” which isaplace whereyou do
"mergersand things' and live off something elsethat isfunctioning.

Theengineersseefirstlevel management (linemanagement) asthemost difficultjob of
all becausethat iswherethe"rubber meetstheroad.” Thefirstlevel manager must deal with
engineersand managersand are often caught in between. They cannot delegateasreadily as
higher management becausethereismuchwork that isnot appropriatefor engineersthat "falls
betweenthecracks' andlandsat their level. They alsorisk alargeimpact ontheir project if they
delegatetheir work totheir engineers. Theengineersseehighlevel managersasbeingvery far
away wherethey forget that they impact peopl eonthebottom. However, they seefirst level

managers being much moreinvolved emotionally:

But | don’t think that management really regardsusin any way asreal people, certainly
not at thehighlevels. Onthelower levels, | do think that many supervisorsarevery
emotionally involvedintheir people. They caregreatly about what they do and how they
grow.
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Valuing the work.
Theengineersthink that technical work isval ued by the organi zation. However, they do
not think that it isvalued highly enough. One engineer recallsahigh-level manager complaining

about paying engineerstoo high asaary:

...oneof thequotes| remembered wasfrom avicepresident at [company], whosaid
that ... when particular programmerswerevery hard to comeby inthiskind of market,
...they had to pay six-digit numbersfor programmers. And that wasthekind of money
that he was making. And | thought it waskind of interesting that he thought by definition
that acertain group of people shouldn’t be making the samekind of money ashim, just
by thefact that they’ reobviously valuablecommoditiessincethey’ rerare. Soit was
interesting how thedifferentiating factor wasthefact that hewasamanager and they
werenonmanagers. And so he had thisperception of, “ They shouldn’ t be paid the same
asmebecause|’m amanager.” It had nothing to do with intrinsic value of what that
person did. It had to do with his perception of therole.

Another engineer hasthe same concern:

...itseemslikethey don’t val uethat much about technical peopleor developers. (...)
Andwhy should technical work berewarded|essthan peopledoing management? And
it seemslikeit’ stechnical-track stopsright at the M TS where the management track
can go much, much further.

Therewardsgiventofirstlevel management arenot seen asfair by theengineers. They
think that the position warrantsmore perksand compensation. The engineerstell stories of
raisesgiventofirst linemanagersbeing lessthan those given to engineersand notethat most of
the rewards come in long-term stock options. They believethat thislevel of manager should get
moreimmediate rewards.

Someof theengineersseetherewardsgivento higher managersas™cool,” such asflying

oncompany jets, ridingin helicopters, andfinancial security intheformsof stock optionsand
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"golden parachutes.” Asoneengineer states. "Y ou havejob security no matter how rotten a

person you are, and how badly you do."

Moving between levels.

Theengineersfeel that itisnearly impossibleto get to higher management. Thismay not
becommonknowledgeintheorganization. Oneengineer noted that itisintheorganization's
best interest to keep thedifficulty of moving up hidden. It may best for theorganizationto

promotetheillusionthat everyonewho workshard andisdeserving will advance:

We can only conjecture, and | think in someways|’m not sureit’ sintheir interest to tell
usbecauseof thefact that it’ sapyramid. Andif they start advertising, thisisthebig
carrot that everybody isafter. And, oh, and by theway, only two of ahundred of you
areever goingtogetit. Youknow, I’'mnot sureit’ sintheir best interest to get
everybody to clamor about that. Oh, people get angry when(...) if you' reboth
competing for the samejob or something, and you think you’ re better, well--alot of
peoplethink they’ re better than the other person. But, they get it, you don’t. It’ satough
pill to swallow. A lot of people havetrouble with that.

Power

Some engineersdo not think that they have much power: " To someextent at our level
wedon'tseeany power." All of theengineersseevisiblesignsof power differentiation.
M anagersget much better offices, caf eterias, tel ephones, and administrativesupport. The
engineershavenoinputintothedesign of their physical space, whichisusually someformof a
cubicle. Oneengineer described thisdifference: "[A] manager gets single office. And

nonmanagement people[it] usually istwointheoffice. Or they’ rethrowing peopleincubicles.”
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Oneengineer seesthingsdifferently, andthinksthat engineershavepower that they are
not using:

Butthereality is, especially in specialized work and specialized industry, there’ snot
enough peopletogoaround. That’ sthereality. And peoplewill wakeuptothis. People
that know it know that they areinthedriver’ sseat. Because| havetheskillsthat other
people demand and are highly sought after. I'm going to live my life according to my
principlesand my desires. Andif youdon't likeit, and you don’t pay mewell for it, then
I’ll go someplaceelse. That' sthereality.

Summary: Experiencesof the Organization

Theengineersenjoy their work andthefinancial security that it brings. They takepride
in"hard" skillsthat areeasily provenand measurable. They work very hard, and their work
takesmuch talent and skill, and itiscertainly difficult. But they do not think that thisis
understood or appreciated. Althoughthey donot feel committedtotheir organization, they do
feel committedtotheir projectsand work very hard to makethem succeed. However, because
they do not believethat the organi zationiscommitted to them, they wonder whether the
relationship isbalanced. They wonder if the new short-term compensation modelsarefair,
becausethey do not believethat the organization hastheir best interestsinmind. They hear that
the organi zation valuesits people but they do not see much evidence of this. They do feel that
they work inan atmosphere of respect and trust, and find that the best way to be surethat they

can live by their valuesisto choose amanager who sharesthem.
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Theorganizationismovingtowardsaflatter structure. Theengineershavemixedfeelings
about thischange. They cautionthat hierarchy cannot bedi splaced without atransitionplan, and
that structure can offer individual s protection.

Theengineersdo not think highly of many managers. Managerswithout sufficient
techni cal expertiseimpact theengineersnegatively becausethey underestimatetheeffort that
technical tasksrequire. Most managers are seen as self-promoting instead of mentoring.

Women are seen ashaving adifficult timemoving into management and alsoin having their
authority recognized. Theengineersdo not think thereareenoughwomen managers. They feel
that women have someskillsthat aresorely needed in management, such asconsensusbuilding
and team building.

The engineers seesocial differencesbetweenthelevelsintheir organization. They have
experienced high-level managers abusing lower-level employees. The engineersdo not have
much socia interaction with high-level managers and the managers seem a oof to them. They see
thesocia and power hierarchy asdetrimental to collaborativework. High-level managers
appear to bemoreconcerned with symbol sof statusto theengineers. Theengineersdo not
understand the work of high-level management and therefore, they do not appreciate it. The
engineersdo not think that therewardsof engineers, first line management, and high-level
management arein balancewith thework done. They seethat management work isregarded as
inherently most val uableand the engineersdo not understand why. Theengineersdo not feel

that they have much power, but one engineer seesthe good labor market asasource of power.
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| deas on Organi zations
No oneissurewhat exactly constitutesa"good" organization. How do engineerswho
reject advancement offersdescribetheirideal organization? Theengineersgavetheir opinions
onwhat they think works. They a so shared many ideason managing and leading, and
described why they think thesetwo roles are so different.
Insummary, thissection describestheengineers ideasonideal organizations,including

descriptions of theroles of leaders and managers.

Organizations

Teamsand leaders.

Theengineersprefer aflat organization. Oneeven suggested that everyone should have
the sametitle and "then you would just know by reputation who was good and who wasn't."
They likebeing part of ateam: "I really enjoy being part of theteam. | likethefeeling of having
the team succeed.” Thereisastrong preferencefor building solid teamsand keeping them
together. Someof theengineersthink that the organizationhasaphil osophy of treating engineers
asinterchangeabl e partsand often breaksup strong teams. They areattracted by theideaof
self-leading teams consisting of talented individualswho are self-motivated. Thisallowsideasto
"percolateup." Oneof theengineershashad problemsinthepast with geographically dispersed
teams, and thinksthat good teams should be co-located. The engineersalso think that the size

of teamsshould bekept small sothat "youfeel likeoneteam” and are"playingtogether.”



They view many formsof |eadership asessential. They seeaproject leader roleas
central. Theproject leader continuesto dotechnical work, but they usetheir experiencetolearn
the strengths and weaknesses of the membersintimately inorder to allocatework inan efficient
way. Oneengineer explainstherole: "Insomesenseyou’ reresponsi blefor thepiece, butyou' re
not watching the schedule, you’ renot writing the people’ s[reviews]--you’ re not involved with
themanagement and somewaysthepeople." A technical |eader rolewasal so mentioned, where
someone understandstheentire project and actsasasingle poi nt where engineerscan get
answersto questions. Thetechnical leader makesall architectural decisionswhile being
receptiveto changesand questions. They also seeaneed for avery small andtight leadership
team consisting of financial, marketing, and management | eaderswho communicatewel | and

often.

Culture.

Theengineersprefer an open, honest, and collaborativecultureinavery friendly
environment: "Theideal groupisthat peoplecouldreally cooperateandreally truly meanitand
[be] genuineabout it. That would bereally nice.” They would likerealistic goalsto be set for the
organization. They do not think thiswill happen dueto theintense pressuresthat short time-to-
market requirementsbring.

They think itisimportant to reward high contributors. Oneengineer particularly likes
peer recognition awards because hethinksthey aremorereality- based.

One suggestion of fered describesamodel where management isasupport function of

technical functions: "1 think everything should berun by technical peoplewho hireother people
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to do servicesfor them, to do management services and marketing services." Theorganization
recognizesaneedfor thistypeof changein somesense, but the cultural shift would be
enormous: "But now they say supported by your division head, who supportsyou, whichisthe
right thingto say, evenif nobody believesit." Several of theengineersthink that theorganization
should ssimply focus on results-oriented engineersand managers. They do not particularly careif
themanagerswant to haveadifferent culture, aslong asthey can recognize good peopleand

motivatethem. They seethisasthecommon ground between engineersand good managers.

Ideal organizations.

Examplesof "ideal" organizationsweregiven. Onemodel givenisanorganizationthatis
morelikethemarines. Themarineshavethefocus, organization, and well-defined missions and
goalsthat arelackinginthecurrent organization. However, individual and family needsmight be
deniedinthemarines. Ontheother hand, individual andfamily needsarealready deniedinthe
less structured current organization. Theengineer who suggested thismodel seesthisproblem
but had no solutionto offer. He al so suggeststhat there would be less " back-stabbing” and
politicking for promotionsin amarine-like organi zation because peopl e are promoted regularly
based on professional demonstrations.

A model mentioned by morethan one engineer depictsatypical start-up company: "... a
very small group of technical peoplethat arevery good, withavery focused goal, and oneor
two businesstypes...." The organization would be centered on technical talent, asmall group of
experts, withsimplified businessand marketing and would bevery focused. Thisideal

organization would stay small and technical.
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Another model givenisthat of anice-cream parlor: "People comein and so happy--so
happy just to bethere. They giveyouyour money, and they are happy with the product.

Everybody is happy."

Leading and Managing

Naturdl ability.

Theengineersdescribed the difference between therol e of |eading and therol e of
managing. They seeleadersascharismatic, unique, driven, courageous, visionary, and havinga
certainstyleandastrong personality. Most of theengineersbelievethat | eadership cannot be
taught, but rather, they seeleadership ability assomething withwhich oneisborn. Oneengineer
mentioned that new managersare sometimessent to " charm school" tolearntobea" sensitive

and caring person,” but hedoesnot believethat acourseisreally going to changeanyone.

Control versusvision.

Leaders step up "for acertainrolefor aperiod or time." A manager is"somebody who
hasbeen appointed to manageyou, and that hasreally nothingto dowithleadership.” A leader
doesnot haveformal authority bestowed onthem. L eadersarechosen by consensus. People
follow leadersvoluntarily becausethey areinspired and thedecisiontofollow isan unconscious
one. Managersare seen aspeoplewho control, whereasleadersprovidevisionor take™"you
further ahead than you've been before." L eaders " have something to say or some way of doing

somethingwhichmakessense." L eadersteachandlead by example. They haveideaswhich
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they act on, and for which they generate enthusiasm. A leader picksup thegroup and movesit

forward with visions and ideas.

Responsibility and authority, respect and trust.

Theengineersbelievepeopl efollow |eadersbecausethey trust themand becausethey

think that theleader cares about them. A leader islike acoach:

... because you entrust the coach to do the best thing for theteam and for each
individual player. Andyou also haverespect for the coach becausethe coach can help
you play that position, and he can a so play, or she can play that position.

L eadersaremotivational and cantakeany group of peopleand"whipthemintoateam.” A
manager hasaspecified administrativerolewhereas: "aleader issomebody who getspeopleto
dothingsbecausethey’ reshowingtheway." Managerswork throughresponsibility, authority,

and control, but do not necessarily require respect or trust:

I’ m thereto manage and to control, and | havetheresponsibility and the authority to
makethishappen. | don’t necessarily havetotrust thismanager. Or maybel don’t even
trust thismanager. | might not even respect the person. But they’ remy management.

L eaderscan hel p peopl e balance personal and company goals. They can"lead people
inthedirectionwhichwill bebeneficial tothecompany.” A leader trustsand respectstheir
people. Their peopl erespect theleader'sopinion and judgment. Oneengineer seesone aspect
of thisrespect for peopleas: " protecting themagainst thecorporateanimal...." L eadersprotect

their people and respect their personal lives:

| think just realizing what some of the pressuresare outside of work onthe peoplein
your group can make alargedifference. (...) if you' revery heavy-handed and aren’'t
willingtolook at your peopleasreal people, you' renot going to seetheopportunities
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that arethere.

Administrating and motivating.

L eadersare good organizersand motivators. They care about people. Managers handle
administrativetasksand make surethat they track the performance of their peoplesothat they
canget themtheraisethey deserve. Managersmakesuretheir peoplehavetheresourcesthat
they need. They take careof the"machinery, all that stuff hasto bewatched after and taken
careof." Managersorganizeand pay attentionto detail sand schedul es. In oneengineer'swords:
"Managerswatch milestonesgo by." A manager hasto track thingsandisresponsiblefor

making sure things are on time and done in the right order.

Working together.

Theleadership roleisseen asmuch more necessary than the management role by
severa of theengineers: "I don't think thereisaneed for themanager part. By inlargel think
most peoplemanagethemsel ves. If they weregiven aninteresting assignment and challenging
work, they woulddoit." Managersand leaderscanwork together, withacaveat: ... therehas
to besomelevel of maturity on both ends because whoever isin theleadership position would
haveto haverespect for themanagement capability and need and viceversaand so on. Respect

for each other."

Summary: |deas on Organizations

Theengineers seeteamwork as paramount and think that self-leading teams allow ideas

toflourish. They believethat many leadershiprolesarenecessary intheproject management,
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technical, financial, and marketing areas. One proposal wasthat management shouldbea
support functionrather than alevel of authority. Thereisapreferencefor an openand
collaborativeenvironment. Realisticgoal sand peer recognition areal soimportant components.
Theengineersarelookingfor structureintheformof good planning andlesspolitical promotion.
They mention start-up companiesand small organizationsingeneral asideal.

L eadership and management are seen astwo different roles. Leadershipisseenasa
natural ability. A manager isappointed andisseen asmoreconcerned with control and
administration, whereas|eadershaveavisionthat motivatesfollowers. Peoplefollow leaders
becauseit makessenseandthechoicetofollowisvoluntary. L eadershiprequirestrust, respect,
and caring, and leadersare good at bal ancing personal and organizational goals. A leader and
manager can bethe same person, or aleader and amanager can work together. However, the

engineersseetheleadership roleasmoreessential.

Leading aBalanced Life
Peopleareoften driven to accept advancement becausethey wouldliketofeel
successful. The engineers relationship with success affectstheir ability to decide against
advancement. Also, they have achoicetolook towork or personal lifeasan arenafor self-
devel opment. L ooking outsideof work makesadvancement rejectionaneasier choice.
A central theme, givenall of thereasonsonemight havefor rejecting advancementis
that accepting it may causeanimbalancein one'slife. Imbalancescaused by conflictsinwork

and non-work obligationsalready existintheengineers livesto someextent. Theseexisting
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conflictsmost definitely affect their decision to accept added responsibility intheform of
advancement.
Insummary, thissection presentstheengineers assessment of success, self-

development, and balanceintheir lives.

Success

Themajority of theengineersarenot concerned with success. Moreover, they have
much difficulty defining success. "But | feel successful. Y ouknow. | mean, | don’thow I’'m
measuringthat. Sol really feel inlifel feel successful. But | don’t know how you defineit.” One
engineer points out that asuccessful life may be the sum of many small successesrather than one
bigone. Another noted that shefeels"wildly" successful. However, shedoesnot think that she
pursued successaggressively inany way, but wasinstead pushed towardsit by others. The
engineersseethemsel vesasprofessional s, but they arenot all together surethat they have
careers. "l don’t haveacareer inthesensethat | don’t have an advancement plan.”

Several of theengineersthink that being happy meansbeing successful. Some think that
asuccessful family lifeor providing for afamily isof utmost importance. Most do not link
successwiththeir jobs: "l imaginethat successisgoing to be defined by something other than
work." All of theengineersfeel financially successful, but they feel thereisalot moreto success
than making money.

Internal successisdifferentiated from external successby several of theengineers:

...alot of thesethingskind of differ betweenthingsthat can beexternally viewed and
thingsthat areinternally viewed. Y ou could say because somebody isavice president,

91



they’ re a success --most peopl e can agree with that. But you can’t say becausethey’re
anMTS, they’ resuccessful. ... [unless] you defined it ashappinessor self-fulfillment...

Oneengineer describeshow thedrivefor job successcan lead to personal sacrifice:

...sometimes| think that’ swhy alot of these peoplereally get involved and call
themsel vesquote/unguotesuccessful... They’ vededi cated somuch of their beingand
energy and emotiontothat job, to that rolethat they wear that they have no room I eft
for anything else. Anybody elsethat wasintheir lifeisnow gone. They don’t exist.
That’ sall they'refocused on. ... it slowly consumesyou, especially intoday’ sworld.
Causethey’ rejust keep throwing stuff at you. And it just doesconsumeyou. Sol felt
that thisisreally--1 can’t believethishere, you know. It’slikel can’t get away fromit.

Self-development

Most of the engineersthink that their self-devel opment occurs outside of work and do
not seetechnical skill development as self-devel opment. One of the engineersfeel sthat he has
plateaued asfar aspersonal skillsthat hecanlearnfrom hisjob. However, hedoesview the
mentoringrol ethat asenior engineer naturally assumesasgivingasenseof personal satisfaction,
evenif itisnot actually an opportunity for self-devel opment: " So you actually get more reward--
personal satisfactionreward back from hel ping other people. Sothat’ stheaspect that | take
away fromit, but again, | wouldn’t qualify it asaself-improvement or self-devel opment.”

Several of theengineershave sometype of |eadershiproleoutside of work. One
engineer playsaleadershiprolein her extended family and runsfamily meetingswhereimportant
decisionsaremade. Several of theengineerscoach children'ssportsteams, whichgivesthema
great feeling of accomplishment. One engineer ran anon-profit organization at an early age.

Another heads a sportsleague at his place of work.

92



Work and Non-work

Out of balance.

Most of theengineersfeel that their livesare out of balance dueto work and family
conflicts. Theengineerswithout childrenfeel that their personal timeisvery important, andthat it
isoftenimpinged upon by their work. Oneengineer would liketo have set hours: ” I think I'dlike
thesamekind of lifethat my father had, whichwaslikeworking ninetofive, fivedaysaweek."

Oneengineer describeshisview of theimbalance of organizational demands: "I get this
welrd feeling these dayslately that peoplefeel guilty whenthey leavework. And that’ svery
unhealthy. It’ sextremely unhealthy, andit’ swrong. Andit’ stotally thewrong valueset. " He
goes on to describe how blurring work and non-work boundaries can cause peopleto feel

guilty and become even more confused about their work obligations:

(...)today | think boundariesarevery diffuse. ...youwork at home, and it fuzzesthe
boundary between work and home, yes, as physical--1t’ s not the whole thing. The
emotional entanglement and so on. But, maybethe more of that that happensthe better
becausethe peoplefeel guilty they didn’t work.

He sees causes of thissituation in poor |eadership and afocus on short-term benefits:

There' ssomethingwrong. It’ snot healthy... and I think it’ saremarkablelack of
|eadershiptoacertainextent. Evenfromamanagement perspectivebecausethey’ renot
really feeling responsiblefor people’ swellbeing. It snot out there. ...ultimately it’ stothe
judgment of theindividuals aswell asto the organization. Maybe the organization will
benefit fromthisculture short time. Will it long term?1 don’ t think so. Becausewhat
happensto these peopl e? They becomeunhappy. If you' reunhappy, you’ renot going
to work well. Y ou need that onetoo. --yeah, there’ san imbalance.

Theengineerswith familiesfeel that work affectstheir family lives:
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"(...) astimehasgoneon, work hascrept into family lifejust becausethereistoo much
to do at work, and so there’ s stuff to read, there’ s stuff to do. (...) So you know work
does, you know, infuseitself into the homelife."

"I don’ t think what I’ m doing now isoptimal either. (...) Toward theend of theweek
everybody getsreally, really tired and havelotsof fights...."

Theseengineersfeel that they areconstantly being pressured to makeachoi cebetweentheir

families and their jobs:

"...therearetimes|’ mdoing thingsup until 2:00, 3:00inthemorning. | think that'skind
of ridiculous, and it’ shard to bring up children in that environment too. (...) soit's
choices. And those choices can belike hard at times."

"It'svery stressful. (...) Thekidsget sick, and | get sick. It svery, very stressful. It's
very hard. Many times| thought about maybe| should quit my job and stay home."

"Everyday | think | make acompromise coming into work--sending my kidsto daycare
and coming here. | don’t know. It’ satough one."

Oneengineer describesher view of making achoicebetweenwork and family:

...--you're always at oddswith yourself if you work al these hours, and you don’t see
your kids. I think it’ s harder for women because women have amore--more burden is
placed upon them for childcare and stuff. | think for men, you know, it’ snot--it’ s tough,
butit’ snot asdifficult asfor awoman. Y eah, you haveto makeadecision. Y our kids
or your job, and | think that’ saterrible decision you haveto make. Some people make
it right up front so that their supervisorsknow immediately what to set--their
expectationsarefor them. And then other people, well, they’rejust trying to get
somewhere, so they don’t seetheir kids, and they work hard.

Some of theengineerslook for answersintheform of aternativework arrangements

such as part-timework, but the organization isnot alwayswilling to cooperate:
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"l wanted to work part-time, but | wasn't offered that. | asked for it, and...They said
no. ... They just needed afull-time person. That wastheir reason. And that wasit, and
it' svery hard working full time. I don’t think you' Il find too many moms here--full-time
moms and full-time employees.”

"...working moreat homemaybethat would help. ... Y eah. | haveto get that situation
set up too. | don’'t have acomputer at home. And last year my bosssaid that it was
okay, that we coul d get new machinesand take our existing machine home, right? So
but then like at the end of theyear he saysno. We can’t buy anything new because of
some--something that he’ swatching. Somebudget hewaswatching..."

Parental leaveisavailablefor new parents, however the engineers consider the absence of

onsite childcare to be aburden:

Oh, they don’t makeit easy on people-- they don’t have-- childcare. Y ou know, a
company of thisstature should have abetter childcare situation than they do. | mean, the
stuff they givetowomenispretty good, but it doesn’t help you onceyou get back to
work with childcareasamajor problem. (...) They don’t makeit easy that way. Well,
onceyou' reback into work, you need childcare. Why don’t they haveit on site?Why
don’t they have better facilitiesperhaps? Why don’ t they have better agreements?

In balance.

Several of theengineershavefound successin balancing their work and personal lives
by keepingthem entirely separate. Oneengineer workswith computersat home, but only for
recreational purposes. Another makessureto set realistic goal sat work and canaccomplishthis

because management planseffectively.

Summary: Leading aBalanced Life

Job successisnot of primary importanceto theengineers. They are more concerned

with creating asuccessful personal life. Their self-devel opment occurs outside of work, and they
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also haveleadership rolesoutside of work. Their work and non-work lives are out of balance
whenthey areforced to take personal timeand giveit towork. A danger isseenisblurringthe
boundaries between work and non-work lifein that the engineerstend to give even moretimeto
work.

They feel that they often haveto choose between their familiesand their jobs, and
observe otherswho aretrying to "get somewhere" sacrificetheir families. Alternativework
arrangements, such as part-timework are hard to find, and the lack of an onsite childcare
facility isseen asaproblem.

Theengineersthink that unreasonabl etimedemandsmight benefit theorganizationinthe

short-term, butinthelong term peoplewill not producetheir best work under these conditions.

Future Plans
Theengineersdo haveinterestsinwork other than engineeringandinworkingin
engineering under different circumstances. Thesealternate choices giveinformation about what it
isthat they enjoy about work. Thisinturn givesadditional cluesastowhy they haverejected
management work.

Insummary, thissection describestheengineers hopesand desiresfor thefuture.

Ideal Work

All of theengineersliketo accomplish concreteresults: "Thisispart of thereason why
peopleareprogrammerstoo. Becauseyoubuildthings.” They likethe"feeling of gettingthings

towork." Several engineerswould liketo moveinto work where"...you can do something with
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your hands." Several mentionowningsmall businessesnot rel ated to engineering. Otherswould
liketo owntheir own engineering business. Inany case, theengineersliketheideaof "... not
havingaboss." Severa of theengineersexpressadesiretowork inmoreaesthetically pleasing
physical surroundings, such asthemountains. Oneof theengineerswouldliketowork inan
areathat producesconcreteresultsthat area"legacy.” Another engineer wouldliketo become
awriter or stage designer and hasakeeninterest in creating experiencesfor others. Thismay

lead to work in computer gaming:

| loveto gototheatersbecausethey represent thingswith, evenif it’ sjust minimalist
withlighting and stuff, and that’ sonereason | likethe computer games, becausethey
basically have created—it’ s very stagy. It’sthree-dimensional. Y ou have alot of lighting
effects. What you’ relooking at isasimportant aswhat’ shappening. It just seemstome
... it'slike creating athree-dimensiona play inaway. There' ssort of adesignto a
game, to makeit interesting but not brokeninthat it’ simpossible, to maintain sort of the
suspense, likeamystery movieor something. It seemsto methere salot of creativity
there.

Retirement

After retirement, theengineerswouldliketotravel more and they would bechoosier
about their work. Several mention engineeringinamorecreativecontext, such asgaming or
shareware, without necessarily makingaliving fromtheir work. Oneengineer wouldliketo
donate engineering work to non-profit organizations, and woul d perhapsliketo organize other
engineersto do the same.

A few of theengineerswould reconsider amanagement position in the future under

different circumstances. They feel they would morecomfortablemanagingif they were
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financially secureand had | esspersonal obligations. Several haveencountered very successful
managerswho advanced at alater stageintheir lives. Most look forward to atimeof early
retirement when they "havethefinancia flexibility to dowhat wewanttodo ... " whether that is

management, farming, gaming, owningasmall business, contract work, or volunteer work.

Summary: Future Plans

Theengineersarebuildersat heart, and would liketo perhapsdowork wherethey can
"usetheir hands." They wouldliketo own abusinessand "betheir own boss' or moveinto more
creativeprogramming. Several mentioned that they would bewillingtotry management after
retirement. Also mentioned wasstarting a" programming” Peace Corp, where engineers donate

their effortsto needy organizations.

Summary of Findings

Theinterviewsrevea ed many important findings. They show that theengineers
advancement choicesarelimited to progressioninmanagement. However, they arenot
interested in management work dueto thefollowing concerns. morally opposedtousing
persuasi onand mani pul ationto externally motivateothers, keepingintegrity, protecting self and
othersagainst unreasonabl e organizational demands, imbalancein val uingwork and creating
reward structures, and surrender of investment. They feel they may bejudged asunsuccessful,
but are not overly concerned about thisasthey ground their successin personal and family

accomplishments.
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Theengineersdo not trust the organi zation to respect their personal lives, and feel that
managersaremorevulnerableinthisway. Thehierarchical natureof theorganization
encourages behaviors such as self-promotion, unreasonable social and reward disparities
between management and nonmanagement, and an overall "level" consciousness. Theengineers
would prefer an organi zation based ontrust, respect, sharing, and collaborationwithleaders
who arefollowed because of the"rightness’ of their vision. They would a so prefer towork with
|eaderswho know how to bal ance personal and organizational gain.

Themost important findingsfrom theinterviewsare organized below by Findings
Related to the Nature of Work and FindingsRelated to Organizational Influences . These

findings and their implications are discussed in the next and final chapter.

Findings Related to the Nature of Work

1. Technical work waschosenfor enjoyment, and enjoyment continuesto beamotivating
factor.

2. Professional progressionisdesirable, but theonly progression possibleisinmanagement.
3. Management work isnot enjoyable.

= Managersdo not build thingsandtheir skillsarenot "hard" and measurable.

» Managersmust givetoo muchtimeand emotional investment totheir jobs,

= Managersmust motivate peoplethroughextrinsicrewards.

= Managersmust compromisetheir integrity.

= Managerscannot protect peoplefrom unreasonabl eorganizational demandscreated by
poor planning on the organization'spart.

= Managersmust becomeinvolvedin politics.
» Therearesocial distinctionsbetween managersand nonmanagers.
= Linelevel managersarenot rewarded sufficiently.

= Engineeringoffersmoremobility andit offersmorefinancial security.
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= Managementrequiresinvestmentinanentirely different professionandengineers
aready have aprofession in which they have alarge investment.

4. Progressionto management isexpectedto happenearly inone'scareer.

5. Choosingtoreject advancement isunusual and thosewho makethisdecision sometimes
suffer from"being different.”

6. Feelingsof accomplishment can be gained outside of work.
7. Self-development isnot necessarily tied to one'sjob.

8. Itisdesirabletodotechnical work inasmaller company or onavolunteer basis, or to do
similar work in amore creative setting.

Organizational Influences

1. Itisbetter to bejudged asunsuccessful thanto sacrifice happinessand family life.

2. Personal livesshould not besacrificed for theorganization, especially whentheorganization
does not valueits people highly enough.

= Theorganizationisnot committed toitsemployees.
» Theorganization'sobjectiveisto succeed at all costs.

= Theorganizationsaysthatit valuespeople, but then pressuresthemto sacrificetheir
personal and family lives.

» Unreasonabledemandsaffect thequality of work and may benefit theorganization
short-term, but not long-term.

3. Theorganizationsaysitismovingtoaflat structurethat encouragesrespect, trust, and
empowerment. Thisisnot the experienced redlity.

= Any of themanagersintheorgani zation may havechosen management for financial gain,
and the power and control that ahierarchical structurebrings. Thisleadsto self-
promotion by managersand nonmanagers, which precludesrespect, trust, and
empowerment.

= \Women are not respected.

» Managersareonanother "level" than other employeeswheretheir work isinvisible and
thereforenot appreciated by nonmanagers, and wherethey cannot appreciatethework
of nonmanagers.

= Management workisvalued morehighly thantechnical work eventhoughbothare
difficult and important.

» Thereareexternal disparitiesbetweenthetreatment of managersand nonmanagers.

= Managers sometimes abuse employees and have the power to do so.
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. Thevaluesof honesty, openness, hardwork, collaboration, and balanceareimportant. The
organization asawhol e does not share these values.

Personal valuesare upheld by finding amanager who sharesthem and working for her
or him. Thisasoillustratestheimportance of mobility.

. Aflat organizationispreferred. Thisisgiventheconditionthat thetransition actually
happens and personal interests are not co-opted by ahidden hierarchical organizationinthe
name of "teamwork" and "empowerment."

Theorganizationisincreasingitsdemandson personal lives. Theorganizationistryingto
blur the emotional and physical boundaries between work and non-work lives.

Theideal organizationiscentered onteamwork of many kindsand|eadership, with
management asasupport function.

Intheideal organization, leadersaresel ected naturally, by consensus, andtheleadership
role may be temporary.

Intheideal organization, leadersprovidevisionthat bal ancesorganizational and
personal goals. They foster respect and trust.

Intheideal organization, peopleareinternally motivated and rewardedfairly for their
work, whether it istechnical work or management work.

Intheideal organization, high contributorsarerewardedinall aress.
Theideal organizationishighly focused.

Intheideal organization, realistic goalsare set and met because the peopl e setting them
areknowledgeabl e enough to do so correctly and havethe power toinfluenceplans.

. Management may bemoreattractiveunder circumstanceswhere peoplearenot requiredto
sacrificetheir personal and family lives.
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Chapter V: Discussion

Introduction

The purpose of this study wasto examine the experiences of peoplewho reject
advancement offers. To achievethisgoal, | conducted in-depth qualitative interviewswith six
engineerswho had rej ected advancement offers. Theparticipantsprovided mewith detailed
accountsof their experiencesof advancement rejection. They a so shared rel ated experiencesof
their organi zational and personal lives, and generated ideasonimproving current organi zational
andleadershipmodels. Inthepreviouschapter, | organized and categorizedfindingsusing
inductive analysisto describetheengineers realities. Engineers quoteswereusedtoenrichthis
description. Further, aphenomenol ogical theoretical framework guided methroughout the
investigation. Thisallowed metoclassify thefindingswithfull awarenessthat conceptsmerely
pointtoreality andthat often"realitiesarerel egated to being mereexemplificationsof concepts
(Crotty, 1998, p. 81)." | amacknowl edgingthat cultures(including organizational cultures)
impose aparticular set of meaningswhich came "into being to serve particular interests” (p. 81)
and harbor their "ownformsof oppression, manipul ation and other formsof injustice” (p. 81).1
believethat revealing and discussi ng the possi ble meaningsof the categoriesandthemesthat are
my conceptualizationsisimportant. Somewherebetween thesemeaningsand thoseconstructed
by theorganizational cultureisthereality that theengineersinthisstudy experience.

Thischapter beginswith asummary of thefindingsdiscussedinlight of theliterature.
Thisdiscussionisfollowed by an explanation of thelimitationsof thisstudy, and concludeswith

implicationsfor organizationsand futureresearch.
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Summary of the Findings
Thisstudy wasdesigned toinvestigatethefollowing areas:

Theexperiences, perceptions, attitudes, andissuesthat |ead to advancement
offer rejection.

Theexperiencessurrounding actual advancement offer rejection.

Theexperienceof continuing towork inan organization after advancement offer
rejection.

General viewsregarding advancement, organizations, and |eadership.

During semi-structured interviewsengineerswereasked to describetheir experiencesof
rejecting advancement. They wereal so askedtoexplaintheir viewsand experiencesof
organizationa life. They sharedtheir understanding of thechoicesavail abletothem, their
experiencesof making andliving with decisionsbased onthese choices, aswell astheir
understanding of the culturewherethese choicesweremade. | havefocusedonfiveareasinthis
summary: (1) engineers viewsof avail ableadvancement choi ces, (2) engineers decisionmaking
processinlight of thesechoices, (3) thecultural "reality" inwhich engineers makeandlivethese

decisions, (4) theideal "reality" that they envision, and (5) theengineers personal "reality."

Advancement Choices

Engineersenjoy technical work. That iswhy they chosetheir professionanditisalso
why they continueto beengagedinit. They entered thecorporateworld with theawareness
that advancement means success, and success should be everyone'sgoal. Thereispressureto
advancequickly, afindingthat supportsWestney's(1985) earlier research. However, thereis

only onecareer to pursue: management. And even though management isapossiblegoal, the
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processof belng promotedismysteriousand contrary totheengineering naturethat appreciates
unambiguity and concreteness. Infact, theengineersarenot surethat atechnical ladder actually
exigts. If it does, it isavery short one, asthereisat most oneleved above the one at which they
entered. Thecriteriafor thispromotion areinconsi stent and the meaning of thepromotionis
ambiguous. Theengineerswould prefer amoreopen and structured technical promotion
processbased on experienceand professional demonstration. Onthewhole, thesefindings
support earlier researchindicatingthat R& D career pathsareambiguousandinconsistent (Allen
& Katz, 1986; Bailyn, 1982, 1991; Bailyn & Lynch, 1983; Dalton & Thompson, 1986; Ritti,

1971).

Decision Making Process

Theengineerswould liketo makeagreater technical and strategic contributiontothe
organization asawhole. However, they arenot given that chancedueto thelimited
opportunitiesfor bothtechnical advancement andincreasedinfluence. | sensedagreat deal a
frustrationinthisarea. Several engineershave madeacompromiseby movingintoresearch
organizationswheretheir skillsand experienceareexploited, but wherethey havelittlechance
of advancing to management. Whatever their choices, they do not want to be forced to move
into management. Schein (1975) observed that someonewith a technical -functional
competence career anchor might rather leaveacompany than moveinto management, and my
findingsdefinitely supportthis. Several of theengineerstried management positions, by their

own choice, and with motivesother than money and power. Their experiencesonthewhole
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werenot positive. They did not enjoy thepolitical aspects, thelossof control over their time,
and the push and pull of unreasonable demands.

Theengineershaveal soturned down advancement offers. Theseoffersweremade
becausetheengineersareseen ashaving managerial attributes. Oftentheconditionsof theoffer
werevery uncomfortable. Sometimesthey werecoercive. Other timestheoffer wasmade
repeatedly over long periodsof timetowear downtheengineers resolve. Althoughtheoffer
flattered theengineers, they soon became concerned about whether or not they really wanted to
takeit. They feared repercussionsif they turned it down. Their fears support Steele's (1975)
researchregardingalack of opennessinorganizationsregarding thepromotion process. Inthe
end, they decided to reject the advancement offers because:

1. They were not surethat they could do thejob.

2. Theparticular job offered wasnot suitablefor anew manager becauseit entailed
"fixing" aseverely broken project.

They did not think they could meet theincreased emotional and timedemands.
Preferring internal motivation, they do not wish to manipul ate people.

They felt that, asamanager, they woul d not be ableto uphold their principles.
They do not want to lay people off.

N o gk~ w

They donot feel that they could protect their peoplefrom unreasonable demandsand
unfair practices.

8. They didlikepoliticsand social distinctions.

9. Theywouldlosethelrinvestment inengineering andthey likeengineering.
10. They wouldlosemobility and flexibility.

11. Thejob doesnot pay enough to disregard the aboveissues.

A common thread runsthrough thislist whichisvery significant. A preference for the

partnership model asdefined by Eisler (1998) isclearly present. Theengineersarevery
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concernedwithservingtheir followershipwell, |leading abalanced lifeand having thefreedomto
encourageotherstodo so. They do not believein using coercive meansto gain cooperation, in
thesameway that Roberts(1997) believesanimal sshould never betold"youmust” (p. 245).
They recognizethat managing inan organi zation that worksin Eisler'sdominator model would
be very difficult for someonewho is partnership oriented.

After theengineersturned downtheoffers, they were sometimes passed over for good
work, or they were given management work anyway. Their managerswere sometimes
accepting, sometimesperplexed, and sometimesangry. Peerswho havemadethesame
decisiongiveunderstanding and respect. Other peersareneutral. AsSenge (1990) and Stoner,
Ference, Warren, and Christensen (1980) have shown before, thisstudy found that respect
might be forthcoming from peers, but not from organi zationswhen advancement isrejected.

Theengineerscontinueto strugglewiththeir decision. They findit difficult towatch
otherswho arelesscompetent bei ng rewarded and gaininginfluence. They wouldliketohavea
way to channel their energy and toreceiverecognitionfor their talentsand achievements.
However, they till feel they madetheright decision becausethey continueto enjoy their work

and freedom.

The Cultura "Redlity"

Theengineersenjoy their work, but they also doiit for financial security and the social
aspects. They respect work that bringsconcrete, immediate, and measurabl eresults. They do
not tol erate peoplewhotry toimpresswith appearances. A ppearancesdo notimpressthe

engineers, only "real" talent and work makeanimpression. Theengineersseemedtobemore
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interested inthepursuit of truth than economicvalues, inthesameway that Daltonand
Thompson's (1986) conflicted managersare.

Theorganizational culturetheengineersexperiencecan definitely beseenasa cause for
their concernsregarding advancement. Theengineerscontinuetowork hard, mostly because
they enjoy their work, but they question thenew contract that they havewith the organization.
They arenot committed to the organization and the organi zationisnot committed tothem, and
they wonder what that means. Thereisagreat deal of uneasinessasthe organization speaks of
flat structuresand empowerment, whileincreasing demandsandinvadingprivatelives. The
engineers see theseincreasing demands as caused by alack of good leadership and planning.
They wonder if they areactually benefiting from the changesthat arebeing made. They are
awarethat layoffsarealwaysapossibility, but feel that they have somepower duetothetight
labor market for engineersat thistime. The engineers seemto beexperiencing aforced
transformation to the open-ended moral bond observed by Bailyn (1993). They sensethat they
should havetheright to limit their commitment, but the organizationisnot giving them to option
to do so.

Thevaluesof theengineersand theorganizationclashinonevery important area. The
organization putsprofitsfirst, whereastheengineersfeel that peopleshould comefirst. The
reality isthat theorganizationispublicly espousing “valuein people,”" whilesimultaneously
demanding excessivetimecommitments. Most of theengineerscould not nameany of the
organization'sval ues, except "successat al cost." Ingeneral, theengineersfeel that thevalues

espoused by the organization are not the same asthe onesoperationalized at their level. They
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arenot willingtomakethemoral compromisethat Jackall (1998) seesasnecessary topreserve
theinstitutional culture.

The engineers see managers as sel f-promoting. Other concernsrange from alack of
mentoringtoineptitude. They sharetheseconcernswiththeengineersobserved by VanMaanen
and Kunda (1989) at another high-tech company. Theengineersalso observethat womenare
not promoted as often as men are, even though they possess desirable management attributes.
Whenwomen arepromoted they aresometimesnot granted authority or respect by their peers
or their subordinates. Thesefindingsarenot surprising given past research showing that women
arenot creditedfor their success, and must provethemselvesconstantly (Valian, 1998). 1 was
struck by onefemal eengineer'sinsi stencethat her successwasmoreattributabletoluck than
her talent and hardwork, whichdirectly supportsValian'sresearch. Further, African American
engineersarestrikingly absent from the organi zation. Onemight guessthat black engineers
wouldfaceconditionsat |east assevereasthosefaced by women given historical findings
concerningthebarriersto successthat blacksexperience(Graves, 1997). Thefindings
regarding gender and race support theconditionsonewoul d expect from an organi zation
workinginEisler's(1998) dominator model. From my observations, theengineersinthe
organization are predominately male, and the highlevel managersareamost all male. It seems
that thevaluesof honoring diversity and respecting differencesareespoused at al levels, but not
actually acted upon by management. It seemsreasonabl eto assumewomen and minority group

membersconsider theseconditionswhenthey arewel ghing anadvancement offer. Asoneof the
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womeninterviewedfor thestudy later commentedto mewhen consideringan offer,”... 1 don't
think these guysrespect me. | don't think it can work."

Thesocia differences between managersand other employees are pronounced.
Managersreceivespecial treatment and havethepower to abuselower level employees, which
they sometimesuse. M anagersare seen moreinterestedin statusthanresults. Oneengineer
noted that thismight be necessary, asthemanagersof other companies, being asstatus
consciousasany managers, needto beimpressed. Certainly, social criteriaisusedto determine
promotability (Jackall, 1988) and thisprobably contributestothesituation described by the
engineers.

Engineers do not understand what managersactually do. Managersdo not understand
what engineersdo and of ten underestimatethe effort needed to completeatask or project, to
theengineers detriment. Thereisvery littleinformal communication between level sof
employees. Management work isseen asinherently moreval uabl e by management, but not by
theengineers. They do not understand why managersarerewarded sogenerously, and they do
not seemanagement work asmoreintrinsically valuable. Managersreceivemany externa
symbolsof statusand power such asprivateoffices, better food, and secretaries. Thesefindings
illustrateM etcal f and Briody's(1995) study showingthat nonmanagerial workersarenot seen
assuccessful becausethey havenovisiblepower. Visiblesymbolsof status, aswell ascontrol
over subordinates, bring power to managers. Regardlessof how theengineersfeel about

management, they realizethat thereisnot much chance of movinginto highlevel management as
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the organization isnot flat at al, but isapyramid. They alsorealizethat itisnot in organizations

best intereststo publicize thisfact.

|deal "Redlity"

Theideal "reality" proposed by the engineersbearsastriking resemblancetothe
alternativeorganizational andleadershipmodelsfoundintheliterature(Senge, 1990; Srivastva
& Cooperrider, 1990). They prefer aflat organization consisting of self-leading teams and a
small number of leaders. Theculturewoul d beopen, collaborative, and honest. Realisticgoals
would be set, and high contributorswoul d berewarded. The organization would be centered on
technical talent, and management woul d beasupport function. Theorganizationwould be
focused. Therewouldbeno politicking for promotions. Good |eadershipwould bekey.

L eaderswouldbenaturally sel ected and theleadershiprolewould betransitory. L eaderswoul d
providemotivatingvisionandideas. L eaderswould givetrust and respect and followerswoul d
reciprocate. Aboveall, |eaderswoul d show that they careby respecting peoples private lives.
Theengineers viewsonissuesof management and leadership areespecially striking. They have
much experienceand haveapparently given careful deliberationtotheproblemsthat they
encounter intheir workplace. Their conclusionsgivestrong support to the new thought and
research regarding changesorgani zationsmust maketo surviveand advance (Block, 1993;
Boyett & Boyett, 1996; Boyett & Conn, 1991; Hollander, 1993; Huber, 1998; Koch &

Godden, 1997).
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Persona "Reality"

Success is not really on the engineers minds, but when prompted they say they dofeel
successful. However, they tietheir successmoretofamily, happiness, and personal
accomplishments. They view internal ideasof successasmoreimportant thansocial, or external,
measures of success. Their self-devel opment occursoutside of work and they also haveoutside
leadershiproles. They feel their livesare sometimesout of balancedueto clashesinwork and
personal lifedemands. They view the demandsof work asexcessiveand think that their
workplace should bemoreflexibleintheareaof time. They feel organizationsaretryingtotrade
visionsof flat organizationsand empowerment for moreof their time, and thisjust doesnot
work for them. Their organi zation doesnot provideonsitechildcare, whichthey feel would help
their situation. They feel torn betweentheir personal and work obligationsand thiscausesafair
amount of stress. They seeorganizations increased demandsasunhealthy for peopleand
detrimental to organizations' long-term goals. The only way they feel that they can copeisby
keeping organi zational and personal concernscompl etely separate. Their experiencesparallel
Hochschild's(1997) and Rifkin's(1995) work regarding thedifficulty of definingwork and
personal lifeboundaries.

Theengineerswouldliketo continueto "build" things, and they think that they might
enjoy doingwork that involves"using their hands.” They wouldliketo owntheir own
businesses, or work inamore creative environment. They mentioned trying management under

different circumstances, whenthey havelesspersonal obligationstoattendto, or perhapsina
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smaller company withadifferent culture. They look forwardtoatimeof retirement andfinancia

independence, when they might donatetheir technical work to needy causes.

Limitations of the Study

Aswithmost studies, thereareseveral limitationstothisstudy. First, thesamplesizeof
six participantsdidnot allow for absol utetheoreti cal saturation. Further, theparticipants formed
aconveniencesample. They arenot adiversegroupintermsof organizational affiliation,
socioeconomic status, age, race, culture, or occupation.

Thefindingsmay not begeneralizableand probably only apply to theenvironment
studiedindetail. However, asseveral of the participantsal sorejected advancement at
companieswherethey previously worked, thefindingsmay beuseful for other organizationsas
well. Thefindingsdo havemany parallel swiththoseencounteredintheliterature, particulaly
studiesinvolving engineers. Therefore, thisstudy presentsan alternativeview of organi zational
culturethat can beconsi dered by any organi zationwhen examining their ownenvironment, but
especially thosethat employ engineers.

Andfinally, thisisthefirst timethat | haveengaged in qualitativeresearch. | have
recelved guidancefrommy academicadvisor asneeded. Additionally, extensivereading,
observations, intuitions, and i nteractions (some of which seemed to comeabout inamost

synchronous way) guided me throughout this project.
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Implicationsfor Organizations

Themessagefor organizationsisclear. Vauablehuman energy isbeing wasted because
peoplewho do not agree with society'sversion of successareignored. They donot alignwith
thecurrent organizational culture, whichisclosed and based onoldideasof control. People's
timeandenergy ispreciousandvaluable, toindividual s, tofamilies, tosociety at large, aswell as
to organi zations. The assumption that management work isinherently superior to al other work
isfalse. It isleadershipthat matters, not political aptitude and self-promotion skills.
Collaborativeworkplacescannot exist inthesameorgani zation that promotesgreat socia and
economicdispariti esbetween management and nonmanagement work. Teamwork cannot
succeed when membersare clamoring to be promoted closer to power, control, and money.
Toomuch energy isexpended trying to maintain an organi zational structurethatisnolonger
needed. Too many managersarein their work for the wrong reasons, making them poor |eaders
by definition. AsBellah, Madsen, Sullivan, Swidler, and Tipton (1996) say, "If therewardsof
successin businessmanagement werenot soinordinate, then choi ceof thisprofessioncould
arise from more public-spirited motives' (p.290).

Almost al of thereasonstheengineersgavefor re ecting advancement woul d disappear
if organizationsweremorealignedwiththisonevalue: "peoplefirst.” Thismeansthat thevalues
of organizations need to be clear, applied, and subject to change. If the organizationsespouse
"peoplefirst,” thenthey must make surethat peoples personal livesarenot devastated by
organi zational demands. They must makesurethat organizational membersshareequitably in

success. If organizationsmean "profitsfirst" but say "peoplefirst” thenthey havelostal
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credibility and trust. Thisisfar worsethan just admitting that people do not matter asmuch as
money and power.

Obvioudly, organizationsaremisaligned with their members on avery basic level. No
amount of talk about trust, respect, or empowerment can speak asloudly asreal changeand
actionintherealm of giving back to people: giving back their time, giving back their lives, giving
back their choices, giving back their freedom, giving back their selves.

Inarecent Hays Group survey (Gannett News Service, 1999) two thirds of non-
management I T professionalssaidthey |eft their positionsprimarily becausethey could not get
ahead without becoming managers. Thecompanieswho lost the talents and services of these
peoplearenot addressing theissuesfoundinthisthesis. | believethat many of the peoplewho
reject advancement areexactly thosewho havethemost to contributeto an organi zation free of
artificia structures, political concerns, and teleopathy . There areleadersall around us; who

havelittlechanceto contributeand little chanceto changeorgani zationsfor the better.

Implicationsfor Further Research
Most of the findings support the literature and also reflect my own experiences.
However, morework isneeded to find waysto encourage thosewho do not sharetheval uesof
current leadershiptomoveintoleadershiproles. Waysmust befoundtoinfusetheirideasand
behaviors. Class, race, culture, and gender will certainly all play apartinthiswork. Themass
movement of women and people of varying culturesinto theworkplacewill bringwithitan

increased questioning of the" correctness' of current valuesystemsthat may run counter tothe
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"ways of being" of thesenew corporate members. Organi zational designsmust befoundwhich
promotediverseleadership.

Also, thisresearch concerned apopul ation that hasthe marketability and economic
statusto easetheir decisiontore ect advancement. Similar studiesareneededinvolvingthose
who may not havethisprivilege.

Moreactiveresearchisneededintheareaof personal rewardsandteam efforts.

M ethodsto reward group outcomeswhilefairly compensatingfor differencesinindividua
contribution and knowledge need to be tested. The popularity of self-managed and self-leading
team ideas makes thisissue most pressing.

Organizationsarechangingvery rapidly. Short, longitudinal (spiked) studiesmighthelp
to bring theexperiencesof corporate membersback to organi zationsinamuchtighter feedback
loop than most current research seemsto provide.

Research that ssmultaneously dealswith thevariouslevel sof an organizationwouldbea
great benefit. If the organization espousesflatness, self-managed teams, and empowerment,
managerscould beaskedif they areactually willing toloosenthereinsof power and control,
and sharecorporateprofitsmorefairly. At thesametime, nonmanagement employeescould be
encouraged to exposeissues of trust and boundaries.

Finally, action research could be undertaken that | ooksat the personal and spiritual
growth of managers. Thisisthetypeof change, transformation of intentionsand motivations,

which might havethe quickest and largest impact on organizations.
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Personal Post- Script

Oneday someyearsago, | walked into my place of work and realized that something
wasdifferent. | haveawaysseentheworldinadifferent way than most peoplearound me. | am
very intuitive, have experienced many non-linear events, and relate with othersin the most
honorableway that | can. Thisway of being wasnot allowed at work. | wasan engineerina
great business, atechnician, ascientist, and expected to besolely anal ytical and not always
truthful. The truth was somehow changed whenever | walked through the door and entered the
world of work. Onthat day long ago, | knew that | could never leave myself at the door again.
Atthesametimel feltthat it wasimpossibletointegratetruth at thisplacewherean entirely
different codeof honor wasfollowed. After that, every day becamealearning adventureand
my placeof work transformed into ahotbed of ideas, i ssues, opinions, and talk. Talk about
collectiveaction started surfacing around meand | knew that thingswere changing even more
quickly than| had thought. Wearetelling thetruth, knowing the power of no compromise. Even
though | cannot hel p but notice the nuances of control, half-truths, and fear that surround our
bestintentions, | also know that somethingisoccurring that cannot be stopped. | experienceit
everyday.

Inthemidst of all thischange, | noticed apattern that occurred throughout my more
thantwenty yearsat work. The peoplewho | would havemost gladly followed wereusually the
oneswho would never accept amanagement position. | then experiencedthispatterndirectly
after | turned down apromotion and wastold that | wasthetype of person whowasneeded at

thistime. It wasthenthat | realized it would be beneficial to exposethereality behind the
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decisiontoreject advancement. Theengineerswho sharedtheir storiesthroughthisstudy are
kind, intelligent, and most of al, honorable. | seetheinformation that they shared assomepart
of atruth that can belived by all of us, wherever we are. As Edgar Cayce (n.d./1999) said,
"Beginwhereyou are! Bewhat you should bewhereyou are! Andwhenyou haveproven

yourself, Hewill give you better ways!"
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Appendices

Appendix A: Informed Consent Form®

1. What isthe aim of the study? Theaim of the study isto learn about the different reasons
that peoplereject offersof advancement in organizations. | hopetolearnhow different
peopledecidewhether or not to takeapromotion and theissuesand concernsthat drivethis
decision. Ultimately, | am hoping the findingswill increase awareness and appreciation of the
diverseviewpointsand contributionsessential to personal and organizational success.

2. Howwas| chosen? | will interview about 6 personswho wereidentified as people who had
rejected advancement offersby their work associates.

3. What will beinvolved in participating? | will schedule oneor moreinterviewswithyou,
depending onwhat seemsmost useful. Ordinarily, theinterviewswill last betweenoneand
two hours. | will tape the interviews and make transcriptions from the tapes.

4. Who will know what | say? Only | will have accessto your tapes and transcripts.

5. What risksand benefitsareassociated with participation? | do not foresee any risksto
you other than apossible breach of confidentiality. To protect against that risk | will ensure
that your tapesand transcriptsare held in my homeand that accesstothemislimited to
myself. Y our namewill not appear inthetranscripts. Inany publication or public statement
based on the study, all names, occupations, or other potentially identifyinginformationwill be
omitted or changed. Two yearsafter the end of the study the tapeswill be destroyed.

Sometimespeopl efind participating inaninterview to bebeneficial insofar asit givesthema
chanceto talk about thingsthat matter to them.

6. What aremy rightsasa respondent? Y ou may ask any questionsregarding the research,
andthey will beanswered fully. Y ou may withdraw from the study at any time. Y our
participationisvoluntary.

® Format and some content borrowed from Weiss (1994), pp. 217-218.
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7. What will be published? | will includethefindingsinan academicthesis. Itismost likely that

thisthesiswill not be published, although such thesesare sometimespublishedin professional
journals.

8. If I want moreinformation, whomcan | contact about thestudy?  Theresearcher, Elena
Papavero, may be contacted at (732) 949-5416. Thisresearchisbeing conducted under the
direction of ShoshanaSimons, Ph.D., whoisafaculty member at Goddard Collegein
Plainfield, Vermont.

ElenaM. Papavero, Researcher Respondent, date
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Appendix B: Interview Guide

A. The Experience

1. General
Prompts
(a) What lead you to your current line of work? (summary)

(b) How long haveyou beenworking?Inthesame company?Inyour current position?

2. Beforethe Advancement Offer
Prompts
(a) How long ago wasthe advancement offer?Wasit inyour current organi zation?

(b) How did you feel about your work before the advancement offer?

3. The Advancement Offer
Prompts

(a) Describethe experienceof receiving theadvancement offer. Did you expect the
offer?

(b) What caused you to reject the offer?

(c) Describetheexperienceof rejecting theoffer. How did your manager react tothe
offer rgection?

4. After the Advancement Offer
Prompts
(a) How did you feel about your job after the advancement offer?
(b) Wasyour standing at work affected by the offer rejection?

120



B. Viewson Work

1. Work and Nonwork life
Prompts
(a) How do you seetherel ationship between your work life and nonwork life?

(b) How doesyour work lifeaffect your family life?How doesyour family lifeaffect
your work life?

(c) Inyour view what istheideal rel ationship between someone’ swork and nonwork
life?
2. |dentity and Work
Prompts
() Why do you work?

(b) How important is self-devel opment to you? Doesyour work offer opportunitiesfor
self-development?

(c) What isyour definition of success? Do you feel successful ?*
(d) If you could do any type of work at al, what would it be?

* Added "Do you feel successful?" after third interview. (1/30/99)
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C. Viewson Leadership

1. Leadership Qualities
Prompts
(a) Areleading and managing the same?f not, how arethey different?
(b) Describe your concept of agood |eader.
(c) Doyou think you have any of these attributes?

(d) Do you know of anyone with these attributes?

2. Gender and Race

Prompts

(a) Doyouthink that gender, race or other factors can affect one'ssuccessasaleader?
3. Leadership in Other Organizations

Prompts

(a) Do you have aleadership role outside of work?

® Added after second interview. (1/25/99)
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D. Viewson Organization

1. General Perceptionsof Current Organization
Prompts
() Describeyour current organization.
(b) Describetheval uesof your current organi zation. Describeyour val ues. Contrasts?

(c) What isthe nature of your commitment to the organi zation that you work for? What
isthenature of the organi zation'scommitment to you? Contrasts?”

(d) Describetheleadership structure of your organization.
2. Relationship of Management to Non-management Work

Prompts

(a) How ispower distributed inyour organization?

(b) Are managers and non-managerstreated differently?1f so, can you describe how
they aretreated differently?

(c) What value does your organization give to non-management work in relation to
management work?

3. Ideal Organization®
Prompts
() Describeyour ideaof anideal organization.
(b) Would you consider leading inyour ideal organization?

® Added after first interview. (1/23/99)
" Moved from Identity and Work here after third interview and added organization's commitment to
individual. (1/30/99)

® Title changed from Entrepreneurship after third interview. (1/30/99)
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E. Personal Data
1. What isyour age?
2. What isyour relationship status?

3. Doyou havechildren?1f so, how many and what aretheir ages?
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