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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.

17



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.

19



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
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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 a