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Outline

• Promotion Paths

• Think of Promotion in Terms of a 4-Legged Stool

• Moving from Contributor to Leader

• Work Through Others

• Enlarge your Influence and Work Scope

• Build Underlying Skills

• Voices of Technical Leaders

• Know Thyself

• Resource Slides
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Promotion Paths

1. Established Management 
and Technical Ladders

2. Documented Expectations

3. Set Your Goals and Look for 
Opportunities 

4. Discuss Regularly
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Voices of Technical Leaders

John Cohn, 
Fellow, IBM 
Corporation

Joyce 
Weiner, 

Senior Staff 
Engineer, 

Intel 
Corporation

Greg Taylor, 
Retired 

Fellow, Intel 
Corporation

Zoe Conroy, 
Test 

Strategy 
Lead, Cisco 

Systems

Howard 
Heck, 

Principal 
Engineer, 

Intel 
Corporation

Anne 
Meixner, 
formerly 

Senior Staff 
Engineer, 

Intel 
Corporation
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Two Differing Paths to Follow

Management
“Management folks seem to get their thrills 
more from organizing people to achieve 
business outcomes.” – John Cohn

Technical
“Tech leaders seem to get more thrills from 
helping folks create and execute technical 
projects and ideas.” – John Cohn
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Corporate Promotion Ladders

• Chief Executive

• Vice President

• General Manager

• Director/Division 
Head/Lab 
Manager

• Section/Departme
nt Manager

• Group Leader

• Fellow

• Distinguished Scientist/ 
Principal Engineer

• Technical Lead/Master 
Scientist

• Staff Engineer/Specialist

• Individual Contributor
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Management Technical



Poll:

Students or employed?

Size of Company?
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Think of Promotion in Terms of a 4-Legged Stool

• Technical Ladder

• The Ladder rungs are the job titles

• You might move back and forth between management and tech leader

• You may also move laterally between departments and divisions

• Technical job title descriptions specify attributes

• Consider attributes as legs of a stool

• Often described as a matrix of skills that grow as you advance

• Excerpt from an Intel description in Resource Slides

• Example: Demonstrable Influence

• Growing your influence on your team, your workgroup, your business group, your 
company
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Career Development Focus on Growing Along Each Stool Leg
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• Most ladders have three to four main areas- the legs

• The higher the stool: wider scope & influence and greater complexity & 
ambiguity 

• If you are only strong in one area, than the stool is going to wobble and 
you may fall

• You need to demonstrate  competence in all areas to be on that higher 
stool

• You don’t have to be a rock star in all four areas;                                                              
you need to excel in at least  one



Attributes of Technical Leaders

Technical

Complexity and 
Scope

Depth vs 
Breadth

Innovation

Business 
Acumen

Product Impact

Competitive

Strategic

Leadership

Execution/
Delivery

Influence

Teamwork

Growing 
Others

Coach/Train

Mentor/Role 
Model/Outreach

Groom & 
Advocate
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Technical Expertise
• Most important stool leg

“Technical expertise must come first. Without it, an 
individual lacks the credibility and trust that is 
needed in order to have impact and to provide 
mentoring. Technical leadership starts there. If 
people don’t believe that you “know your stuff”, they 
simply will not follow your lead.” – Howard Heck

• Measures of success:

• Patents and Publications

• Successful introduction and adoption of technology

• Industry recognition

• Open Source assets

• Brings financial success to the company

• Technology needs to impact the business
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Business Acumen

• Comprehend the company’s business goals, 
strategies and gaps

• Strategic Industry directions 5-10 years

• Product/technology impact on the business 
goals

• Measures of success:

• Gross Margin vs. Profit

• Growth potential

• Product life cycle

• Competitive analysis

• Opens up new markets
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Technical Leadership: Direction/Decisions
• Be proactive vs. reactive

• Take calculated risks

• Make a decision with incomplete data

• Trust engineering intuition

• Provide solutions

• Forward movement

• “People follow the most resourceful 
person in the room.” - Annette Segal , The 
Valiant Group 

• Advise on drawbacks

• Be honest

• Offer alternatives
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“A very senior technical leader can be thought of as 
a trusted advisor to executive management. 
Specifically, it requires the ability – and the 
willingness – to make recommendations to 
management in situations in which there is 
incomplete information/data.  “ Howard Heck



Technical Leadership: Teams

• Leading others

• Motivate

• Set Direction

• Be Open

• Assign

• Advocate and acknowledge team

• You’re the face to upper management

• Consider company rewards

• Always be clear about your role and your
results
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“Technical leadership - what did she/he do to 
enable teams of technical people?”- John Cohn



Growing Others: Sponsor, Mentor and Role Model

• Formal

• Teach classes

• Develop Training

• Participate in Panels

• Informal

• Role model: Be visible- aspire others

• Mentor: Be available- coach, teach, advise

• Sponsor: Be an advocate- recommend

• Outreach

• K-12 STEM

• Talk to college students, the public
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“As soon as you know something, start 
helping others” --Tara Wheeler Van Vlack



Which of these four areas would you 
like to discuss further?

Will discuss for at least 5 minutes

Q & A
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Outline

• Promotion Paths

• Think of Promotion in Terms of a 4-Legged Stool

• Move from Contributor to Leader

• Work Through Others

• Enlarge Your Influence and Work Scope

• Build Underlying Skills

• Voices of Travelers

• Know Thyself

• Resource List
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“

”

85% of your financial success is due to your personality 
and ability to communicate, negotiate, and lead.  

Shockingly, only 15% is due to technical knowledge

- Carnegie Institute of Technology
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Move from Contributor to Leader

• Work Through Others

• Extend Your Influence and 
Work Scope

• Network With Others

• Build Underlying Skills
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Working Through Others

• Responsibility for larger projects mean you do 
less of the work

• Accomplish by

• Delegating

• Partnering

• Performing smaller tasks

• Advice

• “Switching from a tactical to more strategic focus.  I remind 
myself to ensure the work I’m doing is at the right level and to 
delegate to others to help them grow.” - Joyce Weiner

• “…biggest challenge that I had was learning to enjoy the 
challenges of management and helping others grow instead of 
getting all of my joy out of my direct accomplishments.” -Greg 
Taylor
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Extend Your Influence

Group

Department

Division

Company

Industry
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“Circles of influence and constant out-skilling. Phrase often heard at Cisco- ‘what service 
am I offering?’ Out-Skilling is the ability to take your expertise from your group and 
apply it when working with sister organizations.”  -Zoe Conroy



Expand Work Scope

Set 
Direction

Define 
and Plan

Plan and 
Execute

Execute 
Task

Higher 
levels of 

ambiguity

Increasing 
complexity
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Networking Assists with Influence and Work Scope

Participate in company 

employee groups to 

meet people outside 

your department

Become the go-to 

person “Think less 

about your self and 

more about the people 

around you.” – Paul 

Glen

Attend presentations 

outside your immediate 

expertise

Participate in 

professional societies, 

local technical meetups, 

open source projects, 

technical conferences

10-Mar-17Global Tech Women Voices 2017 Conference 23



Build Underlying Skills
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Innovate Write Relate

Listen Influence Present



Communication Key Skill
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Write

Listen Present

“…. ability to work with others, and especially the ability to communicate well, is 
critical. Both writing and oral presentation skills …to communicate what you've 
done; but also to communicate what you want to do, why you want to do it, and 
particularly why people should support you in getting it done.” -- Greg Taylor



Relate
• Increase team productively by increasing 

relatedness

• Use Pecha Kucha exercise for “getting to you”

• Source: Scott Crabtree of  Happy Brain Science

• See resource slides

• Understand customer/partner’s viewpoint

• Go from “Me and You” to “We”

• Start with what you recognize

• Listen for what you miss

• Understand management chain’s viewpoint

• Success of a project measured differently

• Know their concerns  have answers or 
activities that will provide answers
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Diplomacy is the art of letting someone else have your way.
--Daniel Vare, Italian Diplomat
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Influence

Understand 
Partner’s 
Concerns

Master Influence 
Science

Acknowledge 
Non-rational 

Decision making 

Practice 
Emotional 

Intelligence
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Conflict, Diverse Opinions, Creativity Innovate

Industry data shows that diverse ideas lead to 
better business results

• Ensure key stakeholders and experts 
present

• Move people out of their comfort zones

• Take risks, try new techniques

• Conduct deeper discussions that integrate 
different/conflicting viewpoints

• Listen vs. formulate a response to interrupt
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Keeping things fun-
“Remember how to PLAY!” 
– John Cohn



Q&A
Name a person in your company or 

organization who has a skill that 
you admire

What’s the skill?
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Voices of Technical Leaders: Advice

John Cohn, 
Fellow, IBM 
Corporation

Joyce 
Weiner, 

Senior Staff 
Engineer, 

Intel 
Corporation

Greg Taylor, 
Retired 

Fellow, Intel 
Corporation

Zoe Conroy, 
Test 

Strategy 
Lead, Cisco 

Systems

Howard 
Heck, 

Principal 
Engineer, 

Intel 
Corporation

Anne 
Meixner, 
formerly 

Senior Staff 
Engineer, 

Intel 
Corporation
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Advice
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Being successful demands great communication 

skills and networking. I once heard it phrased as 

"you need to understand how your customer makes 

money". I interpreted this broadly as you need to 

understand what is important to those around you 

You work in technology 
because you enjoy it.  Pursue 

working with others who enjoy 
delivering compelling results 

and share your knowledge with 
others

remember how to PLAY !.. ie. 

keep working with your hands.. 

it really helps keep your geek 

passion



Advice
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Taking risk and having courage to make the decision or 
speak your mind or to ask the question or for the 

resources needed. Communication skills; in particular in a 
manner cognizant of the politics surrounding a project 

you are working on. 

…be true to yourself. If you tend to get bored in a couple of years, 
then find a place where you can shift to new focus areas and/or 

roles. If you like to work out in the open ended, undefined space, 
seek it out. If you are more comfortable working in a structured,  

execution environment, find it!

Ensure that your management chain is in alignment 
with having and supporting a technical career path.  
Help them understand the business benefit.  If they 

aren’t in alignment, look elsewhere.



Technical Leaders- Does Gender Matter?

Societal 
Expectations

Supportive 
Spouse

Sticking Out

Communication 
Styles
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Know Thyself

You

Myers 
Briggs

Strength 
Finder 

2.0

Emotional 
Intelligence

Technical 
Passions

• Play to your strengths

• Develop strengths

• Understand weakness

• Never undersell/underestimate yourself

• Continue education in technical area

• Papers, Classes, Conferences

• Comprehend your personality

• Introvert or Extrovert

• Planner or go with the flow

• Develop emotional intelligence

• Awareness of situation

• Management of relationships
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Assess Your Place and Set Plans for Growth

• Start from where you are right now and 
set 1-3 year goals

• Break goals into actionable steps

• See Resource slides for a template

• Review with your mentor and manager

• Ask for annual funding for training, 
conferences, and development 
opportunities

• Grow your network outside of work to 
broaden your viewpoints and opinions
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Technical Ladders Lead to Fun Places
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Abridged Resources

• Organizations

• Books

• Useful lists, diagrams, exercises

• One Page Development Plan
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Organizations

• First, investigate your company’s training list

• Join a professional society that matches your technical interests

• For Example Institute of Electrical and Electronics Engineers

• Some have Young Professional chapters to support career development

• Technical journals and conferences to expand your knowledge and network

• To improve your public speaking skills join a Toastmasters group

• http://www.toastmasters.org/

• Toast master groups are Internal to company

• Quiet Revolution; focused on introverts

• http://www.quietrev.com/

• Ambassadors program; employees who advocate for a culture receptive to 
temperaments  
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http://www.toastmasters.org/
http://www.quietrev.com/


Selected Books
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Resources on Innovate

• Steve Johnson’s book on Innovation

• https://stevenberlinjohnson.com/

• Where good ideas come from:  
https://www.youtube.com/watch?v=
NugRZGDbPFU

• Ted Talk: 
http://www.ted.com/talks/steven_joh
nson_where_good_ideas_come_from

• Creativity and Play- John Cohn has done 
the following talks available on youtube.

• Innovation through Play  
https://www.youtube.com/watch?v=
AnjFgSvj3vU&feature=youtu.be

• Importance of Play TEDxDElft : 
https://www.youtube.com/watch?v=I-
NT1-BdOvI
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https://stevenberlinjohnson.com/
https://www.youtube.com/watch?v=NugRZGDbPFU
http://www.ted.com/talks/steven_johnson_where_good_ideas_come_from
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Increase Leadership Effectiveness with Observation
1. Observing and understanding others is key to relationship building.

2. Observing and understanding yourself is equally key to making 
better decisions and your own professional evolution. Remember: If 
you always do what you’ve always done, you’ll always have what 
you’ve always had.

3. Observation yields awareness, awareness yields choice, choice yields 
expanded decisions, expanded decisions yield new possibilities for 
actions, and these different actions yield different results.

4. Observing and understanding others enables you to lead them 
effectively toward your desirable shared vision.

5. Observing and understanding yourself enables you to lead yourself 
toward your own desirable vision.
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Source: http://www.mindful.org/critical-not-aware/



Communication:  Effective Meetings

• Define the purpose of the meeting.

• Define the outcome of the meeting.

• Have a timed agenda and someone in charge.

• Facts--not opinions!

• Keep people on-point. (Only talk about matters relating to their 
job)
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Source: https://www.linkedin.com/pulse/tired-wasting-time-meetings-try-oisin-
grogan?trk=hp-feed-article-title-like

https://www.linkedin.com/pulse/tired-wasting-time-meetings-try-oisin-grogan?trk=hp-feed-article-title-like


Monitor Your Meeting Behavior
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Decision Making- People can be Non-Rational

Decision 
Heuristics

Availability

Substitution

Optimism 
and loss 
aversion

Framing

Sunk-cost

Choice

Anchoring
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Daniel Kahneman and Amos Tversky:  cognitive heuristics for fast thinking can lead us 
incorrectly https://en.wikipedia.org/wiki/Thinking,_Fast_and_Slow

https://en.wikipedia.org/wiki/Thinking,_Fast_and_Slow


Influencing: Understand what works

Influence

Liking

Scarcity

Social Proof

Authority

Commitment 
and 

Consistency

Reciprocity
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Robert Cialdini research “Influence: Science and Practice”
https://en.wikipedia.org/wiki/Robert_Cialdini#Six_key_principles_of_influence

https://en.wikipedia.org/wiki/Robert_Cialdini#Six_key_principles_of_influence


Emotional Intelligence
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Daniel Goleman
https://en.wikipedia.org/wiki/Emotional_intelligence



Develop Team Trust via Pecha Kucha

• Pecha Kucha Presentation

• Personal slide show

• 10 slides, 10 seconds each

• Only Pictures

• Increase Relatedness between 
team members

• Results in improved team 
productivity

• www.happybrianscience.com

• Scott Crabtree

• Alyla Lewis

• Pecha Kucha 

• http://www.happybrainscience.co
m/pecha-kucha/

• Template: 
http://www.happybrainscience.co
m/wp-
content/uploads/2013/12/Crabtree
PechaKucha.ppt
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http://www.happybrianscience.com/
http://www.happybrainscience.com/pecha-kucha/
http://www.happybrainscience.com/wp-content/uploads/2013/12/CrabtreePechaKucha.ppt


One Page Development Plan

• Writing it down increases chances you will do 
something

• Clarifying your focus area enables you to 
identify opportunities as they appear

• Including peers in the process adds 
accountability which increases your chances
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Technical Leader Matrix Example from Intel circa 2007
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Assessment on the Technical Ladder

“These varied in degree as one moved up the 
technical ladder. At lower levels it was very much 
about direct contribution: what results did I 
personally deliver. At mid levels indirect results 
start mattering - how did I impact the results of 
the team? Through training, automation, 
mentoring, solving systemic problems: how did I 
improve the results delivered by my organization? 
Then how did I improve the results of higher level 
organizations? At senior levels it becomes even 
broader. What have I done to set the direction of 
the organization? Defined goals for technologies 
or products? Led industry standardization efforts? 
To what extent have I impacted the company's 
bottom line?” – Greg Taylor
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