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Extended summary Il

Extended summary

The success or failure of most organizations isvihealependent on innovation.
However, this innovation is only possible througtsgecial group of employees: the so-
called innovators. These scientists, researchers] developers are vital for the
innovativeness of the organization. In my dissematl examine innovators’ careers from
their organization’s point of view. In particulany objective is to develop a more balanced
approach to innovators’ careers than is offeredhim contemporary career management

literature.

Some researchers argue that organizational caraeagement has become more
important because of the war for talent, wherehsrstpostulate that organizations withdraw
from career management because of the changingitdeis of a career. These contrasting
viewpoints leave organizations without a clear glie for managing their key players’
careers. In order to provide such a guidelinehia thesis | address three central research
guestions by drawing on a cross-level sample of B#vators and 37 HR (human

resources) managers from 37 organizations.

First, 1 analyze why some innovators leave thethigcal field of specialization to
become managers. The results reveal that new catiides and organizational culture
have an influence. More specifically, innovatorsthwa self-directed career attitude, a
boundaryless mindset, and a preference for orgémied mobility often have a high
managerial orientation, whereas the opposite isétse for innovators with a more values-
oriented career attitude. Furthermore, it is mdkely in organizations with a supportive and

collaborative culture that innovators will want &mlvance their career in a management
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position than in organizations with a culture indaof innovativeness, power sharing, and

learning and development.

Second, | investigate whether organizational caneanagement can still influence
innovators’ careers. My results reveal that thighis case. In particular, they show that
organizations should apply their organizationakeearmanagement intensively, but should
refrain from using too many practices and fromHartdiversifying an already intensively
applied organizational career management. Moreangrstudy indicates that organizations
profit from increasing innovators’ perceived caregnagement support because it boosts

the match between individual and organizationateaplans.

Third, 1 examine how organizations can use duadédasl to raise innovators’
organizational commitment and career satisfactiodentify the perceived recognition and
transparency of the dual ladder as factors integréihe success of this career management
instrument. My analyses illustrate that both aresitpeely related to innovators’
organizational commitment and career satisfactioraddition, my results reveal that self-
directed career management weakens the positiaiomthips between the perceived

recognition of the dual ladder and organizatiomashmitment and career satisfaction.

Based on the conceptual arguments and empiricaltses provide recommendations
for organizations on how to handle innovators’ easein the era of the new career.
Therefore, | provide easy-to-use guidelines on hovkeep innovators in their technical
positions and roles, how to use organizationaleranreanagement, and how to make dual
ladders work. Last, but not least, | focus on ihatations of my study and point to future

research possibilities.
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1 Introduction

1.1 Reevanceof thethess

Strong international competition and acceleratingnges in consumer proclivities
have made organizations highly dependent on infmvaDrucker, 1998; Eisenhardt &
Tabrizi, 1995; Hoegl, 1998). The results of thec®niaterhouseCoopers’ (PwC)"LBnnual
Global CEO Survey 2012, which is based on data fig250 organization leaders from 60
countries, show thatimproving the effectiveness of innovation contimue be a major
strategic priority.” According to this survey, organizations requireawvation because they
will not survive if they do not continuously createw products or services for customers.
The increase in the importance of organizationabwativeness is mainly due to rapid
technological advances in many industries (Baldwhihienerth, & von Hippel, 2006;
Hienerth, Keinz, & Lettl, 2011). Consequently, inativeness has become an ever more
important strategic competitive advantage and timagsy differentiator for organizations in
highly dynamic markets (Danneels & Kleinschmidt,020 Hoegl, Weiss, Gibbert, &

Valikangas, 2009a, 2009b).

Innovators, such as scientists, researchers, amelagers, are a special group of
employees that shape and promote the innovativeobsan organization (Domsch &
Gerpott, 1985; Ladwig & Domsch, 2011; Walter, Pagleah, Riesenhuber, & Hoegl, 2011).
To secure its economic well-being, the organizastwuld retain these technical talents
(Pfeffer, 1994; Rothwell & Poduch, 2004; Stewa®97). This is especially important as
CEOs across all industries reported in the PwC Ah@lobal CEO Survey 2012 that it has
become more and more difficult to hire technicaéaalists, especially in knowledge

industries such as pharmaceuticals, or in heawysimigs such as the automotive industry.
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However, there are many reasons why innovatorsel@asitions and roles focused
on innovative technical work (Ball, 1998; Gerpdi®94; Higgins, 2001). For example, they
might be dissatisfied with their career prospekctisuch cases, innovators have two distinct
options: First, they can move into a managemenitipos or second, they can leave their
employer and move to another organization wherg thght find better work conditions
and career development opportunities (Cordero, Didso, & Farris, 1994a; Stumpf, 1988;
Sturges, Guest, Conway, & Mackenzie Davey, 200Bg donsequence of both options is
that the innovators’ technical talent is at leaattlg lost to the organization (Allen & Katz,

1986; Gerpott, Domsch, & Keller, 1988; Kim & Ch&0D).

Triggered by this observation, many organizatioesperately search for ways to
retain specialists in their innovation process (Bom & Gerpott, 1985; Kieser &
Walgenbach, 2003). Therefore, they try to imprdweirtunderstanding of their innovators’
intentions to move into a management position,rtleeganizational career management
system as a whole, and their organizational caregragement practices in use, such as the
dual ladder (Aryee, 1992; Seema & Sujatha, 2012im$f, 1988). In other words,
organizations strive to influence their innovatarateers, for example, with activities, tools,
and techniques for handling innovators’ career milagp and management (Ladwig &

Domsch, 2011, Pfeffer, 1994; Sadler-Smith & Baddé88).

These efforts build on extant studies on careeentation, organizational career
management systems, and organizational career @ead practices (Baruch & Peiperl,
2000; Currie, Tempest, & Starkey, 2006; Sturgesnpviy, Guest, & Liefooghe, 2005).
Research in that area is based on well-establisihearies, such as the social exchange
theory (Blau, 1964; Homans, 1958) or the orgamzeti support theory (Aselage &

Eisenberger, 2003). It acts on the assumptiondiiegger management help by the employer
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in some way supports the development of employeeganizational commitment and
increases career satisfaction as well as the magthveen individual and organizational

career plans (Granrose & Portwood, 1987; Sturgak 2002).

In contrast to this increasing interest of reseanuth practice in organizational career
management, contemporary career research postulaésorganizations are no longer
involved and have no say in managing their empleyeareers (Aselage & Eisenberger,
2003; Chen, Tsui, & Zhong, 2008; Sturges et alQ520Whereas in the past organizations
offered long-term employment and linear career megjon in return for loyalty and hard
work (Baruch, 2006; Valcour & Tolbert, 2003; WhytE)56), nowadays the connections
between employer and employee have been erodedrdanimational change, such as
downsizing and delayering (De Vos, Dewettinck, &Bas, 2009; De Vos & Soens, 2008;

Sullivan & Baruch, 2009).

This has changed the psychological contract (Rewss&995), which has been
defined as an implicit agreement between the idd&i and the organization (Rousseau,
1995), to a “new deal,” indicating that there is lemger an automatic promise or an
expectation of a career for life (De Vos & Soen30& Sullivan & Arthur, 2006). Hence,
organizations do not try as much to influence tleanployees’ careers anymore (Briscoe,

Hoobler, & Byle, 2010; Lips-Wiersma & Hall, 2007).

Hitherto, a few studies have concentrated on tlaagimg understanding of a career
for organizations and individuals (Baruch & Peip&t000; Currie, Tempest, & Starkey,
2006; Lips-Wiersma & Hall, 2007). Two theories, re@yy the protean career and the
boundaryless career, dominate the new career dewelat discourse (Arthur, 1994; De Vos
& Soens, 2008; Rousseau, 1995). The ultimate gloalpryotean career is subjective career

success. To attain this, individuals are supposethke over the responsibility of driving
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their career from their employing organization (Bsseau, Driver, Eneroth, & Larsson,
1996; Crowley-Henry & Weir, 2009; Van Buren l1I,28). The boundaryless career concept
proposes that, in reaction to the ongoing reductibhierarchical levels in organizations,
nowadays careers go beyond the boundaries of &singanization (Defillippi & Arthur,
1994; Robinson & Miner, 1996; Thomas & Higgins, @&R9 Consequently,
intraorganizational careers are becoming less itapbrthan interorganizational careers
(Arthur & Rousseau, 1996c¢; Bird, 1994; Weick, 1998jhich means organizations have

become less interested in organizational careeagenent.

In sum, whereas some researchers suggest thaizatiamal career management has
become more and more important because of the wmartalent, others suggest that
organizations withdraw from career management tsecafl the changing notion of careers
(Arnold & Cohen, 2008; Dries, Van Acker, & Verbrugyg 2012a). In other words, new
career theories, such as the protean career thmmlythe boundaryless career theory,
challenge existing assumptions of the employer-egga relationship, which are based on
theories such as the social exchange theory (Bl864; Homans, 1958) or the

organizational support theory (Aselage & Eisenberg@03).

Due to these contradictions, in this doctoral thdswill investigate if, from the
organization’s point of view, innovators’ careeemncstill be influenced and developed, and
if so, how it should be done. Furthermore, by dregvon the empirical evidence of a large-
scale study, | attempt to supplement career themieh as the protean career and the
boundaryless career (Arthur, 1994; Hall, 1976). ®lerall contribution is the development
of a more balanced view on innovators’ careers ihaoffered in the contemporary career

literature.
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This balanced view might lie somewhere in betwelea two extremes of the
organization man (Whyte, 1956) on the one hand #red job hopper without any
commitment to the organization on the other (De,\Ix®wvettinck, & Buyens, 2008; Inkson,
Ganesh, Roper, & Gunz, 2010; Inkson, Gunz, GangdRoper, 2012), and might connect
the basic ideas behind the new career theoriesthitbe behind the more traditional career
theories (Arthur, 1994; Aselage & Eisenberger, 20Bll, 1976). Organizations and
individuals might require some stability and conment (Becker & Haunschild, 2003;

Dries et al., 2012a; Sturges et al., 2002).

1.2 Need for abalanced view on contemporary car eersof innovators

According to contemporary career management rese#re meaning of having a
career has changed tremendously from the traditiomaception (Baruch, 2006; Briscoe,
Hall, & Frautschy DeMuth, 2006; Hall & Moss, 1998)hereas in the past careers were
seen as a series of upward moves and promotioaswork-related hierarchy, nowadays
careers are described as a life-long sequencebsf joespective of advancement (Arthur,
Hall, & Lawrence, 1989; Hall, 2002; Peiperl & Bahycl997). As a result of the research
and ongoing debate, two main concepts have beeelamd on the changing context of
careers: the protean career and the boundarylessrq@rthur, 1994; Briscoe et al., 2006;

Hall, 1996a, 1996D).

The former emerged in the 1970s and was first rapat by Hall (1976). According
to protean career theory, the main objective ohieer is the attainment of psychological
success (Arthur & Rousseau, 1996a; Hall, 2002, pOd#is means that an individual has the
feeling of personal accomplishment and is proutiesfor his achievements (Briscoe et al.,

2006; Hall, 1996b, 2002). In contrast to the triad&l view on careers, psychological
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success in the new career does not necessarily romgromotions, but can be achieved in
various ways, such as having an adequate worldifance (Crowley-Henry, 2007; De Vos

& Soens, 2008; Leisa & Shelley, 2007).

The concept clearly takes into account the ovedapvork and nonwork roles
(Briscoe et al., 2010; De Vos et al., 2009; Sutiv& Arthur, 2006; Sullivan & Baruch,
2009). Both roles help to shape and define a p&rsdentity. As a result, careers are
described as a life-long series of identity charayjesa process of continuous learning (Hall,

19964, 1996b; Hall & Chandler, 2005).

Recent conceptualizations of the protean careeinalaf along two dimensions
(Briscoe & Hall, 2006; Briscoe et al., 2006). Firatperson can be self-directed in personal
career management. This implies that the individiogls not seek external direction but acts
independently in career management (De Vos & Sa0G8; Hall, 2002, 2004). Second, a
person can be values-driven, meaning that an idd@lis internal values provide guidance
and a measure of success, as opposed to borrowitegna standards (Briscoe &

Finkelstein, 2009; Briscoe et al., 2006).

Furthermore, protean career theory offers new vedykinking about the employer-
employee relationship, which is sometimes refen@cas a new psychological contract
(Gerber, Grote, Geiser, & Raeder, 2012; Sturged.e®005). Individuals are supposed to
take care of and manage their own careers (Asegaggéisenberger, 2003; Ellig &
Thatchenkery, 1996; Hall & Moss, 1998; Rousseau &L&an Parks, 1993). To do so, they
constantly search for better internal or exteroll glternatives. However, this points to the
downside of protean careers: Some individuals msghiggle with self-definition and lack
long-term commitment to the employing organizati®aruch, 2001; Baruch, 2006;

Cakmak-Otluglu, 2012; King, 2003).
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The second new career theory, the boundarydasser, distinguishes traditional
careers that unfold within an organization (BanaH&rry, 2004; Sullivan, 1999; Tulgan,
2001), from boundaryless careers, which consisa aleries of job opportunities that go
beyond the boundaries of an organization (Becketaginschild, 2003; Mirvis & Hall, 1994;
Tian & Han, 2011). The concept is based on themapsan that careers are shaped by the
evolution of organizational forms, such as hiergrchmanagement processes, and

configuration (Hall, 1985; Miles & Snow, 1978; Radrs 1978; Zeitz, Blau, & Fertig, 2009).

With the ongoing organizational change, careerge hbecome more and more
dynamic and flexible (Allen, Jimmieson, Bordia, &nler, 2007; Armstrong-Stassen, 1994,
2003; Tolbert, 1996). As a result, individuals née@dapt by showing greater employment
flexibility (Colakoglu, 2009; Eby, Butts, & Lockwalh 2003; Tremblay, 2003). Hence,
establishing networks has become ever more impoftanindividuals (Dany, Louvel, &

Valette, 2011; Ellig & Thatchenkery, 1996; HoeghrBoteeah, & Munson, 2003).

Sullivan and Arthur (2006) defined the boundaryleareer along two dimensions of
physical and psychological mobility. An individualith a high level of organizational
mobility will prefer to work for more than just oramployer throughout her or his career
(Dowd & Kaplan, 2005; Granrose & Chua, 1996; Higgibobrow, & Roloff, 2010).
Whereas this attitude focuses on the interfirm iitglppreference of an individual, a person
with a high boundaryless career attitude is suppdsebe enthusiastic about creating and
sustaining active working relationships across wiggional boundaries, but is not
necessarily organizationally mobile (Granrose & &hl996; Higgins et al., 2010; Ituma &

Simpson, 2009).

Nevertheless, we should keep in mind that notredearchers positively describe

boundaryless careers (e.g., Bagdadli, Solari, Usaizrandori, 2003; Baruch & Peiperl,
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2000; Forret, Sullivan, & Mainiero, 2010; Higginsa., 2010; Pang, Chua, & Chu, 2008).
For instance, Van Buren Il (2003) pointed out thatindaryless careers might be beneficial

to highly qualified individuals with valuable slsllbut potentially harmful to many others.

In sum, the protean career and the boundarylesgrcare highly related but distinct
theories (Briscoe & Hall, 2006; Gerber, Grote, @eig& Raeder, 2012; Sturges et al., 2005).
Whereas the protean career focuses on the attairsh@sychological success and a more
self-reliant career management, the boundarylesechighlights the growing importance
of employment flexibility and networking for indowals (Arthur, 1994; Briscoe &

Finkelstein, 2009; Briscoe et al., 2006; PeipeB&ruch, 1997).

The development described in new career theogngly affects individuals and
organizations and puts existing theories of orgational career management into question
(Briscoe & Hall, 2006; Segers, Inceoglu, Vloeberdbartram, & Henderickx, 2008; Volmer
& Spurk, 2011). For example, many assumptions @n psychological contract between
employer and employee differ strongly between nemeer theory and organizational
support theory. Although the changes described eéw mareer theory might influence
innovators’ career orientation, organizational eamanagement, and HR practices, research

on these relationships has been scarce.

As a result, there is a strong need for resednelt tonnects investigations on
innovators’ career orientation, organizational ean@anagement, and organizational career
management practices with protean and boundargégser theory (Baruch, 2006; Baruch &
Peiperl, 2000; Lips-Wiersma & Hall, 2007). In myssiertation, | will not only attempt to
offer such a combined approach, but | will, furthere, integrate the results to establish a

more balanced view on contemporary careers of iatoos than offered in new career
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literature. In the following, | will describe thesearch gaps and the contributions of this

doctoral thesis.

1.3 Research gapsand contributions

1.3.1 Managerial orientation

Despite the current efforts of many organizationsrdtain and promote valuable
technical talents in their technical field of irget, many innovators see an opportunity for
career advancement in a move into a managementignogAryee, 1992; Ball, 1998;
Mainiero, 1986). At first glance, this does not reeto pose a serious problem, as it is
reasonable to assume that technical talents atmblal and even essential in managerial
positions as well (Bailyn, 1991; Coetzee, BerghS&hreuder, 2010). Nevertheless, many
organizations struggle to obtain an adequate worgef to handle the innovation process
when there is intense competition for talent (Bésmclk& Woodward, 2009; Michaels,

Handfield-Jones, & Axelrod, 2001; Muethel, GehrlénHoeqgl, 2012).

An additional, and even more important, issue cotatewith innovators’ drift away
from the R&D function is that their tasks usuallgndand a high level of specialized and
tacit knowledge (Bertels, Kleinschmidt, & Koen, 2Q1Goffin & Koners, 2011;
Moenkemeyer, Hoegl, & Weiss, 2012). It is highhikely that substitutes can easily and
quickly ameliorate the loss of this knowledge ditt to specific individuals (Ladwig &
Domsch, 2011; Gerpott et al.,, 1988; Kim & Cha, 2006 this regard, Kochanski and
Ledford (2001) estimated the cost connected witkinp innovators in their field of
specialization to be three to six times the codbsing an administrative professional, such

as from HR, finance, or facilities.
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As a result, the retention of innovators actinghieir original capacity has become an
important issue in innovation management and reke@@ha, Kim, & Kim, 2009; Han &
Froese, 2010; Younger & Sandholtz, 1997). The aiteno build on career management
research have paid more attention to the managesia@er orientation (Forrier, Sels, &
Stynen, 2009; Gerber, Wittekind, Grote, Conway, 8e&t, 2009; Gerber, Wittekind, Grote,

& Staffelbach, 2009).

Managerial career orientation can be defined as afsneeds and values influencing
an individual's career decisions (Igbaria & Barquil®93; Igbaria, Kassicieh, & Silver,
1999). An individual with a high managerial orieida is mainly concerned with movement
into positions of managerial responsibility (Dalt&nhompson, 1985; Gerpott et al., 1988).
The objective in such instances is to be promoted upper levels of management, to
become a decision-maker, and to lead staff (Arg®82; Kim & Cha, 2000). However,
although many studies concentrate on how manageakr orientation influences different
work-related outcomes, such as performance, caegisfaction, or reward preferences (e.g.,
Aryee, 1992; Bailyn, 1991; Gerpott et al., 198&dga et al., 1999; Kim & Cha, 2000),
there are few studies of the determinants of dfietevels of managerial career orientation

(Gerpott et al., 1988; Kim & Cha, 2000).

Nevertheless, this research has not considereeffinets that career attitudes, such as
a values-driven career management or a boundaryhasdset (Briscoe & Hall, 2006;
Briscoe et al.,, 2006; Lips-Wiersma & Hall, 2007)jght have on managerial career
orientation, although these relationships have Ipeeposed by the theory of reasoned action
and the theory of planned behavior, respectiveljzdA, 1988, 1991; Ajzen & Fishbein,

1980). Investigating such influences is especiaifyportant because new career theory
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postulates that career attitudes have changedg$gronrecent years (Arthur, 1994; Briscoe

et al., 2006; Hall, 1976, 2004).

Furthermore, studies on organizational culture henavn that it affects individuals’
career aspirations (Derr & Laurent, 1989; Sche@85). In line with that, it can be assumed
that organizational culture might influence indiwads’ career orientation as well. This
assumption is also supported by research on ora@mal socialization and on the person-
environment fit (Chao, O'Leary-Kelly, Wolf, Klei& Gardner, 1994; Edwards, 1996; Jones,

1986; Miller & Wager, 1971).

Therefore, in Chapter 3 of this thesis | will arrythe relationships between new
career attitudes and managerial career orientatidyn.doing so, | provide a more
comprehensive understanding of the influence thatahanging notion of careers has on
employees’ choice of career route. In the next,dtapvestigate how organizational culture
is related to managerial career orientation. Thi®fi utmost importance because of the
effects it has on many domains of employee behg@atlen, Parboteeah, & Hoegl, 2004;
Hoegl, Parboteeah, & Muethel, 2012; Muethel, Ho&gParboteeah, 2011). In a third step, |
will provide guidelines for managers on how to atljineir organization to retain innovators

in the innovation process.

1.3.2 Organizational career management

The current career management literature conveysnpression that in the past all
organizations had a formal hierarchy and operateddable environments (Baruch & Peiperl,
2000; Hall, 1996a). This combination made it pdssibr organizations to plan the career

progression and development of their employees€ip1999; Jacoby, 1999). In contrast,
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nowadays organizations are supposed to be in @ sfatonstant change, which makes it
very difficult to manage careers (Baruch, 2006; €ee et al., 2010; Hall, 1996a). Due to
this, many new career theorists postulate thatmazgtions gradually withdraw from career
management as individuals assume this respongiilie VVos et al., 2009; Lips-Wiersma &

Hall, 2007).

However, other career researchers build on orghaoiwd support theory and propose
that the growing importance of innovation has iasexl the need for adequate organizational
career management in recent years (Ladwig & Don&eh]; Park & Rothwell, 2009; Silzer
& Dowell, 2010). The idea behind this is that careeanagement help offered by an
organization signals to its employees the extentvtich the organization values their
contributions and cares about their well-being (Age & Eisenberger, 2003; Eisenberger,
Huntington, Hutchison, & Sowa, 1986). As a resutganizations can secure their
innovativeness by using organizational career mamagt to retain and promote valuable

technical talents.

Organizational career management can be definedalasthe activities of
organizations that are used to shape and influ¢éinee employees’ careers (Baruch &
Peiperl, 2000; Forster, 1993; Stumpf, 1988). Fanagle, it includes career counseling by
the direct supervisor or the HR department and &mmentoring, as well as education and
training (Hack, 2011; Latack, 1990; Orpen, 1994)e primary objective of organizational
career management is to increase employees’ perteareer management support (Carter,

2002; Portwood & Granrose, 1986; Yamnill & McLe2001).

Based on social exchange theory (Blau, 1964; Hom&858) and the norm of
reciprocity (Gouldner, 1960), research has shoven fierceived organizational support is

positively related to affective commitment to thrganization (Shore & Wayne, 1993), work
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attendance (Eisenberger et al., 1986), job perfocemaEisenberger, Fasolo, & Davis-
LaMastro, 1990), citizenship behavior (Shore & Wayrl993), and job satisfaction
(Eisenberger, Cummings, Armelo, & Lynch, 1997). eer, systematic approaches to the
study of careers in an organizational context are and need to be strengthened (Baldwin
& Ford, 1988; Currie et al., 2006; Desimone, WergeHarris, 2002; Reitman & Schneer,
2008; Sadler-Smith, Allinson, & Hayes, 2000). Orietlee few exceptions is Baruch and
Peiperl’s (2000) study, which categorized a sedé®rganizational career management
instruments into five groups: formal, basic, actiplanning, active management, and
multidirectional. They have thereby provided a tgtgr point for more research on

organizational career management.

In the scientific discourse on careers, the chapgireanings of having a career
triggered by organizational change have been destias huge and fundamental (Arthur &
Rousseau, 1996b; Bird, 1994; Evans & Gunz, 199@&wéver, in practice the changes
appear to be only moderate (Baruch, 2006; Lips-8viker & Hall, 2007). Although there is
no doubt that careers have changed, it is doutttailthe changes are as strong as the career
management literature suggests (Guest & MacKenaieei) 1996; Pringle & Mallon, 2003;
Vandenbrande, Coppin, & van der Hallen, 2006). ENghe management of careers has
shifted from the employer to the employee, as patd by the protean career theory and
the boundaryless career theory, it does not neglgsseean that organizations have lost all
influence on their employees’ careers (Baruch, 2@6usseau et al., 1996; Zhou & Li,

2008).

In light of these contrasting views between orgatanal support theory on the one
hand and new career theory on the other, in Chdptdrthis thesis | will investigate how

organizations should try to influence their inn@rat careers to their own advantage. To do
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this, 1 will analyze how intensively organizatioskould apply their organizational career
management practices and how diversified their lruatlinstruments should be. The results
will deepen the understanding of the role orgaiopnal career management plays for the
employer-employee exchange relationships, even rotegn and boundaryless times
(Aselage & Eisenberger, 2003; Chen et al., 200§p®j 2009; Rousseau, 1995; Turnley &

Feldman, 1998).

After that, | will investigate if organizational @er management support can
increase the match between organizational andioheaV career plans. | will thereby support
the career management research that postulatesnifertance of organizational career
management (Baruch & Peiperl, 2000; London & StymipB2; Stumpf, 1988), and | will
address the question of why organizations shoutdounganizational career management to

increase innovators’ perceived career managemeposiu

1.3.3 Dual ladders

In the course of organizational change, structleakelopments, such as the flattening
of hierarchies, have strongly increased the neeccdoeer development opportunities for
innovators (Appelbaum & Grigore, 1997; Appelbaum_&vigne-Schmidt, 1999; Meier &
Schindler, 2004). Moreover, those few remainingsgmkties for promotion in many cases
prove unsuccessful as incentives. This is becawst af them are interlinked with growing
administration and team-leading tasks (Allen & Kdt@92; Kieser & Walgenbach, 2003).
However, many innovators do not want to deal whbse responsibilities because they
prefer to focus on technical challenges insteaan(Ki Cha, 2000; Schein, 1992; Siemers,
1994). In addition, innovators who are promotedtme managerial hierarchy are no longer

part of the innovation process, or at least ara lesser extent. This is mostly neither in the
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interest of the innovator, nor that of the orgatiwra (Gerpott, 1994; Kern & Schroder,

1977).

Another problem for the generation of career dgwelent opportunities and
incentive systems for innovators is that in mangesathose technical talents only perform a
very limited number of routine tasks (Bailyn, 198=rris & Cordero, 2002). Furthermore,
the duration of projects can be very long and somest innovation projects are
unsuccessful, although brilliant work has been d@eachandra, Brockhoff, & Pearson,
1996; Balachandra & Friar, 1997; Hoegl & Gemuend®f91; Moenkemeyer et al., 2012).
What makes things even more difficult is that thecess of a project in general is the result
of teamwork, which makes it difficult to identifyhé particular contribution of each
individual (Balachandra & Brockhoff, 1995; Hoegl &roserpio, 2004; Kieser &
Walgenbach, 2003; Weinkauf & Hoegl, 2002). Consetjyeit is challenging to create
adequate career opportunities and incentive systemanovators (Gerpott, 1994; Gomez-

Mejia, Balkin, & Milkovich, 1990; Preuschoff, 1994)

Although few studies have attempted to investigtte overall meaning of
organizational career management, various appreabbhge analyzed the usefulness of
specific organizational career management practicéackle the problems described above
(Baruch & Peiperl, 2000; Stumpf, 1988). Probablg tlest-known and most controversial
instrument for innovators is the dual ladder cam®t promotional system (Allen & Katz,
1992; Kieser & Walgenbach, 2003; Ladwig & Domsc@1®). According to this concept,
organizations should implement a second hieraroly their structure (Kern & Schrdder,
1977; Ladwig & Domsch, 2011; Meier & Schindler, 200In this so-called technical ladder,
the increase of leadership and administrative tdskisusually comes with promotion in the

managerial ladder should be minimized (Allen & Kaif86; Domsch, 1994; Shepard,
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1958). In other words, innovators can remain emgdows scientists, developers, and
engineers, instead of being forced into a managepwsition (Schlichting, 2011; Smith &
Szabo, 1977; Steffen, 2011). Promotions in thertieeth ladder should be based on technical
gualifications and achievements (Allen & Katz, 1983ockhausen & Deuter, 2011; Van

Wees & Jansen, 1994).

The dual ladder is also referred to in the termspafallel career paths or dual
hierarchy (Domsch, 1993; Gerpott, 1994; Shepar88)1L9ts implementation is supposed to
increase innovators’ organizational commitment aadeer satisfaction by creating and
establishing additional opportunities for careevadepment (Domsch, 1994; Gerpott, 1987;

Katz, Tushman, & Allen, 1995).

Allen and Katz (1986) point out that the originstioé dual ladder system are unclear.
Nevertheless, the concept has been widely discusseeg the 1950s (McMarlin, 1957;
Shepard, 1958). The proportion of practice-orierdeticles among these contributions is
high (see, e.g., Baldus, 1995; Baum & Laber, 19®&hrs, 2011; Doyé, 2007; Dubbert &
Linde, 2000; Geier & Rausch, 2008; Kokoschka, 20@tz, 1990; Muller & Stopfgeshoff,
1998; Neuhauser, Bissels, & Kohler, 2004; Oles@®02 Scheffler & Kern, 1991; Schitte &
Zimmermann, 2006; Wuethrich & Stecher, 1992), whasrtheoretical approaches and large-
scale empirical studies are rare (Allen & Katz, 898992; Gerpott, 1988; Katz & Tushman,

1990; Stockhausen & Deuter, 2011).

However, the problems underlying dual ladder systane many, which increases the
need for empirical research on this subject (A8eKatz, 1986; Cantrall, Manly, Schroeter,
& Wakeham, 1977; Gunz, 1980). For example, mangvators think that technical career
advancement is less attractive than manageriar@ssmpn because it is less recognized and

valued by the decision-makers and the colleaguéiseoémploying organization (Gerpott et
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al.,, 1988; Igbaria et al.,, 1999; Kim & Cha, 200@urthermore, over time, many
organizations tend to sacrifice the transparencyrofmotion decisions and the filling of
vacancies in the technical ladder because thegpi@iuse it as a siding for failing managers
or as a consolation prize for loyalty to the orgation (Bailyn, 1991; Smith & Szabo, 1977;

Van Wees & Jansen, 1994).

In Chapter 5, | take into account the changing nmgpof careers to determine
whether dual ladders are adequately used as arunmestit of organizational career
management (Briscoe & Hall, 2006; Briscoe et al0& Sullivan & Baruch, 2009). In
particular, I will investigate how organizationshna@make dual ladders work. Therefore, | will
draw on procedural justice theory (Folger & Greeghd985; Folger & Konovsky, 1989;
Kim & Mauborgne, 1993; Thibaut & Walker, 1975) taghlight the importance of two
factors integral to the successful design of dadtérs, namely, perceived recognition and
transparency. These factors are likely to increms®vators’ career satisfaction and
organizational commitment because they support viatoos’ fairness evaluations and

perceptions.

I will also assess whether this ability is influedcby attitudinal changes to careers.
Based on these efforts, my research will link reteghips proposed by new career theory

with the concepts of dual ladder systems.

1.4 Research questions

In sum, new career theories, such as the proteaercand the boundaryless career,
guestion the basic assumptions and theories afxisting research on organizational career

management (Aselage & Eisenberger, 2003; Brisca.,e2006; Briscoe et al., 2010; Hall,
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1996b). Whereas the new career theories suggest afganizations withdraw from
organizational career management (Arthur, 1994sd®e & Finkelstein, 2009; Hall, 1976),
more traditional career theories postulate thatigational career management is gaining
in importance (Aselage & Eisenberger, 2003; Bld@64t Eisenberger et al., 1986). This is
because it signals to employees that they are ddlyehe employing organization in a time
when key talents are ever more important for tleeserity of an organization (Blau, 1964;

Gouldner, 1960; Baruch & Peiperl, 2000).

These contrasting viewpoints leave organizatiorthaut a clear focus in their search
for the right way to handle and manage their inban& careers (Baruch, 2006; Lips-
Wiersma & Hall, 2007; Peiperl & Baruch, 1997). Thss highly problematic because
innovators who are dissatisfied with their care@spects will either aim for a management
position or leave the organization. Both optionsaméhat the innovator's knowledge is at
least partly lost to the organization (Allen & Kati©986; Gerpott et al., 1988; Kim & Cha,

2000).

Therefore, research that integrates the conflicpngpositions of the new career
theories and the more traditional career theosestrongly needed (Briscoe & Finkelstein,
2009; Briscoe & Hall, 2006; Briscoe et al., 2008). order to offer such a combined

approach, in this dissertation | will address wiéfving central research questions:

1. Why do some innovators turn into managers in theas® of their career? What
role do new career attitudes and organizationaliceiplay in this context?

2. Can organizational career management still infleenaovators’ careers in times
of the new career? How can organizations improvgarmeational career

management to increase innovators’ perceived careaeagement support?
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3. What are the crucial success factors for makingd ldalers increase innovators’
organizational commitment and career satisfactiovifich influence do new

career attitudes have on these relationships?

After that, | will connect the answers of theseesgsh questions with each other to
establish a more balanced view on contemporaryecaref innovators than offered by
research based on the protean career theory adtmelaryless career theory. In addition, |
will highlight how organizations should develop am@dnage their innovators’ careers in

times of the new career.

This comprehensive approach shows the rational@aduofressing these research
guestions as a set in my doctoral thesis, in centoahandling each of them separately. Only
by combining the answers to my central questiomsll be able to refine the assumptions as
well as the conclusions of new and traditional eatbeory. In addition, this proceeding will
enable me to come up with a balanced approachrteporary careers of innovators that
will provide organizations with the knowledge tdaie innovators in positions and roles

focused on innovative technical work.

1.5 Outlineof thethesis

This doctoral thesis is comprised of six chapté&wsllowing the Introduction, in
Chapter 2, | describe the design of the empiritadiys that is used to address the research
guestions and to test the proposed hypotheses. hiept€rs 3-5, | conceptually and

empirically investigate innovators’ careers.
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In Chapter 3, | analyze the effects of new carétudes and organizational culture
on the managerial career orientation of innovatdesice, | deepen the understanding of the

reactions of innovators toward various career dgwaknt opportunities.

In Chapter 4, | examine the conditions in whichamigational career management
increases innovators’ perceived career managem@epbg. The objective is to address the
guestions of how intensively organizations shoulgbly their organizational career
management practices and how diversified their lupnfl career management instruments
should be. Furthermore, | test if perceived orgaiimnal career management support

increases the match between individual and orgtoird career plans.

In Chapter 5, | point to two factors integral tcetbuccessful application of dual
ladders, namely, perceived recognition and tramsuar, and relate these to innovators’
organizational commitment and career satisfac#dter considering the attitudinal changes

to careers, | further analyze how innovators’ siléctedness influences these relationships.

In the concluding Chapter 6, | address the resequestions raised in Section 1.4.
By summarizing and combining the results of Chap8b, | offer a more balanced view on
contemporary careers than provided by new careeoryh Subsequently, | discuss
theoretical and managerial implications, explidatatations, and finally offer an outlook on

future research. Figure 1-1 illustrates the outbh#his doctoral thesis.

Chapters 3-5 are each structured as an empirisahreh paper. This means that they
all have their own abstract, introduction, thedrypothesis development, methods, results,
and discussion section. The research presentéeése thapters is based on the same dataset.
Chapter 2 describes this dataset, including iteectobn. To provide full transparency and to

show the unigue contribution of each of the Chap8b, Figure 1.1 includes a unigueness
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analysis as proposed by Kirkman and Chen (2011)nanaging multiple papers from the

same dataset.
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Chapter 2

Design of the empirical study

Chapter 3

What makes innovators turn
into managers?

Chapter 4

Effects of organizational caree
management

Chapter 5
The dual ladder: How to get
from managerial delusion to
motivational solution

Resear ch question

What makes innovators turn into
managers? Investigating new caree
attitudes and organizational culture

How can organizations improve
Forganizational career management
increase perceived career
management support of innovators

How can organizations make dual
tadders work to increase career
satisfaction and organizational
Pcommitment of innovators?

values-driven career management;
managers should grant autonomy tq
innovators in their day-to-day condy

ownership of and control over work
organizations should promote an
innovative company culture, e.g., by
establishing innovative mission and
vision statements.

worth the effort to further diversify
already intensively applied
Jorganizational career management

of work to foster a sense of individdalystem; there is a positive relation
between innovators’ perceived careler

management support and the matc
between individual and organization|
career plans.

e Independent variable(s); DV = Dependent \@leiés); CO = Control(s); MOD = Moderator

Concluding

Chapter 6
discussion and future research

Figure 1-1:

Outline of the thesis and

uniqueness analysis

Theories used Theory of reasoned action, theory ¢Organizational support theory, socigProcedural justice theory
planned behavior, organizational |[exchange theory, norm of reciprocity
socialization, person-environment fjt
Constructs/ Self-directed career management, | Intensity of career management, |Recognition of the dual ladder,
variables! values-driven career management, |diversity of career management, [transparency of the dual ladder (both
boundaryless mindset, organizatiorf@lombination of intensity and diversit{/), organizational commitment,
mobility preference, innovativenesd,of career management (all IV), career satisfaction (both DV), self-
power sharing, support and perceived career management suppdirected career management (MOL}),
collaboration, learning and (IV and DV), match between individd age, gender, marital status, numbef of
development (all IV), managerial |and organizational career plans (D\{ghildren, organizational tenure, levgl
career orientation (DV), age, gendgiage, gender, marital status, numben of education (all CO)
marital status, number of children, [children, organizational tenure,
organizational tenure, company siz¢gcompany size, company age (all CQ)
company age (all CO)
Theor etical Findings support the view that new [Findings add to the literature on Finding two success factors of dual
implications career attitudes and organizational |organizational career management)ladders contributes to the literaturg
culture are related to innovators’ this career management system ard
managerial career orientation; stud provides organizations with the
adds to the growing body of cross- knowledge to build up dual ladders
level research that links individuals’ which achieve the objectives of the|r
vocational behaviors to culture application; procedural justice theofy
variables. offers a very useful framework for
dual ladder research; new career
attitudes pose a great challenge to
organizational career management
practices, but do not fundamentally
question their importance.
Managerial Organizations should create a work Organizations should apply human |Organizations need to strengthen the
implications environment that is innovation- resource practices intensively, but |recognition and transparency of thgir
friendly, that is characterized by  |should not simply use as many dual ladder, e.g., by not using the
power sharing, and that supports a [instruments as possible;itis not |system as siding for failing managefs.
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2 Design of the empirical study

2.1 Data collection

At the beginning of data collection, | conductedietailed analysis of the existing
literature and undertook exploratory semi-standadlinterviews with 13 (HR) managers of
R&D departments from nine different organizationsd aindustries (e.g., SAP AG,
Freudenberg Group, Henkel, and Sirona Dental SystembH). A literature review and the
interviews confirmed the significance of the resbaguestions and helped to identify the

relevant variables for the following large-scalepamsal study.

Therefore, | contacted the HR managers of orgapizsitvisibly pursuing innovation
activities. As an incentive to participate in thtudy, organizations were offered a
benchmarking report showing the performance ofrtlmeganization compared to the
organization with the best and the organizatiorhlite worst performance in the group. In
addition, organization representatives receivedormgunendations on how to handle
innovators’ careers in terms of a final reporthad bverall study and a poststudy workshop at

the WHU - Otto Beisheim School of Management.

The empirical analyses of this thesis were baseddata pertaining to 37
organizations in Germany. After agreeing to pagsateé in my study, the organizations
provided the contact information of one HR managed of employees whose job
descriptions complied with my definition of innowed, that is, technical specialists such as
scientists, engineers, or other technical employeles are responsible for and drive the
innovation processes of the organization (Changi,Gh Kim, 2008; Manolopoulos, 2006;

Moenkemeyer et al., 2012). | invited them via edrt@participate in a strictly voluntary and
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confidential web-based survey. The acquisition drtipipants and data collection

commenced in May 2010 and was completed in Julyt 201

2.2 Measurement instrument

The two online questionnaires (one for HR managex$ one for innovators) were
developed and administered in German. Independiemgumal speakers translated and back-
translated items and anchors (Brislin, 1986; Szddey, & Saxena, 1997). The items
mainly consisted of statements rated on a five{pbikert scale ranging from (1) strongly
disagree to (5) strongly agree. | relied on exgstimeasures in the literature where possible.
The final questionnaires consisted of 152 (for wators) and 112 items (for HR managers),
respectively. However, only some of these were usedhe research described in this

thesis, as shown in Tables 2-1 to 2-3.
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M ain variables and items used in Chapter 3

management
(Briscoe/Halll
Frautschy DeMuth
2006)

Self-directed career When development opportunities have not been dffeyemy company, I've sought

them out on my own.

| am responsible for my success or failure in rmgea

Overal, | have a very independent, sel-direciaeter.

Freedom to choose my own career path is one ofeayimportant values.

| am in charge of my own career.

Uttimately, | depend upon myself to move my cafeexard.

Where my career is concerned, | am very much “my parson”.

In the past | have relied more on myself than sttefind a new job when necessary,

management
(Briscoe/Halll
Frautschy DeMuth
2006)

Values-driven careerl navigate my own career, based on my personatijeso

It doesn’t matter much to me how other people atalthe choices | make in my card
What's most important to me is how | feel aboutaageer success, not how other
people feel about .

I'l follow my own conscience if my company asks toedo something that goes again
my values.

What | think about what is right in my career isrenenportant to me than what my
company thinks.

In the past | have sided with my own values whercttmpany has asked me to do
something | don't agree with.

er.

(Briscoe/Hall
Frautschy DeMuth
2006)

Boundaryless mindsdtseek job assignments that allow me to learn dumgetew.

| would enjoy working on projects with people acogany organizations.

| enjoy job assignments that require me to workidetof the organization.

| ke tasks at work that require me to work beyomdown department.

| enjoy working with people outside of my orgarizat

| enjoy jobs that require me to interact with pedplmany different organizations.

| have sought opportunities in the past that ati@vo work outside the organization.
| am energized in new experiences and situations.

Org. mobilty prefer- 1 like the predictabilty that comes with workingrginuously for the same organization
ence (all rev. scored] would feel very lost if | couldn’t work for my crent organization.

Briscoe/Hall | prefer to stay in a company | am familiar witthex than look for another employer.
Frautschy DeMuth  If my organization provided lifetime employmentyduld never desire to seek work in
2006) other organizations.

In my ideal career | would work for only one orgation.
Innovativeness Technical innovation, based on research resultsadily accepted.
(Hurley/Hult 1998) Management actively seeks innovative ideas.

Innovation is readily accepted in program/projeahagement.
People are penalized for new ideas that don't wirk.
Innovation in XYZ is perceived as too risky andesisted. /R

Power sharing

People are wiling to share their power - the@nisastmosphere of working together.

collaboration
(Hurley/Hult 1998)

(Hurley/Hult 1998) We tak about teamwork and sharing, but peopletigtield on to their power and
authority. /R
Authority is highly centralized; only a handfulthé top have it. /R

Support and People throughout XYZ are supportive and helpful.

There is a wilingness to accept responsibilityfddure.

There is a wilingness to collaborate across ozgonal units within XYZ.
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Learning and
development
(Hurley/Hult 1998)

XYZ provides opportunities for individual developmb@ther than formal training (e.g.

work assignments and job rotation).

XYZ encourages managers to attend formal develojahastiivities such as training,

professional seminars, symposia, etc.

There are people at XYZ who provide guidance anohs® regarding one's career.

Career management is a shared responsibilty bfdroployee and the manager.

(Kim/Cha 2000)

Managerial orientatic In my job, | want to advance up to a managemeriiigqos

In my job, | want to associate with top executivethe organization.
In my job, | want to be evaluated on the basisariagement skills.

Table 2-1:  Questionnaire items used in Chapter 3

M ain variables and items used in Chapter 4

Intenstity, diverstty,

(new; based on
calculations - see
chapter 4)

To what extent is each activity on the list usegbir organization?:

and their combinatiorPerformance appraisal as a basis for career giannin
of career manageme Assessment centers;

Peer appraisal;

Upwards (subordinate) appraisal

Career counseling by direct supervisor;

Career counseling by HR department;

Formal mentoring;

Career workshops;

Succession planning;

Common career paths;

Dual ladder (paralel hierarchy for professionaffst
Books and/or pamphlets on career issues;

Written personal career planning (as done by thanimation or jointly);
Postings regarding internal job openings;

Retirement preparation programs;

Formal education as part of career development;
Lateral moves to create cross-functional experience

Perceived career

| have been given training to help develop my aaree

management supporMy boss has made sure | get the training | neethjocareer.
(Sturges et al. 2002)I have been taught things | need to know to ger this organization.

| have been given a personal development plan.
| have been given work which has developed mg d&ilthe future.
My boss has given me a clear feedback on my peaforen

Match between
individual and

plans

1987)

Do your individual career goals match your compaogtreer goals for your future?

Does your career timetable match your companyetaiofe for you?

organisational careerDoes your career strategy match your companytegjréor you?

Can you meet your career goals inside your company?

(Granrose/PortwoodCan you meet your career timetable inside your eoy$

Can you meet your career strategy inside your coypa
Can you meet your family and work career plandéngour company?

Table 2-2:  Questionnaire items used in Chapter 4
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M ain variables and items used in Chapter 5
Recognition of the | think that in my company...
dual ladder (new) ... the technical ladder is just as attractive asvilivagerial ladder.
... the reputation of the technical ladder is equéthat of the managerial ladder.
... It is attractive to advance in the technical &dd
... the technical ladder is not a siding for faiingnagers.
Transparency of the | think that in my company...
dual ladder (new) ... the assignment of technical ladder postiotisarhierarchy is transparent.
... the assignment of technical ladder positiotisarhierarchy is comprehensible.
... t is easy to understand why some positionigher than others in the hierarchy.
Organizational | am quite proud to be able to tell people whs litwork for.
comittment | sometimes feel like staying in this employmentgood.
(Cook/Wall 1980) I'mwiling to put myself out just to help the orgzation.
Even if the firm were not doing too well finangial would be reluctant to change to
another employer.
| feel myself to be part of the organization.
In my work | like to feel | am making some effamqt just for myself but for the
organization as well.
The offer of a bit more money with another employeuld not seriously make me thin
of changing my job.
| would recommend a close friend to join our staff.
To know that my own work had made a contributiothteogood of the organization
would please me.
Career satisfaction In general, | am satisfied with my career status.
(Martins/Eddelston/ In general, | am satisfied with my present job.
Veiga 2002) | feel that my progress toward promotion is satisfey.
Self-directed career see above
management
(Briscoe/Halll
Frautschy DeMuth
2006)

=

Table 2-3:  Questionnaire items used in Chapter 5

2.3 Sample

37 organizations from a variety of industries maptted in the quantitative study. |
used this broad sample of industries to bolstergieeralizability of results. Figure 2-1

shows the distribution of organizations on the $asindustries.
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6
4
0

Chemical Pharmaceutical Financial Logistics Automotive Consulting Others
services

Figure 2-1: Number of organizations per industry

The average number of staff per organization wa23B3 The smallest organization
had 24, whereas the largest had 100,000. Figure categorizes the participating

organizations in four different groups based orir thember of staff.

Most of the participating organizations had incesatheir number of staff in the year
before data collection. The average turnover wasg faillion euro, mean age of the
organizations was 71 years, and 40% of the orgaoimawere family-owned at the time of

the study.
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<250 251-1.000 1.001-10.000 >10.000

Figure 2-2:  Number of organizations per size class (based addmint)

The participants were comprised of 662 employeas f87 organizations. The final
sample of key informants for the participating angations consisted of 37 HR managers
(17 men and 20 women), resulting in a responseafal®0%. Furthermore, 625 innovators
(500 men and 125 women) completed my questionnasejting in a response rate of 77%.
The mean age of the innovators was 39.5 yearsin@figpm 18 to 65, of whom 61% were
married, and 55% had at least one child. The ntgjtxdd a master's degree. Figure 2-3

shows the innovators’ highest level of education.
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100
50
0

High school Apprenticeship Bachelor's Master's Others

Figure 2-3:  Number of innovators per highest level of educatjoyup

The innovators’ mean working experience was 14s/eard the mean organizational
tenure was 9.5 years. Figure 2-4 shows the innas/aboganizational tenure. 30% said that
their current position was part of a technical Edd®d0% worked in development, 20% in
research and 10% in production. The other innogatmrked in many different areas, such

as IT, consulting, or marketing.
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<5 years 6-10 years > 10 years

Figure 2-4: Number of innovators per organizational tenure grou

The research described in Chapters 3 and 4 is lwestte full dataset. In contrast, in
Chapter 5 sample size is smaller. This is becadseus on individual level effects and do
only take those 33 of our 37 organizations intooaot which applied a dual ladder system

at the time of data collection.



What makes innovators turn into managers? 32

3 What makesinnovatorsturn into manager s?*

ABSTRACT

In recent years, increasing global competition masle innovativeness an ever more
important factor for achieving sustainable compatiadvantage. Innovators have therefore
become more significant for organizations. Accogtim career management research has
focused on managerial career orientation to beitelerstand innovators’ reactions toward
various career development opportunities. The dbgof the present study is to contribute
to that research by analyzing the influence of waveer attitudes and organizational culture
on innovators’ managerial career orientation, wittoday's changing career environment.
Drawing on a cross-level sample of 625 innovatonsl 87 HR managers from 37
organizations, the research results suggest thantitovators’ managerial career orientation
is negatively related to innovativeness, powerislgaand learning and development on the
organizational level and to values-driven careenagament on the individual level. In
addition, managerial career orientation is podiivelated to support and collaboration on
the organizational level and self-directed careanagement, boundaryless mindset, and
organizational mobility preference on the individuavel. Finally, we discuss the

implications of the results and highlight directdior future research.

! This unpublished working paper was written by RktHoffmann based on conjoint work with Dr. Ma#hi
Weiss and Prof. Dr. Martin Hogl. Previous versionsre presented at the Academy of Management
Conference 2012 under the title “The influence @Wwncareer attitudes and organizational culture on
managerial career orientation” and at the Europeaademy of Management Conference 2012 under tlee tit
“Predictors of managerial career orientation: Assrtevel study.”
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3.1 Introduction

As a reaction to the outstanding and still growimgportance of innovation
(Anderson, de Dreu, & Nijstad, 2004; Damanpour &iyv1984; Froehlich & Hoegl, 2012),
many organizations try to retain and promote vdkiabchnical talents, such as scientists
and engineers. Nevertheless, many of these innevatee an opportunity for career
advancement in a move into a management positiberely their technical talent is often
partially, and sometimes completely, lost to thgamization (Allen & Katz, 1986; Kim &
Cha, 2000). Triggered by this observation, careanagement research has become more
attentive to managerial career orientation, assithie key to understanding individuals’
reactions toward various career development oppibies (Aryee, 1992; Rynes, Tolbert, &

Strausser, 1988; Schein, 1975).

Generally speaking, managerial career orientatadsp labeled managerial career
preference (e.g., Delbecq & Elfner, 1970; Hassatdrris, & McCann, 2012; Morse &
Gordon, 1974; Schein, 1975; Schein, 1993; Zikiop&de, & Cerdin, 2010), can be defined
as a set of needs and values influencing an ingiVisl career path (Gerpott et al., 1988;
Igbaria et al.,, 1999; Kim & Cha, 2000). In partayl individuals with high managerial
orientation intend to eventually move into a mamaget position (Dalton & Thompson,

1985; Gerpott et al., 1988).

The work on managerial career orientation can béled into two subcategories:
The first focuses on how managerial career oriemtainfluences different work-related
outcomes, such as performance, career satisfactioayward preferences (e.g., Aryee, 1992;
Bailyn, 1991; Gerpott et al., 1988; Igbaria et 4999; Kim & Cha, 2000), whereas the
second, less-developed stream of research triexptain different levels of managerial

career orientation (e.g., Gerpott et al., 1988; Kir€ha, 2000). The latter aspect has mostly



What makes innovators turn into managers? 34

concentrated on individual career characteristeeg.( education or organization tenure),
types of current work, or national cultures as amplanation for different levels of

managerial career orientation (Gerpott et al., 1888er & Wager, 1971).

However, these research efforts have not takenaotount how, on the individual
level, career attitudes, such as self-directed etareanagement or a preference for
organizational mobility (Briscoe & Hall, 2006; Becge et al.,, 2006), might also affect
managerial orientation; as postulated by the thexdryeasoned action and the theory of
planned behavior, respectively (Ajzen, 1988, 19%]zen & Fishbein, 1980). Such
considerations are important because career a@tthdve shifted away from the traditional
organizational career in which the organizationldda¢ considered the primary career driver
(Arthur, 1994; Arthur & Rousseau, 1996a; BriscodH&ll, 2006; Briscoe et al., 2006; Hall,

1976, 2004).

In addition, few studies have considered how omgtional level constructs might
explain different levels of managerial career daéon (Gerpott et al., 1988; Kim & Cha,
2000). More specifically, the influences of orgatianal culture dimensions (Hult, Hurley,
& Knight, 2004; Hurley, 1995; Hurley & Hult, 1998n managerial career orientation have
neither been conceptualized nor empirically testeden though existing research on
organizational culture suggests that they mighy plarucial role in determining the career
aspirations of individuals within organizations (D& Laurent, 1989; Schein, 1985). This
view is also supported by research on organizdtisaeialization (Chao, O'Leary-Kelly,
Wolf, Klein, & Gardner, 1994; Jones, 1986; Miller Wager, 1971) and on the person-

environment fit (Edwards, 1996; Lewin, 1951; Peniifi89).

The present study redresses these research gapakilyg three main contributions.

First, we take into account the development desdrib new career theory and build on the
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theories of reasoned action and planned behavigge(i 1985, 1988, 1991; Ajzen &
Fishbein, 1980) to determine whether and how newetattitudes are related to managerial
career orientation. This is an important step toMamore comprehensive understanding of
how managerial career orientation is influencedh®gychanges and developments described
in new career concepts. Moreover, it is necessagnghe dramatic changes in employees’
career attitudes that question the traditional ragsions about organizations’ career
management (Baruch & Peiperl, 2000; Briscoe & H2006; Briscoe et al., 2006). Building
on the results of the conceptual and empiricalyasigl we advance theory by integrating the
relationships proposed by new career concepts thi¢hresearch on managerial career
orientation. Linking these two research streamsamers in organizations constitutes an
important step forward to better capture the unyileglcomplexity of innovators’ managerial

career orientations.

Second, by connecting the research on employeasagesial career orientation with
organizational culture dimensions, such as inngeagss and power sharing (Hurley &
Hult, 1998), we contribute to current career manag#, socialization, and person-
environment fit research. To this end, we addrbssquestions of how managerial career
orientation is influenced by organizational cultumad why some innovators turn into
managers in the course of their career. As a rethidt theoretical contribution deepens the
understanding of how organizational socializatiod ¢ghe person-environment fit influence
managerial career orientation. Given the widelyaldsghed effects of culture on many
domains of employee behavior (Hoegl et al., 20J2htenthaler, Hoegl, & Muethel, 2011;
Van Maanen, 1978; Van Maanen & Schein, 1979), iimjgortant to identify cultural aspects

in organizations that may promote or diminish irgovs’ managerial career orientation.
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Third, we make an empirical contribution by exam@the career orientation of 625
innovators from 37 organizations, including crosgel effects in our analyses. This
approach fills a void in the cross-level researchtioe meaning of organizational level
constructs as an explanation for different levélsnanagerial career orientation. Evidently,
this is long overdue, given the calls in the litara for cross-level analyses of organizational
behavior (Anderson et al., 2004; Klein & Kozlowsi0D00; Rousseau, 1985), such as
employees’ choice of career path. Based on thesdtsewe specify mechanisms by which
managers may adjust their organizations to retalnable technical talents in the positions

where they are most valuable.

3.2 Conceptual background and hypotheses

3.2.1 Managerial career orientation

Research on managerial career orientation has ts@mgly influenced by
Gouldner’'s (1957, 1958) local-cosmopolitan dichojoi\ryee & Tan, 1992; Gerpott,
Domsch, & Keller, 1986; Jauch, Glueck, & Osborn78P0 According to social role theory,
individuals’ latent social identities can causeirthieehavior to differ in organizations
(Biddle, 1986; Katz & Kahn, 1978; Turner, 1987). this sense, Gouldner (1957, 1958)
conceptualized two different identities, which habdled “cosmopolitans” and “locals.”
Whereas cosmopolitans are highly committed to aiapeed role skill (e.g., research or
new product development), locals are highly logathte employing organization (Berger &

Grimes, 1973; Delbecq & Elfner, 1970; Morse & Gardth974).

Transferring Gouldner’s distinction of cosmopolitand local identities to career

orientation, most studies in this area of reseademtify managerial and technical career
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orientation as the main subcategories of careemtaiion (Aryee, 1992; Gerpott et al.,

1988). In short, according to the different defons of managerial career orientation in the
literature (e.g., Kim & Cha, 2000; Schein, 1978yividuals with a strong managerial career
orientation can be described as employees who tedmcome influential managers in their
organizations. Their most important career aspngtiare to attain a position that requires
the application of managerial skills and to move impper management (Aryee, 1992). Such
employees are also willing to undertake subsequimdision-making and strive for

leadership. However, there are few empirical studie the determinants of different levels
of managerial career orientation. There are twalnlet exceptions: Gerpott et al. (1988)
found no significant cross-country differenceshie tevels of managerial career orientation,
and Kim and Cha (2000) pointed out that the proporof individuals with a managerial

orientation was higher in the private than in thubl sector, decreased with educational

level, and increased with organization tenure.

3.2.2 New career attitudes and managerial career orientation

An examination of career attitudes as determinaht®anagerial career orientation
cannot proceed without considering the ongoing gharin the professional world (Arthur,
1994; Hall, 1976). For several years now, the camenagement literature has emphasized
how, in the course of organizational change, tiawl#l careers have changed dramatically
(Arthur, 1994; Arthur, Khapova, & Wilderom, 2005ri8coe & Finkelstein, 2009; Briscoe et
al., 2006). Whereas the traditional career modedtipated the continuity of lifelong
employment and linear career progression in onéwar organizations (Baruch, 2006;
Valcour & Tolbert, 2003; Whyte, 1956), contemporagyeers reflect a “new deal,” in which

the commitment between employer and employee hastamtially diminished (Briscoe et
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al., 2010; De Vos & Soens, 2008; Sullivan & Arth@f06). Consequently, new ways of
viewing careers have come to the fore, which hawveurn inflected individuals’ career
attitudes (Briscoe, Henagan, Burton, & Murphy, 20Yalcour & Ladge, 2008). This
development has been described, in terms of the qaaeer theory, as the protean (Hall,

1976) and the boundaryless career (Arthur, 1994).

However, are these new career attitudes expeabednftuence innovators’
managerial career orientations, and if so, in whicys? To address these questions, we
draw on two prominent and closely related theanesocial psychology, namely, the theory
of reasoned action (Ajzen & Fishbein, 1980) and ttieory of planned behavior (Ajzen,
1988). These theories postulate that the best qggoedof a behavior is the intention to
perform the behavior. This intention, in turn, igwed to be influenced by personal attitudes
(Ajzen, 1985, 1991; Ajzen & Fishbein, 1980), whichn be defined as an individual’s
positive or negative evaluation of performing ataer behavior (Ajzen & Fishbein, 1980).
Both theories have been extensively used in stumfiégmiman behavior (e.g., Arnold et al.,
2006; Cordano & Frieze, 2000; Flannery & May, 2009¢vertheless, comparatively little
research has applied these theories to the voeatiealm (Arnold et al., 2006; Baruch &

Peiperl, 2000).

The theory of reasoned action (Ajzen & Fishbein@9and the theory of planned
behavior (Ajzen, 1988) offer a highly suitable freawork for the present study, as
managerial career orientation can be describechasdividual’s intention to move into a
management position. Therefore, according to thettveories, managerial orientation will
be influenced by personal attitudes, particulagyvrcareer attitudes in the context of this
study, of which the two most dominant conceptstheeprotean career (Hall, 1976) and the

boundaryless career (Arthur, 1994).
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Protean career attitudesThe protean career theory emphasizes the impartahc
psychological success resulting from a self-reliceteer management (De Vos & Soens,
2008; Hall, 2002, 2004). Hall (1976) introduced than “protean,” based on the Greek God
Proteus who could change his shape at will (H&lDZ 2004). In the course of a protean
career, the individual is in charge (not the orgation) and decides what constitutes career
success or failure (rather than relying on objectmeasures of success, such as salary
increases). Although protean career theory has Osenssed in the management literature
for years (Hall, 2004), few studies have examirteempirically. To rectify this situation,

Briscoe et al. (2006) constructed and validatetesda measure protean career attitudes.

The first protean career attitude, that is, saiécied career management, describes
an individual’'s independent role in managing hehisrcareer (Briscoe & Finkelstein, 2009;
Briscoe et al., 2006). As a result of the changisgchological contract between employer
and employee, individuals no longer rely on theaargation to provide opportunities for
development and career advancement (Granrose &ilB&@06; Paula, Kerry, & Lisa,
2005; Volmer & Spurk, 2011). Moreover, they areliwg to learn continuously and they are
permanently in search of new challenges (Briscoal.et2006; Crowley-Henry & Weir,
2007; De Vos & Soens, 2008). Hence, this attitudkies independence (Briscoe et al.,
2006; Grimland, Vigoda-Gadot, & Baruch, 2012), d@hdrefore resonates very well with a
managerial career orientation in which an indivictaves for the hierarchical advancement
and enlarged power base (Aryee, 1992; Gerpott e1288; Kim & Cha, 2000), which will

enable such a higher degree of self-direction.

Consistent with the theory of reasoned action &edtieory of planned behavior, in
their quest for self-reliant career managementpwators possessing a more self-directed

career attitude will try to proactively create oppaities for career advancement and self-
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presentation, rather than just awaiting opportasi{Briscoe et al., 2006; De Vos & Soens,
2008). This appears to shape an innovator’'s novedieliefs to being mainly concerned
with the organization’s management as the most rtapb reference group to approve or
disapprove of her or his professional behavior éAjz1985, 1991). Again, the resulting
intentions are very likely to concur with thoseaimanagerial career orientation, because
according to this viewpoint individuals also plat®re importance on the recognition in
their organization than in the respective professicommunity (Aryee, 1992). Hence, we

hypothesize:

Hypothesis 1. Self-directed career management s#tipely related to innovators’

managerial career orientation.

In addition to a self-directed career managemaediyiduals who hold protean career
attitudes follow their own values (rather than argational values) when managing their
career. By engaging in such values-driven career@gement, they concentrate on their own
needs and aspirations, instead of borrowing extestamdards, such as the organization’s
evaluations (Briscoe & Finkelstein, 2009; Briscdeak, 2006). In this vein, research on
employee turnover (Griffeth, Hom, & Gaertner, 200@s shown that innovators ascribing
more attention and importance to intrinsic workueal are less attached to their organization
(Chang et al., 2008). Conversely, individuals vatmanagerial orientation are supposed to
be highly interested in seeking recognition frorhestmembers of the organization and are
expected to be engaged in organization-directeategfies such as opinion conformity
(Gerpott et al., 1988; Kim & Cha, 2000). This ixhese they need to demonstrate a strong
sense of loyalty to the goals and values of theammation in order to succeed (Aryee,

1992).
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Following the theory of reasoned action and theoti of planned behavior, this
implies that the intentions of innovators possessirvalues-driven career attitude are less
related to their organizations and more connectedheir profession, and that such
innovators are less likely to see an organizatiomsmagement as their focal reference group.
Altogether, this reasoning consistently suggestat thaving a values-driven career
management attitude disfavors a managerial camneentation of innovators. Hence, we

hypothesize:

Hypothesis 2. Values-driven career management ggatively related to

innovators’ managerial career orientation.

Boundaryless career attitudesThe boundaryless career concept stresses the
significance of psychological and physical bountissness (Arthur et al., 2005; Arthur &
Rousseau, 1996b). In this respect, individuals lecindependent from traditional career
arrangements and seek to create and sustain aetor&ing relationships beyond
organizational boundaries (Lazarova & Taylor, 2009ingle & Mallon, 2003; Tams &
Arthur, 2010). Parallel to the protean career s, Briscoe et al. (2006) developed and
defined two specific boundaryless career attituttesenable empirical research on the

implications of new career development.

The first boundaryless career attitude identifiegd Briscoe et al. (2006) is the
boundaryless mindset, which describes individualat tare open-minded and actively
looking for various work-related relationships agarganizational boundaries (Briscoe &
Finkelstein, 2009; Briscoe et al., 2006; Ituma &mgson, 2009). In this context,
relationships mean career-related networks andactmtwith others (Jackson, 1996;

Littleton, Arthur, & Rousseau, 2000; Masaru & Tatsu2006; Sparrowe, Linden, Wayne, &
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Kraimer, 2001). These do not only imply connectitmpeople working in the individual's
field of vocational specialization, but with manthers, such as an organization’s suppliers
and customers, as well as with professional andalsconnections (Defillippi & Arthur,
1994; Hoegl et al., 2003; Morris & Wu, 2009). Henteese relationships do not provide
only expertise, reputation development, job opputies, power, visibility, and new
contacts, but also offer venues for career supguait personal development by facilitating
the exchange of information (Arthur, 1994; Granteet1974; Katz et al., 1995; Wittig-

Berman & Beutel, 2009).

These benefits can motivate individuals to pursuoaraer in management. As per the
theory of reasoned action and the theory of planbeldavior, we expect innovators to
recognize these potential benefits. Staying inrttehnical profession where such a broad
network might be less useful would thus constiut@issed opportunity, which individuals
usually tend to avoid (Festinger, 1957; Gilbert, réoedge, Risen, & Wilson, 2004;
Gilovich & Medvec, 1995). Innovators are likely take advantage of these positive
preconditions for a managerial career, thereby wd#ting their managerial career

orientation. Hence, we hypothesize:

Hypothesis 3. A boundaryless mindset is positivetyated to innovators’

managerial career orientation.

The second boundaryless career attitude, thatdbility preference, refers to careers
that go beyond one single employment relationsBiis¢oe et al., 2006; Pang, 2003; Pia,
2011). This is closely related to Gouldner’'s cosolib@gn orientation (Gouldner, 1957,
1958). Individuals with a high organizational mayipreference favor working for multiple

employers throughout their career, rather thanptfeglictability that comes from working
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continuously for the same organization (Briscoe i&kElstein, 2009; Briscoe et al., 2006;
Raider & Burt, 1996). Such an attitude thus coméh @& low level of commitment to the
organization (Sommerlund & Boutaiba, 2007; Stahllévl & Tung, 2002; Suutari & Smale,
2008), and is likely to be positively related te tildentification with the profession itself and
its content. As such, innovators with a boundasylesreer attitude prefer to seek recognition
and success as a member of their professionali@ntdic community (Chang et al., 2008;

Svejenova, 2005; Tremblay, Wils, & Proulx, 2002).

Consistent with the theory of reasoned action aedheory of planned behavior, this
makes such innovators more predisposed to folldechnical career path, as opposed to a
managerial career, which would afford higher levaidoyalty and orientation toward an
organization and its management (Gerpott et aB319remblay et al., 2002). Hence, we

hypothesize:

Hypothesis 4. Organizational mobility preference hegatively related to

innovators’ managerial career orientation.

3.2.3 Organizational cultureand managerial career orientation

Studies of organizational culture date back tol680s (Mayo, 1933). Nevertheless,
systematic research began only in the 1980s (Hidst@980; Schein, 1985). Although
abundant research has led to many different diefnstof this phenomenon (e.g., House,
Javidan, Hanges, & Dorfman, 2002; Schwartz, 199dnipenaars, 1993), these conceptions
have in common that organizational culture is dbedr as shared values, norms, and

practices in an organization.
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According to research on organizational socialatiorganizational culture affects
many domains of vocational behavior (Chao et &941 Muethel & Hoegl, 2010; Schein,
1990). Organizational socialization describes #wrning process by which an individual
assimilates and adjusts to a new or changed omggomnal role (Helena & Neil, 2006;
Taormina, 2009). Research has argued that orgamahtsocialization is multidimensional
(Fisher, 1986; Helena & Neil, 2006). These indememddimensions refer to different
aspects of an organization that pertain to an iddal, such as her or his respective role in

the organization, organizational policies, and stamalues.

The notion that people socialize best when thegegsod person-environment fit is
widespread in research on organizational behatdwerds, 1996). Basically, the operating
assumption is that intentions or behavior resoltrfithe relationship between the person and
the environment (Lewin, 1951; Pervin, 1989). Theref the person-organization fit, or, in
other words, the person-organizational culture lihs been identified as a potentially
important determinant of individual-level outcon{éseyer & Allen, 1997; Verquer, Beehr,

& Wagner, 2003).

The present study focuses on four cultural dimerssiannovativeness, power
sharing, support and collaboration, and learning) @velopment. Hurley and Hult (1998)
specifically developed these dimensions to desooitganizational cultures in innovative

environments, as befitting the present study.

Innovativeness.This first dimension characterizes an organizatioculture that
readily accepts technical innovation, in which ngaraent searches for innovative ideas and
accepts that innovation is risky and might leadaiture (Hult et al., 2004; Hurley, 1995;
Hurley & Hult, 1998). Innovators are highly recopsi in such cultures and their capacity to

innovate is seen as one of the most important fathat affect business performance (Hult
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et al., 2004; Hurley & Hult, 1998). This open reoiipn and appreciation of innovators that
is present among the workforce because of cultsoaialization makes innovators less
dependent on hierarchical advancement to develfgelang of achievement and of being

valued (Liu, Liu, & Wu, 2010).

Thus, there is notably less of an incentive in sargfanizations for innovators to seek
a managerial career. A management position is &se attractive to innovators in
organizations that have an innovation-orienteducaltgiven comparatively higher monetary
rewards for innovators (Aryee, 1992; Balliet, Muld& Van Lange, 2011; Gomez-Mejia et
al., 1990). Furthermore, the theory of person-emrirent fit (Edwards, Cable, Williamson,
Lambert, & Shipp, 2006) suggests that innovatorghvé technical career orientation
perceive their goals and interest as more congruetit an organization that has an
innovation-oriented culture, making them less kil adapt their orientation toward a more

managerial orientation. Hence, we hypothesize:

Hypothesis 5. Innovativeness in an organizatiameigatively related to innovators’

managerial career orientation.

Power sharing. Hurley and Hult's (1998) second dimension descrilvehether
people are willing to share their power, informati@and resources. It also refers to the
influence throughout an organization’s differenerarchical levels (Hult et al., 2004;
Hurley, 1995; Hurley & Hult, 1998). The rationaler fpower sharing in organizations is that
individuals develop more commitment to action wilbkay have a voice in the decision-
making process (Aaron, 1992; George, 2003; lliexyrgdson, & Nahrgang, 2005).

Therefore, managers and subordinates need to veméthter in a process of defining
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problems and searching for solutions (Hofstede, 31%8urley, 1995; Walumbwa, Wang,

Wang, Schaubroeck, & Avolio, 2010).

Once an organization has established a power ghatiliure, this culture will be
reflected through socialization in the attituded anrms of employees, which are then likely
to attach less importance to the personal posses$ipower and authority (Hurley & Hult,
1998; Thompson, 1965). It follows that such a aeltis more likely to nurture distrust and

refusal among the workforce toward an elevated eaination of power.

Consistent with the theory of organizational saza&lon and the theory of person-
environment fit, we argue that one of the most irgd motivations for innovators to
become a manager, and thus to develop a managarédr orientation, is enhancing power.
As such, innovators might be less inclined towanthanagerial career in organizations in
which enhancing power is probably less likely aegklvalued. Furthermore, innovators with
a high managerial career orientation aiming at rganal responsibility and power, and who
do not want to share decision-making with theiragdimates (Allen & Katz, 1986; Bailyn,
1991; Igbaria et al., 1999) might also be moreaatéd by organizations in which power

sharing is a less important cultural value. Hemezhypothesize:

Hypothesis 6. Power sharing in an organizationegatively related to innovators’

managerial career orientation.

Support and collaborationThe third dimension of organizational culture dealth
the degree to which individuals in an organizatoa supportive and helpful (Hurley, 1995;
Hurley & Hult, 1998). Studies have shown that atua of collegial support and

collaboration fosters organizational commitmentemapess, citizenship, and cooperation



What makes innovators turn into managers? 47

among employees (Moorman, Blakely, & Niehoff, 19%8)oades & Eisenberger, 2002;

Settoon, Bennett, & Liden, 1996). Furthermore, upmorts new ideas and their cross-
fertilization and makes people feel valued (AikerH&ge, 1971; Eisenberger et al., 1990).
Through socialization, this cultural dimension nmecourage people to collaborate across

organizational units (Hult et al., 2004; Hurley 959 Hurley & Hult, 1998).

As a result, in a supportive and collaborative waf managing relationships,
teamwork, and processes is expected to be a higtdgesting task for innovators, which
probably makes a managerial career appear moeetate. Even more importantly, such a
cultural environment is very likely to ease an imaor's entrance to a line management
position, which will make the change of career pathiably less difficult, and thus more
likely compared to organizations without a supp@rtculture. Furthermore, research on
organizational support has shown that individuasit®o help the organization to achieve its
objectives if they feel supported and valued (Charnyee, & Lee, 2005; Rhoades &
Eisenberger, 2002), which reflects commitment te tirganization, rather than to the

technical profession of an innovator.

Therefore, innovators are likely to be more willibgg change to a management
position, rather than focusing on technical innoreg in their respective field of
specialization. As outlined above, person-enviromimig is expected to strengthen this
increased inclination of innovators to develop anagerial orientation. Hence, we

hypothesize:

Hypothesis 7. Support and collaboration in an angation is positively related to

innovators’ managerial career orientation.
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Learning and developmentThe final dimension introduced by Hurley and Hult
(1998) is learning and development. It describesetivdr an organization provides
opportunities for individual career developmentotigh formal or informal training or
educational programs (Hurley, 1995; Hurley & HA®98). For innovators, ongoing training
and education is of utmost importance to stay ugdte in their technical field of interest.
Therefore, organizations that stress an organizalticulture in which learning and
development is encouraged, and which provide ensg®yith resources and opportunities
to do so, are expected to appeal more to such &oms; who are not interested in pursuing a
managerial career, but in further developing tpeafessional skills in a technical career. In
such a culture, innovators are provided with vasiopportunities for personal development
to enhance their motivation to acquire and applyciad new knowledge. Thus, the
socialization in such an environment is likely &sult in a nonmanagerial career orientation
among innovators and will cause innovators withamagerial career orientation to perceive

an inferior person-environment fit.

Therefore, the more an organization emphasizes @@whands learning and
development, the less attractive it might be fanowators to move into a management
position, where the focus of work is much more @andiing relationships. Hence, we

hypothesize:

Hypothesis 8. Learning and development in an omgdion is negatively related to

innovators’ managerial career orientation.
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3.3 Methods

3.3.1 Sampleand data collection

The empirical analyses are based on data pertatoing7 organizations from a
variety of industries (including automotive, cheals&; pharmaceuticals, logistics, and IT).
We used this broad sample of industries to bolsiergeneralizability of the results. After
agreeing to participate in our study, the orgaroznat provided the contact information of
one HR manager and of employees whose job destrgptnet the definition of innovators
given at the beginning of this chapter. We inviteem via e-mail to participate in a strictly
voluntary and confidential web-based survey. Thalfsample consisted of 37 HR managers
(17 men and 20 women) and 625 innovators (500 mmeh 125 women), resulting in

response rates of 100% for HR managers, and 77%rfovators.

To ensure content validity and to avoid possiblmicmn source bias, we used data
from different respondents to measure variableseravhpossible. We used data from
innovators to measure the dependent variable jgshatanagerial career orientation, and we
used the responses of the HR managers to measarandependent variables for
organizational culture. As this approach was naspie for the second set of independent
variables, that is, new career attitudes, we usadnidn’s (1967) single-factor test as a
common way to address the issue of common methodnea (Harman, 1967; Podsakoff,
MacKenzie, Jeong-Yeon, & Podsakoff, 2003). The testealed that no single factor
emerged from factor analysis, and that a genectbifaould not account for the majority of
the covariance among the measures. We concludéddhsubstantial amount of common

method variance was present (Podsakoff et al.,)2003
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3.3.2 Measures

Dependent variable: Managerial orientationVe used a scale developed by Kim
and Cha (2000) to measure the managerial careartation. In their study, it was designed
to determine the degree to which innovators seekdimnce their career in management.
The scale consists of three items, including “I tvém advance up to a management
position.” Cronbach’s alpha for this scale in thresent study was calculated to be .84. As
for all measures in the investigation, we used \we-fioint Likert scale ranging from

“completely disagree” to “completely agree” fordliependent variable.

Independent variables: Individual levelWe assessed new career attitudes with four
scales recently developed by Briscoe et al. (2006 first protean scale, self-directed
career management, was measured using an eighsd@mincluding items such as “l am in
charge of my own career.” Cronbach’s alpha for Hoigle was .76. It indicated the degree to
which employees believed that they have a verypgaddent career. The second protean
scale, values-driven career management, was delsignBriscoe et al. (2006) to determine
the degree to which individuals use their own valteedefine career goals. It consists of six
items such as “It doesn’t matter much to me hoveogeople evaluate the choices | make in

my career.” This scale had a Cronbach’s alpha2fnihe present study.

The first boundaryless career attitude scale, baxyhelss mindset, assesses
individual’'s preferences for working with peopletside their organization. The scale
consists of eight items including “I enjoy jobs thaquire me to interact with people in
many different organizations.” In our study, Crodiva alpha for this scale was .85. We
measured organizational mobility preference, theoiseé boundaryless scale, by using five

items such as “In my ideal career | would work doty one organization” (reversed coded).



What makes innovators turn into managers? 51

Cronbach’s alpha was .78. This scale indicatedidugee to which individuals want to work

for several employers throughout their career.

Independent variables: Organizational levéVe used four scales conceptualized by
Hurley and Hult (1998) to assess the dimensior@gdinizational culture. We measured the
first culture measure, innovativeness, with a fteen scale including items such as
“Technical innovation, based on research resudtseadily accepted.” Cronbach’s alpha for
this scale was .77, which indicated the organipaticability to successfully adopt or

implement new ideas, processes, and products.

Hurley and Hult (1998) conceptualized power shaisgthe second dimension of
organizational culture to determine the degreehilvauthority is decentralized. It consists
of three items such as “People are willing to sipaneer - there is an atmosphere of working

together.” Cronbach’s alpha was .76 in our study.

The next culture measure, support and collaboratiaticated the degree to which
people are willing to collaborate in the organiaatiWe measured it with a three-item scale
including items such as “People throughout my camypare supportive and helpful.” This

dimension of organizational culture had a Cronbaelpha of .79.

Learning and development, the fourth culture megsuas assessed with a four-item
scale. It indicates the degree to which the orgdiua is involved in the career management
of its employees. In this study, Cronbach’s alpdrathis scale was .85. An example of scale
items is “There are people at my company who pmwdidance and counsel regarding

one’s career.”

Control variables. As per many other contributions to studies of eewe(e.g.,

Briscoe & Finkelstein, 2009; Granrose & Portwoo®81; Sturges et al.,, 2005), we
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controlled for a set of individual characteristafsthe innovators at the individual level. We
did this because individual characteristics coulakilg influence managerial career
orientation. We used age (measured in years), gefidenmy-coded; 0 = “male,” 1 =
“female”), marital status (dummy-coded; 0 = “singld = “married”), the number of

children, and organizational tenure (in years).

To control for organizational level effects, we dssmmpany size (the logarithm (In)
of number of employees) and company age (the ligar{ln) of number of years). The
rationale was that the role of innovators in largeolder organizations might be different
than in smaller or younger ones, for example, asvators in small organizations are more
likely to work on a broader task spectrum and thesome more involved in managerial
tasks, in addition to their technical tasks. MomgVtraditional” career paths for innovators
are more likely to exist in older organizations,iethcould influence innovators’ managerial
career orientation. Table 3-1 shows the descripstatistics and correlations of the

individual level and organizational level variablesed in this study.

3.3.3 Analysis

The hypotheses of the present study required teshiea effects of organizational
level and individual level properties on individukdvel outcomes. This was because
managerial career orientation, new career attituded five controls were measured at the
individual level, whereas organizational culturel dawo control variables were assessed at
the organizational level. As regular OLS regressiwas unable to capture cross-level
relationships in an appropriate way, we chose tshareal linear modeling (HLM,;
Raudenbush & Bryk, 2001) as a more adequate teshrfior assessing these cross-level

relationships (Hofmann, 1997; Klein et al., 2000).
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One of HLM’s advantages over OLS regression is thaolves the problem of
aggregation and disaggregation bias (Bryk & Raudshp2002). As a result, HLM has been
recommended and extensively used for similar papas the present study (e.g., Hirst, Van
Knippenberg, & Zhou, 2009; Hofmann & Stetzer, 1988jethel et al., 2011). Since this
study involved assessing the impact of organizaliéwel factors on individuals, the HLM

model consisted of two levels.
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3.4 Resaults

Table 3-2 shows the results of the intercept-asames HLM model. It includes the
unstandardized coefficients of the organizatioeakl variables and of the individual level
variables used to predict the managerial careemtaiion of innovators. Regarding the
relationships between managerial career orientattodl new career attitudes, we
hypothesized that self-directed career managemdypathesis 1) and a boundaryless
mindset (Hypothesis 3) are positively related, wehesr values-driven career management
(Hypothesis 2) and organizational mobility prefeerfHypothesis 4) are negatively related
to innovators’ managerial career orientation. Témutts shown in Table 3-2 provide support

for Hypotheses 1, 2, and 3, but not for Hypothdsis

In addition, we hypothesized that the organizatiooalture measures, namely,
innovativeness (Hypothesis 5), power sharing (Hypsis 6), and learning and development
(Hypothesis 8) are negatively related, whereas aiignd collaboration (Hypothesis 7) is
positively related to innovators’ managerial caregentation. The results supported each of

these hypotheses.

As the correlation matrix in Table 3-1 shows seleaignificant correlations, we
estimated the variance inflation factors to chemkpotential multicollinearity. The variance
inflation factors of the variables were below 2rdicating there was no distortion of results

due to multicollinearity (Cohen, Cohen, West, & @ik 2003).
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M odel 1 M odel 2
Estimates Estimates
Variables Coefficient S.e. Coefficient S. e.
Individual level
Controls
Age -0.02* 0.01 -0.01 0.01
Gender -0.11 0.11 -0.06 0.10
Marital status 0.16 0.11 0.13 0.09
Number of chidren 0.11* 0.05 0.08* 0.04
Organizational tenure 0.01 0.01 001 0.01
New career attitudes
Self-directed career management 0.36** 0.08
Values-driven career management -0.15* 0.06
Boundaryless mindset 0.59** 0.06
Organizational mobility preference 0.09 0.05
Organizational level
Controls
Company size -0.07** 0.02 - 0.06** 0.02
Company age 0.15** 0.05 0.13* 0.05
Organizational culture
Innovativeness - 0.25* 0.07
Power sharing -0.23* 0.09
Support and collaboration 0.26** 0.09
Learning and development -0.13** 0.05

n= 625, level 1; n = 37, level 2p < .10; * p < .05; ** p < .01. Reported are undardized
coefficients.

Table 3-2:  Results of hierarchical linear modeling for innowet’ managerial career
orientation

3.5 Discussion

This research addresses why some innovators ttwnmanagers in the course of
their career. As expected, the results of our steshgaled that this seems to be rooted not
only in individuals’ career attitudes but also imesponse to organizational culture. In this
vein, the results highlight the importance of adividual’'s protean and boundaryless career
attitudes in shaping innovators’ career orientatiurthermore, it shows that individuals are

socialized in their organization, so that their agerial career orientation is influenced by



What makes innovators turn into managers? 57

organizational culture. In the following sectiong wliscuss the theoretical and practical
implications of this study’s results before notsmme limitations of the present research and

considering the implications for future research.

3.5.1 Theoretical implications

This study makes an important contribution to tiberature on managerial career
orientation and offers a number of theoretical iogilons. By applying the theory of
reasoned action and the theory of planned beh&witre context of career orientation, we
respond to recent calls in the literature for m@asearch on these theories in the vocational
field (Arnold et al., 2006). As a result, we shdwatt the theory of reasoned action and the
theory of planned behavior indeed offer a very uisébmework for career management
research by providing an explanation of how atgtidand intentions shape career

orientations.

By taking into account the development of new caagtitudes, this study adds to the
growing body of research on new careers (BriscoEidkelstein, 2009; Lips-Wiersma &
Hall, 2007; Peiperl & Baruch, 1997). The resultswtthat, in general, new career attitudes
are related to managerial career orientation, byergighlighting the importance of an
individual's protean and boundaryless career aiisu in shaping innovators’ career
orientation. As expected, self-directed career rgameent is positively related to managerial
career orientation of innovators, whereas thera reegative relationship between values-
driven career management and the dependent va(iabl&os & Soens, 2008; Hall, 2002,

2004).
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In addition, we found out that the higher the banytess career attitudes of an
innovator (Briscoe & Finkelstein, 2009; Briscoe at, 2006), the stronger her or his
managerial career orientation. However, it is quiteprising that organizational mobility
preference is (marginally) positively related toragerial career orientation as opposed to
the hypothesized negative association between thasables. We based Hypothesis 4 on
the theory of reasoned action and the theory ofrdd behavior. However, the results
indicate they were inappropriate in this context.pAssible explanation could be that
individuals with a high managerial career oriemathave a strong ambition to advance to an
upper management position (Aryee, 1992; Gerpotilet 1988; Kim & Cha, 2000).
Therefore, they might be willing to change emplopmdo seize opportunities for
hierarchical advancement in other organization®righer to reach their career objectives

more quickly (Gerpott et al., 1988; Kim & Cha, 2000

Overall, the results underscore how having newesaattitudes does not necessarily
lead to an enhanced managerial career orientagitimpugh this appears intuitive at first
glance because these new career attitudes suggestsaéer change between the different
career ladders. As such, the present study prowedesre comprehensive understanding of
how managerial career orientation is influencedhgydevelopments described in new career
concepts. Hence, it adds to the growing body ofarsh on the implications of new career
attitudes on vocational behavior (e.g., BriscoeikElstein, 2009; Briscoe et al., 2010; De
Vos & Soens, 2008; Segers et al., 2008). By linkmeygv career attitudes to managerial
career orientation, we provide a more detailed tstdeding of the determinants of
managerial career orientation. We thus contriboiteesearch on new career development by

showing the numerous attitudinal effects on innoksitmanagerial career orientation.
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Furthermore, connecting the research on employ®esiagerial career orientation
with research on organizational culture dimensioostributes to the literature on career
management. As expected, we show that the culiorengion of support and collaboration
is positively related, whereas the dimensions nbvativeness, power sharing, and learning
and development are negatively related to innosatmranagerial career orientation. We
thereby address the question of how managerialecaogientation is influenced by
organizational culture and thus contribute to regean the influences of organizational
culture (e.g., Deshpandé & Farley, 2004; Glissodag&nes, 2002; Hartnell, Ou, & Kinicki,
2011). In addition, we deepen the understandingoaf organizational socialization and the
relationship between the person and the environnmdhtences innovators’ managerial

career orientation.

By explaining the level of innovators’ manageriahreer orientation through
individual and organizational variables, this r@skas consistent with recent calls in the
career literature for perspectives that combine ituences of the individual and
organizational level (Anderson et al.,, 2004; Kl&nKozlowski, 2000; Rousseau, 1985).
This is of utmost importance in order to providenare holistic view of careers (Aryee,
1992; Gerpott et al., 1988; Kim & Cha, 2000). Farthore, this study forms part of a
growing body of cross-level management research links individuals’ vocational
behaviors to cultural variables (Cullen et al., £0Glisson & James, 2002; Muethel et al.,
2011). We provide an extended, cross-level basiufther work in the area of managerial
career orientation by introducing organizationaltume dimensions as antecedents. Such
cross-level research allows for a more precise titation of the influences of culture on

career orientation.
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3.5.2 Practical implications

As more and more organizations have to deal withititcreasing significance of
innovation, research such as this provides prddtisgghts regarding the managerial career
orientation of innovators and therefore fosters tineerstanding of innovators’ reactions
toward various career development opportunitie® Jiggestion here is that organizations
try to influence innovators’ managerial career wi@ion to attract and retain technical talent

in the area of innovation in two ways.

First, organizations should create a work enviromntbat is innovation-friendly,
which is characterized by power sharing, and suppeslues-driven career management
(Amabile, 1988; Woodman, Sawyer, & Griffin, 1998k cording to the componential model
of creativity and innovation in organizations (Anlap1983, 1985, 1988), this can be done
by improving several environmental components. Girgions should encourage creativity
by enabling open information flow and supportingvrideas at all levels of the organization

(Thompson & Brajkovich, 2003; Woodman et al., 1993)

Furthermore, innovators appreciate autonomy anddtmn (Abbasi & Hollman,
1994; Adler, 2003). Therefore, organizations shayriaint autonomy to innovators in their
day-to-day work to foster a sense of individual evahip of and control over work (Agin &
Gibson, 2010; Armson, 2008; Bainbridge, 2004). dstér autonomy, organizations have to
overcome the unwillingness of those with powerha brganization to share their power.
Thus, granting autonomy should preferably stathattop of the hierarchy (Daniels, 2010;

Fetscher, 2008; Kalyani, 2011).

In addition, the organization should balance itsuates toward pressure by searching
for a good match between positive challenges amgitive workload pressure (Amabile,

Hadley, & Kramer, 2002). Lastly, organizations ddouminimize organizational
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impediments to creativity, for example, consenratibureaucracy, and internal strife (Hirst,

Van Knippenberg, Chin-Hui, & Sacramento, 2011).

Second, we suggest that organizations should permaotinnovative organization
culture, for example, by establishing innovativession and vision statements, democratic
communication, flexible and adequate career managesystems, collaboration, boundary-
spanning, incentives, and leadership (Dombrowskalgt 2007; Kellermanns, Eddleston,
Sarathy, & Murphy, 2012; Talke, Salomo, & Rost, @0WVang, Begley, Hui, & Lee, 2012).
In addition, organizations should try to strengthiegir cultural commitments to innovation,
for example, through increased recognition of neghhical developments and an increased
number of technical employees (Knapp, 2012; LeegiRRahess, & Verhoest, 2011; Schein,
1994). They should refrain from actions that mightseen as unsuitable for an innovation-
friendly organization, for example, cutbacks ofamgible rewards such as conference and
publication support and sabbaticals (Allen & K&t286; Amabile, 1998; Balliet et al., 2011;

Katz et al., 1995).

3.5.3 Study limitations and future research

Notwithstanding this study’s contributions, its itations should be noted. The
research data were cross-sectional rather thanitloimgal. Therefore, our study can
demonstrate relationships between variables, manhot establish causality. A longitudinal
research design would deepen our knowledge ofahseatdity of relationships and the effects
of new career attitudes and organizational cultare innovators’ managerial career

orientation.
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Furthermore, the male dominance within our samBIE4) gives reason to think
about the possible consequences of this pronougesdier imbalance (Burke, 2007,
Hancock, 2012; Woolnough & Davidson, 2007). Althowge are confident that our sample
is representative of the population of innovatard despite the study attempting to control
for innovator’'s gender, the literature points towmber of potential influences such male
dominance may exert (Ackah & Heaton, 2004; Shajtake-Beard, & O'Neill, 2009). For
example, Bergeron et al. (2006) reported that woarenlikely to perceive themselves as
being less competent than men in managerial pasitwe, and Valcourt and Tolbert (2003)
found in their research on gender differences bggrboundaryless career attitudes of
employees that women experience more interorgaoimdt mobility, whereas men
experience more intraorganizational mobility. Asgo examination of the effects of gender
and gender diversity on the antecedents and ougahénnovators’ career orientations
might thus offer new insights for fostering inndeatin organizations, which is traditionally

a male-dominated domain.

Moreover, we hope that this research stimulatebduninvestigations on the role new
career attitudes and organizational culture plagetermining career orientation. As such,
the examination of further variables appears wolilenin order to deepen understanding of

the mechanisms underlying the observations instidy.

Moving toward such a more comprehensive theory mdéaedents of managerial
career orientations may not only help to developtsgies to cope with varying career
orientations of employees, but may also help te &dvantage of them. In this regard, future
research might also want to develop and test patemterventions that could directly

influence innovators’ career orientations. Suckmntions have already proven effective in
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other fields of research (e.g., Betz & Schifandd@liver & Spokane, 1988; Rosenthal &

Crisp, 2006), so they present a promising avendetofe research on career orientations.
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4 Effectsof organizational career management®

ABSTRACT

Due to the ever-increasing importance of innovatiad the pivotal shifts under way
in the labor market, organizations have a greagmdnto use their organizational career
management system to retain their key innovatong. dbjective of the present study is to
explicate how intensively organizations should gppheir organizational career
management practices and how diversified their lmunfl career management instruments
should be to increase innovators’ perceived camgamagement support. Furthermore, this
study tests if organizational career managemenpa@tipincreases the match between
individual and organizational career plans. Drawiog a cross-level sample of 625
innovators and 37 HR managers pertaining to 37rzg#ons, the research results suggest
that organizations should apply organizational @areanagement practices intensively but
should not simply use as many instruments as pess$ibrthermore, the study reveals that it
is not worth the effort to further diversify an edidy intensively applied organizational
career management system. In addition, we shovsiéiygorelationship between innovators’
perceived career management support and the mataledn individual and organizational
career plans. Finally, we discuss the implicatiohsur results and highlight directions for

future research.

2 This unpublished working paper was written by i&tHoffmann based on conjoint work with Prof. Dr.
Martin Hgl and Prof. Dr. Miriam Muthel.
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41 Introduction

In today’'s world of strong international competitioand dynamic markets,
innovativeness is becoming an ever more importamtpetitive advantage for organizations
(Gemuenden & Hoegl, 1998; Hoegl & Parboteeah, 204ivon, Erez, & Naveh, 2004). A
particular group of employees, the so-called inbanga forms the basis of an organization’s
successful innovativeness (Domsch & Gerpott, 198siwig & Domsch, 2011; Walter et
al., 2011). This group is responsible for the iratoyn process in an organization and
consists, for example, of scientists and enging@efiesffer, 1994; Rothwell & Poduch, 2004;
Stewart, 1997). To secure the economic well-beihghe organization, these innovation
specialists should be retained (Ball, 1998; Gerpdi®94; Higgins, 2001). Many
organizations try to respond to this increasingantgmce of their key technical talents by
applying their bundle of organizational career ngmmaent practices in a way that fits the
needs and preferences of their innovators (AshtoMd&ton, 2005; Katz, 2004; Lepak &
Snell, 1999). This organizational career managenranitdes all the activities, practices,
tools, and instruments used to manage and devVieédpamployees’ careers (Bowen & Hall,

1977, Dries, Vantilborgh, & Pepermans, 2012b; Staret al., 2002).

Unfortunately, finding the right way to use orgatimnal career management to
make sure that key innovators keep coming backassee said than done (Aryee, 1992;
Seema & Sujatha, 2012; Stumpf, 1988). One reasghtnfie that careers have changed
dramatically in recent years, resulting in the ticgaof new career attitudes such as strong
self-directed and values-driven career managemeindoviduals (Arthur, 1994; Arthur et
al., 2005; Briscoe & Finkelstein, 2009). In otheords, moving away from the traditional
career also means moving away from the organizateing the primary career driver

(Arthur, 1994; Briscoe et al., 2006; Hall, 19966896b). Nevertheless, this does not
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necessarily mean that organizations have no inflel@m their employees’ careers (Baruch,
2006; Baruch & Peiperl, 2000; Lips-Wiersma & H&007). For example, recent research
has shown that offering career management helpostgpprganizational competitiveness
(London, 2002), increases the employability of fst@éBaruch, 2001), and boosts

organizational commitment (Sturges et al., 2002).

The ongoing changes in the relationship betweenla@mpand employee have put
considerable pressure on organizational career geament systems to become effective and
to achieve the objectives of their application (eRBpruch & Peiperl, 2000; De Vos et al.,
2009; Parboteeah, Hoegl, & Styborski, 2005; Vergargy 2008). As a result, finding
adequate ways of using organizational career mamage to retain innovators at the
organization is both increasingly necessary andentbificult (Baruch, 2006; Baruch &
Peiperl, 2000; Lips-Wiersma & Hall, 2007). Unforaialy, hitherto this question has not
been adequately addressed. Despite the growingresitein organizational career
management as an instrument to develop innovatwasters, there are few rigorous
empirical examinations on how to adequately useamggptional career management
practices (De Vos et al., 2009; Lips-Wiersma & Ha&007). For instance, Baruch and
Peiperl (2000) identified five groups of career igement practices and linked them to

certain organizational characteristics.

A reason for the scarcity of investigations in thasearch area is that the
organizational aspect in career theory lacks a cehgmsive framework, making it difficult
to conduct empirical studies (Baruch & Peiperl, @00rhe problem of generating such a
framework seems to be that the concept of a caseewestigated from many different
perspectives, such as psychology, sociology, ecasymnd business administration (Arthur

et al., 1989), but none of these viewpoints hasided on careers in the organizational
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context. Therefore, the conceptual background gamizational career management is rather

thin.

However, research on organizational career managemseurgently needed to
address the growing importance of innovators fajanizations. Although various studies
attest to a positive role for organizational care@magement practices in general (Aryee,
1992; Baruch & Peiperl, 2000; Chang et al., 200Bn K& Cha, 2000), it remains unclear
how these instruments should be applied to sugpdividuals’ careers. The diversity of
organizational career management practices, as agelthe intensity of the use of the
individual HR measures, are likely to affect indiwvals’ perceptions of career management
suitability because they symbolize the career mamagt support provided by the HR
department. Nevertheless, up to now, neither tjie way of using an organizational career
management system, nor the perceived suitabildynfthe technical talents’ perspective

have been investigated.

In this paper, we address these research quesdiahsaim to make three main
contributions. First, by drawing on organizationslipport theory, we specify how
organizations can use career management practcesctease innovators’ perceived
organizational career management support (Aselagéé&nberger, 2003; Eisenberger et al.,
1986). This will address the questions of how istegly organizations should apply their
organizational career management practices and diversified their bundle of career
management instruments should be to increase itorsvgerceived career management

support.

Moreover, we respond to recent calls in the camanagement literature for
investigations of how careers should be shapediheenced by organizations (Baruch,

2006; Baruch & Peiperl, 2000; Lips-Wiersma & Haf]p07; Sturges et al., 2005).
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Furthermore, we take an important step toward aernsomprehensive understanding of the
role organizational career management plays for émeployer-employee exchange

relationships.

Second, we apply a cross-level approach to inya&tstithe role of organizational
career management practices for technical talpetgeptions of organizational support. Our
procedure takes into account the different levélamalysis, that is, organizational level
organizational career management practices andvidudil level perceptions of
organizational career management support. This sneetrent requests for cross-level
research in the field of human resource managerf@mierson et al., 2004; Klein &

Kozlowski, 2000; Rousseau, 1985).

Third, we determine if perceived organizationakesirmanagement support increases
innovators’ perception of career fit; that is, thatch between individual and organizational
career plans. Therefore, we discuss whether a hidegree of perceived organizational
career management support will lead to a strongatcim between individual and
organizational career plans. In so doing, we supihersocial exchange theory, the norm of
reciprocity, and career management research tfsatilptes the importance of organizational
career management. We also address the questiowhgf organizations should use
organizational career management practices to asereinnovators’ perceived career

management support.

In the following sections, we describe our reseatclly and results. In the first step,
we explain our conceptual background and hypothdseslopment, before we introduce
our research method. After that, we present thatsesf our cross-level investigation of data

from 625 innovators and 37 HR managers from 37 roegdions. The paper closes with a
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discussion of the study’s main implications, alevith the limitations and outlook for future

research.

4.2 Conceptual background and hypotheses

4.2.1 Organizational career management

Organizational career management can be defindieasfforts of an organization to
manage and develop its employees’ careers (Baruekigerl, 2000; Forster, 1993; Stumpf,
1988). In particular, it often includes career cseling, mentoring, training, and written
career planing (Baruch & Peiperl, 2000; Granros@d&twood, 1987; Latack, 1990). The
objective of organizational career management i;¢cease employees’ perceived career
management support (London & Stumpf, 1982; Parlabtet al., 2005; Sturges et al., 2002).
Furthermore, it aims at helping individuals to sigy-to-date in their technical field of
specialization and to expand capabilities into nearking areas (Granrose & Portwood,
1987; Orpen, 1994; Sturges et al., 2005). In smgjocareer management help by the
employer is supposed to increase individuals’ fegbf self-worth as well as their ability to
learn how to learn. It qualifies individuals forrear progession in the organization

(Parboteeah et al., 2005; Sadler-Smith & Badge881Stumpf, 1988).

Research on organizational career management metdlys with the implicit
assumption that providing organizational career agement always benefits the
organization (e.g., Carter, 2002; De Vos et alQ2®De Vos & Soens, 2008; Lips-Wiersma
& Hall, 2007; London & Stumpf, 1982; Parboteeahaét 2005; Stumpf, 1988). The
rationale behind this is that career managemenpt linethe employer is supposed to improve

employees’ abilities and competencies, which, im,tuncreases their contribution to the
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success of the organization (Cordero, DiTomaso,a&i§, 1994b; Debackere & Buyens,
1997; Desimone et al., 2002). As a result, thiswvieas led to formulation of the
organizational support theory (Aselage & Eisenber@®03; Eisenberger et al., 1986;

Zagenczyk, Scott, Gibney, Murrell, & Thatcher, 210

4.2.2 Organizational career management and perceived support

According to organizational support theory, empks/eonstantly evaluate how they
are treated by the organization (Aselage & Eisegdrer2003; Eisenberger et al., 1986;
Eisenberger et al., 1990). This is because thdmeda signals to them how much the
organization values their contributions and howofable the organizations’ orientation
toward them is (Cakmak-Otlgu, 2012; Moorman et al., 1998; Rhoades & Eisendéxerg
2002). For example, research based on organizatsumaport theory has shown that
organizational justice increases employees’ tmushé organization which reduces concerns
about inadequate compensation and job loss (W&yhere, Bommer, & Tetrick, 2002;
Wayne, Shore, & Liden 1997; Zagenczyk et al., 203) a result, organizational career
management is supposed to symbolize to individubés they are respected by the
employing organization because offering organizeticareer management is an effort for

the organization (Allen, Shore, & Griffeth, 2003u&pf, 1988).

Based on organizational support theory, many rebestudies have been conducted
on the effects of specific practices of organizadlocareer management on individual
outcomes, such as organizational commitment (édlen, Shore, & Griffeth, 2003;
Schlichting, 2011; Steffen, 2011; Wayne et al., 200However, research on how
organizations should apply their organizationakearmanagement system as a whole has

been scarce (Baruch, 2006; Baruch & Peiperl, 200ps-Wiersma & Hall, 2007).
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Therefore, in our paper, we would like to focus the influence that the way how
organizations apply their organizational career ag@ment has on innovators’ perceived

career management support.

In this respect, organizations have three relatédlistinct possibilities (Granrose &
Portwood, 1987; London & Stumpf, 1982; Stumpf, 108Birst, they can use their
organizational career management intensively (Laty@ndraud & Laurent, 2010; O'Cass
& Liem Viet, 2007). For example, this means that#® department or the management of
an organization spread information on the orgammat career management of the
organization and that career management practreesoasistently applied (Aryee & Chong
Chee, 1991; Debackere & Buyens, 1997; Thobani, R0O$2cond, organizations can
diversify their organizational career managementdging additional career management
practices to their organizational career manageragstem (Chang et al., 2008; Cordero,
1999; Portwood & Granrose, 1986). Third, they carbdth, increasing the intensity as well
the diversity of organizational career managemefergott & Domsch, 1986;

Manolopoulos, 2006).

In line with the organizational support theory, agsume that organizational career
management increases innovators’ perceived caregragement support (Panaccio &
Vandenberghe, 2009; Seema & Sujatha, 2012; Set&bvoal., 1996). When innovators
receive career management help by their employey imight feel supported by the
organization because organizational career managesignals to the innovators that their
contributions are recognized and worth the efforbvffer such career management help. For
example, innovators might appreciate when an orgéion shows interest in their long-term
development by offering the possibility and thedito participate in career management

practices, such as formal training or career cdurgeby the supervisor or the HR
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department. In addition, providing a huge range cafeer management practices to
innovators might be understood as an indicator ttiatorganization cares about the career

development of its key employees. Hence, we hypitbe

Hypothesis 1. Intensity of organizational career nagement is positively

related to innovators’ perceived career managensepiport.

Hypothesis 2. Diversity of organizational career magement is positively

related to innovators’ perceived career managensepport.

Hypothesis 3. The combination of the intensity arlde diversity of
organizational career management is positively atedl to

innovators’ perceived career management support.

4.2.3 Perceived support and career fit

Social exchange theory (Blau, 1964; Homans, 1958 the norm of reciprocity
(Gouldner, 1960) postulate that social change dalilgy are the result of an ongoing
exchange between parties (DeConinck, 2010; Riggémondson, & Hansen, 2009;
Zagenczyk et al., 2010). In these negotiationsividdals will return benefits for benefits
(Baranik, Roling, & Eby, 2010; Hochwarter, Kacm®&errewé, & Johnson, 2003; Sluss,
Klimchak, & Holmes, 2008). In line with that, resela on perceived organizational support
proposes that employees who feel supported by niy@oging organization will respond
with a more favorable approach toward their employ@hen et al., 2005; Panaccio &
Vandenberghe, 2009; Zacher & Winter, 2011). Manydigts have underlined this
relationship, for example, by showing that percdiwgganizational support is positively

related to affective commitment to the organizati®hore & Wayne, 1993), work
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attendance (Eisenberger et al., 1986), job perfocedEisenberger et al., 1990), citizenship

behavior (Shore & Wayne, 1993), and job satisfac{iisenberger et al., 1997).

However, up to now, the positive influence of pered organizational support has
not been tested in the context of careers (KiewRestubog, Zagenczyk, & Hochwarter
2009; Kilduff, 1990). Drawing on social exchangedhy and the norm of reciprocity, we,
therefore, assume that organizations which incraéhs& innovators’ perceived career
management support have a competitive advantageooganizations that do not. This is
because offering career management help mighgturm, increase the match between the
career plans of the individual and the career plainthe company for her or him. The
rationale behind this is that innovators will appage receiving career management support
by their employer and will respond with a more falde approach toward the organization.
In other words, innovators might care more aboet dnganization when they have the
feeling that the organization cares about themth&ssocial exchange theory and the norm
of reciprocity suggest, innovators might return défée when they feel supported by the

employing organization. Hence, we hypothesize:

Hypothesis 4. Perceived organizational career mamagnt support is positively
related to the match between individual and orgational career

plans.

4.3 Methods

4.3.1 Sampleand data collection

The study draws on data pertaining to 37 orgarmamatirom a variety of industries

(including automotive, chemicals, pharmaceutidaigistics, and IT). We deemed this broad
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sample of industries necessary to bolster the génability of the results. After agreeing to
participate in our study, the organizations prodidbe contact information of one HR
manager and of employees whose job descriptionspleeinwith our understanding of
innovators described at the beginning of this papkese individuals then received e-mail
invitations to participate in a strictly voluntaand confidential web-based survey. The final
sample consisted of 37 HR managers (20 women anohely) and 625 innovators (125
women and 500 men), resulting in response rateH0% for HR managers and 77% for

innovators.

4.3.2 Measures

Variables on the organizational level: Intensity dn diversity of career
management as well as their combinatioin the first step, HR managers were asked
guestions regarding the use of career managemadatiqes at the organizational level. To
assess the diversity of the organizational caremmagement practices of the participating
organizations and how intensively they are appheelprovided HR managers with a list of
17 HR instruments developed by Baruch and Peigéf). The list is depicted in Table 4-

1.

Whereas many other investigations have focused osmall set of career
management practices, we have chosen this listubea#a provides a comprehensive range
of the career management instruments currently se. WAdmittedly, other studies have
provided lists of career management practices, (Eayler, 1996; Gutteridge, Leibowitz, &
Shore, 1993; London & Stumpf, 1982; Mumford, 19P@rboteeah et al., 2005; Thomson et

al., 1997; Walker & Gutteridge, 1979). However, tlesearch design, purpose, and target
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group of the present study appeared to best fgauch and Peiperl’s (2000) list because

they constructed it for a research purpose closeits.

According to their study, the first four activitiem the list relate to performance
appraisal and build the foundation for career dewcss taken by the organization.
Organizations use the following six instrumentplan their employees’ careers. The next
three are formal in nature, whereas the last foargeneral. We asked HR managers to
indicate on a five-point Likert scale ranging frotnot applied at all” to “applied

extensively” to what extent each activity on the is used in their organization.

. Performance appraisal as a basis for careelfiqgann
. Assessment centers

. Peer appraisal

. Upwards (subordinate) appraisal

. Career counseling by direct supervisor

. Career counseling by HR department

. Formal mentoring

. Career workshops

. Succession planning

. Common career paths

. Dual ladder (parallel hierarchy for professiwstaff)

. Books and/or pamphlets on career issues

. Written personal career planning (as done bygttenization or jointly)
. Postings regarding internal job openings

. Retirement preparation programs

. Formal education as part of career development
. Lateral moves to create cross-functional exper

O© 0O ~NO OIS~ WDN P
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Table 4-1:  Organizational career management practices used tims research
(developed by Baruch & Peiperl, 2000)

In the next step, we measured the diversity ofafganizational career management
of an organization by summing up the number of @anganagement practices used in that

organization. After that, we divided the resulttbg number of items on the list.
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Furthermore, we calculated the intensity of theliappon of organizational career
management practices by summing up the respectores chosen by the HR managers for
each item on the career management practicesWist.again divided the result by the

number of items on the list.

In addition, we multiplied an organization’s scdog diversity with the respective
score for intensity to calculate a factor indicgtinow intensively and diversified an

organization uses organizational career managepnadatices.

Variables on the individual level: Perceived careeranagement support and the
match between individual and organizational cargaians.On the individual level, we first
asked the participating innovators to indicate ttatvextent they had experienced
organizational career management support. Theref@eised a six-item scale developed by
Sturges et al. (2002) including items such as “Mgdhas made sure | get the training |
need for my career’” and “lI have been given traintoghelp to develop my career.”

Cronbach’s alpha for this scale was .87.

In the second step, we asked innovators about ¢lgeed of the perceived match
between individual and organizational career pldimsdo this, we used a seven-item scale
developed by Granrose and Portwood (1987) includerms such as “Do your individual
career goals match your company’s goals for yotur&?” and “Does your individual career
strategy match your company’s career strategy dor?y This scale had a Cronbach’s alpha

of .91.

Control variables.To control for organizational level effects, we ds®mpany size
(the logarithm (In) of number of employees) and pamny age (the logarithm (In) of number
of years). The rationale behind this is that thé rof innovators in larger or older

organizations might be different from their rolesimaller or younger ones.
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In line with many other studies of careers (e.giisébe & Finkelstein, 2009;
Granrose & Portwood, 1987; Sturges et al.,, 200%),cantrolled for a set of individual
characteristics of the innovators at the individiedel. We did this because individual
characteristics could easily influence perceivece@amanagement support as well as the
match between individual and organizational captems. We used age (measured in years),
gender (dummy-coded; 0 = “male,” 1 = “female”), melr status (dummy-coded; 0 =
“single,” 1 = “married”), the number of childrenp@ organizational tenure (in years). Table
4-2 shows descriptive statistics and correlatidrib® individual level and the organizational

level variables used in this study.



78

Effects of organizational career management

(parer-omy) TO > d
GO >d«
az1s
g|dwes |ang| [euonemual U0 paseq suonea.110d 0} JugeAnba are @09 [9A9] [euoneziuebio ay) ‘Bunybiamiaiunod
UM -azisegdig pajybiamiaiunod am ‘Arenba uoneziueblo yag@om 0] ‘JanamoH “uoireziuebio eyl ul fenpinpul
yoea 0] So|qeLma| euoieziuebio paubisse am ‘suonea1iod 8880 aINdwod 0] "Z 9N ‘L€ = U ‘T |9Ag| ‘GZ9 = U

w92 ST wbT 329 Y0 TO 907 PO wET -wIT° S@E. 056 ainua) [euoneziuello
- GG P2 %8F 90" €0 x0T «0T° 90 - TO «80ZT1'T 160 UJIPIY Jo JagquNN
-- 60" by L0° €00 x0T x80° 80 - €0° TO6Y'0 T90 snyess [ele

-- »8T'- 20°- 80" €0'-T0° SO TO - 006E0 6T0 18pusy

- €0° €0'-«IT 0T xbT - GO +60'86'L TS6E aby -

--G9" TO'- €0°- TOVO" EF ¢80 9T°¢C sueld Jaased [euonezuefiio

pue jenpinpul usamiaq Yaep -

- 000 200 VO wZT wbT 160 LZ°€ yoddns

EQC@@.@C.@E Jo9aled PoANRIIed -’

-V ¥Z'IE 00 660 Z8'€ () abe Auedwo) -

- C&YY  CT v¥'C S€L (u) 8zs Auedwo?

- 08z G8'0 /E'Z uswabeuew Joased _MCO_HMN_CGQ_O

Ayslanp pue Aysusiul pauiquo)
-- X0 220 €L0 awabeuew Jasred Jo Ausiang -
-- 0V'0 6T'E Juawabreuew Jaaleo Jo Aisua|

T
1T
0T

N

IT 0T 6 8 L 9 9 14 € [4 1T 'PSUeLN olqelre/\

Descriptive statistics and correlations of varia$ié

Table 4-2:
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4.3.3 Analysis

As already mentioned above, our research questemnsred testing of the effects of
organizational level properties on individual leweltcomes, as well as an analysis of the
effects of individual level properties on individulegvel outcomes. This is because we
measured perceived organizational career managesuppbort, the match of individual and
organizational plans, and five controls at the vidiial level, but we assessed the intensity
and diversity of career management as well as tiweitbination plus two control variables
at the organizational level. As a result, we chbsgrarchical linear modeling (HLM,;
Raudenbush & Bryk, 2001) as an adequate technojassess these cross-level relationships
(Hofmann & Gavin, 1998; Morgeson & Hofmann, 199Rgsearch comparable to ours has
recommended and extensively used HLM (e.g., Hiral.e2009; Hofmann & Stetzer, 1998;
Muethel et al., 2011). Given that this study inwalvan assessment of the impact of

organization level factors on individuals, the Hlovbdel consisted of two levels.

We used data from different respondents to meaga@bles, where possible, to
ensure content validity and to avoid possible comsaurce bias. As this approach was not
feasible for testing the relationship between peetkcareer management support and the
match between individual and organizational captens, we used Harman’s (1967) single-
factor test as a widely accepted means of addgsseissue of common method variance
(Harman, 1967; Podsakoff et al., 2003). The testaked that no single factor emerged from
factor analysis and that no general factor accotortsnost of the covariance among the

measures.

Furthermore, we applied the technique recommengddraell and Whitney (2001)
to check for a potential common method bias. Tleegfwe identified technical career

orientation, a set of needs and values influen@ngindividual’'s choice of career route
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(Gerpott et al., 1988; Igbaria et al., 1999; KinC&a, 2000), as a marker variable because it
should not be theoretically relevant to the indinatloutcome variable in our model (Lindell
& Brandt, 1999). Individuals with a high degreet@¢hnical orientation want to experience a
career in their technical area of interest (Dakkoimhompson, 1985; Gerpott et al., 1988).
The scale consisted of four items including “I wembe evaluated on the basis of technical
contribution” and “I want to contribute to a bod{ science and technology.” Cronbach’s
alpha for this scale was .76. Evidently, the nom$icant and low correlation of this variable
with the outcome variable in our model (0.04) wadigative of little, if any, common
method bias in our data (Podsakoff et al., 2003.d6hcluded that no substantial amount of

common method variance was present (Podsakoff, &0 3).

44 Results

4.4.1 Intensity and diversity of organizational career management

Table 4-3 shows the results of our multiple regoessanalysis concerning the
relationships between intensity, diversity, andirttmbination as well as innovators’
perceived career management support. Our analysiealed that the intensity of
organizational career management practices isiypelyitrelated to innovators’ perceived
career management support, which supports Hypathési However, there was no
significant relationship between the diversity ofanizational career management practices

and perceived career management support. Theréfgpathesis 2 was not supported.
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Results of hierarchical linear modeling for innowed’ perceived career

management support

Table 4-3:
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Furthermore, the results of our analysis showetldbha combined term of diversity
and intensity was negatively related to innovat@aiceived career management support.
This goes against the assumption of HypothesioJuither interpret the interaction effect,
we assessed the simple slopes of the relationshiywelen the intensity of the use of
organizational career management practices andvaows’ perceived career management
support contingent upon the level of the diversifyan organizations’ bundle of career
management instruments and calculated their ledfetsgnificance (Aiken & West, 1991).
We analyzed the simple slopes one standard dewiatiove and below the mean level of the
intensity of organizational career management aaghtted the graph shown in Figure 4-1

to depict the interaction.

As the correlation matrix depicted in Table 4-2w@h®everal significant correlations,
we estimated the variance inflation factors to &hémr potential multicollinearity. The
variance inflation factors of the variables weréobe2.1, which indicated no distortion of

results due to multicollinearity (Cohen et al., 2P0
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Perceived career management support

-1SD Mean +1SD
Intensity of careermanagement

== High diversity of career managemenri’—Low diversity of career manageme|nt

Figure 4-1: Interaction of intensity and diversity on perceisegport

4.4.2 Effectsof perceived organizational career management support

Table 4-4 shows the results concerning the relships between innovators’
perceived career management support and the mataledn individual and organizational
career plans. Our analysis revealed a positivéioekhip between the two variables, thereby

supporting Hypothesis 4.
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M odel 1 M odel 2
Estimates
Variables Coefficient s.e. Coefficient s.e.
Individual level
Controls
Age - 0.00 0.01 0.00 0.01
Gender -0.01 0.09 -0.13 0.07
Marital status 0.12 0.09 0.10 0.07
Number of chidren 0.02 0.04 - 0.02 0.03
Organizational tenure 0.01 0.01 0.00 0.01
Perceived career management support 0.61** 0.03
Organizational level
Controls
Company size - 0.03* 0.01 - 0.03** 0.01
Company age 0.01 0.04 0.01 0.03

n=625, level 1; n= 37, level 2p < .05; ** p < .01. Reported are unstandardizedfficients

Table 4-4: Results of hierarchical linear modeling for matcktween individual and
organizational career plans

45 Discussion

This research addresses the question of how om#@ms should use and apply their
bundle of organizational career management pract8erprisingly, the results of our study
reveal that the application of career managemesttuments as intensive and diversified as
possible is not the best solution for organizatitméandle and support the careers of their
innovators. This goes against the implicit viewpemHR literature that career management
efforts will always benefit organizations (Baru@06; London & Stumpf, 1982; Stumpf,
1988). In this vein, our results highlight the imfamce of using organizational career

management in the right way to ensure the retemtidey innovators.

In the following sections, we discuss the theoattienplications of this study’s

results and offer guidelines on how to handle omgdional career management in the best
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possible way. After that, we point to some limibat of the present research and consider

some future research possibilities.

45.1 Theoretical implications

This study makes an important contribution to itexature on organizational career
management and offers a number of implicationsstFioy drawing on organizational
support theory, we add fundamental information b@ tongoing discussion on how
organizations can use career management practcasctease innovators’ perceived
organizational career management support in praedrboundaryless times (Baruch, 2006;
Baruch & Peiperl, 2000; Lips-Wiersma & Hall, 200Qur results provide answers to the
guestions of how intensively firms should applyitherganizational career management
practices and how diversified their bundle of careanagement instruments should be. We
thereby add to the recent career management Uteratliscussing the meaning of
organizational career management in the era afi¢hecareer (e.g., Baruch, 2006; Baruch &
Peiperl, 2000; Lips-Wiersma & Hall, 2007; Sturgdasak, 2005). In short, we provide a
comprehensive framework for research on organizatioareer management, for example,
by showing that offering more organizational cameanagement does not always benefit the
organization. This questions the implicit, contragsumption of many career management

researchers (Baruch & Peiperl, 2000; London & Stiyh@82; Stumpf, 1988).

Furthermore, by connecting organizational careemagament on the organizational
level and innovators’ perceptions of organizatiosateer management support on the
individual level, we respond to current calls fooss-level research in the field of human
resource management (Anderson et al., 2004; KleidoZlowski, 2000). We provide an

extended, cross-level basis for further work indhea of organizational career management.
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Such cross-level research allows for a more prefdsaulation of the determinants and
antecedents of perceived organizational career gesment. This cross-level basis and
research is of utmost importance in order to prexadmore holistic view of careers (Aryee,

1992).

In addition, in line with social exchange theorydahe norm of reciprocity (Aselage
& Eisenberger, 2003; Eisenberger et al., 1986)skhav that perceived organizational career
management support increases innovators’ percepifooareer fit, that is, the match
between individual and organizational career pldrgs is of particular importance as it
shows the necessity of applying career managenrawtiges in the right way to increase
perceived career management support. Therefore, amalysis supports the career
management research that has underscored the anpertof organizational career
management in the employer-employee exchange aeddtips, even in the era of the new

career (Baruch & Peiperl, 2000; Lips-Wiersma & Hab07).

45.2 Practical implications

With regard to organizational career managementtiges, organizations are
confronted with a huge variety of ways of using apglying them (Parboteeah et al., 2005;
Younger & Sandholtz, 1997; Zheng & Froese, 201@weler, what should an organization
do to use its organizational career managemengrsyas a whole in such a way that its key
innovators keep returning? Building on the resaftsur analysis, we propose to follow four
simple guidelines and we offer advice on how to lanment them. These guidelines may
help organizations to set up and run their respectirganizational career management

system.
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1. Apply your career management practices intensively.

Our study shows that the intensity of career mamage practices is positively
related to innovators’ perceived career managemsgoport. The results clearly indicate that
the more intensively organizational career manageénpractices are applied in an
organization, the more effective their use is. Tagonale behind this might be that
innovators feel valued by the employing organizatiethen they are offered useful career
management instruments (Eisenberger et al., 199@ridan et al., 1998; Panaccio &

Vandenberghe, 2009).

In addition, innovators might understand intensivapplied organizational career
management practices as an indicator that theitribations to the success of the
organizations are highly appreciated and that, um,tthey are provided with good
opportunities for career advancement (Allen et2003; Eisenberger et al., 1986; Rhoades
& Eisenberger, 2002; Settoon et al., 1996). Assallteorganizations simply need to apply
their organizational career management practicdsngively to increase innovators’
perceived career management support (Lambert-Rash@d aurent, 2010; Lambert, 1972;

Normann, 1971; O'Cass & Liem Viet, 2007).

An easy way of increasing the intensity of the ofsan organization’s organizational
career management might be to disseminate infoomatbn HR instruments and
opportunities, to offer career counseling, and tovige career-related information to
supervisors (Aryee & Chong Chee, 1991; Debackemu&ens, 1997; Gerpott & Domsch,
1986; Thobani, 2012). Furthermore, organizationghmsupport the application of their
organizational career management by promoting aovitive organization culture to show

that the organization acknowledges the long-termefbis of innovation and its creators
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(Dombrowski et al., 2007; Pick & Kleinaltenkamp,12) Semercioz, Hassan, & Aldemir,

2011; Shields & Young, 1994).

2. More is not always more: There is no need to apply many career management

practices as you can.

Our study does not lend credence to the claim ¢heger management efforts will
always benefit organizations (Baruch & Peiperl, @08ullivan & Baruch, 2009). Instead,
the results show no significant relationship betwéee number of organizational career
management practices that an organization usesitanthnovators’ perceived career

management support.

At first, the result of our analysis seems surpgsiOne possible reason for a
nonexistent relationship might be that institutmgre career management practices does not
necessarily increase the number of opportunitiecdoeer advancement in an organization
and may actually increase competition among indiaisl (Granrose & Portwood, 1987;
Portwood & Granrose, 1986). Furthermore, with moaeeer management instruments in
place, innovators’ career aspirations may rise, th#gre may be relatively fewer
opportunities that will satisfy them (Chang et &Q08; Cordero, 1999; Cordero et al.,
1994b). In other words, organizations may put acplan organizational career management
system that raises aspirations to much higher delvet does not necessarily provide more

opportunities for career advancement in the orgdiua.

Building on our analysis, we therefore suggest trganizations should not simply
apply as many career management practices as taey Rather, we propose that

organizations should apply a well-selected bundleorganizational career management



Effects of organizational career management 89

practices. Studies such as Baruch and Peiperl J2@00help organizations choose practices

that fit the organization best.

3. Do not just further diversify an intensively apptiebundle of career management

practices.

Another conclusion of our analysis is that it ig atways worth the effort to further
diversify an already intensively applied bundle afganizational career management
instruments (Montesino, 2002). Rather, our studyeaés that the combination of the
intensification and the diversification of orgartiaal career management practices might
lead to “organizational career management overkiliat is, innovators do not value more
career management instruments when the existing ane already intensively applied.
Indeed, too much career management appears toadecienovators’ perceived career

management support.

This relationship again initially seems surprisidgpossible explanation might be
that greater certainty about career opportunitied plans may backfire if innovators
recognize that their career plans and interests meaymatch the available organizational
opportunities (Gerpott & Domsch, 1986; Manolopoul2806). As our study reveals, this
even leads to lower levels of innovators’ perceivedeer management support because
individuals can more easily compare their aspiretifior career development and the career

management support provided by the organization.
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4. Promote your innovators’ perceived career managermeamd you will increase the

career fit.

Another implication of our study is that it payd td support innovators’ perceived
career management. When an organization incredmsepdrceived career management
support of its innovators, the match between theeraplans of the individual and the
organization will also increase. Thus, our studydemscores how links between the

organization and the individual exist, even in ¢ of the new career.

Even though the evolution of the traditional careethe new career has changed the
dynamic of employer-employee exchange relationshipany individuals continue to
anticipate some career management assistance frein @mployers (Cianni & Wnuck,
1997; Sturges et al., 2005). Offering this kindsopport might benefit organizations in times
of an increasingly competitive labor market, whehe caliber of employees that an
organization can retain will determine the futurendvativeness of that organization

(Bommer & Jalajas, 1999; Chien, Lawler, & Jin-FeB@10; Debackere & Buyens, 1997).

45.3 Study limitations and futureresearch

Some limitations need to be acknowledged. Firsis #tudy's data are cross-
sectional, meaning they demonstrate relationshipsvden variables but cannot fully
establish causality as would be possible in a togial study. A future longitudinal study

could therefore enrich our understanding of thesahty of relationships.

Second, the male dominance within our sample (8dBtiges consideration of the
consequences of gender imbalance (Linehan & WaR0HQ; Parboteeah, Hoegl, & Cullen,

2008). Notwithstanding our confidence that the dangprepresentative of the population of
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innovators and that our analyses controlled fopuator's gender, the literature points to a
number of potential influences such male dominaneg have. For example, Pazy (1987)
underlined how women’s responsiveness to orgaoizalticareer management is higher than
men’s, and Valcourt and Tolbert (2003) found womda experience more
interorganizational mobility and men to show mané&dorganizational mobility. A closer
look at the effects of gender and gender divermitynnovators’ reaction to organizational
career management might thus offer new insightgdstering innovation in organizations,

which is traditionally a male-dominated domain.

Moreover, we hope that this research stimulatethdurinvestigations of the role
organizational career management practices playpporting innovators’ careers. As such,
the examination of the use of further sets of gameanagement instruments appears
worthwhile to deepen our understanding of the meisihas underlying the observations
made in our study. Moving toward such a more coimgmeive theory may help to handle

the challenges of the “new deal” of contemporamgess.
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5 Thedual ladder: How to get from managerial delusion to motivational

solution®

ABSTRACT

In response to the increasing pressure to innovaday organizations search for
career management practices to promote and resftiialMe technical talent. In light of this
challenge, management research suggests the impikgine of dual ladder career systems.
However, although many organizations have adopteal thdders, it remains unclear
whether dual ladders actually meet their objectiamed if they do, under which conditions.
We contribute to this research area by pointingwo factors integral to the successful
application of dual ladders, perceived recogniteord transparency, which we relate to
innovators’ organizational commitment and caredistection. Taking innovators’ career
attitudes into account, we further analyze how -dieHctedness influences these
relationships. Drawing on a sample of 382 innovafmrtaining to 33 organizations, we find
support for the positive relationship between thesecess factors and innovators’
commitment and satisfaction. However, we also moww self-directed career management
weakens these effects. We discuss the implicatmnsur results and highlight some

directions for future research.

% This unpublished working paper was written by ieatHoffmann based on conjoint work with Prof. Dr.
Martin H6gl, Prof. Dr. Miriam Mithel, and Dr. Maitis Weiss. Previous versions were presented at the
Academy of Management Conference 2012 under tlee*8ticcess factors of dual ladders and their &ffea
commitment and career satisfaction” and at the peaa Academy of Management Conference 2012 unéer th
title “Effects of recognition and transparency oftiladders.”
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5.1 Introduction

In recent years, increasing international commetiand shortened product life cycles
have made innovativeness an ever more importarbrfdor achieving a sustainable
competitive advantage (Armstrong-Stassen & Schipsx@08; Hauschildt & Kirchmann,
2001; Hoegl & Weinkauf, 2005). Innovators, sucleagineers and scientists, have therefore
become highly significant for organizations. Thustheory and practice, there has been an
intensive search for career management systemscthdtl increase the organizational
commitment and the career satisfaction of thedanieal professionals (Allen & Katz, 1986;

Gerpott et al., 1988; Schein, 1978).

However, this is easier said than done: Most exgsteward options and incentive
schemes of formal managerial hierarchies do notsee adequately reflect innovators’
career aspirations and expectations (Katz & Tushrh880; Katz et al., 1995; Kim & Cha,
2000). One of the major reasons is that many teehmrofessionals are not attracted by
managerial responsibility because they want to doitistead on their technical interests
(Allen & Katz, 1986; Dalton & Thompson, 1985; Getipet al., 1988; Gouldner, 1957,

1958; Katz & Tushman, 1990).

Enabling innovators to advance their careers withmeing assigned managerial
functions and responsibilities is thus currentlgilemma for HR managers. A potential
solution to this problem is the so-called dual Exddareer and promotional systems, also
known as individual contributor or technical ladeléKieser & Walgenbach, 2003; Katz et
al.,, 1995; Spear & Souder, 1986). These systeme lm@en especially developed for
technical staff and received increasing attentiothe management literature of the 1980s
and 1990s (e.g., Allen & Katz, 1986; Bailyn, 198htz & Tushman, 1990; Spear & Souder,

1986). Dual ladder systems establish a secondrbigran the organization. In addition to
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the path for managerial career progression, thénteal ladder provides a parallel
opportunity for nonmanagerial professional advarer@m~urthermore, dual ladders promise
equal pay and status at equivalent levels in bathatchies (Katz et al., 1995; Smith &

Szabo, 1977).

Although the career management literature has airoeld the effectiveness of the
dual ladder (e.g., Allen & Katz, 1986, 1992; Bailyr®91; Cantrall et al., 1977; Gunz, 1980;
Igbaria et al., 1999), rigorous empirical examioasi of the success factors of the design of
this career management practice are rare. Thisdguse there has been such an ongoing and
intense debate on the usefulness of dual laddatsdkearch has never really taken the next
step of empirically investigating the concept. Gamsently, despite their huge popularity in
practice in the last decades, interest waned irrdbearch literature after the 1990s. This
trend continues today, insofar as there is a ldcknapirically based understanding of the
factors integral to the successful application oéldadders. There is also no operational

definition or appropriate measures of these sudeessrs.

Nevertheless, research on dual ladders is urgaptiged to accompany the ongoing
implementation of this concept in practice, as waslto enhance the effectiveness of the dual
ladder systems already in place (Levine, Albright-iester, 2010). The need for research
has further increased because career attitudes dfareged strongly since the era of the
traditional career in which the organization wase ffrimary driver (Arthur et al., 2005;
Arthur & Rousseau, 1996b, 1996a; Briscoe & Finkeist 2009; Hall, 1976). This
development has resulted in an increase in thedselfted career management of
individuals, which has put high pressure on orgational career management systems, such
as the dual ladder, to achieve objectives (e.guda& Peiperl, 2000; De Vos et al., 2009;

Verbruggen, 2008).
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The present study addresses these research gapsiraadto make two main
contributions. First, we offer a more fine-grain@mhceptualization of the dual ladder career
system. Drawing on procedural justice theory (Fol§e Greenberg, 1985; Folger &
Konovsky, 1989; Kim & Mauborgne, 1993; Thibaut & Wier, 1975), we suggest two
specific characteristics of the design of dual &add namely, perceived recognition and
transparency, which are likely to increase innorgtorganizational commitment and career

satisfaction.

According to Katz and colleagues (Allen & Katz, 89&atz & Tushman, 1990; Katz
et al., 1995), it is the lack of recognition of tteechnical career path in comparison to the
managerial ladder on the one hand, and the misingparency of the intent and the design
of the technical hierarchy on the other hand, whielie impeded the success of the dual
ladder career systems thus far. Whereas the impartaf the recognition of dual ladders
seems to be widely accepted, transparency migleghally significant, as current research
on procedural justice has demonstrated that peotepDf justice are directly related to

career satisfaction (Colquitt, Conlon, Wesson, é&p& Ng, 2001).

First, we contribute to the conceptualization ofaldladders by specifying and
empirically validating important characteristics asiccess factors of these career
management systems. In addition to our concepaializ, we develop two scales to
measure the recognition and transparency of ddalels in organizations. In so doing, we

redress the lack of appropriate measurement instntsrn the literature.

Second, we take into account the change in catgrrdas described in new career
theory (Briscoe et al., 2006; Briscoe et al., 20d8Il, 1996b) and investigate its influence
on the relationships between the proposed charstaterof dual ladders and the objectives

of applying these systems. Following contemporaseer research, the responsibility for
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managing careers has largely shifted from the azgéion to the individual. The result is a
new self-directed career management that implieeegandence from external career
influences such as career management systems dBri&cFinkelstein, 2009; Briscoe &

Hall, 2006; Briscoe et al., 2006). Therefore, wausnize whether the relationships between
the characteristics of dual ladders and organimaticommitment on the one hand, as well
as career satisfaction on the other hand, arerngerit on innovators’ self-directed career
management. Building on the results of these apalywe advance theory by integrating

relationships proposed by new career theory wighcthncepts of dual ladder systems.

In the following section, we review existing resgaron dual ladder career and
promotional systems. Building on this theoreticaliridation, we then develop hypotheses
relating important characteristics of dual ladd@rsnnovators’ organizational commitment
and career satisfaction. In the next step, we quneéze the moderating effects of
innovators’ self-directed career management onrdlagionships between recognition of the
dual ladder and innovators’ organizational committmas well as career satisfaction. We
then test our hypotheses based on a sample ohB8gators pertaining to 33 organizations.
The paper closes with a discussion of the studgsrtheoretical and practical implications,

along with its limitations and future prospects.

5.2 Conceptual background and hypotheses

5.2.1 Dual ladders

To attract and maintain technical talent, many oizgtions have integrated dual
ladder career and promotional systems into thendlai of career management practices

(Cantrall et al., 1977; Gunz, 1980; Smith & Szab®77). The basic principle behind this
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concept is to establish a second hierarchy in tgardzation. Whereas career advancement
in the managerial ladder comes with increased peeoresponsibility and administrative
tasks (Burke, 2007; Moment & Fisher, 1973), in teehnical ladder the focus is on
permanently creating technical innovation (Allenk&tz, 1986, 1992; Shepard, 1958; Van

Wees & Jansen, 1994).

The dual ladder has been especially designed togiem and reward technical
personnel without removing them from their professai work and to provide them with the
opportunity to remain in their technical field aftérest (Domsch, 1993; Gerpott, 1994;
Shepard, 1958). For example, in the technical lgddeovators might get higher salaries
and higher amounts of autonomy as a reward for gook in their specialized research

areas (Katz & Tushman, 1990; Katz et al., 1995).

The management literature has discussed dual |@ddeer and promotional systems
since the 1950s (McMarlin, 1957; Shepard, 1958high proportion of the contributions
have been published in practitioners’ journals.(d.gvine et al., 2010; Mainiero & Upham,
1986; Rubenstein, 1999). This suggests that thé lddder may be a useful and valuable
approach to tackle the problem of losing innovatiorsR&D to other organizations or

because of them moving into management positions.

In contrast to the wide presence in the practitiditerature, scholarly work on this
topic, in particular empirical research is rathearse. For instance, Allen and Katz (1986)
underline that a substantial proportion of innovafarefer career advancement in a technical
ladder to a move into a management position. Fourtbee, they highlight that young
technical employees, especially the highly educategimore interested in a technical career
than their older and less educated colleagues {A8leKatz, 1986, 1992). Finally, these

studies note that the success of employees in lalatlder system depends on supervisory
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promotion and network location (Katz et al., 199B)contrast, other contributions question
whether dual ladders can achieve their objectieas.,(Bailyn, 1991; Gunz, 1980; Igbaria et
al., 1999). For instance, Cantrall et al. (1977ppout that the application of dual ladders is
unsuccessful when the technical ladder is misusedl r@ward for organizational loyalty, as

is often the case in practice.

However, analyzing the drawbacks of dual laddesxideed in the literature reveals
that most studies actually do not question thecéffeness of the system itself, but rather its
design and sustainability (Allen & Katz, 1986; Shef) 1958; Spear & Souder, 1986; Van
Wees & Jansen, 1994). For example, Bailyn (1998sdaot argue that the dual ladder
concept is not working at all, but rather that iishbe broadened to multiple ladders to take
into account the various career orientations obuators in the R&D lab. A crucial aspect
that seems to undermine the effectiveness of taélddder is that innovators often evaluate
it as unfair (Allen & Katz, 1986; Cantrall et al977; Gunz, 1980; Katz & Tushman, 1990).
This is highly problematic, as research on procalduistice has underlined the importance
of perceived fairness for employee behavior (Akgleskin, & Byrne, 2010; Colquitt et al.,

2001).

Procedural justice theory highlights that employeedue fair processes in an
organization (Folger & Greenberg, 1985; Folger &nidaesky, 1989; Kim & Mauborgne,
1993; Thibaut & Walker, 1975). For instance, it h@®en shown that perceived fairness
increases the commitment of an individual to aranization or team (Folger & Konovsky,
1989; Korsgaard, Schweiger, & Sapienza, 1995; Taylacy, Renard, Harrison, & Carroll,
1995), the effort employees invest in their respediasks (Konovsky & Cropanzano, 1991,
Lee, 1995), and the acceptance of organizatioras r{lKim & Mauborgne, 1993; Sparks,

Bottoms, & Hay, 1996). Therefore, the crucial questegarding dual ladders appears to be:
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How can organizations design dual ladders to irs@aanovators’ appreciation of these

career management systems?

5.2.2 Recognition of dual ladders

Research on procedural justice stresses that esgdogvaluate the quality of
interpersonal treatment received from the managenaen other authorities of the
organization (Cohen-Charash & Spector, 2001; Cdlguial., 2001; Folger, 1977). Drawing
on this assumption, we suggest that an importaatacteristic of dual ladders is perceived
recognition. In the context of our study, recogmitimeans that innovators in the technical
ladder are just as valued as employees with maiahgasks and responsibilities, and that

this view is promoted throughout the whole orgaiiira

The problems arising from a lack of recognition tbé technical career path in
comparison to the managerial ladder are mentiomadany contributions on the dual ladder
concept (e.g., Aryee, 1992; Bailyn, 1991). Thesediss highlight how the lack of
recognition originates from two directions: Firstanagerial career advancement is highly
prestigious and valued in organizations and sodiatien & Katz, 1986). This becomes
quite clear when comparing job titles. For instano@st people may think that the Vice
President of an organization is more important th&enior Research Fellow (Allen & Katz,
1986; Shepard, 1958). Second, managerial careanadment is usually accompanied by an
increase of power, as expressed by the number plogees reporting to that manager

(Allen & Katz, 1986; Shepard, 1958).

In contrast, career advancement in the techniclldadoes not provide any visible

increase in power and is therefore in many casaliated by its workforce as less central to
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the organization. Consequently, many innovators ntlaypk about moving into a
management position (Dalton & Thompson, 1985; Gierppal., 1988). Consistent with
research on procedural justice, we argue that retog is likely to affect innovators’

evaluation of the dual ladder application.

On that score, we build on extant dual ladder mebeéKatz et al., 1995; Smith &
Szabo, 1977; Spear & Souder, 1986) by focusing heneffect of dual ladders on two
specific organizational objectives, the facilitatiof which are a major reason for applying
these systems and therefore represent suitableabods of their effectiveness. First, dual
ladders aim at increasing innovators’ organizati@eamitment to retain a highly qualified
pool of technical talent for the organization (All& Katz, 1986; Katz & Tushman, 1990).
Research on organizational commitment has condgmdaand measured organizational
commitment in many different ways (Allen & Meyer990; Mowday, Steers, & Porter,
1979; Pierce & Dunham, 1987; Riketta & Van Dickp2D Extracting the core of the many
definitions of organizational behavior, organizagabcommitment refers to the relationship
between employees and the organization they work(Amgle & Perry, 1981; Bline,
Duchon, & Meixner, 1991; Meyer & Allen, 1990, 1991Fmployees with a strong
commitment to the organization have been showross¢ss a stronger intention to stay in
an organization than those who are weakly comm{ftéelyer & Herscovitch, 2001; Riketta,

2002; Riketta & Van Dick, 2009).

Drawing on procedural justice theory, we expectt thahigh recognition of the
technical ladder in an organization will improvenavators’ organizational commitment.
This is because innovators will respond to highogedtion of this career management
practice by evaluating the technical ladder as @vatge to the managerial ladder. Hence,

they will feel supported and valued by the orgatnirabecause they are offered a useful and
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fair career management system as well as oppadsridr future career advancement. As a
result, their commitment to the employing organaatwill increase and the possibility to

work for another employer will be less interestirignce, we hypothesize:

Hypothesis 1. Perceived recognition of the dualdEdis positively related to

innovators’ organizational commitment.

The second major objective of the application adldadders is to provide innovators
with adequate career development opportunitietéir field of interest and, as a result, to
boost their career satisfaction (Allen & Katz, 1986atz & Tushman, 1990). Career
satisfaction refers to the degree of satisfactionndividual derives from her or his career
(Judge, Cable, Boudreau, & Bretz, 1995). It is mofeen indicator for subjective career
success in the career management literature (Aghad., 2005; De Vos & Soens, 2008;
Heslin, 2005; Ng, Eby, Sorensen, & Feldman, 20&8search on this topic has shown a
positive relationship between career satisfactiod arious organizational outcomes, such
as the intention to stay in the organization (Amosg-Stassen & Ursel, 2009; Nauta, van
Vianen, van der Heijden, van Dam, & Willemsen, 200& support for organizational

change (Gaertner, 1989).

Building on procedural justice theory, we assumat tivhen innovators evaluate
career management systems such as the dual lasideir,athey are likely to demonstrate
increased career satisfaction because they feebosignl and fairly treated by the
organization. The dual ladder then promises to idewhances and opportunities for
innovators’ career development equivalent to thaitsred by the managerial ladder (Katz et
al., 1995; Van Wees & Jansen, 1994). One aspetcsitpaals if the dual ladder can actually

turn promises into action is recognition. When aeea management practice such as the
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dual ladder is highly valued in an organizations thill be understood by innovators as an
indicator that their contributions to the succetshe organizations are highly appreciated
and that, in turn, they are provided with opportigsi for career advancement. As a result,
we argue that the higher the recognition of a dadter system, the higher the career

satisfaction of innovators will be. Hence, we hypasize:

Hypothesis 2. Perceived recognition of the duald&dis positively related to

innovators’ career satisfaction.

5.2.3 Transparency of dual ladders

As per the general definition of fairness usedustige theory (Lind & Tyler, 1988),
we argue that the expression “fair” in the dualdixdcontext not only means that dual
ladders are recognized in the organization, but i procedures and criteria underlying
personnel selection and promotion decisions arligansparent to the innovators (Allen
& Katz, 1986; Katz & Tushman, 1990). A lack of tsparency is likely to arise from the
notion that, over time, some organizations tendiverge from the initial design of the dual
ladder career and promotional system (Allen & Kat@86; Gunz, 1980). For instance,
whereas in the first few years the criteria foesgbn and promotion are rather strict, some
organizations ease their requirements and guideiiien needed to use the technical ladder
for purposes other than those intended (Bailyn,11@antrall et al., 1977). The technical
ladder then often becomes a destination for failimgnagers or a camouflaged reward for

organizational loyalty and is thus not evaluatethasAllen & Katz, 1986; Gunz, 1980).

Therefore, drawing on procedural justice theory, pgpose that transparency is a

second characteristic of dual ladders that sigih@dairness of the system. We argue that the
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transparency of the dual ladder career and promaitisystems plays a crucial role in the
fairness perception of innovators, which determimas the innovative workforce values the
application of dual ladders. With high transparemtyplace, we expect higher levels of
organizational commitment among innovators. This biscause transparency offers
innovators the opportunity to evaluate and undedsthe incorporation of a post into the
hierarchy. It signals to the innovators that thgamization does not want to hide the

rationale behind a staffing decision.

Promotions on this parallel career ladder are deted by an innovator’s
performance, thereby inducing a higher outcome e&pey regarding their perception of
career advancement. This aspect not only facisitdte value innovators are likely to ascribe
to the dual ladder career and promotional systemd, the motivation they display in
advancing on the technical career ladder, it is abgpected to exert a positive influence on
innovators’ organizational commitment (Brocknerakt 2004; Latham, 2001). Hence, we

hypothesize:

Hypothesis 3. Transparency of the dual ladderdsitpvely related to innovators’

organizational commitment.

In matters of career satisfaction, the second napective for applying dual ladder
career and promotional systems, we expect similachanisms. As per our preceding
argument based on the theory of procedural fairnessexpect that a more transparent
design of a dual ladder career and promotionalesystaises the fairness perception of
innovators (Hack, 2011; Hack & Lammers, 2008). Tdso increases the value innovators

are likely to ascribe to the application of theaseer management systems.
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Therefore, we expect that, along with increasedsparency, the career satisfaction
of innovators is likely to rise. As mentioned inetlprevious section, an increased
transparency of the dual ladder career and promalt®ystem is likely to come along with a
higher expectation of work outcomes and performaasdeing commensurate with one’s
advances on the technical career ladder. Regacdiragr satisfaction, innovators possessing
such a higher outcome expectancy about their cateauld be more satisfied with their
career, because this perception reflects the bislafthey are able to master their external
environment (Ng et al.,, 2005; Spector, 1982). Tikidikely to result in higher career
satisfaction than the perception that one’s caaglancement is not directly connected to

one’s performance (Spector et al., 2002). Hencehypethesize:

Hypothesis 4. Transparency of the dual ladder isitpeely related to innovators’

career satisfaction.

5.24 Moderating effects

When investigating career management practices suclthe dual ladder, it is
important to take into account the ongoing charngesareer development as described in
new career theory (Arthur, 1994; Briscoe & Finkeist 2009; Briscoe et al., 2006; Peiperl
& Baruch, 1997). For several years now, career arebe has been emphasizing that
traditional careers have changed dramatically, umaof, for example, organizational
change and the shortening of product life cyclepp@baum & Close, 1999; Appelbaum,
Simpson, & Shapiro, 1987; Arthur et al., 2005; Bos & Finkelstein, 2009). Whereas in the
past organizations offered long-time employment lamelar career progression (Valcour &

Tolbert, 2003; Whyte, 1956), the connections betweenployer and employee have
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strongly faded over the last years (Briscoe e&l1,0; De Vos et al., 2009; De Vos & Soens,

2008; Sullivan & Arthur, 2006; Sullivan & BaruchQ@9).

As a result, managing the careers of their emp®yes become less important for
organizations, and careers are regarded less @atagsk of employees and organizations
(Arthur & Rousseau, 1996b; Aryee, 1992; Briscoeakt 2006). New ways of viewing
careers have come into existence, resulting inctbation of new career attitudes (Arthur,
1994; Briscoe & Finkelstein, 2009; Briscoe et &006; Hall, 1976; Peiperl & Baruch,

1997).

One of the most dominant theories dealing with reaxeer development is the
protean career (Hall, 1976). In this type of cardbe individual is in charge (not the
organization) and decides on the degree of its oaneer success or failure (rather than
relying on objective measures of success, suchalsysincreases). The protean career
theory highlights the importance of the psycholafjguccess associated with a self-directed
career management (De Vos & Soens, 2008; Hall, 4,99896b, 2002). This career attitude
of innovators is likely to influence the relatioish of the recognition (but not the
transparency) of the dual ladder and the objectexpplying these systems (Briscoe et al.,
2006; Hall, 1996b, 2002). This is because innowateith a self-directed career attitude
define for themselves what career success is. Thag,are less dependent on recognition

from others (Briscoe et al., 2006; Hall, 1996b, 200

Drawing on protean career theory, we therefore etpat the relationships between
recognition of the dual ladder and organizatiomehmitment, as well as career satisfaction,
as hypothesized above, are influenced by a sedtwid career attitude because the
relationships are weaker when innovators’ selfaded career management is high. Hence,

we hypothesize:



The dual ladder: How to get from managerial delusomotivational solution 106

Hypothesis 5. The positive relationship betweercgiged recognition of the dual
ladder and organizational commitment will be maded by self-
directed career management in that the relatiopshietween
perceived recognition of the dual ladder and origational
commitment will be weaker when self-directed cane@nagement is

high.

Hypothesis 6. The positive relationship betweercgiged recognition of the dual
ladder and career satisfaction will be moderategd delf-directed
career management in that the relationship betwgenceived
recognition of the dual ladder and career satisi@t will be weaker

when self-directed career management is high.

5.3 Methods
53.1 Sampleand data collection’

We based the empirical analyses on data from 3@8nazgtions from a variety of
industries (including automotive, chemicals, phareudicals, logistics, and IT). We used
this broad sample of industries to bolster the gdizability of the results. After agreeing to
participate in our study, the organizations prodidee contact information of employees
whose job descriptions matched our definition afovators. We then invited these persons

via e-mail to participate in a strictly voluntaryebrbased survey, and assured them of the

* In this paper, sample size is smaller than inother two papers. This is because we focus onithat level
effects and do only take those 33 of our 37 orgsditins into account which applied a dual laddetesysat the
time of data collection.
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confidentiality and anonymity of their responsedieTfinal sample consisted of 382

innovators (312 men and 70 women), resulting iesponse rate of 77%.

5.3.2 Measures

Organizational commitment. We measured organizational commitment by using a
scale developed by Cook and Wall (1980). Followtimgjr conceptualization, organizational
commitment refers to an employee's feelings ofchttent to the goals and values of the
organization she or he works for and to the orgdion itself. The scale consisted of nine
items including: “I am quite proud to tell peopléavit is | work for.” Cronbach’s alpha for
this scale in the current study was .80. As fomadlasures in our investigation, we used a

five-point Likert scale for this dependent variable

Career satisfaction. We assessed career satisfaction with a three-iteate s
developed by Martins, Eddleston, and Veiga (200®)uding items such as: “In general, |
am satisfied with my current career status.” Crahtgmalpha for this scale was .70. This
dependent variable indicates the degree to whighlarees feel satisfied with their career

status, progress, and their current job (Martirel.e2002).

Recognition and transparency of the dual ladder. The independent variables were
constructed using seven items including “I thin&ttin my company the technical ladder is
just as attractive as the managerial ladder,” dritifik that in my company the assignment
of technical ladder positions in the hierarchy rensparent.” The items were specifically
generated for the present study based on the discusf these constructs in the literature on

the dual ladder concept (see the description ottiaeacteristics of the dual ladder above).
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We used an exploratory factor analysis (maximualilhood analysis with varimax
rotation) to analyze the four items related to gegtion and the three items related to the
transparency of the dual ladder. The factor anslgsipported our two-factor solution
(Gorsuch, 1997). Table 5-1 shows the full listteis, factor loadings and their assignment

to the two extracted factors (i.e., recognition tnagisparency).

We performed a confirmatory factor analysis onttixe developed scales, which also
yielded a satisfactory fit to the data for the tfmotor solution (RMSEA = .07; CFl = .98;
SRMR = .046; GFI = .97). Cronbach’s alpha for reutign of the dual ladder was .83, and

.93 for the transparency of the dual ladder.

Self-directed career management. We measured self-directed career management,
that is, the degree to which employees believey tlage a very independent career, with an
eight-item scale developed by Briscoe and Hall @0hcluding items such as “I am in

charge of my own career.” Cronbach’s alpha for siegle was .76.

Control variables. As per many other contributions to career managenteg.,
Briscoe & Finkelstein, 2009; Granrose & Portwood®81; Sturges et al., 2005), we
controlled for a set of individual characteristafsthe innovators. In our study, we used age
(measured in years), gender (dummy-coded; 0 = “fhdle= “female”), marital status
(dummy-coded; 0 = “single,” 1 = “married”), the nher of children, organizational tenure
(in years), and the level of education (we askatigyeant if they had a university degree;

dummy-coded; 0 = “yes,” 1 = “no”).
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Factor 1: Factor 2:
Items Recognition Transparency

I think that in my company ...
... the technical ladder is just as attractive as tweagerial ladder. .85 22
... the reputation of the technical ladder equalsdfitite managerial ladder. .76 27
... itis attractive to advance in the technical ladder .64 A7
... the technical ladder is not a siding for faiingnagers. .59 21
... the assignment of technical ladder positions ihigxarchy is transparent. .23 92
... the assignment of technical ladder positions irhigserchy is

comprehensible. .23 .95
.. Itis easy to understand why some positions ateihitpan others in the

hierarchy. .36 12

Table 5-1:  Results of factor analysis

5.3.3 Analysis

We used multiple regression analysis to test thmotheses (Aiken & West, 1991;
Cohen et al., 2003). The standardized values ofvidr@bles were used to compute the
interaction term of self-directed career managenaemnt the perceived recognition of the
dual ladder. After all control variables and maifeets had been entered, the significance of
the proposed interaction effects was assessed tigngignificance level of the interaction
term as the key indicator for moderation (Aguirli®95). Table 5-2 shows the descriptive

statistics and correlations.
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To ensure content validity and to check for a g@estommon source bias, we used
Harman’s (1967) single-factor test as a commontepted means of addressing the issue of
common method variance (Harman, 1967; Podsakdadf.e2003). The test revealed that no
single factor emerged from factor analysis, and tleageneral factor accounted for the vast

majority of the covariance among the measures.

In addition, we applied the technique recommendedibdell and Whitney (2001)
to check for potential common method bias. Theeefave identified the boundaryless
mindset, a new career attitude developed by Brigtoal. (2006) based on boundaryless
career theory (Arthur et al., 2005; Sullivan & Auth 2006; Tams & Arthur, 2010), as a
marker variable. It assesses individuals’ prefezsrfor working with people outside their
organization and should not be theoretically redtva the individual outcome variables in
our models (Lindell & Brandt, 1999). The scale dstexl of eight items including “I enjoy
jobs that require me to interact with people in gndifferent organizations” and Cronbach’s
alpha for this scale was .85. Nonsignificant and korrelations of this variable with the
outcome variables in our models (-0.05 for orgamral commitment, -0.01 for career
satisfaction) were indicative of an absence, oegligible amount, of common method bias

in our data (Podsakoff et al., 2003).

Furthermore, since the correlation matrix depictedTable 5-2 shows several
significant correlations among independent varigblge estimated the variance inflation
factors to check for potential multicollinearityn@ variance inflation factors of the variables
were clearly below 3, indicating no distortion esults due to multicollinearity (Cohen et

al., 2003).
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54 Resaults

Table 5-3 shows the results of our multiple regoesanalysis. To complement our
analyses, we also checked for curvilinear relatigyss between the two characteristics of
dual ladders and organizational commitment, as aglcareer satisfaction. However, we
found no significant quadratic relationship amohgse variables, and the inclusion of the

respective quadratic terms did not notably incrdifse

Regarding the relationships between recognitiothefdual ladder and the objectives
of applying these systems, we hypothesized thapéeeived recognition of the dual ladder
is positively related to innovators’ organizatiormmmitment (Hypothesis 1) and career
satisfaction (Hypothesis 2). Furthermore, we prepothat there is a positive relationship
between the transparency of the dual ladder andvators’ organizational commitment
(Hypothesis 3), as well as innovators’ career fation (Hypothesis 4). The results in Table

5-3 support these four hypotheses.

In addition, we hypothesized that the relationgbgiween recognition of the dual
ladder and innovators’ organizational commitmers, \@ell as career satisfaction, is
contingent on innovators’ self-directed career nganaent. The results of the interaction
analyses documented in Table 5-3 support thesetlgpes. In addition, we plotted graphs
to depict these interactions. Figures 5-1 and Si@wsa pattern consistent with the

predictions of Hypotheses 5 and 6.
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To further interpret the interaction effects, wesessed the simple slopes of the
relationships between recognition of the dual ladded innovators’ organizational
commitment, as well as the career satisfactiontimgant on the level of self-directed career
management and calculated their levels of sigmfiea(Aiken & West, 1991). We analyzed
the simple slopes one standard deviation abovéaloiv the mean level of the self-directed

career management of innovators.

Analysis of the interaction between the perceivazbgnition of the dual ladder and
self-directed career management revealed thatftbet ®f recognition of the dual ladder on
organizational commitment was significant and pesit when self-directed career
management was a standard deviation below the fhea®.18, t = 4.22, p < 0.01) and was
non-significant when self-directed career manageémes one standard deviation above the

mean (b =0.06,t=1.51, p =0.13).
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Figure 5-1: Interaction of recognition and self-directednesscommitment
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The analysis of the interactions between recogmitd the dual ladder and self-
directed career management further revealed tleatffiect of recognition of the dual ladder
on innovators’ career satisfaction was significantd positive when self-directed career
management was one standard deviation below the fea 0.29, t = 5.01, p < 0.01) and
was nonsignificant when self-directed career mamage was one standard deviation above
the mean (b = 0.05, t = 0.85, p = 0.40). Simplepsl@analysis also supported the
hypothesized pattern that given a low self-direatadeer management, the relationships
between recognition of the dual ladder and orgdiozal commitment, as well as career

satisfaction are more positive.
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Figure 5-2: Interaction of recognition and self-directednesscareer satisfaction

To complement our analysis, we checked if selfaled career management also

moderates the relationships between transparencyhefdual ladder and innovators’
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organizational commitment, as well as career satigfn. Regression analysis revealed that
this was neither the case for the interaction tewncerning the relationship between
transparency of the dual ladder and organizati@eahmitment (p = 0.47), nor for the

interaction term concerning the relationship betwie transparency of the dual ladder and

career satisfaction (p = 0.33).

5.5 Discussion

As expected, we found that the recognition andtthesparency of the dual ladder
are positively related to the objectives of its laggion. In addition, as expected, the effects
of the interaction of self-directed career manag#emoe the relationships between perceived
recognition of the dual ladder and innovators’ oigational commitment, as well as career
satisfaction, were confirmed. This is because adiedcted career management negatively
moderates the effects of the recognition of dudtiéms on organizational commitment and
career satisfaction. In the following section, wescdss the theoretical and practical
implications of this study before noting some  limitations and considering some

possible avenues for future research.

5.5.1 Theoretical implications

This study supplements the literature on dual laddecer and promotional systems
and offers a number of theoretical implicationssfiwe conceptualize the meaning of the
recognition and the transparency of dual ladderdrawing on procedural justice theory and
develop two scales to measure these character{iotger & Greenberg, 1985; Folger &

Konovsky, 1989; Kim & Mauborgne, 1993; Thibaut & ke, 1975). This enables us to
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demonstrate that procedural justice theory offexery useful framework for dual ladder

research because it explains how and why certaracteristics of the dual ladder influence
individual outcomes, that is, innovators’ organiaaédl commitment and career satisfaction.
In addition, we provide long-needed measuremeritumgents to advance the research on
the design of dual ladder career and promotionstiesys. An appropriate design can help
eliminate the problems of dual ladders describechireer management literature, that is, the
lack of recognition of the technical career patt #re lack of transparency in the intent and
design of the technical hierarchy (Allen & Katz,869 Katz & Tushman, 1990; Katz et al.,

1995).

Moreover, the results highlight the importance loé recognition of the technical
career path in an organization for the successiplementation and sustainability of dual
ladder career and promotional systems. A stron@gmition of the dual ladder in an
organization can help reduce the disadvantagelseofeichnical career path when compared
to its managerial counterpart (Allen & Katz, 198Geser & Walgenbach, 2003; Shepard,

1958).

In addition, the results show that the transparesfcthe dual ladder plays a very
important role in determining innovators’ organiaaal commitment and career satisfaction
by signaling the fairness of the practice. Howeweisuse of the dual ladder (as with most
other career systems) tends to limit the effecegsnof the application of this career
management practice because it compromises thatamge innovators attach to it, who no
longer perceive the system as fair (Allen & Kat28@, 1992; Cantrall et al., 1977; Katz &

Tushman, 1990).

As per current career management research (Arthat.,e2005; Lips-Wiersma &

Hall, 2007; Tams & Arthur, 2010), we considered tbleanging career attitudes of
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employees (Briscoe & Finkelstein, 2009; Briscoe &llH2006; Briscoe et al., 2006) and
sought to ascertain whether self-directed careemagement influences the relationships
between the proposed central characteristics df lddders and the objectives of applying
these systems. We thereby responded to recenticalsw career research (Baruch, 2006;
Baruch & Peiperl, 2000; Briscoe et al., 2010; Ljyg&ersma & Hall, 2007; Van Wees &
Jansen, 1994) for the integration of relationslppposed by new career theory with career

management concepts such as the dual ladder.

Based on our results, we argue that new cared¢uddt pose a great challenge to
organizational career management practices, buhatofundamentally undermine their
importance (Briscoe & Finkelstein, 2009; BriscoeH&ll, 2006; Briscoe et al., 2010; Van
Wees & Jansen, 1994). It follows that the presa&undyscontributes to career management
research by arguing that organizational career gemant remains relevant in today’s
changing business environment (Baruch, 2006; Ba&udPeiperl, 2000; Lips-Wiersma &

Hall, 2007).

5.5.2 Practical implications

From a managerial perspective, we highlight redogmiand transparency as the
factors integral to the successful implementatiod ase of dual ladders. Our study will
provide organizations with the knowledge they needbuild dual ladder career and
promotional systems that achieve the objectivetheir application (Allen & Katz, 1986;

Shepard, 1958; Smith & Szabo, 1977).

In addition, the results indicate that organizadioreed to strengthen their cultural

commitment to technical innovation (Conrad, 1998g8l, Weinkauf, & Gemuenden, 2004,
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Janiunaite, Cibulskas, & Petraite, 2011), and, assalt, improve the recognition of the
technical ladder and the innovators working in tesond, complementary hierarchy. This
could be achievable, for example, through increagedlicity, career counseling, and
information dissemination (Dries, Pepermans, & Derpel, 2008; Guo, 2009; Hsiao, 1997;

Verbruggen, 2010).

Furthermore, we suggest that organizations candwepthe recognition of the dual
ladder by promoting an innovative organization adt(Chang & Choi, 2007; Dombrowski
et al., 2007; Kalyani, 2011). In this vein, orgaatians might establish innovative mission
and vision statements, democratic communication)alaration, boundary-spanning,
adequate incentives, and innovation-friendly leskigr (Bavec, 2009; Rubera & Kirca,

2012; Schein, 2003).

Moreover, organizations can underline the importaat the technical ladder and
technical contributions for the success of the oiggion in their internal and external
communication (Hourquet & Roger, 2005; Jin Feng Bu3dwa, 2004; Kreiser & Dauvis,
2010). For instance, organizations could praise @redent technical innovations on their
intranet or highlight them in the annual organiaatstatement (Leegreid et al., 2011; Nien-
Chi & Min-Shi, 2011). In addition, organizationsncéoster their cultural commitments to
innovation, for example, by increasing the recagnitof new technical developments and
the number of technical employees in the orgarmmma(Allen & Katz, 1986; Brockman,
Jones, & Becherer, 2012; Chang & Choi, 2007; Deyi€Cl& Braet, 2012; Falkenreck &

Wagner, 2011).

The results of our study furthermore reveal thagaaizations should be more
attentive to the preservation of the transpareridiie@dual ladder, for example, by not using

the system as a destination for failing managerasoa reward for organizational loyalty
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(Allen & Katz, 1986; Cantrall et al., 1977; Gun88D; Katz & Tushman, 1990). Consistent
with other investigations of dual ladders, we arthet organizations need to have clear job
descriptions, qualification requirements, demataeeas of responsibilities, performance
standards, and reporting relationships to mairdgach promote the dual ladder in general and
the transparency of the system in particular (ABeKatz, 1986; Cantrall et al., 1977; Katz

& Tushman, 1990).

5.5.3 Study limitations and future research

In addition to the results of our study, we wishhighlight a few limitations and
some suggestions for future research. One podsibi@ation stems from the use of cross-
sectional data, because only relationships betwesrables can be demonstrated and
causalities cannot be fully established. Therefarégngitudinal design would add to our

understanding as this uncovers causalities.

Furthermore, the male dominance within our sampBR4d) gives reason to think
about the consequences of this pronounced gendmalance (Hack & Lammers, 2008,
2009). Although this imbalance represents the comsituation in innovative work areas,
we nonetheless believe that a closer examinatiothefeffects of gender and gender
diversity is warranted in terms of the relationshipetween dual ladder characteristics and
the objectives of the application of this organmadl career management practice. Indeed, it

could offer fresh insights on the fostering of imation in organizations.

Such limitations could stimulate further analysistioe role that various success

factors of dual ladders play in determining theuhssof the application of career systems.
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As such, the examination of further characteristiggears worthwhile to deepen our

understanding of the mechanisms underlying thergbgens in our study.
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6 Concluding discussion

6.1 Summary of theresults

The results of my doctoral thesis reveal that, dedpe assumptions of many new
career researchers to the contrary (Aselage & Besger, 2003; Chen et al., 2008; Sturges
et al., 2005), innovators’ careers can still béueficed and developed by organizations. In
Chapter 3, | examined the effects of new cared@udés and organizational culture on the
managerial career orientation of innovators. My captual and empirical cross-level
analyses show that innovators’ managerial careentation is negatively related to a culture
characterized by innovativeness, power sharingyedlsas learning and development on the

organizational level, and values-driven career rganegent on the individual level.

In addition, managerial career orientation is pesiy related to the cultural aspect of
support and collaboration on the organizationalellevas well as self-directed career
management, a boundaryless mindset, and a preéefen®rganizational mobility on the
individual level. These results do not provide omlykey to understanding why some
innovators turn into managers in the course ofrticareers. More broadly, the results
highlight the possibilities for managers to chartheir organization by retaining key

technical talents in the position where they arstwaluable for the innovation process.

In Chapter 4, | analyzed the conditions in whichamizational career management
increases innovators’ perceived career managemeppods. My results suggest that
organizations should apply career management intdggut should not simply implement
as many instruments as possible. Furthermore, itittn§s show that it is not worth the

effort to further diversify an already intensivelgplied organizational career management.
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In addition, the results underscore the positiglationship between innovators’
perceived career management support and the mataledn individual and organizational
career plans. These results foster our knowleddeowf organizational career management
must be applied to be effective. Furthermore, thiey at two ways in which managers can

create a competitive advantage for their orgaronably retaining innovators.

In Chapter 5, | investigated the conditions in vilhdual ladders actually meet their
objectives by increasing innovators’ organizatioc@inmitment and career satisfaction. My
results highlight that the recognition and transpay of the dual ladder system are crucial
for the successful application of dual ladders ame positively related to innovators’

organizational commitment and career satisfaction.

Moreover, my analyses show that a new careemaddtit(i.e., self-directedness)
moderates the relationships between perceived mgawmy of the dual ladder and
organizational commitment and career satisfactiidrese results reveal how dual ladders
need to be applied to be effective and how managersreate a competitive advantage for

their organization by retaining innovators.

In summary, the results of my analysis provideaatisty point for the development
of a more balanced view of the traditional and eorgorary careers of innovators than
described in the contemporary career literatureblel&g.1 gives an overview of the

hypotheses tested in Chapters 3-5.
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Hypothesis Result

Chapter 3 - What makes innovators turn into managers?

Self-directed career management is posttivelyegléd innovators’ managerial career
orientation.

Values-driven career management is negativelerelat innovators’ managerial career
orientation.

Boundaryless mindset is posttively related to iaoks’ managerial career orientation.

Organizational mobilty preference is negativelgtexd to innovators’ managerial career
orientation.

Innovativeness in an organization is negativeteel to innovators’ managerial career
orientation.

Power sharing in an organization is negativeltedido innovators’ managerial career
orientation.

Support and collaboration in an organization istpely related to innovators’ managerial
career orientation.

Learning and development in an organization istivejarelated to innovators’ managerial
career orientation.

Chapter 4 - Effects of organizational career management

Intensity of organizational career management sitipely related to innovators’ perceived
career management support.

Diversity of organizational career management stigely related to innovators’ perceived
career management support.

The combination of the intensity and the diversitgrganizational career management is
positively related to innovators’ perceived cam@anagement support.

Perceived organizational career management supgsitively related to the match
between individual and organizational career plans
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Chapter 5 - The dual ladder: How to get from managerial delusion to motivational
solution

Perceived recognition of the dual ladder is p&ditivelated to innovators’ organizational J
commitment.

Perceived recognition of the dual ladder is petivelated to innovators’ career satisfaction. «
Transparency of the dual ladder is positively egletb innovators’ organizational commitment. J
Transparency of the dual ladder is positively eeldb innovators’ career satisfaction. J
The positive relationship between perceived retiogrif the dual ladder and organizational

commitment will be moderated by self-directed carsgnagement.

The positive relationship between perceived retiogrif the dual ladder and career J
satisfaction wil be moderated by self-directeceeamanagement.

Table 6-1: Summary of hypotheses tested in the thesis
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6.2 Theoretical implications

6.2.1 Approaching contemporary careers of innovators

In my dissertation, | set out to provide a moreahaéd view on innovators’ careers
than offered in career management literature bggmating the answers to three central
research questions. One of those is why some itosvaurn into managers in the course of
their career (see Section 1.4). In particular, hied to take a closer look at the role that new
career attitudes and organizational culture plathia context. This is especially important
because having a comprehensive understanding ofid¢te¥minants of managerial career
orientation might be crucial for the long-term sees of an organization (Aryee, 1992; Cha

et al., 2009; Gerpott et al., 1988).

If an innovator leaves the innovation process of aaganization to become a
manager, the lost and missing tacit knowledge wdually be detrimental to the
innovativeness of the organization (Goffin & Kone2811). In addition, the replacement of
the innovator might take some time and could pnery expensive (Kochanski & Ledford,
2001). This underlines the importance of increasing knowledge of the antecedents of
innovators’ managerial career orientation (Arye292; Rynes, Tolbert, & Strausser, 1988;
Schein, 1975). However, as pointed out in Chaptditt® research has been conducted on

this subject (Gerpott et al., 1988; Kim & Cha, 2D00

To address my research question and to add totdratlire on managerial career
orientation, | first applied the theory of reasom@tion and the theory of planned behavior to
the context of career orientation (Ajzen, 1985,898991; Ajzen & Fishbein, 1980). My
results contribute to the small body of researett las used these theories in the context of
vocational behavior (Arnold & Cohen, 2008; Arnoldagé, 2006). Furthermore, the results of

my analyses show that the theory of reasoned aatidrthe theory of planned behavior offer
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a useful framework for career management reseayclexblaining how career attitudes

shape career orientation.

In the next step, | analyzed how new career agudnhfluence innovators’
managerial career orientation. The objective wasntoease our knowledge of how the
changing notion of careers affects career oriemtatMy results highlight the relationship
between new career attitudes and innovators’ maizgmreer orientation. These results
add to the growing body of literature on new casdeee, e.g., Dries et al., 2012a; Gerber et

al., 2012; Lips-Wiersma & Hall, 2007).

Nevertheless, my results reveal that the innovatdrs score highly on new career
attitudes do not necessarily score highly on marageareer orientation. Thus, | offer new
knowledge on how managerial career orientatiomfisienced by the changes described in
new career theory and | add to the increasing nummieesearch studies on the implications
of new career attitudes on vocational behavior kBe®& Haunschild, 2003; Briscoe &
Finkelstein, 2009; De Vos et al., 2008). By invgating the relationships between new
career attitudes and managerial career orientatigrstudy provides detailed information on
various antecedents of managerial career orientatio addition, my results contribute to
new career theory by showing that the changes refecs influence innovators’ managerial

career orientation.

Moreover, | extended research on organizationaiaboation and the person-
environment fit (Fisher, 1986; Helena & Neil, 20@g;hein, 1968) to link managerial career
orientation with dimensions of organizational cudtHurley, 1995; Hurley & Hult, 1998).
The results of my analysis indicate that organmreti culture dimensions influence
innovators’ managerial career orientation. Thersfany study adds to the burgeoning

research on the impact of organizational culturd @&rprovides new knowledge on how
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organizational socialization and the person-envirent fit influence innovators’ managerial

career orientation.

By analyzing the impact of individual and organiaatl level variables on
innovators’ managerial career orientation, | regptmrecent calls in the career management
literature for combining perspectives of individuahd organizational level influences
(Anderson et al., 2004; Klein & Kozlowski, 2000; seau, 1985). Consequently, my
results provide a more holistic view on careersttie current career management literature

(Baruch, 2006).

A further contribution of my study is that it adisthe scarce but growing cross-level
research that investigates the relationship betwadividuals’ vocational behavior and
cultural variables (Cullen et al., 2004; Muethelakt 2011). This provides a starting point

for future research on the impact of culture oreeaprientation.

In summary, my research reveals that there are rddfgrent reasons why some
innovators turn into managers in the course ofrtbareer. In particular, my results show

that new career attitudes and organizational ceiléme important factors.

Section 1.4, furthermore, raises the question ofthdr organizational career
management can still influence innovators’ carekevganted to analyze how organizations
can improve their organizational career manageitoeinicrease innovators’ perceived career
management support. Addressing this question alrbecause of the contrasting views in
the current career management literature. Whei@ag sesearchers argue that the need for
adequate organizational career management hasasectan recent years because of the
growing importance of key talents in the innovatpocess (e.g., Ladwig & Domsch, 2011),
others postulate that organizations have withdrdvam career management because

individuals have assumed this responsibility (geg@, De Vos et al., 2009). Hence, there is a
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strong need for research on that issue to deepenunderstanding of the role that
organizational career management plays in the graplemployee relationship, as shown in

Chapter 4.

First, to address the research question, | analymed intensive and diversified
organizational career management should be. Sedoexkmined whether organizational
career management can increase the compatibilitpdi¥idual and organizational career
plans. My results provide fundamental informatibattadds to the ongoing discussion of
how to make organizational career management efée(@Parboteeah et al., 2005; Sturges et
al., 2005; Zhou & Li, 2008). Furthermore, my stuthntributes to the current discourse in
career management research on the importance afhiaegional career management in the

era of the new career (Baruch, 2006; Baruch & REipe00; Briscoe & Finkelstein, 2009).

In addition, I linked organizational career managaton the organizational level to
innovators’ perceived career management supportthen individual level. | thereby
responded to the calls of many researchers in Rdi¢ld for more cross-level research by
providing a cross-level basis for future researckthat matter (Anderson et al., 2004; Klein
et al., 2000; Klein & Kozlowski, 2000). This is ofmost importance in terms of fostering a
more balanced approach to careers with a view t@stigating the determinants of

perceived career management support.

Furthermore, my study confirms that organizationateer management remains
important (Baruch & Peiperl, 2000; Ladwig & Doms@@11; Parboteeah et al., 2005). The
results show that organizations can use careergeamant to increase innovators’ perceived

career management support.

In summary, my analyses show that organizatiomaéer management can still

influence innovators’ careers. This means thatahswer to my second central research



Concluding discussion 129

guestion is simply “yes.” Furthermore, the resulfs my study reveal that increasing
innovators’ perceived career management suppott thieé help of organizational career
management might be beneficial for organizationsabse it increases the match between

individual and organizational career objectives.

The remaining central research question of my shisshow organizations can make
dual ladders work to increase innovators’ caretisfaation and organizational commitment
(see section 1.4). In this context, it seems toeygecially important to identify crucial
success factors for the application of this orgaindnal career management practice.
Research in that area is required to accompangrlyeing implementation of dual ladders
in many innovative organizations (Kieser & Walgerina2003; Ladwig & Domsch, 2011).
However, as Chapter 5 argues, hitherto there haea kew empirical or theoretical studies

of dual ladder career and promotional systems.

To address the research question, | started anglyaow dual ladders can be
appropriately used by taking into account the cirapgotion of careers (Gerber et al., 2012;
Lips-Wiersma & Hall, 2007; Verbruggen, 2010). THere, | first drew on procedural
justice theory to develop and conceptualize twdesct measure the perceived recognition
and transparency of dual ladders (Chien et al.020hibaut & Walker, 1975). To this end, |
offer a new measurement instrument as a startiing fur further research on how to design
dual ladders. This will help tackle the many protdeof dual ladders described in the career
management literature (Allen & Katz, 1986; Cantedlhbl., 1977; Gunz, 1980; Van Wees &
Jansen, 1994). Furthermore, my results show thatepural justice theory offers a useful
framework for dual ladder research by explainingvhmertain characteristics of the dual

ladder influence individual outcomes.

In the second step, my results show that the retogrof the dual ladder is crucial

for the successful implementation of a dual laddestem because it minimizes some of the
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drawbacks of the technical path when compared ¢onthnagerial ladder. Moreover, my
results highlight how the transparency of the daddler is crucial, as it signals, for example,

that the assignment of posts and the recruitingge® are fairly conducted.

Furthermore, | studied if the relationships betwesmsognition of the dual ladder and
organizational commitment, as well as career satigfn, are influenced by the change of
career attitudes (Lips-Wiersma & Hall, 2007; Tam#\&hur, 2010). Therefore, | examined
if self-directed career management moderates tladaeships. By integrating new career
attitudes and dual ladder research, | respondegcent calls in the new career literature for
an analysis of the influence of new career attsude career management (Baruch, 2006;
Van Wees & Jansen, 1994). Moreover, the outcomesyoénalyses show that new career
attitudes challenge the use of organizational caremagement, but do not have a decisive
impact on its usefulness (Briscoe & FinkelsteinQ20Briscoe et al., 2010). This confirms
that organizational career management remains bi@uaespite the changes of careers

(Baruch & Peiperl, 2000; Lips-Wiersma & Hall, 2007)

In summary, my analyses show that organizationsimenease the effectiveness of
dual ladders by increasing and sustaining the r@tiog and transparency of their respective
dual ladder systems. My results, therefore, proaigearting point for further research of the

factors that make dual ladders work.

6.2.2 Balancing traditional and contemporary views

According to contemporary career theory, in thd paganizations had a rigid formal
structure and hierarchy, and operated in stable&@mments (Baruch, 2006; Briscoe et al.,

2006; Hall & Moss, 1998). Hence, their employeeateer development was linear and
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rather predictable (Tams & Arthur, 2010; Valcour ®lbert, 2003; Whyte, 1956). In
contrast, nowadays organizations are supposed @mibedded in highly dynamic markets,
and careers are much more flexible (Briscoe ek@bg; Hall, 1996b, 2002). This has made
organizational career management even more diffitukn before (Allen, Jimmieson,

Bordia, & Irmer, 2007; Armstrong-Stassen, 1994,20lbert, 1996).

In the new career literature, the changes of caregigered by organizational change
have been described as huge and fundamental (A&hRiousseau, 1996b; Bird, 1994;
Evans & Gunz, 1996). However, in line with receppm@aches of other career researchers
(e.g., Baruch, 2006; Lips-Wiersma & Hall, 2007)e tresults of my study show that the
changes have been rather moderate. Whereas théopleeats have influenced what it
means to have a career, they have not changedrsaceepletely. For example,
organizational career management can still be #&ff'eand can help organization to increase

innovators’ perceived career management supposh@sn in Chapter 4.

However, the changing notion of careers has affiettie way organizations should
approach their innovators’ careers (Gerber et 2012; Lips-Wiersma & Hall, 2007;
Verbruggen, 2010). As highlighted in Chapters 3 andittitudinal changes to careers might
have an influence on innovators’ career orientataod the way organizational career
management practices should be used. For exanmpeintpact is clearly reflected in my
finding that organizations should not only incretts=recognition of their dual ladder career

and promotional system, but should care aboutatssparency as well.

In addition, my research supports new career thesugh as the protean and the
boundarlyess career, by arguing that careers hiaaeged from the traditional conception
(Arthur, 1994; Arthur, Khapova, & Wilderom, 2005ri8coe & Finkelstein, 2009; Briscoe et

al., 2006). Nevertheless, my results reveal theaft anyhow be effective for organizations
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to use organizational career management, therepgosiing social exchange theory and
organizational support theory (Aselage & Eisenbergé03; Balu, 1964). Whereas control
over careers may not be solely with the organipatibe changes described in the protean
career theory and the boundaryless career theonptdmean that organizations have no say
in managing their employees’ careers anymore (Bar@2001; Baruch, 2006; Cakmak-
Otluoglu, 2012; King, 2003). One possible reason for thght be that nowadays
organizations are less rigid, but not as fluid astplated by new career theory (Baruch &
Peiperl, 2000; Currie, Tempest, & Starkey, 200&yrgts, Conway, Guest, & Liefooghe,

2005).

Furthermore, based on my research results | argaethere still is a need for
organizational career management, although innosatake more responsibility for their
own careers (Cianni & Wnuck, 1997; Dalton & Thomps@985; Lips-Wiersma & Hall,
2007). Subjective career success and the feelipgmsonal achievement have become more
important for individuals, but moving up the hiexlay, status, and power are still relevant
(Briscoe et al., 2006; Hall, 1996b, 2002). This Imige because these factors signal that an
innovator’s contributions to the success of theaargation are valued by the management,
as proposed by research on procedural justice éFofg Greenberg, 1985; Folger &

Konovsky, 1989; Kim & Mauborgne, 1993; Thibaut & kex, 1975).

The changes described in new career theory infeiéme careers of many innovators,
but new career theorists postulate that the shifth transitions are more fundamental than
they really seem to be (Baruch, 2006; Baruch & @&&i2000; Sturges et al., 2002). For
example, McDonald, Brown, and Bradley (2005) artjuegt, in the public sector, careers
have not changed noticeably. This shows that orgéional change has not led to a full

transformation from traditional to protean and baanyless careers, although there has been
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downsizing, restructuring, and delayering (Appetba& Grigore, 1997; Briscoe, Hoobler,

& Byle, 2010; Lips-Wiersma & Hall, 2007).

Traditional career theory describes careers astated and organizationally focused
(Hall, 1976; Lewin, 1951; Whyte, 1956). In contraséw career theory argues that careers
are protean and boundaryless, and are much mansddmn the individual (Arthur, Hall, &
Lawrence, 1989; Hall, 2002; Peiperl & Baruch, 19%99wever, my research results suggest
that neither the more traditional nor the conteraporiews alone accurately describe what
it means to have a career these days. For examyld€jndings in Chapter 4 show that
organizations can still influence their innovatarareers with the help of the dual ladder, but
they need to apply this career management praictittee right way to take into account the

attitudinal changes to careers.

The concept of the organization man (Whyte, 195@8)seems to be valid to some
extent, as organizations seem to have a core steuetnd a core group of staff, but is
accompanied by protean and boundaryless careers aed psychological contract between
organizations and, at least, some of their empwyBaruch, 2006; De Vos & Soens, 2008;
Handy, 1989). As a result, the traditional careenot invalid, but neither is it the norm
(Arthur, 1994; Briscoe et al., 2006; Hall, 199689@&b). However, this holds true for protean
and boundaryless careers as well (Baruch & Peipe€0; Briscoe, Hoobler, & Byle, 2010;

Lips-Wiersma & Hall, 2007).

In line with that, a more balanced approach to empmorary careers of innovators
needs to take into account the changing relatipndigtween the innovator and the
organization in managing careers (Baruch, 2006u&a& Peiperl, 2000; Lips-Wiersma &
Hall, 2007). Research on this new psychologicatremh has shown that individuals choose

to work for an organization in which they see achdbetween their own needs for career
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management and the possible contributions of tharozation to this (Herriot & Pemberton,
1995, 1996), where they see their own career nfedfdled (Wanous, 1992), and where they
can build their career in line with their own vatuéullivan, Carden, & Martin, 1998).
Organizations, however, search for employees thihthelp them to create a competitive
advantage, thereby securing the organizations’-teng business success (Baruch, 2006;
Walter et al., 2011). This clearly indicates thlaé torganization’s view on careers and,
therefore, the role organizations play in careemagament have changed from the
traditional conception (Aselage & Eisenberger, 200Bfs-Wiersma & Hall, 2007; Turnley

& Feldman, 1998).

As the results of my research show, contemporargeca of innovators should be
managed by the individual and the organization (Céteal., 2008; Rigotti, 2009; Rousseau,
1995). In other words, in a more balanced appréaciareers, innovators’ careers need to be
understood as a mutual responsibility of the emgni@nd the employee (Sturges et al. 2002;
Sturges et al., 2005). According to this new rolganizations should redefine their tasks in

career management.

Recent research studies have tried to establish suth a new role of organizations
in career management could look like (Baruch, 2@¥uch & Peiperl, 2000). In particular,
Lips-Wiersma and Hall (2007) propose that new oig#ional career management is
integrated in five core management practices. irsedne is called developing capacity and
employability. It highlights that organizations st consistently clarify consequences of
career moves, provide opportunities for continudearning, and offer training and
networking possibilities. Strategic integrationg tekecond management practice, includes
that organizations should ensure that all employeesive strategic education. The reason

for this is that employees can compare how the®ergplans fit the strategic direction of the
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organization. The third responsibility, culturatagration, highlights the importance to build
a culture in which employees are given responsgyaind control to build career efficacy. In
such a culture, the organization needs to ensatectireer behavior fits in with the desired
culture. The fourth management practice, diversityanagement, underlines that
organizations should provide flexible structures fodividuals to move up, down, or
sideways. Communication, the last of the five managnt practices, reveals that
organizations need to seek input on what employees to manage their own careers. By
offering these five core management practices, -lMpsrsma and Hall (2007) provide a
starting point for further discussion on the newermf the organization in career

management.

In sum, the results of my study show that contermugocareers of innovators are
quite different from traditional ones, but the ches are not as fundamental as new career
theory postulates. Whereas careers have certailrdpged from the life-long, traditional
career with a single employer to more flexible agements, the results of my research show
that the role of the organization in managing careshould not be underestimated.
Therefore, | argue that the organization still rassignificant role to play in career
management, but that this role should be playedcotaboration with individuals.
Organizations need to become supportive and dewvaofal, and should be seen as the
enabler of successful careers by their innovatBeguch, 2006; Baruch & Peiperl, 2000;

Lips-Wiersma & Hall, 2007).
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6.3  Practical implications

6.3.1 How tokeep innovatorsin technical positions

With the increasing importance of innovation, inatrs are becoming more and
more significant for the development and successgdnizations (Dombrowski et al., 2007;
Parboteeah et al., 2005; Sagiv et al., 2010). Hewewhen career development
opportunities are missing, many innovators wanthange into a management position
(Aryee, 1992; Ball, 1998; Mainiero, 1986). As a sequence, organizations need to adapt to
fit their innovators’ expectations (Domsch & Gempdt985; Ladwig & Domsch, 2011,
Walter et al., 2011). This forms the basis foriretay these technical specialists in positions
focused on innovative technical work (Allen & KaiA86; Domsch & Gerpott, 1985; Kieser

& Walgenbach, 2003).

Based on the results of my research, | suggesbtiganhizations should try to create
an innovation-friendly culture. Innovation reseanchpoint out that this can be achieved by
encouraging creativity and stimulating open infotiora flow (Amabile, Conti, Coon,
Lazenby, & Herron, 1996; Amabile, Schatzl, MonetaKramer, 2004; Kwashiewska &
Necka, 2004). In addition, organizations shouldeoshe autonomy and freedom of their
innovators (Bailyn, 1985; Hoegl & Parboteeah, 20Q&alyani, 2011), look for a balance
between challenges and pressure (Amabile et ab2)2@nd should avoid conservatism,
bureaucracy, and internal strife (Hirst et al., ZOHirst et al.,, 2009). Furthermore,
organizations should support two-way communicatenpower innovators, and they should
actively seek input from all departments across lallels (Agin & Gibson, 2010;
Kellermanns et al., 2012). Moreover, organizatie@aders need to set an example by
recognizing and praising new technical developmémtthe organization (Balliet et al.,

2011; Knapp, 2012).
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My results add to this research by providing furtlaelvice and guidelines for
organizations. First, they should help innovatarsbécome respected researchers in their
technical field of interest (Debackere & Buyens9719Hourquet & Roger, 2005; Kim &
Cha, 2000). Therefore, innovators need the time rasdurces to attend conferences and
publish articles. As a result, innovators’ values«h career management is likely to
increase. This is because they become more and ecoarected to their profession and do
no longer see the management of their organizasaheir focal reference group (Briscoe et

al., 2006; Cakmak-Otlugu, 2012).

Second, organizations should support a culture teaidily accepts technical
innovation, makes people search for innovativesdaad knows that innovation might lead
to failure (Bessant, 2008; Corbett, Neck, & DeTienp007; McLaughlin, Bessant, & Smart,
2008; Moenkemeyer et al., 2012). Innovators workinguch an organizational culture will
feel highly valued and recognized (Hult et al., Z08urley & Hult, 1998), and will depend
less on hierarchical advancement to develop anig@elf personal achievement (Liu et al.,

2010).

Third, organizations should promote the sharingafer, information, and resources
throughout all hierarchical levels. In such an aigational culture, employees are likely to
consider the personal possession of power and ryths less important (Hult et al., 2004;
Hurley, 1995). Consequently, innovators might bsslénterested in managerial career

advancement.

Fourth, organizations should offer opportunities fearning and development.
Training and education is vitally important for iligating the advancement of innovators in

their technical field of specialization (Parboteeshal., 2005; Schein, 1994; Silipo, 2008).
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The innovators employed by organizations that offfeiter development opportunities are

therefore less likely to seek a management position

6.3.2 How to keep innovatorsin the organization

The extent of an organization’s innovativeness asnhy determined by its innovators
(Seriki, Hoegl, & Parboteeah, 2010; Valikangas, #lp& Gibbert, 2009; Walter et al.,
2011). When innovators are not satisfied with ticaireer prospects, they might search for a
new position outside the organization (Corderoletl®94a; Stumpf, 1988; Sturges et al.,
2002). Thus, organizations have to invest in theiovators’ career development and
prospects to retain their key talents (Hurley & t1udl998; Schein, 1994; Silipo, 2008).
However, as described above, this does not mednothanizations should control their
employees’ careers (Baruch, 2006; Coetzee et@lQ;2Hall, 1996a). Rather, organizations
need to provide opportunities and resources tolenabovators to manage their own career

(Pick & Kleinaltenkamp, 2012; Seema & Sujatha, 200t#%bani, 2012).

This underlines the belief that the success of rgarozation is achieved through its
people (Fowler, 1996; Parboteeah et al., 2005;fétfefi994). As a consequence, many
organizations strongly focus on organizational eammanagement to support the career
development of innovators (Portwood & Granrose,6l98adler-Smith & Badger, 1988;
Stewart, 1997). My study could help improve theetiveness of their organizational career
management, which has proven difficult becaus@é®ftrong change of careers described in
new career theory (Arthur, 1994; Baruch & Peip20iQ0; Granrose & Portwood, 1987; Hall,

1976).
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However, as described in Chapter 4, recent reseanatlies have shown that
organizational career management support increagesizational competiveness (London,
2002), employability of staff (Baruch, 2001), angjanizational commitment (Sturges et al.,
2002). My results contribute to these investigatibg providing further advice for managers

trying to increase the effectiveness of their oiz@tional career management.

The analyses in this thesis show that organizatisinsuld apply their career
management practices intensively, as the intemdityrganizational career management is
positively related to innovators’ perceived cane@mnagement support. The rationale behind
this is that innovators feel valued and recognizbén organizational career management is
applied intensively because this signals that tieye a high reputation in the organization
and that the organization cares about them. Intrgdke intensity of organizational career
management can, for example, be achieved by infayremployees about specific career

management practices (Pick & Kleinaltenkamp, 20I®ibani, 2012).

However, my results show that organizations shaolkddiversify their organizational
career management too much. | did not find a dicanit relationship between the number of
organizational career management practices usedarbyorganization and innovators’
perceived career management support. This is amgtcontrast to the implicit assumption
of many career management researchers that additmm more organizational career
management is always good for the organization U&ar& Peiperl, 2000; London &

Stumpf, 1982; Stumpf, 1988).

In line with that, the outcomes of my study, furthere, reveal that organizations
risk a “career management overkill” when they fartidiversify an already intensively
applied organizational career management. Ther@ megative relationship between the

combined measure of diversity and intensity of oigational career management and
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innovators’ perceived career management suppogar@zations should refrain from this

approach because innovators do not value it. Neskeds, my results suggest that
organizations should try to use their organizalim@aeer management in a way that raises
innovators’ perceived career management suppogar@zations can thereby increase the

match between individual and organizational capdsns.

As shown in Chapter 5, many organizations use lhaaler career and promotional
systems to support innovators’ career developm&uahlichting, 2011; Steffen, 2011;
Stockhausen & Deuter, 2011). This is not easy lsraif the many problems associated
with dual ladders (Bailyn, 1991; Cantrall et al97X; Gunz, 1980). Unfortunately, the
implementation of dual ladders has not been exainlme empirical studies (Ladwig &
Domsch, 2011), and this has created a huge gapeirditerature (Allen & Katz, 1986;

Gerpott, 1994).

To fill this gap, my results offer assistance tgaorizations by describing the two
factors that facilitate successful dual ladder ayst, namely, perceived recognition and
transparency. These are of vital importance fooizations implementing or using dual
ladders. | have responded to recent calls in threecamanagement literature for more
research on dual ladders by suggesting that orgtmis should increase the recognition and
transparency of their dual ladder systems (Col0&12Ladwig & Domsch, 2011; Steffen,

2011).

My analyses show that there is a positive relahgmbetween the recognition of the
dual ladder and the extent of innovators’ orgamzreti commitment and career satisfaction.
This means that if the recognition of the dual Edd high, innovators in the technical
ladder will feel just as valued as their countetpan the managerial hierarchy. Moreover,

they feel supported by the organization becausg déne offered fair and interesting career
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development opportunities. Therefore, innovatogsreqpate working for such organizations

and are satisfied with their career developmenbdppities.

One possible way of improving the recognition ofiial ladder is to promote the
cultural commitment of the organization to techhicaovation. This might be done, for
example, through increased publicity of promoti@isnnovators in the technical ladder,
offering career counseling to innovators, or bysdminating information about the equality
between ranks, pay, and titles on the manageridltla@ technical career ladder (Allen &

Katz, 1986; Cantrall et al., 1977; Katz & Tushma890).

In addition, organizations can improve the recagnitof the dual ladder by
strengthening an innovative organizational cultufe. do this, organizations can, for
instance, introduce innovations to their employieethe internal employee magazine or on
the intranet, promote boundary-spanning activitiagroduce adequate incentive systems
rewarding innovativeness, and foster innovationpsuting leadership (Dombrowski et al.,
2007; Granrose & Portwood, 1987; Katz & TushmarQQ)9 Furthermore, organizations
should establish innovative mission and vision esteints and foster democratic
communication and collaboration throughout the dngny (Hoegl & Gemuenden, 2001;

Hoegl et al., 2004; Rubera & Kirca, 2012).

My study also reveals that the transparency of dbel ladder and innovators’
organizational commitment and career satisfaction @ositively related. This underlines
how the transparency of dual ladder career and g@iiomal systems influence innovators’
perceptions of fairness. Transparency signalsthieabrganization is willing to communicate
the reasons for the selection of personnel and thater advancement is based on
performance. Such initiatives will enable innovatto feel satisfied with their career and

will make them highly committed to the organization
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To increase the transparency of the dual laddgranizations should not use the
technical ladder as a destination for failing mamagor as a reward for organizational
loyalty (Allen & Katz, 1986; Cantrall et al., 197Gunz, 1980). Furthermore, organizations
should have clear workplace and job specificatioeguirement profiles, allocations of
responsibilities, and reporting lines (Cohrs, 20Lagdwig & Domsch, 2011; Schlichting,
2011). Organizations can thereby preserve the geaaacy of their dual ladder career and

promotional systems.

Overall, my results reveal that organizations stiadt withdraw from organizational
career management in the era of the new caredroddh some responsibility for the career
has shifted from the organization to the indiviguahny innovators still anticipate and value
organizational career management support (CianiVuck, 1997; Dalton & Thompson,
1985). By providing this support, organizations ¢acrease their attractiveness in a time
when innovators have become integral to the suafetbe organization (Chien et al., 2010;

Pfeffer, 1994; Pfeffer, 2005).

6.4 Futureresearch

In my dissertation, | develop a more balanced viwcontemporary careers of
innovators than that currently offered in the catéerature. However, the results, including
their limitations, open doors to new and enrichiegearch possibilities. In addition to the
limitations and suggestions for future research tmgad in Chapters 3-5, the following

possibilities should be acknowledged:

First, all of the organizations taking part in miydy were in Germany and all of the

participants were German speakers. This affectgéheralizability of my results, insofar as
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innovators from other national cultures, such astiNédmerica or Asia, might hold other
beliefs and values that could influence their cameeentiation, as well as their reactions to
organizational career management (Hofstede, 200lisél Hanges, Mansour, Dorfman, &
Gupta, 2004; Trompenaars, 1993). Therefore, studiesther cultures and cross-national
research would be valuable. Indeed, there have ba#s for such research in human
resource management (Baruch & Budhwar, 2006; Budi&v&parrow, 1998, 2002a), as
well as for more research on the influences ofomali culture on vocational behavior

(Budhwar & Sparrow, 2002b; Cullen et al., 2004).

Moreover, future research might broaden the scop@alysis to additional variables
on the organizational level. For example, | raiterdion to the effects that the ethical work
climate in an organization might have on the relahips found and the variables used in
my study, such as innovators’ managerial careentation (Cullen, Parboteeah, & Victor,
2003; Victor & Cullen, 1988). According to WeaverdaTrevino (1999), the ethical work
climate influences employees’ commitment above begond career and job satisfaction.
Therefore, it is reasonable to assume that thecathvork climate might also influence

managerial career orientation.

In this context, family influence might be anotheteresting organizational variable
to look at. Previous research on family organizegidound differences between family
organizations and publicly held organizations rdgey cultural aspects (e.g., Kellermanns,
2005; Kellermanns et al., 2012; Zahra, Hayton, N, Dibrell, & Craig, 2008). This
could also influence the relationships and varslemy study, such as managerial career

orientation.

Another possibility for future research would beuse other lists of organizational

career management practices, rather than, as ipt€&h4, relying on Baruch and Peiperl
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(2000). Several other research studies have provelech lists (e.g., Fowler, 1996;
Gutteridge et al., 1993; London & Stumpf, 1982; Mard, 1997; Parboteeah et al., 2005;
Thomson et al., 1997; Walker & Gutteridge, 1979hisTapproach could increase our
understanding of the effects of the intensity andermity of organizational career
management. In addition, a closer look at the erfie of single career management
practices on perceived career management suppgttt help managers choose from the

huge range of available organizational career mamagt instruments.

Future research might also try to find additionajamizational level success factors
of dual ladders. For example, it would deepen auteustanding of the success and failure of
dual ladders if future research compares severatacteristics of the technical and the
managerial ladder, such as the equality of randg, @and reward systems and their effects on

variables such as organizational commitment anelecaratisfaction.

In addition, future research could analyze whaluarice team level variables have
on career orientation and on the effects of cameamagement. The basic idea behind this is
that many innovators work together in innovatiomjgcts (Gemuenden & Hoegl, 2000;
Hoegl, 2005; Hoegl & Parboteeah, 2003, 2006c). Timgght influence innovators’
intentions, attitudes, and behaviors through sizeiibn. For instance, past research has
highlighted how teamwork is an important driver ftire performance of teams with
innovative tasks (Easley, Devaraj, & Crant, 2008g#l, Ernst, & Proserpio, 2007; Hoegl &

Gemuenden, 2001; Hoegl & Proserpio, 2004).

Therefore, it is reasonable to assume that goothvweak is negatively related to
managerial orientation, as an innovator workingaiproject leading to successful results

might be less interested in changing into a managénposition than an innovator
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collaborating in a less successful project (HoedP&boteeah, 2006b; Moenkemeyer et al.,

2012).

An analysis of the antecedents and consequendastioér individual level variables
is another possibility for future research studies. example, it would be interesting to see
how the success factors of dual ladders in my stuflyence the search for external
alternatives; that is, if an individual is already will be looking for a job in another
organization (Granrose & Portwood, 1987). To suppuor results, the relationship should be
negative because the variable indicates an indaislweduced commitment to the current

employer.

Another question is whether the relationships foand the variables used in this
study are influenced by the so-called calling (BikDuffy, 2009; Elangovan, Pinder, &
McLean, 2010; Palmer, 2007). This has been destiibéhe literature as the ultimate form
of subjective career success (Berg, Grant, & Jamn2010; Duffy, Allan, & Dik, 2011;
Hirschi, 2011). Recent conceptualizations definea# the subjective experience of
determination toward an individuals’ work, or thiadk of work a person defines as her or his
purpose in life (Hagmaier & Abele, 2012; Hall & Cidher, 2005). The experience of a
calling is an important promoter of career meta-petancies, such as identity, adaptability,

and career decidedness (Dik, Sargent, & Stegef;dD@brow & Tosti-Kharas, 2011).

Research studies have found relationships betwleercadlling and life and work
satisfaction (Peterson, Park, Hall, & Seligman, 200/rzesniewski, McCauley, Rozin, &
Schwartz, 1997), the understanding of one’s worknmamal obligation (Bunderson &
Thompson, 2009), depression and stress (Oates, &lalhderson, 2005; Treadgold, 1999),
days of absence (Wrzesniewski, Rozin, & Bennet320sacrifices (Serow, 1994), and

identification with one’s work (Bunderson & Thompsd®009). Hence, it can be assumed
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that the experience of a calling could also infeesnfor instance, career orientation and

perceived career management support.

In summary, future research should address thesgiions and questions to provide
managers with recommendations for handling innagatoareers in the era of the new
career. The conceptual arguments and empiricaltsesimy study may provide a starting

point for such inquiries.

6.5 Conclusions

This dissertation set out to develop a more bathngew on the traditional and
contemporary careers of innovators than that offdyg the current career management
literature. Some researchers emphasize the inogeasiportance of organizational career
management because of the war for talent, wheré@ersopostulate that organizations
relinquish responsibility for career managementtheir individual employees. The key
finding of my thesis regarding this contradictienquite straightforward: Organizations can

still influence and develop innovators’ careergrein protean and boundaryless times.

The results clearly show that innovators desire #ind of support. However, the
developments described in new career theory daenfie innovators’ career intentions and
decisions. Therefore, organizations need to anathie& innovators’ managerial career
orientation and have to appropriately use theiapizational career management (practices)

to retain innovators’ in the innovation processha organization.
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