
ATD22 News: The first chapter of your book Promotions Are So Yesterday is a chapter titled 

“promotions are overrated.” Why do you say that? 

Julie Winkle Giulioni: Well, I think we would all agree that the world of work has changed. Our 

relationship with work has changed, though, as well. Even before the pandemic, we were already kind of 

internalizing a gig mentality. Employees are going to have 12 jobs over the course of their career. But 

then the pandemic hit, and we had a chance to sort of step back and get some perspective—reshape 

our priorities. And people are coming back to work with a new set of expectations and new things they 

want their jobs to do for them.  

And so despite all of these changes, what happens is there’s something about career development that 

just hijacks the brain and takes it to these pictures of ladders and org charts and expectations that we’re 

going to be moving around the checkerboard of the organization. Intellectually, we know that there are 

fewer and fewer of those opportunities as we move up the pecking order. Intellectually, we know that 

now in a hybrid and a remote world, even the geographic boundaries that used to exist have now 

dropped, so there’s more competition for those few promotions and role changes and moves that are 

available. And yet, we just went career development comes up, that’s kind of where the mind goes. 

And so as I was sitting down to write the first chapter, but then the whole book Promotions Are So 

Yesterday, it’s really clear to me that, for the most part, we are limiting ourselves. We’re operating from 

this limited vocabulary that we've had around career and career development. 

The Inuits have 53 different words for that white stuff we call snow. And I think when it comes to career 

development, we've been operating under a really similar set of limitations in terms of our vocabulary. 

We know careers are bigger than just promotions, but we haven’t had way to talk about their bigness 

beyond those moves. And so promotions are overrated because we have defined career development 

so narrowly in this way for so long that we have ended up narrowing what’s possible in terms of our 

development and the development of others.  

And so what that chapter and the rest of the book basically unpacks is it’s really time to move beyond 

the one-dimensional and the two-dimensional ways we’ve been thinking about career development and 

look at it from a much more multidimensional Folsom-sort of perspective. 

ATD22 News: So let’s start talking then about some of these other aspects and some of these other 

possibilities. In your book you outline the eight Cs of career growth and development, seven in addition 

to the promotion or climb that we just talked about. Can you provide an overview of these other 

dimensions? 

Julie Winkle Giulioni: You bet. So, some of the dimensions are really aligned with how we think about 

careers and grow. One of the dimensions is competence. And, of course, ATD is deeply committed to 

helping organizations grow the competence of their talent. How do we grow skills and abilities and 

competencies so that people can be more effective in their current roles but also so that they can be 

prepared for a changing workplace and new expectations and for what’s around the corner? 

Confidence is one; connection is another one. You know there’s the expression “It’s not what you know, 

it’s who you know.” And certainly there’s a dimension of that when it comes to career. It’s a little 

overstated. But there’s a dimension of that when it comes to career development because we learn so 

much with and through others. So, there are opportunities for networking and growing your network, 



your relationships, your community. But also connection is about visibility and making oneself more 

visible within an organization. There’s tremendous growth to be had from those sorts of opportunities. 

There’s challenge, and managers are already in most of the organizations with which I work, managers 

are already using challenge as a strategy for growth and development. So those are some that are kind 

of on our radar screen. Some that might be a little under the radar are dimensions like contribution. You 

know, it taps that human need we have to make a difference, to be of service, to leave things better, to 

live on purpose. And when we do that with intention, when we step up into a void, take on a problem, 

step in when there’s an opening in one’s department, for instance, there’s tremendous opportunity for 

us to grow—but only if we’re intentional about it.  

There's dimension of confidence, and again, we don't normally build that into a career development 

model. But if you don't have it, it's a show stopper. And most of us at some point during our careers 

have found ourselves up against that wall, wondering “Do I belong here? Do I have what it takes? Can I 

trust myself to perform in this role in this way, in a predictable way?” So, having the opportunity for 

managers and employees to work together to acknowledge those times and consciously put plans to in 

placed for confidence growth translates into the ability to grow one’s career.  

There’s a dimension around contentment, which raises eyebrows on the part of a lot of managers 

because the idea of content employees could be confused with complacency and that's certainly not 

what we're talking about here. When you think about especially new entrants to the workforce, who are 

going to be working 30, 40, 50 years, it can't be a sprint for five decades. There are going to be ebbs and 

flows and times during our career where we have to consciously step back and cultivate greater ease, 

and joy, and balance, and meaning as a means of being able to sustain ourselves over the long haul.  

And then there's choice, which is such a timely dimension right now. We as human beings bring the 

need for autonomy and control and volition to our work, and we're seeing that play out certainly a lot 

now as organizations invite people back to the workplace. We want to have more flexibility over where 

we work, when we work, how we work. 

And there's tremendous growth to be had in those sorts of opportunities. Decision making feeds into 

choice. As people are invited to take on more complex, bigger-picture sorts of decisions, they've got to 

learn more about the organization and implications and how to navigate that and then living with those 

consequences. Those are the seven alternative dimensions to then climb, which is the 8th C. And 

although the title of the book is Promotions Are So Yesterday, I know that promotions are still today and 

promotions will still be tomorrow. The thing about climb, though, is managers and employees have very 

little control over when, as, and if a promotion is going to make itself available. So, that can be 

disempowering the other seven C’s all within employees and managers purview. Their sphere of 

influence or locus of control to be able to make something happen. So it puts the power for 

development where it needs to be with managers and their employees.  

The thing that was really stunning. This framework came out of my field research over the last 10 years, 

so I knew that the elements of it were right, but I really did wonder when it came right down to it, if 

people had to rank them, what would be most important? And so we did a validation study with 750 

folks worldwide. And what we found was in aggregate, these seven alternatives are more interesting to 

people than the climb. So, it's sort of like we've only had a hamburger on the menu all these years. And 

so people have only ordered the hamburger, surprise, surprise. Now we got some fries without a 



milkshake. We’ve got Impossible burgers. And once those are on the table, once we've got the language 

that expanded vocabulary, folks are ordering it up. 

ATD22 News: That makes sense. What you say in your research is certainly interesting, but still many of 

us have the mindset that we should be looking forward to that next running on the ladder. So, do you 

have any words of advice that can help us get out of our own way and focus on those other aspects you 

mentioned? 

Julie Winkle Giulioni: I love that question so much. Thank you for asking it. Yeah. You know what each 

of us has to do is ask ourselves what is animating or motivating that interest in the climb? And we've got 

to be really honest with ourselves. Is it conditioning and just the habit? That's all we've ever seen, that's 

all we've ever heard, that's all we've ever known. And so it's just—I'm going to say “mindlessly,” and I 

don't mean that in a derogatory way, but we're not unthinkingly just moving along this path that we 

think is all that's available. Is at the organizational culture? Are the things going on—some organizations 

without even intending push people forward. You know that question that managers always ask about 

me when it's time to talk about careers, where do you see yourself in three to five years? Subtle. But it 

sends a message to the employee “I should be somewhere else.” And so is there something in the 

culture that's doing it? Is it family or social pressure? I was doing a workshop in this one young man, 

brilliant guy, Ph.D. in chemical, blah, blah, blah. But he was talking about the fact that despite the fact 

that his family members didn't have bachelor’s degrees, they were nagging him because he hadn't 

published within the last six months, and for what was on his business card. So family societal 

pressures—is that’s what's driving it. Is it the need for recognition? Is it the wanting to have more 

power, more control, the pay, the perks. 

We have to get really honest with ourselves about what's motivating this change, and if it is not about 

absolutely relishing that new role in the work that you're going to be doing, then you need to look at 

how can those other needs be met in a different way? And now is the perfect time to start having those 

conversations with managers and supervisors. Right now, given the employment marketplace, 

employees have a lot more power—the dynamic has shifted. And I'm not suggesting that we misuse it 

and back our managers into a corner by any stretch, but managers want to keep good talent. And so if 

there's an adjustment that needs to be made, if there's a need that's not being met, that can be met 

without a promotion. It would be a pity for a manager not to know about that and be able to take action 

before somebody heads out the door and down the highway to a competitor. 

 

I guess the other thing that I would say about this is we gotta understand what we're getting ourselves 

into when we decide we want to make that move. Because if we're not making it for the right reason, 

you know, if we're just doing it because it's where we should be, it could be kind of a rude awakening. I 

mean, how many great technical performers had been moved into management and realized I don't 

even like people, why am I here, this is not what I want to do by any stretch? And so as an individual 

who's thinking about, you know, I want that promotion, it's probably a good idea to figure out what 

you'd be getting yourself into first.  

 

And then just one other thought is there was some research, and I reference it in the book because it 

fascinated me, that whereas we think a lot of people want to move up for more power over others, the 



motivation is actually a sense of wanting to have more control over ourselves, our work, our hours, our 

schedule, our travel, whatever. And it's a total misconception, because the further you move up, the less 

control you have—rather than more. And so having a clear sense of what you're getting yourself into 

would probably save a lot of us a lot of heartache. 

ATD22 News: That's right. That's true. You've talked a couple of times during this interview about the 

new way of working. So, what, if anything, have you found or heard to be particularly challenging in 

development in the remote or hybrid work world, and how would we remedy that? 

Julie Winkle Giulioni: So, this notion of proximity bias absolutely permeates every aspect of the 

employee’s experience; you know, the possibility of being out of sight and out of mind means that those 

who aren't co-located may find themselves with less desirable assignments or less recognition, or—and 

the research would suggest fewer promotions as well. And it's not through any intentional exclusivity on 

the part of managers. It's just our natural human inclination to gravitate toward what's close to us. And 

it's easy to forget those who are farther away.  

And so I guess, you know, there are two ways to remedy it or two sides of the coin. On the one hand, 

managers need to really check their biases and raise their awareness relative to proximity bias, just like 

the other biases that we’re struggling with to address in the workplace, and take conscious action. Make 

intentional effort to even the playing field. And as silly as it sounds, one of the tools that I've used when 

I work with managers who are trying to make this shift, is encourage them to create a Bingo card. You 

know, with the names of their employees on one axis and the different kinds of interactions on the 

other. And then make sure every week that you've got a check mark in each of those boxes. And if over 

time you notice that you don't have a lot of checks on the remote side of the house, then you need to 

be really, you need to do some soul searching and some behavior change. So managers need to step up 

and take the action necessary to overcome the negative consequences associated with proximity bias. 

But then employees, you know, it's incumbent upon us as individuals who are working remotely or 

hybrid to take action too. We've got to make sure that we are adding value, that we're showing up, that 

that we're spotlighting the contributions that were making and reminding people of how we're adding 

value, which were a lot of us is super uncomfortable. You know, it's hard to shine a light on our 

successes. And it feels like bragging and everything. In fact, I wrote a blog post for ATD a few years ago 

about it's not bragging—it's flagging. You know, we flag important information all the time. Reframing it 

in our heads. This is important information. People need to know about what you're doing so that they 

can come to you. You can be a resource. You can do more.  

And then finally, I think a lot of us as employees, we forget just how powerful meetings are, but 

meetings are the vehicle where visibility happens, where decisions are made. I mean that is sort of the 

lens through which others see us as remote or hybrid employees. And so we need to make sure that 

every meeting really matters, that we show up prepared and ready to contribute, and help the team 

along because that's the venue where we can really shine. 


