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Leading in a Changed Tech Industry
• Dealing with changed roles
• Leading your team through 

uncertainty
• Handling the hype
• Rethinking your role

bit.ly/engleadershipreport
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of leadersʼ roles changed
84%

Handling role changes
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“Filling in
for more positions at once.ˮ

— Advanced engineer

Handling role changes

“How have your role and responsibilities changed over the past 12 months?ˮ
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“I got assigned an entirely new role 
on top of my already
demanding role.ˮ

— Engineering Manager

Handling role changes

“How have your role and responsibilities changed over the past 12 months?ˮ
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“Started to code.ˮ

— Engineering Manager

Handling role changes

“How have your role and responsibilities changed over the past 12 months?ˮ
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“I have a slightly wider scope, but it 
is because I am pushing for a
Staff Engineering role.ˮ

— Tech Lead

Handling role changes

“How have your role and responsibilities changed over the past 12 months?ˮ
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“Complete chaos.ˮ

— Engineering Manager

“How have your role and responsibilities changed over the past 12 months?ˮ

Handling role changes
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85% of engineering managers spend their time differently

Less

More

Handling role changes
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Many leaders work in very broad roles and
are responsible for

People management, mentoring, development 
﹢ Technical leadership, incl. strategy, decisions
﹢ Delivery management, with some product & 

project management
﹢ Hands-on coding

Handling role changes
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Eierlegende Wollmilchsau, noun

Ei·er·le·gen·de woll·milch·sau [ˈaɪ̯ɐˌleːɡŋ̍də ˈvɔlˌmɪlçˌzaʊ̯]

Egg-laying wool milk pig: A person, thing, or a solution to a problem 
thatʼs supposed to only have advantages, satisfy all needs and 
requirements - but exactly because of that, itʼs not real

Handling role changes
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Many leaders work in very broad roles and
are responsible for

People management, mentoring, development 
﹢ Technical leadership, incl. strategy, decisions
﹢ Delivery management, with some product & 

project management
﹢ Hands-on coding

Itʼs very, very difficult to impossible to do all of 
these well at all times without burning out.
Handling role changes
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Recommendation #1

Get really good at managing up
Make this a priority when
• A lot is going on & changing
• Your role is very broad/new 
• Your teamʼs scope has changed, theyʼre in a new/less known business area 
• Your manager isnʼt the greatest
• You want to get your manager out of your business
• You want better 11s with your boss

It means: 
• Own your (and your teamʼs) work and its progress, make it visible
• Understand & speak to your bossʼs needs
• Make sure youʼre on the same page

Handling role changes
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Recommendation #1

Get really good at managing up
How to:
• Speak business: “What x means for 

the business, how it connects to our 
goalsˮ

• Share information & context weekly: 
Progress, risks, important info

• Iterate over time:  
● Whatʼs been useful?
● What do you wish youʼd known sooner?

Like managing “down ,ˮ itʼs a process!
bit.ly/pushing-informationHandling role changes
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of engineering managers have
more direct reports

48%
Helping teams adjust
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“The teams are now
bigger than before.ˮ

“How have your role and responsibilities changed over the past 12 months?ˮ

— Tech Lead

Helping teams adjust
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“We lost most of our team, so our 
workload has tripled per individual.ˮ

— Software Engineer

“How have your role and responsibilities changed over the past 12 months?ˮ

Helping teams adjust



Lena Reinhard
bit.ly/lenaletter

“Focus on shipping faster.ˮ

“What tech industry trends are you concerned about?ˮ

— Manager of Managers

Helping teams adjust
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“Reduced focus on diversity and 
culture now that ‘times are tough.̓ ˮ

“What tech industry trends are you concerned about?ˮ

— Engineering Manager

Helping teams adjust
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Recommendation #2

Help your team navigate uncertainty
Make this a priority when
• A lot is going on & changing
• Your team has been in reactive mode a lot
• Your teamʼs scope has changed, theyʼre in a new/less known business area

How to:
• Connect your team to the big picture: “What does x mean for us?ˮ
• Help them find agency: Vision, mission, “how we workˮ (processes, rituals), 

propose investments tied to business impact, “circles of influenceˮ exercise
• Get creative at finding/creating growth opportunities (those may be less 

exciting than before): “Softˮ skills, working with stakeholders, mentoring, 
knowledge sharing

Helping teams adjust
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of leaders are
more concerned about job security

39%
Handling uncertainty
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“I was laid off.ˮ

— Engineering Manager

Handling uncertainty

“How have your role and responsibilities changed over the past 12 months?ˮ



Lena Reinhard
bit.ly/lenaletter

“Being ghosted by companies.ˮ

“What are currently the most challenging aspects of the hiring process?ˮ

— Tech Lead

Handling uncertainty
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“It feels like there is a general trend 
away from my preferred role of 
Engineering Manager to Tech Leads,
so there are fewer opportunities.ˮ

“What are currently the most challenging aspects of the hiring process?ˮ

— Engineering Manager

Handling uncertainty
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“Increased expectation that 
managers are hands-on.ˮ

“What tech industry trends are you most excited or concerned about?ˮ

— Engineering Manager

Handling uncertainty
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“Shifting goal posts for performance 
reviews so that no one exceeds 
expectations and raises need
not be given.ˮ

“How have your role and responsibilities changed over the past 12 months?ˮ

— Tech Lead

Handling uncertainty
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“The question if the grass is 
actually greener somewhere else.ˮ

“What are currently the most challenging aspects of the hiring process?ˮ

— Manager of managers

Handling uncertainty
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large organizational changes
3.96

On average,
every line manager went through

Handling uncertainty
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Recommendation #3

Find/build community
Make this a priority to
• Get a “reality checkˮ
• Move past “is it me?ˮ 
• Feel less alone
• Check the green-ness of the “grass on the other sideˮ
• Learn from those who came before you

How to:
• Host a dinner/remote lunch or meet-up in your area
• Listen to podcasts 
• TODAY Join roundtables, speed coaching, or build a manager voltron! 

Handling uncertainty
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Companies prioritizing data & AI topics

Leadership beyond the hypes
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Product Roadmap:
“Something with AIˮ

Leadership beyond the hypes
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“Something with AIˮ
“Something with VRˮ
“Something with NFTsˮ
“Something with machine learningˮ
“Something with the blockchainˮ
“Something with cryptoˮ
“Something with social mediaˮ
“Something with mobile phonesˮ
“Something with the internetˮ
“Something with personal computersˮ

Product Roadmap:

Leadership beyond the hypes
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1. Itʼs the next big thing, says your boss
2. And TechCrunch
3. You hear itʼs where all VC is going now
4. Your customers are asking for it, or will ask for it any day now
5. And your investors
6. And your board
7. Your competition is probably already on it
8. Your employees are asking about it
9. You will need to do have it if you want to raise more money

10. Every conference has sessions about it
11. While you wasted spent thinking about it, your competitor posted on LinkedIn that 

theyʼre working on it
12. Your boss is asking when youʼll ship it

Product Roadmap:
“Something with Yˮ

Leadership beyond the hypes
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Thereʼs a spectrum between
“move fast and break thingsˮ
“ask forgiveness, not permissionˮ
“sense of urgencyˮ
“bias to actionˮ and
“never doing anything.ˮ  
Driven by fear of missing out, many companies 
frantically race after the “next big thingˮ 
(and the next, and the next, and…). 

Leadership beyond the hypes
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“Organizations prioritizing shortcuts as 
quick-win revenue generation 
Boeing, on a smaller scale).ˮ

“What tech industry trends are you concerned about?ˮ

— Manager of engineers

Leadership beyond the hypes
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The tech industry has a long history of 
terrible impact on humanity at large:
From poor user representation, to genocides, 
to data centers alone consuming the 
equivalent of a top-10-energy-
consuming-countries.

Leadership beyond the hypes
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Many of the people and societies that are 
paying the price for our decisions already donʼt 
live close to us in this room.
The places where the brunt force of techʼs vast 
environmental impact is already happening are 
far away from here.
Weʼre shielded from the impact of our decisions. 
That doesnʼt mean we arenʼt responsible.

Leadership beyond the hypes
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Recommendation #4

Donʼt believe the hype, trust the heed
Make this a priority when
“Everyone is doing Z, we should tooˮ
Ask:
• “How might $trend help us solve business/customerʼs problems?ˮ
• “What business/user problem are we trying to solve?ˮ
• “How short-term vs. long-term viable is this?ˮ
• “What are privacy, security, or societal issues associated with it? 
• “How would we mitigate the risks?ˮ
• “How much $$$ is this worth to explore?ˮ

Leadership beyond the hypes
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“Management will overly
rely on the hype.ˮ

“What are your biggest concerns regarding Generative AI?ˮ

— Advanced Engineer

Leadership beyond the hypes
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“Friction with top management, as 
they will expect everything to be 
delivered even faster.ˮ

“What are your biggest concerns regarding Generative AI?ˮ

— Manager of managers

Leadership beyond the hypes
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“The tech industryˮ isnʼt
just happening to us:
Everyone of us is
“the tech industryˮ 

Leadership beyond the hypes
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Recommendation #5

Remember:
Software development is an act of 
representation.
Our technology is not neutral. We arenʼt neutral.
With every button design, line of code, 
deployment; with every piece of feedback, every 
delegation, every promotion, every question, 
every decision:
We take a stance.
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Recommendation #5

Remember:
Software development is an act of 
representation.
Our technology is not neutral. We arenʼt neutral.
With every button design, line of code, 
deployment; with every piece of feedback, every 
delegation, every promotion, every question, 
every decision:
We take a stance.
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In this changed technology industry, 
what kind of leader 
will you be?

Lena Reinhard
VP Engineering, Leadership Coach, Facilitator, Leadership Confidential Host
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Loss of people-centric companies. The 
industry has become brutal and 
inhumane

What this means for leaders

“What tech industry trends are you most excited or concerned about?”

— Engineering Manager



Lena Reinhard
bit.ly/lenaletter

“AI for the CSuite.  Let's replace 
‘em with an LLM.  Those can 
explain their decisions.ˮ

“What tech industry trends are you excited about?”

— Software engineer
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“Sheer stupidity.ˮ

What this means for leaders

“What type of work are you and your team(s) prioritising in the next 12 months?”

— Advanced engineer
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Trends engineering managers are excited about

Leadership beyond the hypes
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Trends engineering managers are concerned about

Leadership beyond the hypes


