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Career Planning

for Employee Development

We are beginning to see substantial evidence that
people do rather poorly at managing their
_careers, even those with advanced professional
degrees.! Seventy-three percent of the graduates
from MIT’s master’s program change jobs within
the first five years of employment; another
study involving several firms reports a figure of
50 percent for employees with master’s degrees.?
And executives are not immune. Faced with
career crises, many cope poorly. Others who are
more successful, however, seem to be better
planners. They are described as decisive, with
clear goals and a strong sense of identity.3

We suspect that there would be immense savings
in both organizational productivity and personal
stress if employees planned their careers more
effectively. We propose to review briefly some
behavioral science research and theory bearing
upon the subject of career planning. The second
half of the discussion describes alternative career
planning techniques and evaluates each in terms
of the requirements and criteria developed from
the research and theory.

Current Career Planning and Personnel Practices

Many current personnel practices seem to hinder
rather than help employees make sound career
decisions. Unrealistically optimistic recruiting
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A Primer for Managers

pitches are the norm, despite some evidence to
indicate that turnover and training costs can be
reduced by providing new employees with a
balanced picture of the job.* The first year of
many management training programs is devoted
to job rotation or similar make-work activities at
the very time when the new employee most
needs a challenging assignment to test his or her
capabilities. Moreover, subsequent career prog-
ress in management may be much more likely
for management trainees who are given a chal-
lenging position in their first job.5

Many large firms currently engage in manpower
planning, including the charting of career paths
for their managerial and professional employees.
The employees involved, however, are usually
not permitted to contribute to this process.
Their careers are planned by higher-level execu-
tives (perhaps acting as ‘“‘sponsors’) and special-
ists in the personnel department. And perform-
ance appraisals often do not provide the em-
ployee with a clear picture of where he or she
stands in the organization’s plans. While most
companies claim to provide periodic perform-
ance appraisals, lower-level employees often
report that they are seldom, if ever, reviewed.
Even where there is a systematic performance
appraisal system in effect, upper management is
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frequently exempted from the review procedure.
Hence, performance appraisal systems are likely
to leave a feedback gap at both higher and lower
levels of the organization.®

Performance appraisal and manpower planning,
even when performed effectively, are only par-
tial answers, at best. Epstein”’ argues persuasively
that the paternalism of these programs runs
counter to both the values of today’s managers
and the needs of the organization for more flex-
ible employees. The organization, in manpower
planning, usually assumes responsibility for mak-
ing the decisions and the judgments affecting the
employee. (Ironically, in such a system the exec-
utives deciding subordinates’ futures may not
even plan their own/) As we shall demonstrate,
there is considerable research and theory to indi-
cate that goal setting has its most constructive
influence on the motivation and behavior of the
employee only in those situations wherein
people set their own objectives.

Identity, Subidentities, and the Whole Person

One important characteristic of the fully func-
tioning person is what Erikson calls identity: a
sense of ‘“wholeness,” the primary develop-
mental task of late adolescence. The young per-
son who successfully acquires a sense of identity
sees a unity ‘... between that which he con-
ceives himself to be and that which he perceives
others to see in him and to expect of him.”
Vocational choice is a large element in develop-
ing an identity: “In general it is the inability to
settle on an occupational identity which disturbs
young people.”® Failure to achieve a sense of
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identity leaves the person in a state of identity
confusion.

The person with a clear sense of identity has:
(1) clear goals; (2) which are not in conflict with
each other; (3) a sense of continuity between his
past experiences, present, and future; and (4) a
plan for achieving his or her future goals.

A secure sense of identity is clearly necessary to
effective functioning in adulthood. But there are
forces we all experience which constantly
threaten to disturb or fragment our sense of
unity and wholeness. As adults we are called to
move from role to role, normally playing our
roles in sequential fashion, but occasionally act-
ing in more than one role simultaneously. We all
acquire several roles: father, mother, plant man-
ager, lodge member, church member, and so
forth. Each of these roles engages only one por-
tion of our identity (a subidentity) as we per-
form in the role.

The notion of subidentity is helpful in studying
careers. When the individual is able to integrate
all of his or her subidentities, an overall sense of
identity is developed. Failing to integrate one’s
major subidentities leads to fragmentation and
alienation from oneself.

Effective adaptation to role demands is one re-
quirement for maintaining an integrated iden-
tity. We would also propose, however, that an
individual must experience psychological success
in dealing with life’s tasks, including adapting to
role demands.

Psychological Success

We normally think of success in terms of achiev-
ing the rewards that are socially defined as the
marks of success: prestige, position, money,
fame, power, security, and so forth. But we all
know of instances wherein people have achieved
these rewards and remained unhappy. Success,
as we see it, requires a subjective sense of having
achieved the rewards that a person values and
thereby enhancing his or her self-esteem in the
process. This notion of psychological success
was initially developed by Lewin and subse-
quently elaborated by Argyris.!® Lewin con-
ducted a number of studies in which people
were asked to set targets or goals for themselves.
Lewin then looked at how people’s subsequent
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Figure 1. Model of Career Growth Through Psychological Success
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From D. T. Hall, “Potential for Career Growth,”” Personnel Journal (March 1971), 1971.

goals and self-esteem were affected after they
had either succeeded or failed in achieving their
original targets. When people were successful,
they tended to set even more challenging goals
on the next task and they experienced greater
self-esteem. After failure, the responses de-
pended upon the level of self-esteem. If a person
was initially high in self-esteem, they would per-
sist, rather than lowering their goals after the
failure. Persons lower in self-esteem lowered
their aspirations as one might expect. Indeed,
for persons low in initial self-esteem, even suc-
cess did not lead to setting more ambitious
goals; these individuals would often quit while
they were ahead—as if they could not believe
that they could ever succeed again, or could not
accept the current success which contradicted
their sense of unworthiness.

The results of several studies related to the psy-
chological success process can be portrayed
graphically in a model of career growth.!! The
major steps are as follows:

1. Initial commitment to career task leads to

2. Choice of a career task involving challenging
but feasible goals, where the goals are set by the
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person involved and are relevant to his or her
self-concept (identity). This, in turn, leads to

3. High independent effort, especially in a sup-
portive climate, and thus to

4. A greater likelihood of goal attainment
(which is likely to attract more support from
superiors and others in the organization).

5. With achievement of one’s goals comes psy-
chological success and job satisfaction, leading
to

6. Increased self-esteem, particularly in the
form of an increased sense of one’s competence
(new or more clearly articulated subidentities).
This generates

7. Increased commitment and involvement, and
thus an increased probability of

8. Motivation to choose even more challenging
career tasks in the future.

These relationships are portrayed in Figure 1.

Implications for Career Progress

If the theory developed thus far is valid, two
central propositions about career development
follow.
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1. Developing and maintaining a positive, well-
integrated sense of identity determines an indivi-
dual’s capacity to deal with challenging, chang-
ing, ambiguous, and perhaps conflicting role de-
mands facing an adult in our society. For the
working adult, the sequential and expanding
work roles of the occupational career become a
major source of subidentity elaboration, neces-
sitating on-going and increasing effectiveness in
identity integration.

2. Since initial commitment to the career task
determines the level of goals a person sets, and
since these goals should be relevant to one’s
identity, it is vitally important that the indivi-
dual have a clear idea of his or her needs at the
time the goals are set. In other words, one’s
goals can only sustain the intense independent
effort necessary for achievement of these aims
to the extent that the goals are consistent with
and based upon central needs and values in one’s
life.

Implications for Career Planning

Our discussion of psychological success led us to
the conclusion that setting one’s own goals and
objectives is a prerequisite to experiencing psy-
chological success. Moreover, we noted that the
goals set must be relevant to the central needs
and potentialities, the identity of the individual.
The capacity to set meaningful goals thus be-
comes dependent upon one’s sense of identity.
Acquiring a unified sense of identity is a dy-
namic, rather than a static process. With each
new role acquired in life, one can avoid identity
diffusion or role confusion only to the extent
that one can develop or expand one’s subidenti-
ties in a manner both consistent with the de-
mands of the role and congruent with the core
identity. Successful career planning and develop-
ment must be a process which accompanies each
job change or role transition, beginning before
the new role is undertaken to assure establish-
ment of objectives and goals, and continuing
through the adaptation period to facilitate the
integration of the emerging subidentity.

Alternatives for Career Planning

What are the alternatives available for the better
management of employee careers? Management
wants the benefits of a management group
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which is self-directed, self-controlled, respon-
sible, and proactive. The employees gain from
the personal development resulting from more
effective career planning as well as in terms of
the material and psychic rewards associated with
career advancement and progress.

There are several types of programs or activities
which management can sponsor or provide to
foster these aims. In this section, we will review
several career planning activities and comment
upon each in terms of practical or procedural
considerations, and in terms of the probable
effect of each in terms of our theory of identity
integration and psychological success. These car-
eer planning alternatives are outlined in the Ap-
pendix.

Individual activities. “Individual activities” in-
clude any type of effort the individual employee
undertakes without assistance from others such
as company officials or external counselors. The
typical “self-help’ program, of course, is simply
the personal planning of career objectives, per-
haps in collaboration with one’s family or
friends. Bolles’ book, What Color is Your Para-
chute?,'? provides an excellent guide for self-
help activities. The employer may encourage
such activity, but this type of career planning
really depends entirely upon the individual em-
ployee’s ability and willingness to develop his or
her own plans. For the employee with extraor-
dinary capacity for self-direction and adequate
access to information on occupational and job
market possibilities, individual exploration
meets some of the important requirements for
achieving psychological success: the individual
chooses his or her own goals and the means for
achieving these goals. Moreover, there is usually
little out-of-pocket cost to the individual or the
employer.

The potential shortcomings of this strategy are
several. Most people do not have a wide knowl-
edge of the employment opportunities available
to them. Equally important, at least, is the diffi-
culty the employee is likely to encounter in
obtaining a systematic self-assessment and devel-
opment of the necessary self-awareness for effec-
tive planning. Family and friends may be helpful
as a psychological support group to help the
employee through a career crisis, but they usu-
ally lack the expertise and will probably be as
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blind as the employee to the need for systematic
periodic routine planning when there is no crisis.

Counselor-client activities. There are two major
variants of this type of activity: the testing ap-
proach, the clinical approach, and a third which
combines these two approaches. All of these
activities involve an individual client-professional
counselor relationship. The counselor may be an
employee of the organization or an independent
professional specializing in the field. Many larger
firms are employing in-house counselors in in-
creasing numbers to assist employees.!3

In the testing approach, the guidance or voca-
tional counselor’s primary function is to admin-
ister psychometric tests such as aptitude, voca-
tional interest, or personality tests in order to
feed the results back to the client. The external
counselor will probably also provide information
on employment possibilities and job-hunting
skills. The testing and feedback may provide
employees with valuable information for plan-
ning their careers, particularly in cases where the
employee feels totally incapable of identifying
his or her own career interests. There are a
number of potential shortcomings to this form
of career guidance, however, some of which
apply more to the internal counselor than the
external professional.

1. Individual counseling tends to be expensive and its
cost-effectiveness may be less than for strategies that
work with groups of employees.

2. If the service is crisis-oriented, the employee will tend
to use it only as a support activity during a period of
traumatic transitions. This short-term goal-setting pro-
cess is contrary to the long-term goal-setting process we
advocate.

3. In many organizations, people may be stigmatized if
other employees know about their having sought the
advice of the “company shrink.”

4. Individual counseling sessions do not contribute to
organizational development. Internal group workshops,
on the other hand, help employees develop norms of
openness, sharing, and trust which can carry over to
imprcl):ement of day-to-day interactions in the organiza-
tion.

5. Rather than focusing on helping the employee to
develop skills in identifying his or her own needs and
capabilities, the test-oriented counselor acts as an “ex-
pert” in providing information on the person’s suita-
bility for certain types of occupations. If the informa-
tion thus provided does not square with the employee’s
self-image, it will often be ignored or distorted.'s

6. The counselor who is a full-time employee of the
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organization may occasionally experience an ethical bind
akin to that of the company physician—whose interests
come first? The employee’s? Or the organization’s?

7. In contrast to group approaches to career counseling,
the individual counseling situation does not provide a
built-in mechanism for validation of feedback, The client
has no ready means for checking the counselor’s percep-
tions or test results with others who can see him or her
behaving in the same situation from which the counselor
draws his inferences.

8. In the testing approach, interpersonal feedback on
how the person intereacts with others is likely to be
minimal, since the emphasis is on internal traits or apti-
tudes.

In the clinical variant of the counseling ap-
proach, the counselor relies on the interpersonal
client-counselor interviewing process as a source
for developing the data sought by the client to
assist in career planning. Tests may be used as an
adjunct to the process, but the primary mech-
anism is the quasi-psychotherapeutic interview,
Clinical counseling may be the “treatment of
choice” in situations of severe maladaptation or
acute crisis. Many clinical counselors use non-
directive interviewing, a process where the coun-
selor avoids giving advice or directions, but
rather, helps employees explore their own needs
and values in order to set their own goals. In the
nondirective relationship, the primary emphasis
on self-exploration precludes the counselor tak-
ing a more directive role such as might be neces-
sary to suggest alternative employment oppor-
tunities or provide information on the job mar-
ket. (There may be a few nondirective counse-
lors who can play both roles, but we tend to
doubt whether most could, or would, be inter-
ested in attempting to combine two such incom-
patible functions.)

The limitations to the clinical version of counsel-
ing are similar to those already listed for the
testing approach.

Independent professional psychological consul-
tants are most likely to combine the testing and
clinical approaches into a package service for
clients. Naturally, this is a relatively expensive
professional service (although perhaps not in
terms of the benefits to the client). The com-
bined approach provides some internal basis for
checking the information received: the client
may be able to compare the counselor’s percep-
tions with his or her test results, assuming that
the counselor does not feel compelled to “see”
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the client in a manner consistent with the test
results. Professional consultant firms may escape
the incompatibility of the tester and counselor
roles by having different people perform the two
tasks.

The liabilities of the combined testing-clinical
approach, again, are similar to those previously
listed for the testing approach.

Boss as counselor or coach. Most organizations
have formal performance appraisal systems, but
as already noted, they tend to have certain
chronic deficiencies. Personnel at the top and
the bottom of the organization may not receive
the intended benefits, More importantly, per-
haps, the traditional performance appraisal is
poorly designed to help employees correct de-
ficiencies and plan their careers.'® The superior
is required to play both judge and helper simul-
taneously, and the subordinate is too defensive
to “hear” constructive feedback. Research at
General FElectric indicated that, in fact, little
change in behavior occurred as a result of this
type of appraisal.

More informally, the boss might attempt to act
as a “coach” for the subordinate. Where mutual
trust is high and the subordinate does not feel
intimidated by the superior’s power, this might
be an effective format for career planning.
Coaching requires an unusually patient and dedi-
cated boss, however, and one with both excep-
tional interpersonal skills and the determination
to provide systematic coaching even when day-
to-day business problems demand his or her at-
tention elsewhere. Supervisory training programs
have been developed in several companies to
improve supervisors’ skills in counseling and
coaching. The primary advantage of the boss as
coach or counselor is that the boss should have
considerable knowledge of how the subordinate
actually behaves on the job over long periods of
time.

Management by objectives (MBO) is popular as
an alternative to traditional performance ap-
praisal in a growing number of organizations.
MBO attempts to overcome many of the short-
comings of traditional performance appraisals by
casting the superior in a helping role while the
subordinate sets his or her own performance
objectives and takes the lead in evaluating prog-
ress toward achieving these objectives. Some
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theorists recommend including goals for per-
sonal development as well as goals for organiza-
tional performance in setting of objectives.
Others observe that this is seldom done, or if it
is, it may constitute an invasion of privacy ex-
cept when the personal goal component is
purely voluntary.!”

Our view is that MBO and career planning may
complement each other in some organizations.
However, most organizations are likely to find
that MBO, alone, is an inadequate vehicle for
career planning: MBO (and performance apprais-
al) works on a fairly short time perspective,
while career planning is a long-range proposition.
Moreover, most superiors are not adequately
trained in providing the permissive, supportive
atmosphere necessary for concentrated contem-
plation of life objectives, and the employee does
not have the benefit of working in the group
setting needed to verify feedback received. From
the employee’s perspective, it is not likely that
either the traditional or MBO appraisal, or
coaching, will provide information on career op-
portunities outside of the employing organiza-
tion.

Group activities, Under the heading of group
activities, we will discuss assessment centers and
two types of life planning workshops. The com-
mon element in all of these techniques is that
they all involve a group milieu; they all deal with
counselees as a group to some extent, rather
than leaving them to their own devices or ap-
proaching the career planning task in a dyadic
counselor-client relationship. A fourth type of
activity, the crisis-oriented workshop, will also
be discussed, because it shares some of the char-
acteristics of potentially productive career plan-
ning activities. Strictly speaking, however, the
crisis workshop is not a career planning activity,
because it is focused on resolving a single career
crisis rather than providing periodic routine as-
sessment of career progress and objectives.

Assessment centers, operated by the firm, as at
AT&T, or provided by consulting firms, are pres-
ently very popular as aids to management in
identifying promotion potential of managerial
employees. Since most assessment centers pro-
vide for giving feedback to candidates (if they
want it) at the end of the assessment, it would
appear that the assessment center would facili-
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tate career planning. The assessment center uses
both paper and pencil and situational tests to
develop a great deal of information about the
candidate very quickly. Multiple judges or ob-
servers provide input into the assessment which
can be provided to the employee. There is some
evidence that the assessments in assessment cen-
ters are more valid than those provided by indi-
vidual evaluators as in counselor-client relation-
ships. The cost per employee (usually borne by
the employer) is relatively modest.'®

We suspect, however, that the assessment center,
as frequently used, can be a poor medium for
career planning. Given the lack of research on
these issues, our conclusions reflect expectations
based upon our theory, rather than conclusions
drawn from empirical evidence.

The assessment center is a stressful experience
for the participants,!® which is unlikely to be
conducive to receptiveness to constructive nega-
tive feedback., And, as all parties are perfectly
aware, the assessment center’s primary objective
is to further the organization’s interest in identi-
fying high potential candidates for management.
To the extent that the center serves the needs of
the individual candidate, this latter function re-
mains purely secondary. The activities of the
center are designed to provide the employer
with insight about the candidate’s potential,
rather than to help the participant understand
him- or herself better.

Since attendance is frequently required,?® most
centers do not begin with participants voluntar-
ily seeking opportunities to set objectives for
themselves, The entire strategy is designed to
help the organization fulfill its goals, which may
or may not lead to meaningful outcomes for the
participants. The involuntary character of the
experience would, we predict, raise employees’
defenses and discourage them from using the
situation for productive career planning.

Finally, the assessment center is normally a one-
shot treatment, rather than an experience re-
peated periodically as we hypothesize must be
done to update and reconfirm career plans.
However, a few firms appear to be moving
toward periodic reassessment, a change which
would enhance the value of the center in career
planning. Moreover, there is probably consider-
able variation between programs, with some
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more dedicated to providing feedback in a non-
threatening, supportive atmosphere, which could
also expand the center’s usefulness in career
planning.

There are a number of group strategies for career
planning, generally known as “life planning” or
“career planning” workshops which appear par-
ticularly promising as techniques for achieving
the critical objectives we have identified for ef-
fective career planning. These group activities
can provide a number of advantages not avail-
able in most of the approaches described pre-
viously. The idea for career planning workshops
originated with pioneers in the T-group move-
ment, particularly Herb Shepard, who foresaw
the potential for using features of the T-group to
increase career planning effectiveness.

The basic features of the group which contribute
to more effective career planning deserve atten-
tion.

1. Sources of information: The leader and other
participants can provide information on alterna-
tive solutions to career problems, job opportun-
ities, or other new ideas which might not come
to light without the additive resources of the
group.

2. Shared concerns: Most people, unless given
the opportunity to explore this issue in a group,
assume that their own concerns and problems
are unique and therefore all the more unresolv-
able. In the group, they find that others share a
great many of their concerns, worries, and aspir-
ations, decreasing the individual’s sense of isola-
tion and generating a realization that, since
others do understand their problems, they will
have the capability of providing relevant support
and information for career planning.

3. Shared responsibility for helping: The group
develops a norm that participants should help
each other, emotionally and by supplying
needed information. Thus, the group becomes a
source of support for each participant, and, as
our model would predict (see Figure 1), support
leads to increased independent effort toward
goal attainment.

4. Development of social skills: The group pro-
vides a secure experimental situation in which
individuals can experiment with, rehearse, and
learn new social skills, such as job interviewing,
selling one’s ideas, and getting along with a diffi-
cult boss.
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5. Modelling: One of the important ways we
learn new behavior is to imitate other people
who behave in a way we would like to develop.
The workshop leader and other participants may
serve as important models for each other, and
the workshop situation provides an environment
where the individual may experiment with new
behavior.

6. Motivational impact: The group setting pro-
vides not only the interpersonal feedback neces-
sary to identity development, but also acts as a
powerful stimulant for participants to deal con-
structively with fundamental issues. Experiences
of confirmation or disconfirmation have a deep
impact on the participant’s self esteem and moti-
vation to grow. Personal goals developed in the
group are likely to be both challenging and real-
istic, and research indicates that commitment to
achieving these goals will be higher.?!

There are, of course, some drawbacks to the
workshop approach to career planning. Some of
both the advantages and limitations to the tech-
nique depend largely upon whether the work-
shop is an in-plant or company-sponsored activi-
ty just for the employees of that organization.
The alternative is to conduct the workshop with
participants from different organizations. This
raises questions of the cost of the program and
who pays for it. For the company, the cost per
participant for sizable numbers of employees
would be modest, perhaps comparable to the
cost of an assessment center and less than for
individual counseling. If individuals personally
bear the cost, the outlay may represent a sizable
dent in the household budget.

Crisis-oriented workshops. Before concluding,
we would like to describe one other related type
of workshop: the crisis-oriented workshop. Al-
though not designed as a periodic or routine
career planning experience, the format of these
workshops generally follows the design of the
career planning workshops already described.

Occasional accounts of workshops employing
group-based organization development tech-
niques to help individuals at a time of a career
crisis may be found in the literature. One pro-
gram was designed to help demoted sales man-
agers adapt to their new assignments; another
was aimed at assisting laid-off employees.?? Gen-
erally the techniques and objectives of these
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workshops are consistent with the requirements
we see as necessary for productive career plan-
ning. They are, however, designed to deal with a
single, unique situation, and therefore tend to
concentrate on the short-term issues without
provision for periodic reassessment and long-
term objectives. Working through the potentially
disabling anxieties of the participants to enable
them to begin coping effectively is a major ob-
jective and requires a highly skilled leader with
the patience and willingness to deal with these
issues. For most firms, this will require obtaining
external professional assistance.

The crisis-oriented workshop would seem to
have little payoff to the organization if the af-
fected employees are slated for termination. The
motivation to sponsor such an activity must
come from a management with unusually
humanistic values and social consciousness. Over
the long run, perhaps, and here no one can say
for sure, there may be real benefits to the organ-
ization in terms of community image and morale
among the employees who remain with the or-
ganization.

Issues in Career Planning

Managers who must decide whether the organi-
zation should allocate resources to a career plan-
ning workshop must weigh a number of impor-
tant considerations.

1. Is the organization willing to sponsor an ac-
tivity that might lead some employees to decide
to leave the organization? (This might not be all
bad in terms of the long-term savings in future
frustrations and personnel problems not pres-
ently foreseen.)

2. If the organization sponsors career planning,
to what extent can the organization integrate
related activities such as performance appraisal
and manpower planning to achieve a synergistic
effect? Failure to take some action in this area
would seem to increase the likelihood of a great-
er divergence between individual and organiza-
tional goals.

3. How frequently should career planning be
made available? There is no research evidence to
help the manager with this decision. Crisis situa-
tions such as demotions or early retirement pro-
grams clearly can be alleviated by development
of a special workshop for this purpose. For
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regular review of career plans, however, an inter-
val of every two years seems intuitively appro-
priate.?3

4. If the program is to be held in-house, should
the participant groups be organized around in-
tact working groups, or should they bring to-
gether persons from various parts of the organi-
zation? If intact groups are used, progress on the
career planning activity may be delayed while
the group works through interpersonal differ-
ences among members. On the other hand, if the
organization is involved in organization develop-
ment efforts, the career planning workshop can
be a valuable adjunct to team-building activities.
Organizing the groups by bringing together
strangers from within the organization or send-
ing employees to an external program should
facilitiate getting to the primary issues of career
planning more quickly.

5. Should the internal program provide informa-
tion to participants on job opportunities in
other organizations? If the answer is affirmative,
the organization may have to take special meas-
ures to assure that this information is systemati-
cally collected and disseminated. External pro-
grams which bring participants together from a
number of organizations have some built-in cap-
ability in this regard.

6. The internal program has greater potential
for building ongoing support” groups as long as
participants live in the same geographical area.
This ongoing feature is more difficult to provide
in an external program.

7. Should the organization build its own cap-
ability to provide the career planning workshop
leadership, or should it rely on external consul-
tants? The external consultant is probably less
threatening and more credible to participants
than an internal leader. A major concern which
may also arise for an internal program, but es-
pecially where the leader is an employee of the
organization, involves the issues of voluntariness
and confidentiality. Violation of either of these
groundrules will most certainly destroy the use-
fulness of the program completely.

8. Who should attend? If career planning is not
provided to all employees, the organization may
not tap potentially valuable resources at the
operating level. Budget constraints and consider-
ation of potential payoffs may dictate making
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the program available only to managerial and
professional employees, however.

Deciding to provide a career planning workshop
to employees would appear to have the potential
for substantial payoffs to the employer in im-
proving the productivity of employees. At the
same time, undertaking such a program should
only be done after management has given careful
thought to the types of issues just raised. A
one-shot, canned program approach can create
serious difficultiss later if management has not
thought through these issues carefully,

Summing Up

Effectiveness in career planning depends, as we
have seen, upon the individual’s capacity to de-
velop self-awareness and a strongly integrated
core identity. Over time, this sense of identity is
constantly challenged by demands of the job
and other life roles. The proactive, independent
person develops goals and objectives which lead
to solution of these problems and increased per-
sonal effectiveness. Most people probably react
more passively and less effectively.

In reviewing the possible approaches to career
planning, we felt that there were distinct advan-
tages to the organization which actively supports
career planning on a regular periodic basis. Com-
paring the do-it-yourself approach, various forms
of counseling or coaching strategies, and the use
of career planning workshops, we feel some con-
fidence in recommending that management seri-
ously consider the workshops. The argument
favoring the workshops rests primarily on the
capacity of these types of programs to provide
the support, feedback, modelling, and opportun-
ity to experiment, conditions which are critical
to a person’s development. It is also important,
though, that management insists upon research
to evaluate any kind of career intervention at-
tempted. Organizations that decide to take the
lead in experimenting with this rather new tech-
nique may gain a considerable competitive edge
in learning how to use their people more effec-
tively and profitably by releasing the potential
available when each employee becomes a more
effective manager of his or her own career.
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Appendix. Characteristics of Various Career Planning Activities and Probable Contribution to Career Success

Activity

Individual Activities

1. Personal planning with pos-
sible aid of self-help
materials.

Counselor-Client Activities

2. Testing Approach: Gui-
dance counselor administers
vocational interest and apti-
tude tests and feeds data
back to client—may also
provide information on
occupations, job market,
and job-hunting techniques.

3. Counselor Approach: Em-
phasis on interpersonal ex-
ploration of client’s needs
with counsellor.

4. Combination Testing and
Clinical Approach

Boss as Counselor or Coach

5. Superior regularly or per-
iodically assesses subordin-
ate’s performance and pro-
vides feedback and sug-
gestions for improving per-
formance and/or career
opportunities.

Potential Advantages

a. For persons with strong

motivation and adequate
sources of information, may
be adequate for goal setting.

b. Cost is minimal

Test results and information
supplied may be of consider-
able value for client.

Skillful counselor may provide
valuable input for self-
assessment.

a. Combines benefits of both
Testing and Counseling
Approaches

b. Checking test results against
perceptions of counselor
provides some mechanism
for ‘“validating” informa-
tion.

a. Superior may have an ex-
cellent opportunity to ob-
serve subordinate’s behavior
in a number of work
activities.
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Potential Shortcomings

a.

o

o

Most people need inter-
personal feedback to
develop a complete and ac-
curate self-evaluation.

. No builtin mechanism for

checking completeness of
information on occupa-
tional opportunities or for
correcting distorted views
of self.

. No opportunity to explore
new  occupational pos-
sibilities.

. Usually expensive.

. Client has no way of testing
validity of counselor’s views
or test results.

Interpersonal feedback
likely to be minimal.

. No mechanism for checking

validity of counselor’s

perceptions.

. Most helpful in exploring
personal needs; minimal
stress on occupational infor-
mation.

. Usually expensive.

. Potentially very expensive.

. Most counsellors are not
equally proficient in both
approaches.

. Counselor may experience a

need to see client in a man-
ner consistent with test
results.

. The superior’s power can be

highly threatening, causing
subordinate to be defensive,
cautious, and closed to
feedback.

Probable Impact on Psychological
Success and Identity Integration

Considerable potential contri-
bution because individual sets
own goals. Actual contribu-
tion likely to be minimized,
however, because the activity
lacks mechanisms for explora-
tion of new potentials, inter-
personal feedback, and social
support to maintain motiva-
tion,

Since people do not readily
accept disconfirming data in
situations where there is no
opportunity to validate the in-
formation, contribution may
be relatively limited.

Potentially helpful, subject to
the limitations that client
must experience insights pro-
duced as valid and must check
validity with other persons
outside of the counseling situ-
ation.

Essentially the same as for #3.

a. If done as a part of per-
formance appraisal, depends
on format. Traditional per-
formance appraisal unlikely
to be productive. MBO with
substantial  self-evaluation

by subordinate may be
helpful, since subordinate
sets own goals, etc., and
takes lead in assessment.




Appendix (cont.)

6. Assessment Center: usually

conducted by or sponsored
by employer. Employee is
tested by a number of
pencil and paper tests and is
presented with situational
tests and interviews where
performance is observed
and evaluated. Evaluators
are often other managers
trained in the technique.
Psychologists design Center
and interpret test results.
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. Moderate

. Substantial amounts of data

can be developed quickly.

. Multiple judges on panel

and results of several tests
provide variety of perspec-
tives for candidate.

cost—usually
borne by employer.

.Some evidence for more

valid predictions than avail-
able through Counselor-
Client Approaches.

. High threat situation:

1. Employee likely to feel
“on the spot” and anx-
ious about results—not an
optimal situation for
feedback.

2. Center serves interests of
employer first, which
may be incompatible
with interests of em-
ployee.

. Primary emphasis is not on

setting of personal goals.

Activity Potential Advantages Potential Shortcomings Probable Impact on Psychological
Success and Identity Integration
. Superior knows career op- b. Superior’s first loyalty is b. If done as informal coach-
portunities  within  the likely to be seen as to the ing, can be very effective to
organization. interests of the organ- the extent that superior
ization, not subordinate. provides relatively nondirec-
. Superior can provide assign- tive assistance which maxi-
ments to expand subordin- ¢. Not likely to integrate non- mizes subordinate’s free-
ate’s capabilities. work aspects of subordin- dom to choose.
ate’s life with career issues.
Group Activities

. Likely to be minimized to

the extent that employee:

— cannot really choose not
to attend.

— Is not involved in design
of activities.

— Is threatened by long-
term career implications
of evalution.

— Receives minimal or
threatening feedback.

. No explicit provision for

goal-setting.

c. Data generated primarily . No support group for plan-
applicable to career with ning or dealing with career
employing organization, crises.
only.

d. Interpersonal feedback fre-

quently not a prime or
major objective.

. Does not provide informa-

tion on other job possibili-
ties especially outside of
employing organization.
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Appendix (cont.)

Probable Impact on Psychological
Success and Identity Integration

Activity Potential Advantages Potential Shortcomings

!

8. Life

. Life Planning Workshop:

Conducted within Organiza-

courage participants to assess
their values, situation, etc., to
set goals, and to develop great-
er self-awareness through in-
terpersonal
other participants.

interaction with

Planning Workshop:
Conducted outside of or-
ganization.

a.

a.

e

No cost to participant.

needs encouraged. Copious
interpersonal feedback gen-
erated.

. Supportive environment.

. Development of ‘*‘suppor-

tive groups” and opportuni-
ties to assess and develop
job-relevant skills possible.

. Other participants are fre-

quently valuable sources of
information on career alter-
natives.

Goals developed and devel-
opment needs can be inte-
grated into parallel organi-
zational programs.

. Can be a part of an organi-

zation development effort.

Same as b through g, above.
Low threat situation.

Potential for developing
job-hunting skills possible.

WINTER / 1977 / VOL. XX / NO. 2

. Normally do not provide

occupational information,

esses which may encourage
employees to leave organi-
zation.

. Provision for periodic fol-

low-up probably necessary
to maximize value to most
participants.

. Participants may not be en-

couraged to explore chang-
ing jobs or careers.

. Moderate cost to partici-

pants unless underwritten
by employer.

. Normally do not provide

occupational information
on job markets, nature of
jobs, etc.

c. See b and ¢, above.

a.

(=2

a.

Specifically designed to pro-
vide identity integration

tion. b. Encourages personal goal especially for careers out- and psychological success

setting. side of the organization. through personal goal-set-

A set of semistructural exper- ting and enhanced self-
iences are presented whichen-  ¢. Wide exploration of self and . Employers leery of proc- awareness.

. If conducted within organi-

zation Dbenefits may be
somewhat limited by need
for program to serve em-
ployer’s needs and by reluc-
tance of employees to open
up in groups of colleagues.

. Only design which explic-

itly requires small group de-
sign to maximize feedback
and opportunity to validate
data.

See a and c, above.
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