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Many organizations are trying to
cope with the problems created by
increasing anti-establishment feel-
ings, a mobile working population,
a shorter work week and job obso-
lescence caused by technological
and knowledge explosion. These
problems are accentuated by a de-
sire on the part o individuas to
actualize their own potential. A
new concept o the training and de-
velopment responsibilities of or-
ganizations is needed and is here
proposed.

It seems apparent that a funda-
mental way to be of service to peo-
plein organizationsisto help them
examine their life goas and plans
as a means of achieving their own
potential. Tests and counseling
services are used for youth in
career planning, but it is rare to
find such a service for adults.
Some counseling clinics and indi-
vidual therapy for adults exist, but
thisisusualy conducted in aclini-
cal setting where the individua
goes to a professional counselor
out of major concern for some

problem confronting him. This new
concept suggests that organiza-
tional training and development
practitioners make available indi-
vidual and group experiences that
will assist employed and produc-
tive persons in their organizations
to review, evaluate and examine
their life plans.

There are several reasons why a
company, agency or organization
should assume such a responsibili-
ty for its employees:

1. To demonstrate the larger so-
cial responsibility of a mature or-
ganization.

2. Toindicate to adult employees
that the organization cares about
them as individuals.

3. To more effectively release
the potential of the individua in
behaf of the organization.

4. To help the individua prepare
for changein society, the organiza-
tion, and himself.

5. To strengthen the psychologi-
cal contact between the individual
and the organization.

6. To plan more effectively the
learning experiencesthe individual
will require to achieve his life
goals.
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7. To focus on the person as a
whole individual whose total life
inter-relates.

How are these goals achieved?
First, let us examine the objec-
tives and rationale of the design:*

1. To help participants look at
themselves, to decide what is
important to them, and to develop
projects for the future which will
provide them as much individual
need satisfaction as possible.

2. Tobuild aclimate of trust in a
three to six-person group.

3. To present an opportunity for
practice in giving and receiving
help.

The rational of the design, stat-
ed simply, is:

Personal objectives for the fu-
ture are almost impossible to state

*1 was first introduced to some of the
group methods in life planning by Dr.
Herbert Shephard, apioneer in thiskind o
work during the past five years. The de-
sign explained in this article, with some
modifications, is taken from an exercise
conducted by Dr. Shephard at Bethel,
Mainein July 1969 for the participantsin a
Program for Specialists in Organizational
Training and Development. This program
was sponsored by the NTL Institute for
Applied Behavioral Science.



without first doing some "getting
in the mood" kinds of activities. In
this design, these activities aid a
person to display a number of
important aspects of himself to
himself. Of special help to the par-
ticipant is an inventory of aspects
of himself that help him to under-
stand where he is at this point in
his life and what are some of his
rather immediate expectations.
Once these are displayed, the
choice of future actions, plans and
projects becomes easier.

The "sharing" parts of the
design are aimed at revealing one's
self to others and through "joint-
sharing” to generate more self-
growth goals than one could
achieve through self-insight alone.
This gradual. revAlating.. of self,
during one or more sessions, builds
trusting relationships as well as
acceptance of self and others.

Introductory Phase

Trainer presents the objectives
to the group as outlined above. He
then gives a rationale for the expe-
riences the group will share. He
points out that stating objectives
for the future is a difficult task for
all of us; that the experiences will
assist each participant to review
his own feelings about his own self-
concept and his plans for achieving
or revising that self-concept; that
as a result of these experiences the
choice of future actions, plans and
projects will be easier for each par-
ticipant to achieve.

If necessary, the trainer may
wish to have the group set time
limits, physical arrangements, and
other details to lessen the effects
of any unknown time or physical
restraints. Prior to the session the
trainer should prepare instructions
(given below) on separate sheets
and distribute them at the appro-
priate time.

It helps to get the consent of the
group involved before starting. A
question can be asked, such as
“Would you be willing to spend
some time looking into the future
and making some plans for your-
self?” This question, if answered
fellsy, should promote encugh re-
sponse to determine if there is
active resistance. Individuals who
actively resist probably will not
get involved enough to gain from

the experience and, if they wish,
should be excused. An alternative
would be to assess the degree o
readiness in individua interviews
prior to group meeting.
A. Warm-Up Phase
Divide groups into natural work
groups or previously established
learning groups. Four participants
in a group appears to be an opti-
mum number. The trainer now
helps the group "get into" the ex-
erience. He can explain as fol-
OoWS:

"Today we will look at where we
are, who we are, and what we like,
and try to spread these out infront
of ourselves. Then with this infor-
mation available, we can look to
thefuhwe andtry tofit it inashes
we can to our own plans, objec-
tives, and growth. Everyone will
need a pencil and about 15 pieces of
paper.

“The results of this experience
will mainly be for your own use.”

The trainer then gives his first
instruction to the small groups:
Line Drawing Activity

Trainer: “Your first task is to —
draw a horizontal line from left to
right representing your life — put

a check on it where you currently

are now — spend a few moments
discussing with your group why
you drew the line as long as you
did, and why you put the check
where you did — ask any questions
about it you want. Focus on age or
growth, whatever you choose.”
(Place emphasis on importance of
this step.)

After groups appear to have dis-
cussed this sufficiently the trainer
then introduces the next activity:

Who Am | Activity

Trainer: “It is a part of our cul-
ture to explain things chronologi-
cally. Therapy deals with the past,
while sensitivity training deals
with the present, the here and
now. Probably the most important
thing about behavior that is oc-
curring here and now is that it has
consequences for here and mow,
plus past explanations, and future
enemtualities. So, today, we will
work on the right hand side of the
check mark you have made on your
life line, and look at that part of
your life that hasn't happened yet.
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We will investigate the right hand
side of your lineas much aswe can,
rather than dlip back to the left
side. Write — on ten separate
pieces of paper — ten separate
answers to the question, 'Who am
[?

"You have your own way of
thinking about yourself You may
think of yourself in terms of your
role, or in terms of qualities that
you have. You may think of your-
self interms of your negative attri-
butes. Or you may think of your-
self asamixture of all of these dif-
ferent frameworks. Whatever
framework your life hashad, try to
find different answers to the
guestion, 'Who am 1?" and write
them down. When you are done, |
want you to review the ten
answers and think about what you
would beif you eliminated any one
of them."

Wait until al have finished.

"When you have finished writ-
ing, rank order them. At the top of
the rank order, put those self-
descriptions that are most essen-
tially you, and at the bottom of the
rank order put those self-descrip-
tions that you could most do
without and still not lose your most
essential qualities.”

Trainer should check for under-
standing by the group.

"After you have finished your
rank order share these with one
another, and discuss them freely.”

After giving the group a chance
to discuss their cards with each
other, the next warm-up activity
can be introduced.

Autobiographical Activity
Trainer: "Next, move all the
way over, almost to the right end
of your life line, and write a brief
autobiography that might appear
at that point in time in Who's Who.
"Don't write this autobiography
as an obituary. Wkrite what you
would like to have written about
you and what you might be able to
accomplish. It should be a state-
ment you like to read, and contain
accomplishments that are possible.
It should be realistic, but still
things about yourself you believe
are really conceivable. Now share
your autobiographical sketch with
the rest of your team, and discuss
it. Then go back to your list of ten

‘Who am 1?7 statements and add
any additional statements that
would further explore what you
would like to be."

At the end df this time period it
would be appropriate to schedule a
break; or it may be appropriate to
adjourn thisfirst session, if that is
the nature o the development ac-
tivity schedule.

B. Life Inventory Phase

In this phase of the design, the
participants should more fully ex-
amine their aspirations, assets, in-
adequacies, and expectations. It is
helpful if the trainer has forms
ready for displaying the cost o the
inventory items explained below;
but if not, he should list these
items on achalkboard or chart pad
so the group can refer to them as
they make their individual lists.

Trainer: "This next step is quite
hard work. Something called a life
inventory. To look at all the things
that you do and would like to do. It
will help you to display all of your-
self in terms of your activities and
values. It ends up as a map of your
life in terms of a number of ele-
ments which may or may not be
overlapping. | am going to write
down these elements for you."

1. The first element is entitled
— "Peak Experiences."

Trainer: "This definition is broad
enough so that they are not neces-
sarily the most exquisite moments
you have had. These are or have
been your 'kicks — the moments
in your life that are remembered
as having been really great; the
times when you have felt you were
really living and enjoying living.
These are the moments that have
made youfed living is worthwhile.
It isalist of the events that have
mattered to you in terms of mak-
ing you feel you are glad you are a
human being and glad you are
alive."

2. The second element is —
"Things | Do Well."

Trainer: "Some of these probab-
ly are things that are very mean-
ingful to you. There may be dupli-
cation with your first list. Some of
the things you do well may be
things that bore you to death. This
isa hard list to compile because it
competes with our cultural norm of
being modest. Try to overcome

this inhibition."
3. Next, "Things | Do Poorly."
Trainer: "This list should contain
things you want to do or you have
to do, but not necessarily things in
which you have no interest. It
should be a list of things you do
poorly that for some reason or an-
other you need to do. You may
play the violin poorly, but if you
have no intrest in or need to do it,
don't include playing the violin."
4. The next element is, "Things |
would Like to Stop Doing."
Trainer: "This might or might
not be things that you have to do
but would like to stop doing.
Someone else in your team might
be able to suggest some things that
it would be goodfor you to stop do-
ing —now, or in the future. Some
of the things on this list may be
things you would like to do but
that you know you do poorly.
Others might be things that you
hate to do, but for some reason feel
you have to do."

5. Next, "Things | Would Like to
Learn to Do Well."

Trainer: "This might be a list of
desired skills that you would like
to include in your personal and
potential life. It might be related
to an avocational activity or a new
skill in your present job."

6. Our sixth element is, "Peak
Experiences | Would Like to
Have."

Trainer: "These are the kinds of
things you imagine you would like
to have happen to you but which
have not."

7. The next element is, "Values
to be Realized."

Trainer: "This element is less
clear than the others. Value means
many things to many people. It
might be being rich, having deep
friendship, or being with young
people. They can be tangible, but
most probably are not."

8. Our last element is "ThingsI'd
Like to Start Doing Now."

Trainer: "The objective here is
to explore some of the things you
may have been putting off, but
which you really want to start do-
ing. It might be growing a beard,
becoming more aggressive, asking
for more responsibility on your job
or a number of other similar
items.”



Following completion of listing
the elements on a chalkboard or
chart pad, the trainer will want to
set some guidelines and time
limits.

Trainer: “Let me also suggest a
procedure. It’s best for the person
whose inventory is being taken to
be free just to think and respond,
and not have to write in detail. If
other team members will serve as
consultants, interviewers and re-
corders, the person being inven-
toried will not have to bother writ-
ing down things and can be free to
respond. Don’t beat it to death.
Get down those things that are
revealed spontaneously, and move
on to the next person. Move at a
lively pace, then go back and add
those things that people want to
add to their lists. It's best to spend
10 minutes or so with each individ-
ual, but you can also take each ele-
ment in order among all the mem-
bers of the group.”

This phase of the experience will
take at least an hour. This may be
a good time for another break so
that the participants can relax be-
fore moving on to the “action
planning” phases of the design.

C. Project Planning Phase

The objective here is to help
each individual establish goals and
plans by identifying projects that
can lead him toward desired
achievements. Some of these will
involve his personal life or his job,
while others may relate to new ar-
rangements in his life.

Trainer: “The next phase begins
the formulation of projects that
combine a number of the desires
expressed’  the [life fnveritay:
Thisis difficult, and there arefew
procedures or patterns. Instead of
thinking of goals with a separate
set of strategies, think of projects
that provide opportunities to allow
you to learn what you want to
learn or that move you toward the
peak experiences you want to
have. In eachproject, try torealize
asmany of these values, goalsand
desires as you can. Try to develop
an overall picture that lets you feel
alive and satisfied. | can make
these three suggestions:

"[a] Think of vocational or avo-
cational projects to which you are
already committed. Consider the

parts of these projects that pro-
vide you opportunities to learn
what you want to learn, that move
you toward the peak experience
you want, or that allow you to
reach the values, goals and desires
you want. Think about these pro-
Jjects in terms of what you can add
or subtract from them so they will
provide you with increased fulfill-
ment.

“[b] Then list projects that you
have in mind to which you have not
yet made a commitment. Consider
these in terms of those which are
likely to be most fulfilling for you.
Make some plans for these.

“le] Another thing you might do
is brainstorm possible projects
with your group. Make a list with-
out evaluating each item. Rotate
around the team, first one person
and then another. After the list is
made, each person can evaluate
each project for himself.”

This phase of the process is
where the “pay off” will take place.
This part of the design will take at
least one hour or more. At the end
of this time the trainer may want
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pants before their plans and pro-
jects are developed.

The work group in this case is a
staff of management and organiza-
tion development specialists in a
large corporation.*

It iscomposed of the staff super-
visor, four staff managers, and one
secretary. The group had been in-
volved in joint objective-setting
for ayear and a half. However, dl
previous activity had evolved from
an examination of the group's re-
sponsibilities and translation of
these into mutually agreed upon
objectives for the group. These
group objectiveswere then carried
out by members who volunteered
to undertake them or, by natural
divison of talents, certain projects
went to certain members. Ad-
mittedly, the staff supervisor felt
that he and the other members
were ready to individualize al the
objectives for the year 1970. He
publicly shared his search for a
method or resource that would ac-
complish this goal. He accepted the
life planning and inventory idea, as
modified to include some input of
company goals, needs, and expec-
tations for the coming year.

The work group met at an inter-
ference-freelocation, handled
other concernsin the morning and
began the design in the afternoon.
The "warm-up phase," described
earlier, was conducted in the after-
noon. As a general reaction the
participants favored the exercise
and indicated that they were in the
mood for further life planning and
inventory. Some comments were:
"I've never really taken this kind
o time to look at myself,” "My
rank-ordering of the 'Who-am-I1?
cards changed a couple dof times
and the others helped me examine
this quite closely,” "The conditions
seem ripe for this and I'm getting
plenty of personal help,” and "I'm
hooked on this, now."

The design was halted at this
point to allow time for the superior
o the work group'sleader to spend
an hour discussing, fromthe view-
point of his position in the organi-
zation, the outlook for the coming
year. Histalk included some areas

*1 wish to acknowledge the valuable con-
tribution of CharlesF. Fitzsmmonsto this
phase.
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where his boss thought work was
needed as well as some general
priorities. Ampletime was allowed
for questions, clarifications and
probings from the work group.
After he left, the work group
leader offered some of his own
reactions and priorities of a gener-
a nature. The work group agreed
to meet the next morning to con-
tinue the design.

At the next morning session, the
"Life Inventory" phase of the de-
sign was conducted. This is the
most time-consuming section, but
also the most productive in terms
of generating a vast amount of in-
formation for each individual re-
garding his present mood and
some foreseeable expectations. At
this point the participants felt they
had enough to think about and
asked for time to assimilate and
understand what they had |earned.

Two days later the work group
reconvened to try the "Project
Planning" phase. Points of clarifi-
cation were handled first. Re-
establishing the proper mood was
not a problem because a review
and discussion of the information
obtained earlier helped regenerate
enthusiasm. Projects and plans
were tentatively laid out and a
priority assigned. Then a reality
testing period was proposed and
each member individually began to
test his plans against the time
available for the next year. There
were more plans and projects than
there was time available for this
testing. A best accommodation
was made by placing the items in
order of priority.

The session ended with a com
mitment to meet again in two
weeks. Each participant committed
himself to bring with him his plans
and projects for the coming years
in a "Management by Objectives'
format. In addition, these objec-
tives would include earlier devel-
oped criteria such as; desirable, at-
tainable, satisfying, measurable,
legal, moral, ethical, positive, ac-
counting for known internal blocks,
written, and flexible enough to
allow for unknown essential priori-
ties.

Group reactions to this design
ran like this: "It helped me to un
derstand my own priorities in



terms of personal growth,” "I've
never done any long-range plan-
ning before, but after | realized the
satisfaction of some previous plans,
| was anxious to affect my own fu-
ture with some present planning,”
"It provided me with more insight
into myself than I've ever had
before,” "It helped me understand
how | can realize a couple of goals
in one project where before |
thought something had to give,”
and "I'm anxious to get on with
some of the ideas | have now."

Values of This Kind
of Learning Experience

One way of evaluating this
learning design is to compare its
applicability to some of the emerg-
ing trends in training and develop-
ment.* As we examine these
trends in the light of this general
design for life planning, the follow-
ing observations are relevant:

1. It is more desirable to im
prove performance than merely to
increase individual knowledge.
This design was used to increase
individual knowledge about one's
self, but mainly to help the individ-
ual make better career plans for
himself. Perhaps nothing will have
amore profound impact on individ-
ual performance than the kind of
commitment and enthusiasm that
can be generated by this kind of
learning experience.

2. Group training situations are
more important than only improv-
ing the skills of an individual. The
design in the case example dis
cussed above was focused almost
wholly on solving the problem of
what the group would do next year
and where itstime would be spent.
This was the first time such a de-
sign had been used with a work
group in this organization. It
seemed to improve the work cli-
mate and goal orientation.

3. Such training should be
viewed as the way management
wants to get its job done and not
solely as a function of a training
department. In the case example
cited this was not really a factor
sinceit was atraining group using
its own resources. It was seen as a

*See Gordon L. Lippitt, "Emerging
Trendsin Training and Development,” The
Training and Development Journal, Feb-
ruary 1969.

step toward organizational
achievement, however, and the
same design can be used with simi-
lar work groups with advantag-
eous results.

4. 1t is better to build "in-house
capabilities’ than to depend upon
outside experts or resources. In
the case example, Dr. Shephard's
design was adapted to a specific
work group's development. Cer-
tainly, thisisa development of "in-
house capabilities. " Also, four
other training managers are now
familiar with the design and can
adapt it to other situations when it
seems appropriate.

5. Management should insist on
evaluation of training instead of
accepting the results on faith.
There was no real test o the re-
sults achieved by the work group
in the case example, except that
the "bosses" were pleased and
thought the time was well spent.
In 12 to 18 months this criteria can
and should be morerealistically as-
sessed.

6. Training activities should be
focused on "learning how to learn.”
Thisfitswith the design | have dis-
cussed, because the activities facil-
itated learning how to learn about
oneself. There is also some built-in
learning in that evaluations will go
on throughout the year with each
project's activity and as each plan
unfolds.

7. The present trend is to move
away fromtraining that is unrelat-
ed to the learner's experiences or
his organization's needs. In the
case application this design was
specifically meant for the learner's
experiences and the organization's
needs. In heterogeneous settings
the application to an organization,
per se, might be somewhat less.

8. There is a tendency away
from didactic, non-participative
approaches to learning and more
action-learning.  This design is
wholly participative and resulted
in real action plans.

9. There is substantial value in
providing reinforcement and afol-
low-up experience for trainees, so
that learning is enhanced by appli-
cation. In work group situations
the reinforcement and follow-up
will naturally develop throughout
the year as objectives are individ-
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ually tracked and progress periodi-
caly reviewed at team meetings.

10. More is accomplished by
learning that is self-motivated by
the learner rather than imposed
upon him. By its very nature this
life planning design is self-motivat-
ing because there is the reward of
objective achievement. Also, the
data generated provides a means
for each individual to personally
plot his own growth.

11. Instead of the vague assur-
ancethat training will be "good for
you," there is greater emphasis on
goal orientation. The use dof the life
planning design, as applied in the
case example, had a very specific
goa in mind, both for the individ-
ual and the organization.

12. There is an advantage in
achieving greater homogenity in
training groups, so that people
learn to function together in their
organizational relationships. Work
groups should be trained together,
and the life planning design can be
used exactly that way inasmuch as
a part o its purpose is to build
trust and to initiate practice help-
ing. Increases in these two areas
will yield great benefits to an or-
ganizational work group.

Despite this favorable compari-
son with alist of criteria and the
favorable reactions fromthe parti-
cipants in the case reported, real
evaluation will only come in time.
At least ayear must pass before a
true measurement of results can
be taken. Only if subsequent per-
formance improves over a period
o time can a training design be
considered successful. At this
point, however, my observation
and experience indicates that this
life planning design will produce
positive results.

Overview

Thiskind of design and its appli-
cation in organizations is not to be
implemented without caution, nor
isit devoid of problemsto be over-
come. | would not recommend it
for awork group that is not ready
for it. Such readiness can be
assessed by answering these ques-
tions:

* Is the group already a fairly
cohesive one rather than one that
needs elementary team building?
This design is far more advanced
than mere application for team

building. It should not be used in a
work group that has more funda-
mental problems. Such a group
probably would have difficulties
that would prevent the partici-
pants from leveling to the degree
needed or that would cause them
to revert to dealing with old prob-
lems rather than focusing on
future activities and goals.

* Isthe group somewhat experi-
enced in objective setting to see
thisas a legitimate endeavor? This
design should not be used as an
initial try at objective setting; the
process istoo complicated. The
danger here is that it wouldn't be
taken seriously, thus ending in a
game.

* Is the leader of the group
ready for such an activity and is he
willing to support it after he un-
derstands what is involved? He
must be convinced that this will be
hel pful because he has to live with
it for ayear.

Are the organization's general
priorities available and can they be
worked in as an input? This seems
especially critical since the whole
effort will fail if the organization
surprises the members with road-
blocks to their plans and projects.
Redlistically, the members need to
know where the boundaries are in
order to develop realistic expecta-
tions.

Does the work group seem re-
sponsible and mature enough to
make individual growth plans that
are consistent with their re-
sources? The key here istheir past
record and a diagnosis of their
present psychological status. The
members of the group discussed in
the case example above were
specialists within the organization
and they were ableto identify with
a professional field valued by the
organization. This may not be true
in other work groups that have
less definable patterns of personal
growth and development.

Asthiskind of activity is consid-
ered for an already overworked
training and development depart-
ment and staff, aquestion arises as
to whether it might be worth the
effort, money and time. Will it
really benefit the organization?
The conditions of personal and
organizational life of the 1970s and
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beyond seem to indicate to me that
such an approach is not only need-
ed but essential:

» People feel today that the
modern organization is too large,
too impersonal and too complex.
Such an activity and design will
lessen this feeling.

» People at work today possess
multiple loyalties to themselves,
their families, their community,
their recreational group and their
work group. The organization that
helps a person see the inter-relat-
ed relevance of these multiple
loyalties, and does not try to com-
mand loyalty only to itself, will be
seen as a creative force.

» With the increased mobility of
people in work forces, it is de
sirable to optimize their contribu-
tion to the organizations to which
they belong. Life planning efforts
may increase the duration of aval-
uable employee's tenure with an
organization.

* Young people's increasing ex-
pectations of quick promotion in an
organization is creating a pressure
on those now in middle manage-
ment. The possibility of discover-
ing new opportunities and careers
for experienced workers may open
up vistas for them, and simultan-
eously provide opportunities for
the upward striving youth.

* New technological advances
will make some jobs obsolete. Ra
ther than keeping people who have
become "obsolete" on the work
force out of kindness and thereby
causing them to feel unneeded, itis
far better to help them find new,
revitalizing challenges so that they
may be useful to themselves and
others in a meaningful way.

Life planning is closely dlied to
the well-known concept of man-
agement by objectives. In this in-
stance, however, the objectives
are one's life plans and not just
work assignments. In many in-
stances the process of manage-
ment by objectives can be combin-
ed with life planning experiences.
An enlightened management, a
training and development staff or
an aware manager can creatively
confront the changing needs and
motivations of peoplein today's o-
ciety by seeing the relevance o lite
planning experiences as a new way
to optimize the potential of people
in the organization of tomorrow.



