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Many organizations arc trying to cope
with the problems created by increasing
anti-establishment feelings, a mobile
working population, a shorter work
week and job obsolescence caused by
technological and knowledge explosion.
These problems are accentuated by ade-
sire on the part of individuals to actual-
ize their own potential. A new concept
of the training and development respon-
sibilities of organizations is needed and
is here proposed.

It seems apparent that a fundamental
way to be of servicc to people in organi-
zations is to help them examine their
life goals and plans as a means of achiev-
ing their own potential. Tests and coun-
seling services are used for youth in
career planning, but it is rare to find
such a service for adults. Some counsel-
ing clinics and individual therapy for
adults exist, but this isusually conduct-
ed in aclinical setting where the individ-
ual goes to a professional counselor out
of major concern for some problem con-
fronting him. This new concept suggests
that organizational training and develop-
ment practitioners make available indi-
vidual and group experiences that will
assist employed and productive persons
in their organizations to review, evaluate
and examine their life plans.

There are several reasons why a com-
pany, agency or organization should
assume such a responsibility for its em-
ployees:

1 To demonstrate the larger social re-
sponsibility  of a mature organiza-
tion.

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

3. To more effectively release the po-
tential of the individual in behalf of
the organization.

4. To help the individual prepare for
change in society, the organization,
and himself.

5. To strengthen the psychological
tact between the individual and the
organization.

con-

6. To plan more effectively the learning
experiences the individual will re-
quire to achieve his life goals.

7. To focus on the person as a whole

individual whose total life inter-re-

lates.

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

1. To help participants look at them-
selves, 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. To build a climate of trust in athree
to six-person group.

3. To present an opportunity for prac-
tice in giving and receiving help.

The rationale of the design, stated
simply, is:

Personal objectives for the future are al-
most impossible to state without first do-
ing some "getting in the mood" kinds of
activities. In thisdesign, these activities aid
a person to display a number of important
aspects of himself to himself. Of special
help to the participant 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 othersand
through "joint-sharing” to generate more
self-growth goals than one could achieve
through self-insight alone. This gradual
revelation of self, during one or more ses-
sions, 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 experiences the group

*1 was first introduced to some of the group
methods in life planning by Dr. Herbert
Shephard, a pioneer in this kind of work
during the past five years. The design ex-
plained in this article, with some modifica-
tions. is taken from an exercise conducted
by Dr. Shephard at Bethel, Maine in July
1969 for the participants in a Program for
Specialists in Organizational Training and
Development. This program was sponsored
by the NTL Institute for Applied Behavioral
Science.
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will share, lie points out that stating ob-
jectives for the future is a difficult task
for all of us; that the experiences will
assist each participant to review hisown
feelings about his own self-concept and
his plans for achieving or revising that
self-concept; that as a result of these ex-
periences the choice of future actions,
plans and projects will be easier for each
participant 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) 011 separate sheets and dis-

tribute them at the appropriate 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 fully,
should promote enough response to de-
termine if there is active resistance. Indi-
viduals 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 of readiness in individ-

ual 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 optimum number. The
trainer now helps the group "get into"
the experience. He can explain as fol-
lows:
"Today we will look at where we are, who
we are, and what we like, and try to
spread these out in front of ourselves.
Then with this information available, we
can look to the future and try to fit it in
as best we can to our own plans, objec-
tives, and growth. Everyone will need a
pencil and about 15 pieces of paper.

"The results of thisexperience will mainly
be for your own use."

The trainer then gives his first in-
struction to the small groups:

Line Drawing Activity

Trainer: "Your first task is to - draw a

horizontal line from left to right represent-
ing 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 thisstep.)

After groups appear to have dis-

cussed this sufficiently the trainer

then introduces the next activity:

Who Am 1Activity

Trainer: "It is a part of our culture to ex-
plain things chronologically. 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 occurring here and now is
that it has consequences for here and now,
plus past explanations, and future eventu-
alities. So, today, we will work OLl the
right hand side of the check mark you
have made 0Ll your life line, and look at
that part of your life that hasn't happened
yet. We will investigate the right hand side
of your line as much as we can, rather
than slip back to the left side. Write 011
ten separate piecesof 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 quali-
ties that you have. You may think of
yourself in terms of your negative attri-
butes. Or you may think of yourself as a
mixture of all of these different frame-
works. Whatever framework your life has
had. try to find different answers to the
question, "Who am I?" and write them
down. When you are done, 1want you to
review the ten answers and think about
what you would be if you eliminated any
one of them.

Wait until all have finished.

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

Trainer should check for understand-
ing 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, al-
most 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. Write what you would like to
have written about you and what you
might be able to accomplish. It should be
a statement 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
|?" statements and add any additional
statements that would further explore
what you would like to be."

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

B. LIFE INVENTORY PHASE

In this phase of the design, the partici-
pants should more fully examine their
aspirations, assets, inadequacies, and ex-
pectations. It is helpful if the trainer has
forms ready for displaying the cost of

the inventory items explained below;

but if not, he should list these items on
a chalkboard 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 dis-
play al of yourself in terms of your activi-
ties and values. It ends up as a map of
your life in terms of a number of elements
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: Thisdefinition isbroad enough so
that they are not necessarily the most ex-
quisite 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 timeswhen you have
felt you were really living and enjoying liv-
ing. These are the moments that have
made you feel living is worthwhile. It is a
list of the events that have mattered to
you in terms of making 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 probably are

things that are very meaningful to you.
There may be duplication with your first
list. Some of the things you do well may
be things that bore you to death. Thisisa
hard list to compile because it competes
with our cultural norm of being modest.
Try to overcome thisinhibition."

3. Next, "Things / Do Poorly.

Trainer: "This list should contain things
you want todo 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 another
you need to do. You may play the violin
poorly, but if you have no interest in or
need to do it, don't include playing the
violin."

4. The next element is, "Things |
would Like to Sop 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 good for you to stop doing

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 Wel. "
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 Ex-
periences | Would Like to Have"
Trainer: "These are the kinds of things

you imagine you would like to have hap-
pen to you but which have not."

7. The next element is, "Values to

he 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 "Things I'd
Like to Sart 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 doing. 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 freejust to think and
respond, and not have to write in detail. If
other team members will serve as consult-
ants, interviewers and recorders, the per-
son being inventoried will not have to
bother writing down things and can be
free to respond. Don't beat it to death.
Get down those things that arc 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 individual, but
you can also take each element in order
among all the members of the group.”

This phase of the experience will take at
least an hour. This may be agood time
for another break so that the partici-
pants can relax before moving on to the

"action planning" phases of the design.

C. PROJECT PLANNING PHASE

The objective here is to help each indi-
vidual establish goals and plans by iden-
that
toward desired achievements. Some of

tifying projects can lead him

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 for-
mulation of projects that combine a num-
ber of the desires expressed in the life in-
ventory. This isdifficult, and thereare few
procedures or patterns. Instead of thinking
of goals with a separate set of strategies,
think of projects that provide opportuni-
ties to allow you to learn what you want
to learn or that move you towards the
peak experiences you want to have. In
each project, try to realize as many of
these values, goals and desires as you can.
Try to develop an overall picture that lets
you feel alive and satisfied. | can make
these three suggestions:

(@) Think of vocational or avocational
projects to which you are already
committed. Consider the parts of
these projects that provide you oppor-
tunities 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 de-
sires you want. Think about these pro-
jects in terms of what you can add or
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subtract from them so they will pro-
vide you with increased fulfillment.

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

(b

-

(c) Another thing you might do is brain-
storm possible projects with your
group. Make a list without evaluating
each item. Rotate around the team,
first one person and then another.
After the list ismade, 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. Al the end of this time the trainer
may want to have some general discus-
sion with the total group on such ques-

tions as:

Which aspects of the design seem to
be most difficult?

- Which aspects of the design seemed

most meaningful ?
- What surprised you the most?

- What are some of the obstacles you

might encounter in accomplishing

your projects?
This will
evaluation and channeling of the learn-

provide a valuable release,
ing experience to their ongoing life ex-

perience.

CASE EXAMPLE OF LIFE PLANNING
DESIGN

The heart of alife planning design isthe
individual, his present relationship to his
own life, and his current value system.
When used with a work group in an or-
ganization, a major ingredient that must
be added
organization's current needs and the ex-
that
Consideration

is information relevant to the

pectations of work

group.
given to the timing of such an "informa-

particular
should also be
it will be available to

tional input" so

the participants before their plans and

projects are developed.

The work group in this case isa staff of
management and organization develop-

ment specialists in a large corporation.*
*1 wish to acknowledge the valuable contribu-

tion of Charles F. Fitzsimmons to this phase.
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It is composed of the staff supervisor,
four staff managers, and one secretary.
The group had been involved in joint
objective-setting for a year and a half.
However, al previous activity had
evolved from an examination of the
group's responsibilities and translation
of these into mutually agreed upon ob-
jectives for the group. These group ob-
jectives were then carried out by mem-
bers who volunteered to undertake
them or, by natural division of talents,
certain projects went to certain mem-
bers. Admittedly, the staff supervisor
felt that he and the other members were
ready to individualize all the objectives
for the year 1970. He publicly shared
his search for a method or resource that
would accomplish this goal. He accepted
the life planning and inventory idea, as
modified to include some input of com-
pany goals, needs, and expectations for
the coming year.

The work group met at an interference-
free location, handled other concerns in
the morning and began the design in the
afternoon. The "warm-up phase," de-
scribed earlier, was conducted in the
afternoon. As ageneral reaction the par-
ticipants favored the exercise and indi-
cated that they were in the mood for
further life planning and inventory.
Some comments were: "l've never really
taken this kind of time to look a my-
self, "my rank-ordering of the "Who-
am-1?" cards changed a couple of 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 of the work
group's leader to spend an hour discuss-
ing. from the viewpoint of his position
in the organization, the outlook for the
coming year. His talk included some
areas where his boss thought work was
needed as well as some general priori-
ties. Ample time was allowed for ques-
tions, clarifications and probings from
the work group. After he left, the work
group leader offered some of his own

reactions and priorities of a general
nature. The work group agreed to meet
the next morning to continue the de-
sign.

At the next morning session, the "Life
Inventory" phase of the design was con-
ducted. This isthe most time-consuming
section, but also the most productive in
terms of generating avast amount of in-
formation for each individual regarding
his present mood and some foreseeable
expectations. At this point the partici-
pants felt they had enough to think
about and asked for time to assimilate
and understand what they had learned.

Two days later the work group recon-
vened to try the "Project Planning"
phase. Points of clarification were
handled first. Re-establishing the proper
mood was not a problem because a re-
view and discussion of the information
obtained earlier helped regenerate en-
thusiasm. Projects and plans were tenta-
tively laid out and a priority assigned.
Then a reality testing period was pro-
posed 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 commitment
to meet again in two weeks. Each par-
ticipant committed himself to bring
with him his plans and projects for the
coming years in a "Management by Ob-
jectives" format. In addition, these ob-
jectives would include earlier developed
criteria such as: desirable, attainable,
satisfying, measurable, legal, moral, ethi-
cal, positive, accounting for known in-
ternal  blocks, written, and flexible
enough to allow for unknown essential
priorities.

Group reactions to this design ran like
this: "It helped me to understand my
own priorities in terms of personal
growth;" "I've never done any long-
range planning before, but after | real-
ized the satisfaction of some previous
plans, | was anxious to affect my own
future 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 1have now."

VALUES OF THIS KIND OF LEARN-
ING EXPERIENCE

One way of evaluating this learning de-
sign is to compare its applicability to
some of the emerging trends in training
and development.* As we examine these
trends in the light of this general design
for life planning, the following observa-
tions are relevant:

1. It is more desirable to improve per-
formance than merely to increase in-
dividual knowledge. This design was
used to increase individual knowl-
edge about one's self, but mainly to
help the individual make better
career plans for himself. Perhaps
nothing will have a more profound
impact on individual 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 improving the
skills of an individual. The design in
the case example discussed above
was focused almost wholly on solv-
ing the problem of what the group
would do next year and where its
time would be spent. This was the
first time such a design had been
used with awork group in this organ-
ization. It seemed to improve the
work climate and goal orientation.

3. Such training should be viewed as
the way management wants to get its
job done and not solely as afunction
of a training department. In the case
example cited this was not really a
factor since it was a training group
using its own resources. It was seen
as a step toward organizational
achievement, however, and the same

*See Gordon L. Lippitt, "EmergingTrends in
Training and Development,” The Training
and Development  Journal, Feb. 1969.



. There

design can be used with similar work
groups with advantageous results.

It is better to build "in-house capa-
bilities' than to depend upon out-
side experts or resources. In the case
example, Dr. Shephard's design was
adapted to a specific work group's
development. Certainly, this isa de-
velopment 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.

. Management should insist on evalua-
tion of training instead of accepting
the results on faith. There was no
real test of the results 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 more real-
istically assessed.

. Training activities should be focused
on "learning how to learn. "This fits
with the design | have discussed, be-
cause the activities facilitated learn-
ing how to learn about oneself.
There is also some built-in learning in
that evaluations will go on through-
out the year with each project's ac-
tivity and as each plan unfolds.

. The present trend is to move away
from training that is unrelated to the
learner's experiences or his organiza-
tion's needs. In the case application
this design was specifically meant for
the learner's experiences and the or-
ganization's needs. In heterogeneous
settings the application to an organi-
zation, per se, might be somewhat
less.

is a tendency away from
didactic, non-participative approach-
es to learning and more action-learn-

ing. This design is wholly participa-
tive and resulted in real action plans.

. There is substantial value in provid-
ing reinforcement and a follow-up

experience for trainees, so that learn-
ing is enhanced by application. In
work group situations the reinforce-

ment and follow-up will naturally de-
velop throughout the year as objec-
tivesare individually tracked and pro-
gress periodically 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 de-
sign is self-motivating because there
is the reward of objective achieve-
ment. Also, the data generated pro-
vides a means for each individual to
personally plot his own growth.

11. Instead of the vague assurance that
training will be "good for you,"
there is greater emphasis on goal
orientation. The use of the life
planning design, as applied in the
case example, had a very specific
goal 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 organiza-
tional relationships. Work groups
should be trained together, and the
life planning design can be used ex-
actly that way inasmuch as a part
of its purpose is to build trust and
to initiate practice helping. In-
creases in these two areas will yield
great benefits to an organizational
work group.

Despite this favorable comparison with
a list of criteria and the favorable reac-
tions from the participants in the case
reported, real evaluation will only come
in time. At least a year must pass before
a true measurement of results can be
taken. Only if subsequent performance
improves over a period of 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 re-
sults.

OVERVIEW

This kind of design and its application
in organizations is not to be implement-
ed without caution, nor is it devoid of

problems to be overcome. | would not

recommend it for awork group that is

not ready for it. Such readiness can be

assessed by answering these questions:
Is the group already a fairly cohesive one
rather than one that needs elementary
team building? This design is far more ad-
vanced than mere application for team
building. It should not be used in a work
group that has more fundamental prob-
lems. 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 deal-
ing with old problems rather than focusing
on future activities and goals.

Is the group somewhat experienced in
objective setting to sec this as a legitimate
endeavor? This design should not be used
as an initial try at objective setting? the
process is too complicated. The danger
here is that it wouldn't be taken seriously,
thus ending in agame.

Is the leader of the group ready for such

an activity and is he willing to support it

after he understands what is involved? He

must be convinced that thiswill be helpful

because he has to live with it for a year.
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
roadblocks to their plans and projects.
Realistically, the members need to
know where the boundaries are in order
to develop realistic expectations.

Does the work group seem responsible
and mature enough to make individual
growth plans that are consistent with
their resources? The key here is their
past record and a diagnosis of their pre-
sent psychological status. The members
of the group discussed in the case ex-
ample above were specialists within the
organization and they were able to iden-
tify 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.

As this kind of activity isconsidered for
an already overworked training and de-
velopment department and staff, a ques-
tion arises as to whether it might be
worth the effort, money and time. Will
it really benefit the organization? The
conditions of personal and organization-
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