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"Ef fec t ive deve lopment of man-
agers does not include coercing 
them (no mat ter how benevolent-
ly) into acceptance of the goals of 
the enterpr ise , nor does it mean 
manipula t ing their behavior to 
suit organizat ional needs. Rather 
it calls fo r creating a relat ionship 
within which a man can take 
responsibility for developing his 
own potent ial i t ies , plan for him-
self, and learn f rom p u t t i n g his 
own plan into ac t ion . " 

This article describes a Career 
Planning Workshop for managers 
which was p ro found ly inf luenced 
by this s ta tement of Douglas 
McGregor 's . Its purpose is to 
suppor t and accelerate the process 
of individual development wi thou t 
organizational coercion or manip-
ulat ion. It was designed for young 
managers (under 33) who have 
demons t ra ted above average 
achievements and who appear to 
have the potent ia l of advancing to 
the top levels of a corpora te 
hierarchy, but who have not yet 
a t ta ined high level visibility 
t h roughou t the organizat ion. 

Philosophy To Process 
We believe it represents one 

corpora t ion ' s successful beginning 
in translating the McGregor de-
velopmental phi losophy into a 
process which benef i ts bo th the 
managers and t he corpora t ion . 

The workshop has three objec-
tives. Part ic ipants should leave 
wi th : 

1. Improved self-understanding 
and directing. They will d raf t a 
Career Development Plan in which 
they have integrated self-
percept ions with feedback about 
their managerial and interpersonal 
s trengths, have identif ied career 
goals to capitalize on s t rengths 
and have writ ten action plans to 
achieve their goals. 

2. Improved unders tanding of 
g roup and organizat ion dynamics . 
They will be able to: d i f fe rent ia te 
be tween task and process, assume 

ei ther task or main tenance leader-
ship roles and utilize interpersonal 
contract building. 

3. A working unders tanding of 
the development process. They 
will be able to : describe the 
process of self-renewal and assist 
others in formulat ing a career 
development plan. 

The objectives are in terre la ted; 
some elements of the workshop 
cont r ibu te to the three objectives 
concurrent ly even though the 
focus progresses f rom the individ-
ual to the group and then to 
individual deve lopment plans. The 
workshop utilizes heurist ic learn-
ing: g roup interact ions, managerial 
s imulat ions and quest ionnaires 
generate the data fo r learning; 
little t ime is spent in lecture. 

In this article we describe the 
need which p rompted the pro-
gram, the workshop e lements and 
rat ionale and we c o m m e n t on its 
success and applicabil i ty. 

Need For Development 
In 1969 we analyzed the ages 

and capabilities of our manage-
ment and discovered that in the 
coming 10 years substantial 
numbers of openings would occur 
near the top of the organizat ion. 
Many upper level managers were 
approaching re t i rement age. 
Others had not kept pace with 
advancing technology. 

Because we had had no system-
atic recruit ing program over the 
years, lower management ranks 
did not seem capable of providing 
managers needed. Even more 
impor t an t , because we had lacked 
a planned approach to develop-
ment , lower management levels 
lacked the knowledge, skills and 
b read th of exper ience necessary 
for advancement . 

The primary need appeared to 
be not for the stringent assessment 
of existing talent but for develop-
ment , particularly of o u r younger 
talent. It seemed essential that we 
immediately begin helping our 
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most promising young managers 
to anticipate the fu tu re and to 
prepare themselves for positions 
of increased responsibility. 

Rationale 
As staff consultants, we strong-

ly believe that the development of 
managerial talent is primarily a 
line, not a staff , responsibility. We 
fur ther believe that the individual 
manager himself must assume the 
major responsibility for his own 
development . 

We did not want to create a 
m e c h a n i s t i c , s t e p - b y - s t e p 
approach that assured upward 
mobility through following a pat-
terned sequence of activities: we 
wanted to help managers help 
themselves. 

We rejected a program of career 
pathing and job rotat ion initiated 
and controlled by a third party. 
Such an approach contradicts our 
belief in the importance of an 
individual's assuming responsi-
bility for his own development . 
Fur ther it tends to encourage 
dependency and reactive behavior 
rather than the inquisitive, pro-
active behavior we believe to be 
most desirable in fu ture upper 
level managers. 

Because of time constraints and 
the number of managers needed, 
we concluded that an individual 
consulting approach to creating 
self-development plans was im-
practical for us. We wanted to 
establish widespread understand-
ing about the process of personal 
and managerial development and 
start upwardly mobile managers 
using the process themselves and 
with their subordinates. 

Peer Development 
We determined to use a work-

shop in which participants helped 
and depended on peers as the first 
step in the process of develop-
ment. During the planning stages, 
we adhered to the following 
guidelines: 

1. The workshop should not be 
an end in itself; it should foster 
proactive behavior, encourage 
participants to embark on their 
own on-going development pro-
gram, and provide them with the 
skills needed to continue the 
process. 

2. Systems and conditions 
within the corporat ion must facil-
itate, support and reinforce partic-
ipants ' development activities in 
order to ensure a continuing 
process. 

3. Workshop facilitators were 
to be consultive resources only; 
they would not direct part icipants 
into the "cor rec t " career path or 
prescribe needed development 
actions. 

4. Participants should learn to 
give and receive feedback con-
structively and to regard it as a 
tool for continued growth. 

5. They should receive feed-
back about their behavior and the 

way in which others view their 
technical and managerial strengths 
and limitations. Feedback should 
come f rom a variety of sources 
and situations and should be 
incorporated into development 
plans. 

6. Participants should learn the 
"helping" skills (listening, reflect-
ing, effective questioning) needed 
to help subordinates in creating 
development plans. 

7. Participants should under-
stand the potential impact of role 
assumptions on the individual in 
the organization. 

8. Af te r the workshop, partic-
ipants should feel a sense of 
empowerment , seek additional re-
sponsibility and make their career 
desires known. 

This approach to the process of 
development and the workshop 
itself reflect our belief that learn-
ing and development are internal 
processes which are most effective 
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when the individual recognizes 
gaps between " w h e r e he is and 
where he wants to be , " and then 
inst i tutes a process of self-inquiry 
to close the gaps. 

Workshop Overview 
Figure 1 illustrates the overall 

design of the Career Deve lopment 
Workshop. A descr ipt ion of the 
e lements follows. The major head-
ings refer to the e lements of t he 
workshop which are italicized in 
Figure 1. Published s imula t ions 
and exercises are referenced so 
that the reader who wishes to 
become more familiar with them 
may do so. 

Pre work 
Literature sent to par t ic ipants 

prior to the workshop conta ins a 

descr ipt ion of the workshop and 
the process it involves. It s ta tes 
that par t ic ipat ion is purely volun-
tary. No stigma is a t tached to 
anyone who elects not to partic-
ipate. 

Part ic ipants comple te prework 
assignments consisting of readings 
and data gather ing abou t them-
selves. (Data is gathered via two 
ins t ruments : an "Individual De-
ve lopment Ques t ionna i re" and a 
psychological test , the "Myers 
Briggs Type Ind ica to r . " They are 
asked to comple te a copy of the 
ques t ionnai re stat ing the way in 
which they see themselves and to 
send copies of the ques t ionnai re 
to people with w h o m they have 
worked closely and whose opin-
ions they value. This enables t h e m 
to compare their self-percept ions 

with the way in which o thers view 
their capabilities and pe r fo rmance . 
The quest ionnaires are summa-
rized by an external consul tan t to 
ensure the responden t ' s a n o n y m -
ity. 

The psychological test provides 
them with insights a b o u t the way 
in which they gather in fo rmat ion , 
the way in which they deal with 
it, whe ther they seem to be 
" th inkers or doe r s , " and their 
propensi ty to e i ther make deci-
sions quickly with limited data or 
to pos tpone j udgmen t s while 
gathering more in fo rma t ion . 

Confidential Treatment 
Both ins t ruments are treated 

with absolute conf ident ia l i ty . N o 
one o the r than the workshop 
faci l i tators sees the data , and no 

Figure 1. 

DESIGN: CAREER DEVELOPMENT WORKSHOP 

Monday 8:30 a.m. Tuesday 8:30 a.m. Wednesday 8:30 a.m. Thursday 8:30 a.m. Friday 8:30 a.m. 

The Development Process 
- The Career Development 

Plan 

Self Understanding 

- Johari Window 

- First Impressions Exercise 

- Guidelines for Feedback 

Helping Relationships 

- Trio Building 

Career Analysis continued 

• Accomplishment Analysis 
Demonstration 

• Accomplishment Analysis 

- Trio Discussion 

Self Understanding and Small Group Dynamics: Drafting the Career De-The Development Process 
- The Career Development 

Plan 

Self Understanding 

- Johari Window 

- First Impressions Exercise 

- Guidelines for Feedback 

Helping Relationships 

- Trio Building 

Career Analysis continued 

• Accomplishment Analysis 
Demonstration 

• Accomplishment Analysis 

- Trio Discussion 

Working Relationships 

- Transactional Analysis 
- Theory Discussion 
- Self Perceptions 

- Feedback 
- Discussion 
- Journal Entries 

Effective Leadership 

- Introduct ion 
- Decision Making 

Exercise 
- Discussion 
- Decision Making 

Exercise 
- Discussion 
- Journal Entries 

velopment Plan 
continued 

- Criteria for Act ion 
Plans 

- Individual Work 
- Trio Discussion 
- Role Plays 
- Analysis 

Lunch 12 Noon Lunch 12 Noon Lunch 12 Noon Lunch 12 Noon Lunch 12 Noon 

Self Understanding and Helping 

Relationships 
Career Analysis 

- Life Perspective 

- Value Systems 

• Future Accomplishments 

- Accomplishment Analysis 
General Discussion 

- Personality Theory 
- Distr ibution of Tests 
- Implications for De-

velopment 
- Development Question-

naire Distr ibut ion 
- General Discussion 
- Trio Discussion 

Organization Effectiveness 
Opportunities for Improvement 

• Introduct ion 
- Hol low Square Co. 

Simulation 
- Analysis of Effective-

ness 
- Organization theory 
- Journal Entries 

Drafting the Career 
Development Plan 

• Guidelines for Future Jobs 

- Trio Discussion 
- Job Requirements 
- Planned Learning 

Experiences 
- Small Group Discussions 

Selected Jobs 

- Discussion 
- Participant - Facilitator 

commitments 

7:30 p.m. 7:30 p.m. 

Career Analysis Continued 

- Peak Accomplishments Free Evening Open discussion wi th 
Corporate Officer - Discussion - strengths 

and limitations 
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record of it is kept. The infor-
mation is given only to partici-
pants for their use in planning for 
their own development. 

As a first step in establishing a 
system which supports and rein-
forces development effor ts , partic-
ipants ' supervisors are contacted 
prior to the workshop. The 
in-house facil i tator discusses with 
them the objectives and design of 
the workshop and the career 
development plan which will 
result. The impor tance of the 
supervisors' role in an initial 
discussion of the plan and in 
continuing periodic discussions is 
stressed. 

Contract Building 
During the first night of the 

workshop, we begin to establish a 
norm of open and trusting rela-
tionships on which the success of 
the week depends. During the 
evening, participants begin to 
know one another . Through a 
mutual sharing of concerns and 
expectat ions about the workshop 
and the facilitators ' role, a "con-
t rac t " is evolved between partici-
pants and facilitators regarding: 

• the confidentiali ty of infor-
mation disclosed during the week 
and 

• the assumption of responsi-
bility for learning. 

To accelerate the process of 
involvement and trust building, we 
use a "Get t ing Acqua in ted" exer-
cise which facilitates self-
in t roduct ions in small groups . -

The Development Process 
In order to establish a frame-

work for the week's activities and 
to demonst ra te how they relate to 
the objectives, the workshop 
begins with an overview of the 
career development process and a 
presentation of the Career Devel-
opment Plan format . Steps in the 
development process are: 

I. Personal data gathering and 

self-analysis to determine one 's 
managerial, technical and inter-
personal strengths and limitations. 

2. Formulat ion of a "p ro f i l e " 
of these characteristics. 

3. Identif ication of factors in 
a work situation which have 
contr ibuted to success and result-
ed in a sense of satisfaction. 

4. Surveying various types of 
jobs that appear to o f f e r the 
possibility for satisfaction and 
determining what knowledge and 
skill is required for these posi-
tions. 

5. Deciding on a likely suc-
cession of fu ture jobs including 
the ultimate job to which one 
aspires and the intermediate jobs 
between the ultimate and present 
job . 

6. Comparing one 's present 
strengths and limitations to the 
requirements of the positions 
chosen in Step 5. 

7. Identif icat ion of develop-
ment needs (gaps between present 
abilities and the requirements of 
fu ture jobs) and prioritizing these 
needs. 

8 . S u r v e y i n g p o s s i b l e 
approaches for closing gaps (read-
ing, course work, job rotat ion, 
etc.) 

9. Choosing what appears to 
be the most appropriate approach 
for closing the gaps. 

10. Writing action plans for the 
highest priority development 
needs. 

11. Carrying through on the 
action plans. 

12. Comparing progress to the 
plan. 

13. Periodically re-examining 
the total process and revising as 
needed. 

Plan Format 
The format of the Career 

Development Plan takes these 
steps into account . It a t t empts to 
anticipate the fu ture and create an 
interface between the present and 
the fu ture . It requires participants 

to list in sequence: 
1. The ult imate job to which 

they aspire and its requirements. 
2. Intermediate jobs and their 

requirements. 
3. A current profile of 

strengths and limitations. 
4. Development needs resulting 

f rom a comparison of the most 
desirable next intermediate job 
with the profile. 

5. Options considered for 
meeting the needs. 

6. Action plans which outl ine 
specifically what will be done and 
when it will be done to meet the 
needs. 

The workshop provides infor-
mation on each of these elements 
but places particular emphasis on 
providing personal feedback and 
the oppor tuni ty for self-insight. 
Participants are encouraged to 
keep a journal in which to 
summarize what they learn about 
themselves and the funct ioning of 
groups and organizations. 

Relationships 
The first major time block 

focuses on the process of self-
disclosure and on giving and 
receiving feedback. Guidelines for 
feedback are discussed and feed-
back is generated through a First 
Impressions Exercise.^ Partici-
pants summarize the feedback 
they have received in their jour-
nals. 

Next, using the knowledge 
gained about one another from 
the previous night 's introduct ions 
and the First Impressions Exer-
cise, participants self-select into 
the sub-groups, usually trios, in 
which they will work most closely 
during the week. In these groups 
participants typically agree to 
share openly their perceptions 
about both their own and each 
others ' interests, strengths and 
limitations. They also agree to 
help one another in formulat ing 
career development plans. 
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Working in the trios, partici-
pants complete a Career Analysis 
Exercise. This exercise helps each 
participant understand his value 
system, identify the factors that 
have contr ibuted most to his past 
achievements and sense of satis-
faction and determine what he 
would most like to accomplish in 
the fu ture . 

Factors which have contr ibuted 
to past achievements and resulted 
in a sense of satisfaction are 
identified through the following 
process. Each participant lists 
approximately 20 "peak accom-
pl ishments" (things that he did 
alone or that he contr ibuted to 
which he enjoyed and which 
cont inue to seem significant to 
him). He then selects what he 
considers to be the most signif-
icant five and describes them in 
detail. He and his two trio 
partners next analyze them to 
determine the specific factors 
contr ibuting to the achievement. 
They consider the type of satis-
faction derived, the activity in 
which the participant was 
engaged, his relationship to others, 
the environment and any other 
contr ibuting factors. 

Provide Insights 

The results of this exercise 
provide participants with insights 
about their strengths and interests. 
The information is used later in 
the week to establish guidelines 
for each participant 's op t imum 
future working conditions and his 
most desirable career path. 

When the analysis is completed, 
participants receive inputs about 
their strengths and limitations 
f rom the two prework sources: 
the psychological test and the 
questionnaire. Af te r they have 
received their own psychological 
test profiles, a group discussion is 
held on the theory on which the 
test is based. The theory holds 
suggestions for better utilizing 

one's own strengths and for 
minimizing one 's limitations by 
utilizing the identifiable strengths 
of others through interdependent 
relationships. 

Participants next receive their 
summary of the Individual Devel-
opment Questionnaires completed 
by their peers, subordinates and 
superiors. They compare the views 
of themselves as seen by others 
with their self-perceptions. Al-
though it is optional, most partici-
pants hold comprehensive discus-
sions about the data they have 
received f rom both the test and 
the questionnaire in their trios. 

Transactional Analysis 

Used 
As a means of bridging self-

understanding and working rela-
tionships, Transactional Analysis 
is in t roduced . 5 It is presented as a 
model for gaining additional self-
insights and for analyzing the 
transactions which take place 
between individuals and in groups. 
After a lecture and discussion on 
the theory underlying Transac-
tional Analysis, trios combine into 
groups of six for fur ther discus-
sion and a feedback session. Each 
participant presents his self-
perception of the way in which he 
interacts with others. He also 
receives feedback from the o ther 
five on how they see him inter-
acting. This feedback is non-
judgmental and is based on spe-
cific behaviors observed during the 
workshop. 

The theoretical and experiental 
base provided by these exercises is 
then used in a general group 
d i s c u s s i o n of supervisory/ 
subordinate and peer relation-
ships. The issues of role assump-
tions, dependency, counter depen-
dency and interdependence are 
explored. Journal entry time is 
provided af ter the discussion for 
summarizing learnings about self 
and groups. 

Organization Effectiveness 

An organization simulation, the 
Hollow Square Co., is used to 
contr ibute additional insights into 
the dynamics of interrelationships 
in organizations and the impact 
that role assumptions, leadership 
and communications have on 
motivation and group produc-
tivity. 

After the simulation the group 
analyzes its interactions, determin-
ing the factors which contr ibuted 
to effectiveness and those which 
rendered it ineffective. This anal-
ysis is followed by a lecturette on 
organization theory. Each partici-
pant next summarizes what he has 
learned about organization effec-
tiveness and his own effective and 
ineffective behavior in his journal . 

Open Discussion 
Wednesday evening is spent in 

an open discussion with an officer 
of the company. The purpose of 
the discussion is twofold . It lends 
credibility to the importance 
placed on management develop-
ment in the company, and it 
enables a t o p ranking executive to 
learn first hand about the frustra-
tions experienced by bright young 
managers as they a t tempt to grow. 

Small Group Dynamics 
Thursday morning offers an 

oppor tuni ty for participants to 
sharpen their process observation 
skills, to learn about group dy-
namics in decision making and to 
study their own effectiveness in 
influencing groups. Utilizing the 
"f ishbowl t e chn ique" 7 one small 
group (as an inside circle) is given 
a decision-making task to perform. 
Another group (as an outside 
circle) observes the process of 
decision making. Each member of 
the outside group acts as a 
personal consultant to a partici-
pant (client) in the decision 
making group. The consultant 
provides feedback on the partici-
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pant 's effectiveness in a role he 
has chosen. (Roles might be to 
contr ibute to group maintenance 
or to task accomplishment , or 
only to assure that individual 
needs for personal recognition are 
met.) 

The decision-making process is 
interrupted once to allow for a 
consultant-client discussion on the 
participant 's effectiveness and 
then resumed. When the total time 
period is up, the observers report 
on the dynamics they observed, 
and a general discussion of task, 
process, leadership, and member-
ship issues ensues. The positions 
of the inside and outside groups 
are then reversed with the new 
inside group given a different 
decision making task. Following 
this exercise each participant again 
summarizes his learning about 
group dynamics and about his 
own effectiveness and impact in 
groups. 

Drafting the Plan 
On Thursday af ternoon we 

begin tying together the various 
learnings into a career develop-
ment plan and action steps for 
increased personal effectiveness. 

The first step is establishing 
guidelines for fu ture jobs. Guide-
lines are a list of 10 to 15 factors 
which appear to be critical for the 
participant 's feeling of satisfaction 
and sense of accomplishment. This 
step draws upon the analysis of 
past experience completed during 
the first and second day of the 
workshop. The rationale is that if 
the factors that contr ibuted to 
achievement and satisfaction in 
the past are present in fu ture jobs, 
the probability of success in those 
jobs is increased. Once again, 
participants work first individually 
and then in trios: each member of 
the trio both gives and receives 
help. 

Our focus next shifts f rom the 
individual's interests to the re-

quirements of various upper level 
jobs within the corporat ion. 
Emphasis is placed on the proce-
dure fo r determining job require-
ments. The procedure combines 
open ended thinking about activ-
ities performed in jobs, types of 
decisions made and knowledge 
and skills required, with reading 
and discussions with job incum-
bents. It minimizes dependence on 
personnel "exper t s . " 

Resources for this step include 
corporate organization charts, a 
booklet of 50 job descriptions 
covering all functional areas, the 
workshop staff and participants. 
(Because participants represent a 
mix of line and staff personnel 
drawn f rom several disciplines, 
they can contr ibute knowledge 
about job requirements in several 
functions.) 

Begin As Total 
Group 

We begin by working as a total 
group and focusing on a high level 
job. Two lists are created: the 
activities the j o b involves, and the 
knowledge and skills the activities 
imply. 

Our objective is to assist partici-
pants in becoming adept enough 
with the method to use it 
themselves in learning about the 
requirements of jobs that are 
attractive to them. Tills will 
enable them to determine if the 
job closely matches their interests 
and to compare their own 
strengths and limitations with the 
job requirements. After having 
repeated the procedure for two or 
three jobs, participants have usual-
ly demonstrated facility in using 
it. 

It is this method of comparing 
individual strengths, limitations, 
and interests with job require-
ments that determines the gaps 
between "where the participant 
is" and "where he wants to be ." 
Closing the gaps becomes the basis 

for writing specific action plans 
for development . 

We next review methods for 
closing the gaps, emphasizing how 
to benefit f rom "planned learning 
experiences." We acknowledge the 
impor tance of on-the-job training 
but stress more formal educational 
experiences because the company 
has traditionally neglected them. 

The final stage (in which each 
participant begins to identify his 
own gaps) is an open discussion 
around the requirements of spe-
cific jobs. Participants self-select 
into groups comprised of those 
who, based on their guidelines for 
fu ture jobs, are interested in 
discussing the same or similar jobs. 
Using the method discussed above 
and drawing upon each other as 
resources, they list the activities of 
the job and then the knowledge 
and skills required. 

Discussions and Reactions 
After the requirements are 

compiled, participants discuss 
self-perceptions, past experience, 
the gaps believed necessary to 
overcome and the opt ions seen for 
closing the gaps. Group members 
share their reactions to each 
other 's strengths and limitations 
and make suggestions on o ther 
opt ions which might help prepare 
them for the job . 

Most participants are now ready 
to begin writing their Career 
Development Plans. They have 
formulated guidelines for fu ture 
jobs, chosen tentative ultimate 
and intermediate jobs, learned 
how to determine position re-
quirements, acquired information 
about their strengths and limita-
tions and have explored methods 
of closing gaps. 

Friday morning begins with a 
presentation of criteria for writing 
action plans. The emphasis is on 
making plans specific, measurable 
and complete with dates so that 
both the author and any reader 
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know what will be accomplished, 
whose help is needed in accom-
plishing the plan and when various 
elements will be completed. Par-
ticipants then work individaully 
for approximately two hours on 
their own plans. Af te r this they 
meet in trios; each trio member 
critiques the plan of the other two 
and suggests improvements based 
on action plan criteria. 

Because some participants 
believe their supervisors may 
resent the audacity of the plans, 
we next "role play" a career-
development discussion. The role 
play case consists of 1) an actual 
career-development plan draf ted 
in another workshop 2) a descrip-
tion of the way in which the 
participant who drafted the plan 
saw his supervisor; and 3) the 
problems he anticipated in discuss-
ing the plan both from his and his 
supervisor's points of view. In 
preparation for the case, partici-
pants self-select into two teams: 
each team prepares one member 
to " p l a y " the subordinate who 
will discuss his plan with his 
supervisor. One of the facilitators 
"p lays" the supervisor. 

The discussion is held twice and 
is videotaped. This permits teams 
to compare approaches. After 
both discussions, the tape is 
played back and the total group 
analyzes the process of interaction 
during the discussion making 
notes on what seemed to help and 
seemed to hinder the effectiveness 
of the discussion. 

Because the plan is to be 
considered tentative until it has 
been reviewed with a manager's 
supervisor, a brief discussion is 
next held about other actions 
which would facilitate their 
dialogue. As a result of the 
discussion, the in-house facilitator 
typically commits himself to: 

1. Sending a letter to each 
man's supervisor, the next higher 
level of supervision, and the 

employee relations director of the 
division f rom which the man 
comes. (This letter advises the 
man's supervisor that the man 
created a career development plan, 
and that he will soon be request-
ing a career discussion.) 

2. Reviewing the final plan, 
critiquing it, and sending the 
critique to the man. 

Participants commit themselves 
to completing a plan, discussing it 
with their supervisor and next 
higher level of supervision and 
sending a copy to the in-house 
facilitator. 

System Reinforcement 

Support and reinforcement of 
the development process began 
with the facilitator-supervisor dis-
cussion prior to the workshop. It 
is continued and strengthened 
through a series of activities that 
takes place af ter the workshop. 

1. The Career Development 

Plan is discussed with the imme-
diate supervisor, the next higher 
level of supervision and the 
employee relations director of the 
participant 's operating unit. 

2. Af te r these discussions, par-
ticipants forward a copy of the 
plan to the in-house facilitator. 
This copy is critiqued and return-
ed with comments to the partici-
pant. 

3. Approximately six months 
af ter the discussion, participants 
assess their progress toward goals 
and write a commentary on it. 
The commentary is forwarded to 
all participants and to the in-house 
facilitator. 

4. One year af ter the work-
shop, participants reconvene for a 
one and a half day meeting in 
which they compare progress 
towards plans, analyze the factors 
which have helped or hindered 
their development and revise their 
plans as needed. 

5. Their plans are updated and 
discussed yearly with supervisors 
af ter this meeting. 

6. General managers are asked 
to review the progress of partici-
pants and report on it to the 
executive vice president during an 
annual manpower review. 

Initial Shortcoming 
The outline and elements des-

cribed here reflect the modifica-
tions introduced af ter each of four 
workshop experiences. Although 
even the first workshop was highly 
successful as an individual learning 
experience, it didn' t provide 
a d e q u a t e l y for supervisory 
support in carrying out action 
plans nor did it achieve the career 
focus we sought. 

The action plans created tended 
to be short-term and reflected 
only a highly personal behavioral 
orientat ion. In some cases they 
provided no information about 
fu tu re jobs. Because of the person-
al nature of the plans, some 
participants didn' t discuss them 
with their supervisors. The result 
was that although supervisors 
received highly favorable com-
ments about the workshop, some 
justifiably questioned its career 
impact, resented their lack of 
involvement and were in fact , 
precluded from playing an active 
role in the development of their 
subordinates. 

As a result of this deficiency, 
we made several major changes: 
we adopted the career develop-
ment plan format presented in this 
article, allocated additional time 
to the process of determining job 
requirements and provided addi-
tional resources on these require-
ments. 

In addition, we adopted the 
practice of having individual pre-
workshop discussions with super-
visors and writing post workshop 
letters which informed them of 
the dates for submit t ing plans as 
well as providing them with 
guidelines for career development 
discussions. 
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Results 
The workshop has been present-

ed f o u r t imes dur ing a 15-month 
per iod. Despite its limited use, the 
approach has had a m a j o r impact . 
Our most promising young man-
agers have fo rmula ted career plans 
and made them k n o w n to the 
organizat ion. T h e Career Develop-
ment Plans have proved to be 
valuable guides for individual 
decision making and for 
company-wide internal p lacement 
and succession planning. 

We have received n u m e r o u s 
c o m m e n t s f rom both supervisors 
and subord ina tes s tat ing that the 
career deve lopment discussion was 
the single most impor t an t work-
related discussion ever held. Many 
supervisors have requested a simi-
lar learning exper ience for them-
selves. 

As a result of career develop-
m e n t d i s c u s s i o n s division 
employee relat ions directors and 
general managers reflect an in-
creased unders tanding of the de-
ve lopment process and have ex-
pressed a desire to expand the use 
of the workshop . 

In the 15 m o n t h s since the first 
workshop , 20 of the 48 partici-
pants have received p romot ions 
and two have t ransferred to 
posi t ions which will give them the 
exper ience necessary to achieve 
cont inued mobil i ty . Each move 
was consistent with the partici-
pan t ' s p lan . 

Applicability 
Because the success of the 

workshop is highly dependen t on 
open and trust ing relat ionships 
and because it stresses mobi l i ty 
and early p repara t ion , its use 

appears l imited to younger man-
agers who have most of their 
careers before them and w h o are 
not cur rent ly compet ing closely 
with one ano the r . It also appears 
to be inappropr ia te for use in a 
small opera t ing unit - too many 

par t ic ipants f rom one uni t cur-
rently tend to decrease trust and 
openness . 

However, the enthusias t ic re-
cept ion of the process and the 
results it has p roduced appear to 
ensure its cont inued and expanded 
corpora te use with younger 
employees . USEEHD 
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