














PRAISE FOR UP Is Not the Only Way


“This move to employee ownership of careers, coupled with the pressure to create and implement processes that provide flexible delivery options and rapid response to needs, make Up Is Not the Only Way a valuable tool for career development practitioners as well as HRD professionals.”


Lindy Williams, Director, World Wide Career Development
American Express


“Beverly Kaye’s innovative and sensitive approaches are assisting thousands of Marriott associates to plan successful careers in rapidly changing and uncertain economic and business environments. A classic, Up Is Not the Only Way is essential reading for influential organization and career development practitioners.”


Michael Horne, Director, Organization Development
Marriott International


“Dr. Kaye’s work is an essential guide to motivating employees when downsizing and delayering have reduced promotion prospects, and emphasis on team work means that people should be oriented to getting results rather than climbing the ladder.”


Rosabeth Moss Kanter, author, The Challenge of Organizational
Change and When Giants Learn to Dance


“Bev Kaye’s book... is right on time and right on target for the tasks we all face now. Read it and keep it handy.”


Robert J. Lee, Ph.D., President, Center for Creative Leadership


“Up Is Not the Only Way provides a roadmap of six viable career options that anyone can install in their career planning tool kit. These six options will work for anyone, pursuing any goal, in any profession or industry. This book is certain to become the new ‘bible’ in the field.”


Marsha Boettger, Career Consultant, Chrysler Corporation


“Beverly Kaye’s concept of career development can best be described as ‘relevant.’ She effectively marries individual development with organizational learning, career self-ownership with mentoring, and skills building with organizational savvy.”


Tom Stafford, Director, Human Resources & Site Services
Hoechst Celanese Corporation


“This book is essential reading for managers and human resource professionals who care about helping employees succeed in this era of restructured workplaces and aging baby boomers.”


Dave Jamieson, coauthor, Managing Workforce 2000: Gaining the Diversity Advantage


“In Up Is Not the Only Way, Bev Kaye has captured the fundamentals of career development in the most meaningful way for employees of the nineties. This book is a must read for individuals or companies with new or ongoing career development initiatives.”


Michael F. Werneke, Ph.D., Manager
Employee Resource Development, Cytec Industries Inc.


“Dr. Kaye has made a career of helping others to gain greater control of their own destiny and has done it with a combination of solid research, imagination, and a delightful touch of fun! This book is, like Bev herself, a combination of wisdom and hope.”


Warren H. Schmidt, coauthor, A Peacock in the Land of Penguins:
A Tale of Diversity and Discovery


“Beverly Kaye was the first to come up with the concept Up Is Not the Only Way in the first edition of this book over a decade ago.... This book is right on the mark and even more relevant today than when it was first published.”


Richard L. Knowdell, author, Building a Career Development Program


“Up Is Not the Only Way is the career development practitioner’s handbook of practical tools and approaches for sewing the requisite developmental norms, behaviors, and attitudes into the fabric of organization culture.”


Mike Stromes, MSHRD, Senior Consultant
Human Resources Development, Ciba-Geigy Corporation


“Bev’s ideas about developing high-potential employees are right on the mark! She applies the dynamics of individual and group, peer and mentor relationships to bolster employee learning, build self-confidence, and measure results. She guides the group to look at both sides.”


Betty Dickey, Manager, Human Resources
Hoechst Celanese Corporation


“This book contains the perspective, the skills, and the mind-set that offers the potential to help. In fact... it’s surround-sound help.”


Samuel Culbert, Professor
Anderson Graduate School of Management, UCLA
author, Mind-Set Management


“Up Is Not the Only Way will be a wonderful resource for all of us as we continue to respond to shifting organization priorities, changing technologies and the demands of ‘remaining relevant’ and continuing to grow into more useful and creative careers.”


Edith W. Seashore, Organization Consultant




UP
Is Not the Only Way


SECOND EDITION





UP
Is Not the Only Way



A GUIDE TO DEVELOPING WORKFORCE TALENT


SECOND EDITION


Beverly L. Kaye


[image: Images]




Reprinted by Davies-Black, an imprint of Nicholas Brealey Publishing, in 2010:






	






	Hachette Book Group
53 State Street
Boston, MA 02109, USA
Tel: (617) 523-3801


	Carmelite House
50 Victoria Embankment
London EC4Y ODZ
Tel: 020 3122 6000







www.nicholasbrealey.com


Special discounts on bulk quantities of Davies-Black books are available to corporations, professional associations, and other organizations. For details, contact us at 888-273-2539.


Copyright © 1997 by Beverly Kaye. All rights reserved. No part of this book may be reproduced, stored in a retrieval system, or transmitted in any form or by any means, electronic, mechanical, photocopying, recording, or otherwise, without written permission of the publisher, except in the case of brief quotations embodied in critical articles or reviews.


Davies-Black and colophon are registered trademarks of Nicholas Brealey Publishing.


14 13 12 11 10      11 10 9 8 7 6 5 4 3 2
Printed in the United States of America


eISBN: 978-1-47364-437-3


Library of Congress Cataloging-in-Publication Data
Kaye, Beverly L.


Up is not the only way : a guide to developing workforce talent / Beverly
L. Kaye
           p. cm.
Originally published : Englewood Cliffs, N.J. : Prentice Hall, c 1982.
Includes bibliographical references and index.
ISBN 0-89106-099-5 (cloth) ISBN 0-89106-163-0 (paper)
1. Personnel management. 2. Vocational guidance.
3. Career development. I. Title.
HF5549.K32 1997
658.3’124—dc21                       96–40276


SECOND EDITION
First paperback printing 2001




To Lindsey
May you grow up knowing that up is not the only way . . .
but learning is!





Contents



Exercises


Cases


Foreword


Preface


Acknowledgments


1 The Process and the Payoff


2 Readying Resources


The Preparing Stage


3 Tapping Talent


The Profiling Stage


4 Optimizing Options


The Targeting Stage


5 Making Maps


The Strategizing Stage


6 Pursuing Plans


The Implementing Stage


7 Remaining Relevant


The Sustaining Stage


8 Participating Practitioners


9 Postscript


References


Resources


About the Author


Index





Exercises



1. A Technique for Finding a Starting Place 24


2. Career Development Task Force Planner 31


3. A Checklist for Advisory Groups 33


4. Human Resource Problems 60


5. Soliciting Feedback 95


6. Giving Feedback 96


7. Enrichment Goal Exercise 116


8. A Worksheet for Rating Job Enrichment Potential 119


9. Exploratory Research Worksheet 131


10. Career Choices 132


11. Goal Matrix 134


12. Marketing Survey Form 135


13. Networking Purpose 169


14. Information Flow 173


15. Building an Organization Profile 176


16. Understanding the System 183


17. Force Field Analysis 185


18. Assessing Knowledge Areas 187


19. Crafting Assignments 206


20. Know What You Want 215





Case



1. A Working White Paper 28


2. A Blueprint Conference 32


3. A Customer-Oriented Design Team 34


4. Using Technology for Powerful Self-Directed Development 51


5. Using Specially Trained Managers as Employee Counselors 52


6. Using Workshops for Leadership Development 53


7. Using Workshops for All Employees 54


8. Using an Integrative Approach 55


9. The Managerial Role in an Informal Work Environment 67


10. Training Managers for a More Formal Role in Career Development 67


11. Active Identification of Skills 80


12. Performance Appraisal Training for Both Managers and Employees 100


13. Assessment Centers 102


14. Using a Computerized Matching Skill Inventory System to Recruit from Within 103


15. Using a Skill Inventory as an Organizational Database 104


16. Job Enrichment by Refining and Implementing Employees’ Enrichment Goals 117


17. Legitimizing Lateral Moves When Employees Take a Pay Cut 124


18. Promoting Downshifting: A Matter of Choice 125


19. Keeping Goals Relevant: Naming Industry Trends 139


20. Keeping Goals Relevant: Organizational Strategic Planning 147


21. Using an Online Development Matrix 148


22. New Approaches to Succession Planning 152


23. “Walking Books”: Networking Inside Today’s Organizations 167


24. The Employee Development Plan 188


25. The Career Options Handbook 193


26. A Self-Development Bank Account 203


27. Debriefing with Colleagues for Enhanced On-the-Job Learning 208


28. Temporary Projects: A Chance to Learn New Skills 212


29. “Development Quartets”: Support from the Group 213


30. A Formal Mentor Model 217


31. Showcasing New Learnings: Exposing Individuals’ New Talents and Skills 221


32. Development Assignments with the Support of a Learning Team 222


33. Managerial Accountability: Choosing What Works for Them 234


34. Joint Accountability: Employee and Manager in Partnership 234


35. A New Twist to Evaluating Training Classes 247


36. Using a Follow-Up Survey to Track Results 248


37. Using Journals to Track Results 250


38. Documenting the Career Development Effort 257





Foreword



Organizations are seeking their new meanings in the marketplace. They used to know who and what they were; they no longer do. The corporate, social, and political worlds have been dumped into the global blender and the switch has been thrown. We don’t know where we are going, and we are moving there at an ever-increasing speed. Welcome to the excitement and anxiety, opportunity and apoplexy of life in the maelstrom of twenty-first-century organizations.


The corporate landscape is changing so quickly that no sooner do we map it than our map is out of date. And if we cannot rely on our maps, what are we to do? The same thing that explorers of the natural world did long before us: Navigate by the stars. In today’s corporate world, while some of us are busy blaming our management for not following last year’s map, others of us have put aside those old maps, are looking to the stars and reaching for our sextants. This involves us in quite different perspectives, other technologies, and new ways of getting around. It requires looking up into the heavens, in our case the marketplace, to see what is revealing itself, rather than down onto a map of what used to be happening. “No, that interstate doesn’t go through here anymore. . . . That mountain’s in the way and we don’t have a map to get around it. . . .” Now what in the world does that have to do with career development?


I learned my organizational skills in post-World War II America. More predictable times. Times when maps and plans and policies meant something for years, not just weeks. I grew up in and around major companies that were moving toward their planned futures with a measured step and at a moderate pace. As I served those companies, I tried to serve their workers, helping them create jobs and careers that fed not just their families, but their lives. Recently I became clearer about how out of date this post-World War II perspective has become. Though not yet entirely irrelevant, it is becoming history. I am tempted to hold onto it because it is my history too; it is what I know. I am clearer about where organizations have been than where they are going. My holding onto the past has no impact on the emergence of the future—except to divert me from the reality that the future is here. I ought to be asking, What kind of a contribution will I make in this new organizational millennium?


I speak for myself, and I believe I am also speaking for career development. We grew up together, career development and I, in the corporate prosperity of the fifties, sixties, and seventies. We learned about and adapted to the organizations we were a part of. And as proud as we still are of the programs developed, the projects completed, and the people who benefited, career development and I are as out of date as a pair of polyester bell-bottoms! Holding onto our old pants and our old programs prevents us from seeing what is going on today.


Those of you who have been around career development a while: Imagine going through your bookshelves and files, pulling out and piling up everything written before 1982, and tossing it! Throwing it away today. . . . Notice your reaction to this thought; your reaction might offer clues to what you are holding onto. And what does clasping all these older notions to your chest prevent you from picking up? Hmm. . . .


It’s time for career development to do a little career developing of its own. What is it we ask others to do when helping them consider their futures? Gather information? Be open to options? Create a vision? State values? All good advice for reflecting on career development’s future. And that’s what this book is about, career development’s future in the organizations just now emerging.


After all is said and done, after all the process improvement, work redesign, quality initiatives, empowerment, and reengineering, people make the difference. They are the most mysterious and maddening and marvelous element of the organizational dynamic. The organization that can find, grow, tap, and hold these precious human resources will likely distinguish itself in the marketplace. That’s an important half of the career development story. The other half is intriguing too.


Consider what kind of person you want to become. What kind of organization do you want to serve? And how will your work serve your life? That’s the other half of what career development is about. Career development seeks to create a partnership in which the lives of the partners are fulfilled. “The lives of the partners. . . .” Not the job descriptions, not the mission statements, but the lives of the partners are fulfilled. The life of the company, the lives of its employees, the lives of suppliers, of owners, of customers, and the lives of the other communities served.


We are talking about much more than work here; we are talking about people and organizations working together for life purpose. Career development systems and programs that are narrowed to work purposes miss the point and will not succeed. To succeed, career development must reach beyond the plant gate and office parking lot to tap into the larger lives that people go home to.


Career development’s potential lies in two directions: First, it can help work become positive and meaningful life experience for workers. And second, those workers can help deliver products and services valued in the marketplace. The more closely related these two directions are in the minds of the company and the people in it, the greater is the potential for synergy. The task of the career development professional is to maintain a constructive dynamic between the forces of the individual and the forces of the organization. This is usually a troublesome realm. Actually, I think it is supposed to be. Most of us have mixed feelings about being a part of an organization... and also about not being part of an organization. Career development, more consistently than any other profession, asks the organization and its members to consider what they see in and need from each other. Career development tries to broker a good marriage contract and to help all parties live up to their aspirations.


Beverly Kaye has been saying for years that individuals must take responsibility for their careers. She has protested against parental career development systems in which Big Daddy/Mommy Corporation were expected to be accountable for the futures of their “children.” More of us should have listened to her earlier; that might have prepared us for the nineties, during which many of us are being put out of the house or up for adoption! These times emphasize the need for individuals to think, plan, feel, intend, intuit, and act for themselves. In the midst of all this corporate intermarriage, divorce, adoption, and confusion, it is not enough for us to continue to blame the parents. Our energy is better invested in sorting out what kind of adults we want to become and what we intend to do about getting there. This is the big opportunity for thoughtful, proactive people in the coming millennium.


For an organization to live and to attract people to it (customers, consultants, stockholders, contractors, communities, suppliers, partners, and employees), it had best let others know the direction it is committed to pursue. Notice that I did not say it must put together a mission, strategy, and plans. No, it must be honest about its intentions. Its intentions will hold longer than its plans, so that’s where clarity is needed; organizations will navigate by their intentions. An organization needs to express this in words and ways understandable to all its supporters. Why? Not just because it’s trying to be a good citizen or a corporate nice guy, but because the supporters are needed to make intentions become reality. Some of an organization’s intentions have to do with the people it wants to attract, retain, and grow. What can and will it promise them? How will they be assured this will happen? And conversely, what will those people promise and assure? What will they take responsibility for doing?


The special value of this second edition is that you can look over the shoulder of one of career development’s most influential consultants; you can watch Beverly Kaye apply her learning, shaping what career development is becoming. Her name is on all of our “top ten” lists of the most invested, knowledgeable, and practical people in this field. She grew up within the same organizational frameworks that I did; she has done a wonderful job of anticipating the future. She has seen career development in all its forms; she has participated in many of its experiments. Bev Kaye keeps returning to this career development work because she is invested in the lives of people and organizations. She knows that the dynamic between them is worth nurturing, worth sustaining, worth the hard work. She saw earlier than most of us that “up is not the only way”; she anticipated our needs for the eighties and nineties. And now she is anticipating what we will need for the twenty-first century. If we are smart, we will listen to her message.


Geoffrey Bellman
Seattle, Washington
April 1997





Preface



I think, no matter what I do or say, I will go down in career development history for the six words that form the title of this book. It’s not bad, given other reasons one could go down in history. But I never dreamed, when I first wrote them, how they would grow in importance over the years, becoming more and more critical, and just as difficult to implement, inculcate, and live by. I often joke to my fellow practitioners that my biggest mistake was not popularizing the notion—printing mugs and tee shirts and writing a parable or two about it. Instead, the first book, as this edition, was written for the practitioner—the professional involved in supporting the implementation of a development effort inside an organization. It was a big and complex job then; it still is.


It is also interesting to me that both editions turned out, in hindsight, of course, to be unique and memorable self-development experiences. In different ways. So at least I’m learning.


The First Time Around


The first edition was the direct result of my own doctoral dissertation and the luck (where preparation does meet opportunity) of connecting with an editor at Prentice-Hall who was interested in and willing to support a new author. That first contract was not the development experience; the route to getting there was.


Getting there meant failing my doctoral orals three times. At UCLA, one defends his or her dissertation approach in an oral exam before an examining committee. I was so sure of myself that I brought along a tape recorder to record it for my folks! Little did I know that my committee would not let it happen so easily. My get-it-done-and-get-out approach was rejected, and I was told that the committee had spotted my “flat side.” They announced that they felt I operated too much from my intuition and that I was not a good thinker or theory builder. They wanted me to address this “flaw” if I expected to leave UCLA with a doctorate!


First mistake: I said, “Don’t do this to me . . . at the end of my education!” Can you imagine, I used the word end. Now, determined even more to show me that this was, in fact, far from the end, they asked me to look into phenomenological research, or grounded theory. I had no idea what it was—but I knew I would not like it.


I was right. It required that I build my own theory. Theories are built by looking at a phenomenon and collecting data about it. One interviewee leads you to the next, and eventually as you sit with your data, categories bubble up. When the categories hold all your data, you have a theory!


But nothing bubbled up at first. Then what bubbled didn’t hang together—and I started again, and again. Finally I had an idea. I was finding the process excessively lonely. I am not a loner. So I found someone to listen to me talk about the data. Just someone to look interested, even look excited (though that was harder). Eventually, with another person to bounce ideas off of, I finally found those categories. And the categories held my data, and my committee said, by George, she’s got it!


Those categories became the first edition of this book, and interestingly enough, they still ground me today. Those of you who know my recent work will see the current 5 P’s (person, perspective, place, possibilities, and plan) embedded in the original language of profiling, targeting, strategizing, and so on, that form the chapters of this book. You will see that my belief is still that career development is not just an educational intervention, but instead demands an organization development or planned change approach.


I learned that as a practitioner, it is important to have a theory that guides you, one that is always being massaged, but one whose core you can depend on. To this day, my practice is built around these key ideas that now (and even then) seemed so obvious.


I also realized that my own best thinking style occurs in concert with others. My practice and my know-how have developed through the clients I have had the privilege of serving, and the colleagues with whom I have shared the pleasure and privilege of co-invention. I now move to collaborate quickly. Yes, I got smarter.


The Second Time Around


When the acquisitions editor at Davies-Black approached me with the idea, I was flattered but not very excited. The very thought of even reading this book again, after over fifteen years, was not enticing. And I was leading a hectic life. I had since become a late-in-life mom, had a consulting and a publishing practice, soccer games, Brownies, a travel schedule that took me everywhere but my own hometown, and a husband who, although very supportive, did want to see me once in a while.


But I agreed to reread the book. I found, at first glance, to my amazement, that much of it still held its ground. And the editor had asked for an update, not a total rewrite. I thought, this I can do. Then I read it again. After I signed the contract. Now I was in trouble. I found that while much of it was indeed still true, still helpful to the practitioner, it was “old hat” to me and I was doing new and different things. I saw the job as massive, and I got depressed.


This time, I didn’t linger there for long. I acted on my past lessons. I found several colleagues whose opinions I trusted, who were quite experienced, but who hadn’t been buried in just the study and practice of career development as I had been. We formed a learning team. Dave Logan, a consultant himself, doctoral candidate, and USC MBA professor, Sharon Jordan-Evans, a longtime consultant with a specialty in executive coaching and change management, and Thora Christiansen, also a doctoral student and instructor at USC, worked with me from start to finish. When I got frustrated with all I wanted to add (thus building a dictionary-sized book), they stopped me. When I wanted to start from scratch, they stopped me. Soon, we began to enjoy the process. We had some great philosophical debates and some good laughs about words (and companies) that had been obliterated since the first edition, and we came to consensus about what would be useful and what was, indeed, old hat.


I remunerated them (and will continue to do so) in what I like to think of as elegant currencies. Elegant currencies are those things only you can offer, that another person wants, and that are fairly easy for you to give. They are the ultimate quid pro quo, and if one is truly development-minded, these opportunities can easily be career driven and directed.


I might have started the book without them. I would never have finished the book if not for them. We hope you find it useful.
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1
The Process and the Payoff



“The significant problems we face today
cannot be solved at the same level of thinking
we were at when we created them.”
–ALBERT EINSTEIN


It all used to be so simple. American workers selected a career area, educated themselves to pursue it, settled into an organization that could use their talents, worked to achieve higher rungs on the corporate ladder, and collected a gold watch at the mandatory sixty-five-year retirement age.


Myriad social, economic, and legal changes of the past decades have radically disrupted this long-standing pattern. Individuals and organizations seem at a loss for means to anticipate and cope with the turbulence and rapid evolution of their environments. Rather than direct their own progress, individuals and organizations are instead controlled by their environments, with a subsequent loss of power and productivity. It is important that both the organization and the individual develop the ability to manage and direct such change to their own benefit.


Organizations are forced to deal with a rapidly changing environment, increased competitive pressure, pressures of globalization, swift and drastic economic shifts, as well as an exponential growth in the area of technology. How do organizations come to terms with these environmental conditions? The literature abounds with different strategies. Some advise being proactive, taking action before the environment forces the organization to react. Others tout reengineering, overhauling the structures and processes for quality and flexibility. Still others advocate self-design, building in the mechanisms for the organization to strategically and continually change itself. And there are also those who think the solution lies in the learning organization, a dynamic organization that constantly seeks and responds to feedback.


The individual operates in this same turbulent environment. To remain relevant and competitive, the individual must take action. Just as businesses face fiercer competition, employees must also compete. Career planning and development activities are to the individual what reengineering is to the firm. The individuals in today’s business environment must be dynamic and ready to take charge; they must take a business approach to planning their careers.


Career development is ideally a joint effort between the individual, the manager or leader, and the organization. While the individual has the primary responsibility for his or her own career, the leader is a supportive coach, and the organization provides the necessary systems and information. Career development involves looking realistically at the present conditions and at the career environments of today and tomorrow in order to regain the control necessary to ensure future productivity and job satisfaction.


And career development is more than this. Not only does it aid the individual in confronting and coping with a rapidly evolving working world, but it can also be a vital link between individual and organizational goals and objectives. It can become the vehicle for implementing the human resource aspects of a company’s strategic plan (for such a plan must also look closely at this resource and formulate a framework for its development and use). Career development in this sense, therefore, is not simply another human resource activity; instead it is an integrating concept that systematically ties together and builds upon human resource programs that already exist, so that they simultaneously support individual and organizational growth.


This book addresses the rationale and design of such career development efforts and is directed to those individuals who are charged with initiating and implementing those efforts within the organization.


The Employee Stimulus


The rising interest in career development has been stimulated by heightened (or at least more vociferously articulated) employee desires, such as:


[image: Image] Increased personal responsibility for their careers


[image: Image] Increased career opportunities


[image: Image] Increased participation in decision making


[image: Image] More meaningful work leading to a feeling of contribution to society


[image: Image] Increased job challenge and satisfaction


[image: Image] More opportunities for self-actualization


[image: Image] More on-the-job learning experiences


[image: Image] More flexible work schedules


[image: Image] More openness and trust from management


[image: Image] More opportunity to enhance their employability


Employees who are dissatisfied with any of the above areas or with the “old” motivators of money, status, or other tangible rewards are not hesitating to leave the firm at the first sign of a better offer. And they will leave the second job if conditions are not much better. Job changing, especially among the younger workers who are needed to prime the future management pump, is becoming a common phenomenon. And it is costing management a bundle, especially when it is unintended or occurs just at the point where the employee is beginning to return some of the initial investment made in training and development. Besides moving from firm to firm, employees of all ages and persuasions are beginning to see “dropping out” as a viable alternative to job stress and dissatisfaction. Men and women, young and old alike, are dropping out, returning to school, touring the country, or changing careers in midstream with increasing frequency.


In addition, employees are prepared to back up their demands for a new lease on working life. The spectacular sales records of self-insight, self-help books, such as What Color Is Your Parachute?, point to a population that is ready to assume responsibility for its own career decisions. Today’s workers do not show the blind faith or undying loyalty to their employers that those of the last generation demonstrated. Their first loyalty seems to be to themselves.


But what was it that changed the mind-set of employees in such a major way? Obviously loyalty is a two-way street. After more than a decade of massive layoffs, downsizings, streamlinings, and rightsizings, organizations face a workforce that no longer can rely on a lifelong commitment from the organization. Sharon Jordan-Evans, leadership consultant, related to me one of countless examples of this new reality of vanishing loyalty: “The CEO of an aerospace subcontracting firm pointed me to his firm’s empty parking lot. ‘This parking lot used to be full at 6 P.M. Now, as you can see, it’s empty at 5 P.M. And many of those people used to log a very productive hour between 5 and 6 P.M. We’re losing about 200 hours of productivity per day.’ This is a very telling indicator of the diminishing loyalty and commitment.”


Employers and employees thus must forge a new relationship, based not so much on mutual loyalty as on mutual benefits. As Waterman and Associates (1994) put it, in return for their employees’ productivity and commitment to the work at hand, employers offer an opportunity for individuals to develop their abilities and enhance their employability.


Changes in the workforce also affect how organizations manage their human resources. The baby boomers are middle-aged, causing a congestion at the middle- and upper-management level. There is also evidence that the younger generation has not received the quality education needed to shoulder increased responsibilities. And most important, the workforce is becoming increasingly diverse. Women have entered the business world in full force, minorities have more open access to opportunities, and the globalization of business means more organizations are managing a multicultural workforce. While difficult to manage effectively, a diverse workforce offers an opportunity for quality and flexibility.


To further confuse current corporation-employee relations, there are the increasing pressures and expense of keeping up with technological change. Our knowledge base is growing so quickly that individuals will no longer be able to think in terms of career education, but rather of a lifetime of multiple careers. It is the job of the organization to assist its employees in coping with this rapid change. The firm must be prepared to help its employees avoid the erosion of their skills and the onset of individual obsolescence.


Rapid changes in business technology require flexible employees and employers who are receptive to change. Those who cannot meet this demand become difficult to utilize. Management is then faced with a difficult decision: how to maintain productivity levels without having to terminate employees who contributed years of effective performance before reaching obsolescence. Complicating this issue, of course, is the implication of possible age discrimination. It is not an easy decision to make.



The Organizational Response



During the days of a rapidly growing economy, organizations could better bear the burden of retaining some marginal performers. Total revenue was growing fast enough to allow many companies to relax their vigilance on cost control. Under such conditions it was possible to avoid or postpone the ultimate blow to the employee’s self-esteem by moving obsolescent employees out of the mainstream of activity and into a less vital position where they could be carried until retirement. Today this option has virtually disappeared.


Economic growth has greatly slowed and inflationary costs are eroding profits. Efficiency, profitability, corporate growth, and perhaps even survival of the firm depend upon maximum utilization and development of all corporate resources, including the individual employee. With legal and regulatory actions, capital costs, and governmental procurement shifts largely beyond the control of individual companies, management has turned to areas within its direct influence and control to improve profitability and assure sustained growth. One of these areas is human resource management. Companies are, more than ever, coming to see that an investment in developing people, whether they are men or women, minority or majority, old or young, managerial or administrative, is an investment in the future of the organization.


Considerable attention is being directed toward getting maximum benefit from human resources. A company cannot succeed in meeting its corporate goals if it is plagued by high turnover rates and low productivity, or if it has an inadequate base from which to draw fresh management talent. How to attract, keep, and fully use talented and innovative employees who have their own personal concerns has become a basic corporate need.


To meet this need, a variety of human resource–related techniques have evolved. Recruitment programs, performance management systems, training programs, management development seminars, and a variety of learning forums are among the key tools of any human resource department. These tools were all designed to better use the talent that a corporation possesses in its employees. Unfortunately, many of these programs are less effective than they might be because they are not integrated closely with (or may even be working at odds with) one another, and because they do not take into account the actual career interests of the individual.


A carefully planned and thoughtfully implemented career development program can provide the means to help an organization combat this lack of integration. Such a program pulls the assortment of human resource development activities together into a coherent unit and provides links with the organization’s bottom line. A well-designed career development effort can (1) help identify individual talents and desires and place employees in work situations that are personally meaningful because of relevance to those talents and desires, (2) assist employees to view the organization as one that respects their unique abilities and encourages their utilization and growth, (3) involve employees in communicating their needs and aspirations at all levels of the organization, and (4) enable individuals to continually develop their potential and to be challenged by future learning possibilities. In short, a full range of human resource problems, evidenced by symptoms such as frequent turnover, skill deficiencies, low morale, or decreased productivity, can be addressed by a career development effort.


Career development supports the recognition that different individuals are motivated to on-the-job effectiveness by different organizational endeavors. For example, while the security of continually demonstrating talents on the same job may stimulate one person, new experiences or a perceived chance for growth and change may stimulate another. While some employees may be inspired by a sense of organizational “caring” about their well-being, others may want more specific rewards and incentives for continued growth. Career development, with its emphasis on ongoing diagnosis of individuals’ unique needs and capacities, allows organizations to discover and direct appropriate means of satisfying a variety of employee preferences, while at the same time meeting organizational needs in the most efficient manner—filling jobs with people best suited to them.


A Framework for Action


There is a need today to define a new relationship between the employee and the corporation, to develop a relationship that blends the individual’s career objectives into overall corporate goals. When it is effective in this, career development cuts across traditional organizational boundaries. It cannot be constrained by arbitrary functional designations.


Human resource practitioners who restrict career development to the role of a single event (such as a goal-setting workshop or an annual career discussion) force it to become an isolated event with no particular influence over the organization or any of its units. Integration of the different aspects of career development and human resource development becomes virtually impossible under these conditions, and the potential effectiveness of the program is lost.


To be effective, then, a new system is in order—one that realigns these boundaries and allows the career development practitioner access to people and information throughout the organization. This can be accomplished by shifting our perspective to focus upon the career development effort as our system of interest, and by looking at other human resource development activities as they might relate to that effort.


THE PLAYERS


Every career development effort requires the participation of several distinct groups: the organization as a whole, represented by senior decision makers; the leadership, represented by traditional supervisors, managers, and other leaders with informal power; and the individual, represented by those employees who elect (or are selected) to participate in the process. The practitioner is usually either part of a professional staff with the overall responsibility for the career development effort, or an outside consultant. A useful metaphor to fully understand the role of the practitioner in the process is that of the practitioner as an orchestra conductor. The practitioner should not be the one making the music, but rather should lead and guide the different players in making their own music. (In those organizations that may not have professional career development practitioners, the leader will sometimes inherit the practitioner’s role. In other situations, the leaders may have a follow-on role that is involved in the later implementation of career development efforts.) These players interact with one another within a common environment containing all the political, legal, social, economic, cultural, and natural forces that influence the program in different ways.


The world of career development, then, can be shown to embrace a larger and more complex environment than that of the organization alone, or of a single individual’s attempts at development. It is important to understand the interaction and interdependence between the individuals, their leaders, and the organization, and the impact of programmatic intervention on each, in order to manage an effective career development effort.


This book is addressed to persons termed practitioners. These practitioners might be full-time consultants or career development professionals; they may be human resource staff who are charged with the development and implementation of a career development effort; they might be training and development professionals who find themselves working in the career development field as a result of organizational needs or diversity requirements; or they may be line managers, team leaders, or supervisors involved part-time in career development programs for their subordinates. No matter what the case, this book is aimed at and meant to serve as a guide for whoever is fulfilling the practitioner role at any particular time in the career development process.


The Six-Stage Process


A complete career development effort moves sequentially through six stages and involves separate as well as interactive participation by the practitioner and each of the three players described above. Each of these stages constitutes a vital step in a complete career development effort, yet each has substantial payoff of its own. Although the greatest return on investment comes at the completion of all six stages, there are distinct contributions to both the individual and the organization at the conclusion of each stage. The relative emphasis, discreteness, and interconnectedness of these stages, though, can vary greatly among organizations.


This six-stage career development model can provide the framework by which the practitioner can link the frequently disconnected activities of the human resource department. The same stages also serve as the guiding framework for the design of workshops and individually directed career counseling sessions. The stages become a checklist to facilitate evaluation—by comparing an existing program with the stages in the model, one can identify areas that have been neglected or areas that have been overemphasized. Practitioners can also use the model to identify stages within their influence, as well as to understand the broader picture of organizational career development. A clear understanding of the processes involved in each of the six stages will provide a guide to determining which steps must be undertaken to introduce career development as the human resource umbrella. The stages are introduced here and summarized in Table 1. They are described in detail in the ensuing chapters.


TABLE 1 THE SIX STAGES OF CAREER DEVELOPMENT
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STAGE
1
PREPARING



Preparing, the first stage in the cycle, begins with an organizational response to a perceived need. Two distinct processes are involved: analysis and planning.


The combined processes involve several tasks: (1) analyzing needs and demands, (2) formulating objectives that respond to those needs, (3) developing programming to accomplish those objectives, (4) assigning responsibility for execution of the programs, (5) determining evaluation methodology, (6) outlining the ongoing human resource activities that can be linked to the program, (7) charting new activities that must be accomplished to make the program work, and (8) readying resources necessary for the succeeding five stages. The thoroughness with which this is done will largely determine return on investment that the organization can expect to receive from the program.


By the conclusion of the Preparing Stage organization members are introduced to the career development effort. The program design is determined, and resources are committed. These two outcomes—plans and commitment—largely determine the eventual effectiveness of the program.


STAGE
2
PROFILING



The Profiling Stage is the first to actively involve individual employees in the processes of identification and reality-testing.


The identification phase poses the question “Who am I?” The purpose of identification is to consider an individual’s capacity (sum of personal skills, values, and interests, as well as work contexts or desired environments) in such a way that by verifying, changing, or adding information the individual’s perception of self becomes more focused. Individuals are continually appraising themselves and being appraised by others. Identification seeks to make this process conscious and explicit, so that individuals become aware of the assumptions upon which they operate. Only then can positive change be effected.


The reality-testing process entails evaluation of personal skills as they are perceived by those who interact with the individual. For example, individuals might discuss the results of the identification phase with their leaders. This dialogue between employee and leader about overall capacity of the employee should be separate from the performance appraisal process. Although employees who enter the performance appraisal dialogue after working through the identification phase will be better prepared to discuss their own strengths and weaknesses and to evaluate the veracity of their leaders’ reactions, keeping these processes separate will facilitate a candid exchange since the individual will not feel the extreme pressure of evaluation, or even judgment, often associated with performance appraisals. However, profiling by employees and their managers should strengthen the performance appraisal interchange.


Profiling culminates in a verified description of the participants’ knowledge about their interests, abilities, attitudes, opinions, values, and desired work contexts. As a consequence, the participant develops more confidence and is often willing to consider varied development options.


STAGE
3
TARGETING



At the Targeting Stage individuals build on the information generated during profiling to investigate and select suitable career goals. The two processes involved are exploration and specification. Here, key decision makers must share information about the organization’s long- and short-range plans so that individuals can develop realistic targets.


The exploration process involves employees and their leaders in an active investigation of the world of work. Leaders need to stay on top of the shifts in technological, social, political, and economic trends. They must make this information available to the employees in order for them to stay abreast of the trends that will affect their career plans. Individuals must broaden their frame of reference—not focus only on the effects on their current job, but also look at future shifts in the environment, the organization, and their profession.


The specification process involves assisting the individual in choosing a set of simultaneous options for movement within or out of the organization. Six possible career alternatives are available for the individual, including job enrichment and lateral movement as well as traditional vertical mobility. It should be kept in mind that the best option may be to leave the organization. The individual must therefore be able to apply this model to assess the industry, other organizations, and the environment. This assessment of the industry may even prove useful to avoid the “grass-is-greener” syndrome and to provide a more accurate comparison of the present situation with outside options.


The process also involves converting the goal from a vague concept into an action-oriented goal statement. This process involves testing each goal for its ease of attainability, relevance, and specificity. It involves using information discovered during the Profiling Stage and knowledge about present and future policies and career opportunities within the organization. The specification process is most effective if the individual has an idea about the range of available opportunities and has an understanding of the organization’s future plans, so that personal goals may be synchronized with those of the organization.


At the conclusion of the Targeting Stage individuals have identified a set of career goals congruent with information about organizational needs and personal abilities, for use in the succeeding stages.


STAGE
4
STRATEGIZING



Strategizing involves developing plans to accomplish the goals set in targeting. Because of changes in the organization and in the individual, no one plan is adequate. Therefore, the Strategizing Stage is aimed at developing the contingency capabilities of employees. Strategizing consists of two phases: understanding the system and synthesizing information.


The first phase involves the individual in an attempt to gain an accurate understanding of the forces that influence life and potential growth in the organization. Individuals come to understand the informal system, with its subtle games of power and politics; gain insight into the culture, with its associated norms and boundaries; and continually attempt to gain insight into their own place within that system.


The second phase, synthesizing, involves formulating a specific course of action to reach a particular goal and planning for contingency capabilities. Effective action planning requires having certain organizational information, including knowledge of how people have moved before and of the interim steps necessary to reach certain positions in the organization. This information may be available in the career path progression charts already housed in the organization. By the conclusion of this stage individuals develop a written development plan (with deadlines) for acquiring the skills, training, experience, and resources needed to reach their goals. They also become aware of personal, interpersonal, and organizational forces that may tend to act for or against their plan and consider strategies for coping with them.


STAGE
5
IMPLEMENTING



The Implementing Stage involves putting strategies into action. Implementation involves the acquisition of specific resources for goal attainment and the demonstration of these new abilities in the organization. Action plans formulated during the Strategizing Stage suggest two types of plans that are pursued during the Implementing Stage: (1) plans to acquire the necessary skills, experience, visibility, and personal contacts required for goal achievement, and (2) plans to make new or better use of resources presently possessed by the individual, as actual steps toward goal achievement. The two phases that make up the Implementing Stage reflect these categories of action plans.


The Implementing Stage delineates the three principal sources of the necessary technical and managerial tools: (1) training and education—gaining skills through training programs sponsored within and outside of the organization, (2) learning based on experience—gaining skills through work on special projects or through on-the job experience, and (3) support-guided development—gaining skills by learning from other people inside and outside of the organization. The individual must select appropriate resources, acquire or master the new skill or knowledge, and demonstrate that new learning within the organization. Although responsibility for the process rests with the individual, organizational support in the form of resources and development dollars can greatly affect the success of the employee during this process.


At the conclusion of the Implementing Stage employees will have selected their sources of learning. They will have investigated these learning sources, decided which seem most appropriate, completed the necessary learning, and demonstrated the learned skills. The resulting improvements in performance have been documented by the organization. In addition, employees will be aware of additional personal and programmatic resources available to them within the current organizational framework.


STAGE
6
SUSTAINING



Sustaining is defined as any follow-up procedures and accountability methods, designed early on in the process, that maintain the career development effort. The Sustaining Stage consists of two phases: maintenance and evaluation. Unless the players focus on sustaining mechanisms, the effort will die. An effective sustaining stage keeps the effort “evergreen.”


The first phase of the Sustaining Stage is maintenance. In order to sustain the energy and momentum of the career development program, some steps must be taken to incorporate effective maintenance strategies into the process. The strategies vary from setting up follow-on meetings, continued learning, and planning teams, to ensuring managerial accountability for the effort.


The evaluation phase involves determining the appropriate evaluation methodology to best address the objectives set during the Preparing Stage. Although evaluation is a continual process and occurs throughout all six stages, it is at the Sustaining Stage that evaluation must be made visible. The evaluation results must be reported to all stakeholders, and depending on the results, processes may need to be revised.


Characteristics of the Model


Each of the stages previously described constitutes a vital element of a complete career development effort and exhibits important characteristics. Each stage, for example, is integrated with the other stages to the degree that it absorbs information from the preceding stage and contributes combined information to the succeeding stage. Effective career development occurs only when the program design facilitates progress through all six stages, and when involvement of all three players has been achieved.


Movement between the stages may proceed sequentially or oscillate among stages; yet all six must be traveled at least once for one complete cycle, ending at the Sustaining Stage. Repetition of any stage is assumed to produce “higher” knowledge or experience, that is, the individual has experienced it once and is, therefore, more sophisticated. For example, on the basis of an action plan formulated in the Strategizing Stage, an individual might return to school to acquire specific skills at the Implementing Stage. During that time a different application of those resources might become obvious, prompting a reconsideration of the goals set at the Targeting Stage. The individual’s ability to select goals the next time around, however, will be enhanced by previous experience with the process.


Another characteristic is drawn from a law of physics that suggests that movement toward a higher level of order in one system will result in a greater degree of disorder in another system. The more isolated the career development effort, the greater the opportunity for causing disruption in the individual’s work or nonwork setting.


While it is not possible to predict every type of disorder that will be generated during career development, understanding potential problems and working through them can help minimize some of the most common disruptions that result from career development efforts.


Because career development efforts exist within organizations whose environments are constantly changing, they are subject to a variety of forces that produce strain, tension, or conflict at each of the stages. Practitioners must be aware of the variety of forces that affect the career development effort and must be willing to modify each stage accordingly.


A career development effort is most effective when it is ongoing, integrated in the organization, internalized by the participant, and designed to include all six stages. It is synergistic when it combines all the conditions necessary for each stage in order to provide the maximum benefit to the individual, the leaders, and the organization.


An understanding of the career development framework and accompanying characteristics enables the practitioner to analyze, predict, and manage the processes underlying a career development effort. The framework also provides a mechanism for understanding other isolated human resource activities (described in the next chapter) as they relate to these six stages.


As long as the functional requirements of each stage are observed, a career development effort can be structured to meet unique needs. It can be simple or sophisticated, use very basic or highly advanced support technology, address administrators or vice presidents, and still be successfully described and understood in terms of the six-stage framework.


Payoffs: The Bottom Line


While an organization will not realize every possible payoff from a career development effort, an understanding of what the payoffs might be can help sell the program, by providing managers and career development practitioners with an additional tool for articulating the program’s rationale and invoking the commitment of key individuals throughout the organization.


Table 2 describes potential payoffs for the organization and for others affiliated with the career development effort.


When fully implemented, career development can become the mission that gives meaning to the variety of human resource activities within the organization, thus strengthening the human resource links within the organization. Without such a linkage, communication between individual programs and the organization is often sporadic, blocked, or nonexistent.


A career development framework that has clear steps and that links other human resource activities to those steps can be a strong integrating force within an organization. A career development practitioner trained in building this framework can provide a focal point for individual, corporate, and human resource interests. The next chapter will describe the preparation necessary for the career development effort. It will showcase those human resource development activities that can be linked to the stages of the career development cycle and will suggest strategies necessary to prepare for a strong, integrated career development effort.
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