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FOREWORD _

The Professional Development Research Program was a direct out-
growth of deliberations at a series of conferences in the late 1360's,
sponsored by the Office of Naval Research, on needed research on the
world of work. Conferees included: from industrial and organization-
al psychology, Drs. Marvin Dunnette (University of Minnesota) and
Lyman Porter (University of California, lrvine); from occupational
psychology, Dr. Sidney Fine (Upjohn Institute); from industrial
engineering and engineering psychology, Drs. Lou Davis (University

of California at Los Angeles) and Nicholas Bond (Sacramento State
College); from industrial sociology, Dr. Robert Dubin (University of
California at Irvine); and from industrial psychiatry, Dr. Henry L.
Rosett (Mt. Sinai Hospital). ' '

Dr. Victor Fields, former chief of the Personnel and Training
Branch, Office of Naval Research, was particularly helpful in the
final stages of the developing program.” He provided continued support
for the effort,making it possible to carry it forward to its current
status. Dr. Lyman Porter contributed to the final editorial review
of Exercise Future while, at the Management Research Center,

Dr. Edward Ryterband (now of Hay & Associates) contributed consider-
ably to the program planning with the assistance of Dr. John A. Haas
(now also with Hay & Associates). '

Al though the conferences were far-rangingin their examination
of the world of work, special attention was focused on motivation to
work and motivation to improve one's performance. What could be seen,
in particular, was that learning is a life-long affair which can be
helped or hindered both by the activities of the manager or pro-
fessional himself and the organization to which he belongs.
Professionals learn new ways and discard older ways because:

(1) they see some discrepancy between what they do and what they
would prefer to do; (2) they discover alternatives; (3) they have an

opportunity to try alternatives; and (4) they find that some alternative

puts them closer to where they believe they want to be. (Ryterband
& Bass, in press).

The current report presents a conceptual framework, and summar-
i zes work undertaken in the Professional Development Research Program
to date. The primary emphasis of our work has been on ways in which
we can enhance the process by which an individual can identify and
act on the perceived discrepancies noted above, through systematic
self-analyses of current and future needs of the professional and
his organization. '

Bernard M. Bass
Principal Investigator
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PART A: CONCEPTS AND PROCESSES IN CAREER DEVELOPMENT

Framework and Objectives

Professional deVelopmént is defined as the continuous process by

~ which individual interests,. abilities, and goals are matched wifh
evolving task réquirements. Frqm é trad!tiona]'organizational or
managerial“perspective,.this matdhing process typically éssigns'a

pasﬁive role to‘theiindividual. The potential employeé is seen as a
""given." He is to be rgcruited, testgd, séfected, classified and
placed‘oh,a‘defined:jdb, evaluated, anJ tr;;nedvto meet task require-
ments. For many orgahizatithf-and‘fof some péople id all 6rganizations--
the questioﬁ of individual choice is never posed. One's role is deter-
mined by ﬁhe accidents of birth, the pressures and sanctions of the social
structure, the expectations of adthorify'figures, or the “luck" of
immediately available assignments.

But many, if not most individuals can and do assume some responsi-

bility“fbr'this“matéhing process. First,'through their abiiity to choosé

among available work environments, they join and leave organizations as

a function of the adequacy of perceived "matches." Second, few organi-
zational roles even at the lowest hierarchical level are so rigid as

to preclude the individual's participation in the design of his role.
And third, the constantly shifting nature of the match between individual
. and task requirements presents a continuous stream of choices to the

individual. As a consequence, the professional today can assume un-
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precedeﬁted responsibility for his own career development. Abdicating
that résponsibility, through the "chofce of no choice,' represents a
failure of the matching process, with obsolescence, the waste of
potential resqufces, ahd individual and organizational dissatisfaction
as,the outcomes. v

The purpose of the Professional Development Research Program is to
contribufe t§ fhe understanding of this matching process. Efforts have
Begn devoted to the design and testing of methods which provide oppor-
tunities for both individyals and organizations to take active roles in

career development. The prime focus of the studies undertaken in the

prqgramlso far has been on the individual's role, although important

by-products of the research have included the feedback of gfoup data

to participating organizations with recommendations for potentially
, : _ ) IR ,

“useful organizational efforts.

This report provides a review>of>iiteraturé concerned with selected

aspects of the career development process, and brief summaries of studies

under taken within the Professional Development Research Program. This
report is intended to serve as a background for a series of technical
reports and working papers describing individual studies carried out

in the program.

Overview of the. Career Development Process

Rapid rates of change in the world of work place a triple burden

10
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on professional personnel. The continuous generation of new knowledge
and techniques in specialized disciplines threatens the individual'with
obsolescence--today's skills and knowledge will not enable him to
operate effectively in tomorrow's world of work., Secdnd, new task
demands, particularly those méde when technical specialists are required
to take on managerial responsibilities, may require skills unfamiliar |
and uncomfortable for the individual. Third, individual desires for
"'getting ahead,'' apart from immediate‘organizational task requirements,

typically conflict with day-to-day pressures for work results.

Continuing education programs of rany sbrts exist to help the burdened

individual '"'keep up' or ''get ahead." To some extent, organizations take
active responsibility for individual employee deQelopment, but there is
ultimately only one person who can and must take action in preparing for
the future--the individual himself. He must plan for hi§ own deve lopment,

and then execute his plan.

Career Patterns, Progress; and Career Planning.

fhe cbncept of caréef pattérnsvﬁas chianged. At one time, career or
occupational choice was seen as a relétively isolated event in an in-
dividual's history. Analysis and decision were once-for-all processes
to be undertaken at some point--for example, in a high school or college
program. This view has been replaced by the concept of career ''develop-
ment as an ongoing process, involving a number of decisions to be made

over time' (Samler, 1964).

Career adjustment is a developmental process. The work of D.E.
Super (cf. 1953, 1956), recognized as having "set the stage for the

revolutionizing and revitalization of vocational counseling' (Patterson,

SATERINEAN

EE A A RN R

- i

P e FPpes EES
S FDRRCE RIS BT e 2l

LTI CY ey TR U RSN S IPC T PAI0 bl CROR SOOI SR YRS AT

R AV RS IAR S it A L
BT




ip. e it 3T Aan

o e Sea

ENRRP VRS

e £+t Y S pay A YRy S e % A1 3

4=

1964), establishes a view of this developmental process as avserles of
choices based on a broad range of individual and environmental factors.
These factors operate or intéract to produce ''compromises' (Super, 1956)
between Individual needs and desires and the demands and opportunities
of the environment. The outcome of this series of choices is the
individual's work history, or 'career pattern" (Super, 1953), which
continues to unfold throughout the individual's adult work life. Careers
are seen as ''a sort of running adjustment between a man and the various
facts of life and of his professional world" (Hughes, 1958).

A similar matching framework Is presented and discussed by Schein
(in Kolb, et al., 1971). An individual's career pattern is seen as the
outcome of two interacting processes:

1) the influence of the organization on the individual, which

can be thought of as a type of acculturation or adult social-
ization; and,

2) the influence of the individual on the organization, which
can be thought of as a process of innovation (Schein, 1968,
quoted in Kolb, et al., 1971:302).
While Schein notes that these processes ''coexist'" continuously through-
out an individual's career, he observes that one or the other is likely

to predominate at different stages in a career pattern. The importance

of basic stages and transition phases in a career will be seen below.

Within the developmental framework, individual efforts at career
planning stress the continuous interaction of change and choice; the
individual and his world of work

« » » Wwill affect each other and will both be affected
by a complex of other factors--many of them unforesee-
able; that he is not confronted totally by absolute
constants in either himself or the world of work but

is confronted with learning how to guide and utilize
change in his behal f=-with how to grow vocationally. . .
(Pritchard, 1962, original emphasis).
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The career planning process implied by this framework suggests an
applicatjon of rational decision-making models. The process involves
‘éaﬁa gathering and analysis, the Identification and evaluation of
{ alternatives, choice, and feedback, where each step in the process
entails uncertainties, costs of search and other costs and risks (cf.
Cyert & March, 1963). The effectiveness of the process depends on the
adequacy of the performance of the various steps in this ratjonal process
(to be discussed below). But two additional conditions must also be
met: career patterns must be relatively stable and orderly, and the in-
dividual must accept the prime responsibilltylfor his own career develop-
ment .,

o« ;

The stability of career patterns. The first prehequisite arises from

the realities of the world of work. Wilensky (1961) notes that "[mlost o
men ...never experience the joys of a life pian because most of the work
situations do not afford the necessary stable progression over the work- fﬁ

life. There is a good deal of chaos in modern labor markets, chaos i

intrinsic to urban-industrial society. . . .If we count the lower class. . .
It Is apparent that a vast majority of the labor force is going nowhere
in an unorderly way or can expect a work-1ife of thoroughly unpredictable
ups and downs'' (quoted in Samler, 1964). Thus, at one extreme, career

( patterns are so unstable that career planning efforts would represent

| largely unimplementable "wishful thinking' at best. At the opposite
extreme, one can imagine a work history so rigid and predictable as to
obviate the necessity for individual planning. At both extremes, the

individual's lack of ability to exercise some control over the outcomes

_ ‘ 13
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of his own decisions renders planning efforts futile. Clearly, therefore,
the potentially effective individual career planning effort requires a
world of work characterized by moderate levels of predictability and

latitude for the exercise of individual control.

Self-development. The second prerequisite for effective career

planning is the active involvement of the individual in his own develop-
mental process. 'Knowledge, skills, attitudes, and understanding are
possessions which men acquire for themselves, not gifts which a company
Oor a university can bestow' (Dill, et al., 1965, p. 119).

The importance of motivational factors in career development pro-

cesses is discussed in a recent paper by Lyman Porter (1971). Using the

framework of expectancy theory to analyze individuals' motivations to
under take development activities, Porter stresses the central role of
motivational factors in accounting for individual efforts (1971, p. 7).

These efforts may or may not lead to effective performance; other in-

dividual (e.g., ability and self-esteem) and situational variables (e.g.,
organizationa! policies and supervisory behavior) may mask the effects of
motivational factors in certain situations. Nevertheless, while.moti-
vational factors may not be sufficient to account for effective career
development activities, they are clearly necessary.

The implications for the role of the individual in his own career
development seem clear. It is not enough simply to have trafning pro-

grams available or to submit pedple to various kinds of development pro-

grams. They must want to undergo training. But many individuals tend

P s
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to be motivated more by today}s challenges than by tomorrow's; more by
current than future performanée. In his own self-interest, however, §ne
cannot a%ford to let today's pressures preclude his thinking about to-
morrow's world of work and his role in it. Thus, a large part of a
successful career planning effort is to increase the individual's own

desire to learn. "A man who wants to develop himself does=--a man who

wants to be developed rarely is'" (Hull, 1964, P. 39). The ultimate goal
of the organization should be, as Gardner (1963) suggests, ''to shift to
the individual the burden of pursuing his own educatjon' (p. 12).

Obsolescence

The traditional view, noted above, of the passive role of the in-
dividual in the matching process typically undergoes a radical reversal

when organizational representatives discuss the problem of ''obsolescence.'

When a gap between role requirements--actual or anticipated--and individ-
uval skills is perceived by an-érganization, the onus tends to fall on

the individual. Opportunities may be provided by organizations, but

''the individual carries the basic responsibility for his own deve lopment
and for keeping up to date'' (NSF, 1969).

This radical shift in the locus of responsibility for career develop-
ment highlights two central problems for individuals and organizations
confronted with '"obsolescence;' namely:

1. To what extent does the existence of '"obsolescence" represent
an organizational and/or an individual problem?

2. To what extent should strategies for overcoming ''obsolescence"

stress organizational and/or individual activities?
The burgeoning literature on the problems of technological obsolescence
and professional upgrading provides some general answers, while raising

further questions.

151
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Upgrading, Updating, and Obsolescence.

The'"problem of technical obsolescence' has engaged the attention of
representatives of engineering and scientific professionals (cf. Weber,
1965), managers (cf. Roney, 1966), and educators (cf. Dubin & Cohen,
1970), in terﬁs suggesting crisis situations. Unti! recently, however,
little attention has been devoted to careful analyses of the problem area
(Ferdinand, 1966) and very few systematic approaches to solving the
various problems have been proposed (Hue!ler,i1970). Porter's (1971) use
of a motivation theory approach to the problem of professional updating
provides a useful framework for identifying kéy elements of the problem,

and suggests several general steps which might be taken both by in-

dividuals and their organizations to solve the problem.

No clear definition of the concept of obsolescence has been accepted

by investigators and practioners, but several aspects of the problem are

typically stressed. First, technical personnel are faced with high

rates of change in the ''statez of the art." The '"half-life of a profes-

sional education at the time of graduation, which was about 20 or 30

years at tha turn of the ;entury, may be less than 10 years now, unless

anti-obsolescence measures (i.e., continuing education) are taken'

(Roney, 1966, p. 3). In other words, a 1960 technical degree would provide

less than one-half of what the average 1960 graduate would need to know in

1970, just to keep up with the ''state of the art" (Mueller, 1970).
Secondly, the problem is multidlmensidnal; there is no clear line

between competence and obsolescence. ''Obsolescence may indicate the

status of becoming oksolete in regard to information, attiti:des, motiva-

16 -
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tion, 'style,' and other components. No person is obsolete in all

characteristics at once; he may show varying degrees of obsolescence in

each" (Roney, 1966, p. 3). Moreover, obsolescence is a process relative

to specialized fields.

Degree of obsolescence must always be a function of new
knowledge and new techniques. Many fields of science and
engineering are changing rapidly with the discovery of new
facts, theories, viewpoints, and telchniques; the rates of
change vary both among fields and among their sub-specialties.
There is also the important matter of which new development or
new technique is relevant to a particular person's work--not
all changes affect all persons, and the impact varies in kind
and degree for all those who are affected (NSF, 1969, p. 5).

, Schein's analysis of career stages (in Kolb, et al., 1971) stresses

: a third problem area; namely, that obsolescence is a phenomenon likely
to be observed at certain relatively later stages in an individual's
career, during which the efforts of the individual, in comparison with

those of the organization, are likely to be relatively great.

For purposes of the present study, it will be useful to distinguish
between obsolescence, diversification, and upgrading, using categories
suggested by Ferdinand (1966) and NSF (1969). In general terms, obso-
lescence of an individual refers to ' adeficiency of knowledge such that
‘he approaches prpblems with viewpoints, theories, and techniques less
effective than others currently‘used in his field of specialization"
(NSF, 1969, p. 5), but this broad concept overlooks different sources
and types of knowledge deficiencies which may require different problem-
solving strategies.

First, an individual whose technical skills in his own present area

of specialization are not (or are no longer) sufficient to the present
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"'state of the art'' exhibits areal obsolescence (Ferdinand, 1966, p. 47).

His '‘competence ages in the face of scientific and technological growth,

A ——————— .

and makes him obsolescent as compared both to new graduates and to his

colleagues who keep up and who apply new findings" (NSF, 1969, p. 5),

in his own specialized area.

Second, an individual may be professionally obsolete independently

¢ e N N e L

‘bfihis competence in his own present area of specialization. Here, he

‘%
e W

~has lost contact withi:broader chaages in his discipline, becoming so i

""overspecialized'" that he ''cannot effectively undertake new work in

his own or closely related fields, and cannot apply new knowledge from

[the wider discipline] to his own particular specialty" (NSF, 1969).

While areail and professional obswlescence may be related (an individual ?

who is obsolete in one or more subareas is probably obsolete with

3
respect to the broader dlsc?pli%e), they are not necessarily so: the

highly competent narrow specialist may maintain that competence at the

expense of professional obsolescence.

A third area of concern often included under discussions of obso-

lescence represents a particularly acute problem for technical personnel , :

The concept of ex=officio obsolescence (Ferdinand, 1966, p. 48) refers

to an evolving career pattern, such that the individual "moves away from

his original field of training' (NSF, 1969). Here, "up-to-the-minute

knowledge of [his] discipline is not absolutely essential to [his

present task] effectiveness' (Ferdinand, 1966, p. 48). The typical case

in professiona! environments concerns the promotion of a highly competent
vy

technical specialist to an administrative position. This form of obso-

o 5 18




lescence may lead to performance decrements for the organization due, for
example, to the impalred ability of the once-competent specialist to
evaluate the efforts of subordinate-specialists. It seems, however; that
the more pressing problem in this case concerns the acquisition of new
skills appropriate to new duties, rather than the maintenance of pre-
viously relevant technical skills. For this case, it seems more appropriate
to speak of the need for ''diversification' than of the need to avoid '‘obso-~
lescence,"

A fourth area related to the obsolescence problem concerns individual

and organizational desires for upgrading education In present'technicai

areas. Here, while there is no question of '"obsolescence''--the individ-
ual's level of compefence is sufficient for present tasks=--an individual
may be able to raise the level of his formal capabilities and qualify for
increased responsibilities by, for example, pursuing an advanced degree.
In summary, actﬁal or potential deficlencies in knowledge or skills
which are observed at relatively iater career stages (Schein, in Kolb,

et al., 1971) may represent:

1. Obsolescence, either professional or areal, requiring updating

of a person's education in his fleld;

2, New task requirements, such as managerial duties, requiring

diversification through educational activities in new flelds

and

3. Desire for technical advancement, oriented toward Increased

future responsibilities, requiring upgrading in present fields
(cf. NSF, 1969).
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Strategies for Continuing Education

Updating, diversification, and upgrading are. conceptually distinguish=-

able, and may imply different strategies of continuing education (NSF, 1969).

Ferdinand (1966) provides a characterization of Individuals depending upon

the presence of particular combinations of areal, professional, and ex-

officio obsolescence. He concludes that "efficient utilization of

retraining and remedial programs. . . requires an evaluation of the kinds

of obsolescence preseat in each case and the causes behind them" (p. 51).

While Eﬁrategies for updating, diversification and upgrading may
overlap, it will be useful to describe available modes of continuing
education é!ong;q general dimension which stresses organizational vs.
individual effo;ts. At one extreme, orgénizational policies and prac-
tices may be specifically designed to force continuing education, inde~-
pendently of individual initiatives.

For example, Ferdinand describes a typical problem encountered among

engineering and scientific personnel in defense-oriented organizations :

professional, as opposed to areal or ex-officio obsolescence. He notes

that in defense-oriented R § D environments, rapidly evolving technology
and constant shifts in task requirements represent a particular threat to
the specialist--one who is competent in terms of his present area of
specialization, but "is highiy vulnerable to any radical changes that

his discipline may undergo in the future' (p. 51), or to changes in task
requirements. For the specialist, obsolescence only becomes apparent
when he is required to undertake new or expanded assignments.‘ Within a
general framework of continuing education, Ferdinand suggests possible

strategies for avolding specialists' professional obsolescence. By

20
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assigning speclalists to several tasks simultaneously or by job rotation
after only relatively short periods on any given project, '‘they [would

never be] allowed to settle comfortably into a narrow niche, and al though
they may be nagged by a sense of never having fully mastered any project,

they [would be] forced to maintain a competency in several allied fields

simultaneously" (1966, p. 53). The aim of such strategies Is basically
defensive, stressing the avoidance of a decremental process.

Similar organization-based strategies include regular in-house seminars
and conferences, required lectures and short courses, and coaching, coun-
seling, and mutual goal-setting sessions as part of a performance appralsal
program. In general terms, such strategies are associated with updating
education for the avoidance of obsolescence. Furthermore, such organization-

- based strategies are likely to be more prevalent at earlier stages in

a career (Schein, in Kolb, et al., i971).

At the opposite extreme, individual efforts are undertaken based on
personal desires for advancement independent of clearly defined organi-
zational requirements. Apart from cases of individuals leaving the organi-
zation entirely to pursue their educations, such strategies include sab-
batical leaves without pay, night school programs, systematic off-the=-job

.readlng programs, and the like. These strategles are primarily individual
upgrading efforts, reflecting an active process of '"getting zhead" rather
than the defensive process of ""keeping up,' and are more likely at middle
and later career stages than during early organizational socialization

stages (Schein, in Kolb, et al., 1971).

Between these extremes, organizations provide a wide range of educa-

tional opportunities which require more or less individual Initiative and

21
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upon which managements place various restrictions. Examples include paid
expenses to professional meetings and conferences, tuition refund plans,

time off for parttime courses, and sabbatical leaves with pay (NSF, 1969,

chapter 111). Where updating and diversification efforts reflect relatively
immediate organizational requirements--e.g., planned project changes, or

promation to administrative duties--management is likely to support and

encourage individual development activities to a greater extent than where
such activities more closely resemble upgrading beyond present task

requirements.

Organizationai'practicés. A broad-scale survey of 17 industrial and

governmental R & D Iaboratories (NSF, 1969) provides data on organi za-
tional pqlicies and practices regarding continuing education. While
""[e]mployer programs, on the whole, provide some alternatives to scientists
and engineers secking continuing education activities. . ., not all the
modes which are sponsored in any one laboratory are universally available

to every R & D professional who might want to use them. Management places
various restrictions on these activities. . ." (p. 43). For example,
policies which encourage taking university credit courses, primarily through
tuition refund programs, are widespread (p. 63), but restrictions are
typically placed on the number of courses per term, time off from the job,
and support may be based on the extent to which such courses are considered
''work related" (p. 64). However, such courses "are primarily used for
diversiflcation. o o' or upgrading, rather than for updating; ''seldom

does a researcher take, once again, a course he has previously taken"

(p. 85). =

Similarly, attendance at professional meetings receives policy support
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in general, but restrictions tend to limit participation to the most highly
qual ified professionals. As a consequence, such attendonce comes more

to be seen as either a '"reward" to a professional or a contributlon to

the organization's public relations activities, rather than a provision

of an educational activity (p. 95). For educational purposes, this prac~
tice '""is selective and tends to discriminate against supporting junior-
level personnel . . ." (p. 96), who are thus ''being deprived of the stimu-
lation, motivation, and actual lea~ning attributed to attending profes-
sional meetings. . ." (p. 97).

Virtually "no restrictions [are] placed on attendance" of in-house
lectures and seminars, other than 'the demands of the job or an unusually
restrictive supervisor. . .; attendance Is ieft up to the individual"

(p. 103). However, such programs typically represent general diversifica-
tion efforts and are seldom--and only by chance--useful for purposes of
updating in an individual's special field.

The NSF report concludes its study of organizational policies and
practices by noting:

The three key points in top laboratory management philo-
sophy of continuing education are: management accepts the
responsibility to provide at least some opportunities for
scientists and engineers in the R &€ D work force; manage-
ment expects R & D employees to take advantage of these

and other opportunities to keep themselves up to date,
particularly in their own fields of specialization; and,
finally, management accepts only limited responsibility for
motivating the individual. Managements which provide oppor-
tunitics for continuing education believe that those who
do not take advantage of them are not 'worth'' attempting

to salvage. The initiative is left to the individual
(NSF, 1969, p. 43).

Individual strategies. As noted above (p. 2), the individual's active

involvement in his own career development process is crucial. Responsi-

bilities for providing opportunities and support may be shared by

A
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employers, professional societies, and universities, but the ''individual

carries the basic responsibility for his own development and for keeping

up to date" (NSF, 1969, 7. 11).

The resoonsibijlity for self-development may be expressed

in_tw i
in fvation into action. First, the Individual must

supply the energy and initiative necessary to motivate
learning. Without internal drive, Indiviluals are unlikely
to benefit from any educational experience. The Individual
cannot passively sit back and expect to be spoon-fed the
knowledge he needs. Second, he must be alert enough to
recognize his needs for learning, motivated enough to

seek opportunities, and farsighted enough to make plans
for fulfilling his needs. In spite of standardized cur-
ricula and impersonally rational job specifications, it

is likely that no one else is in as good as, or better

posi tion than, he to determine what he needs to know and
whether this need is a matter of updating or of an extending
of his competence into areas considered critical to his
professional growth (NSF, 1969, p. 13).

The planning process for self-education involves at least three

steps: 1) establishing a learning agenda, 2) planning 2 strategy for

learning, and 3) evaluating the chances for success (Dill, Crowston

& Elton, 1965). The learning agenda is prerequisite to the other two

and the most important. It is an 'action planning' document which con-

tains:

1. Statements of aims--changes that they would like to
make in their knowledge, skills, attitudes, values,
or relationships with other men and organizations.

Definitions of areas for study, search, reflection,
or testing--lists of activities, experiences, or
questions that can help them accomplish their aims.
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3. ldeas about priorities--feelings of preference or
urgency about what should be learned first. (Dill,
et al., 1965, p. 120).
The authors note that 'well-stated learning agendas proved to be rare
among our interviewees'' (p. 121). Without such a planning base, there
is little chance that effective learning strategies for new areas will
be pursued.

Knowledge deficiencies, either actual or potential, are typically
not a matter of too little available data, but rather of too much.
There is generally no lack of relevant dournals, reports, symposia,
training programs, or advanced courses, but rather so many potential
sources of information that search and choice become intolerable burdens.
In the absence of some clearly defined career goals and priorities
beyond his immediate technical specialty, the individual is at a loss
in choosing what to ignore. He is either potentially interested in
everything new--a ''tempting, but feckless, response to the burgeoning
needs for education. . ." (Dill, et al., 1965, p. 120)=--or in nothing

beyond his present area=--a built-in obsolescence guarantee.

Barriers to Individual Career Planning

Three major potential barriers to career planning activities are
frequently cited in the literature on self-development: individual per-
ceptual and motivational factors, management practices (specifically,

supervisory attitudes and reward structures), and lack of planning

skills.
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Indlvldual factors. Physlologlcal aglng ls frequently cited as a

factor responslble for decrements ln learnlng abllltles (among other
performances), but there s lltt!e dlrect evldence of this (Roney, l966,
p.,S) 1t seems more llkely that age-related psychologlcal and social
factors account for blocks to career plannlng and development. }
Dlll, et al..(l965) descrlbe a complex of lndlvldual weaknesses.
Confllct-rldden, lndeclslve, and dependent on’ others for
. support and guidance, some men lack the confidence to chart
- and manage a program of self-educatlon. Men with a weak
sense of personal identity have no purposes against which
to measure opportunities and no rationale by which to commit
-thelr energles. So opportunltles for learnlng sllp by (p. 121).

A partlcularly acute problem for many professlonals concerns the value

'riconfllcts whlch occur for certaln lndlvnduals when a chovce may be
; requlred between contlnulng a career as a technlcal speclallst or shlftlng

V'lnto a managerlal career (Zaleznlk et al., l970)

. For some, the cholce is clear-cut. For others the cholce may
be difficult-and, once made, a source of contlnulng ambiva=- ¥
“lence. For these latter. lndlvlduals, career conflict can be
‘an important aspect of their adult lives. And for the. organi-
“zations in which they work, career confllct has potentlally
klmportant costs (p.v.). <o 4

_ Career problems as symptoms of deeper psychological. conflicts
continue basic trends in [personality]. development which = -
Interfere with the individual's use of “environmental oppor-
tunities. - Organizations provide a range of available optloﬁh_
through whlch the individual can’ both redlsoover and utilize

- his talents. The developmental process can interfere with the
discovery of talents 'so that: the person is uncertaln'Just what

- opportunities he can reallstlcally select. It is as zhough the
range ‘of options [Is] so wide that the individual Is immobiiized

~in selectlng a-''main. track" for his career, Results of this uncer-

~.tainty are evident in- overchooslng on the one hand or withdrawal
on the other (p. 397) o S
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'ipreoccupatlons wlth short term productivlty. }fv;
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- For older men, potentlal threats to self-esteem may constltute

barriers to self-development efforts. Thls may be especlally true of

: "those havlng relatlvely hlgh rank ln thelr organlzatlon or among thelr

_ colleagues. These people often fear they will publlcly 'fall on thelr

face' in [unlverslty credit courses wuth much younger students enrolled]

and many cannot even entertaln the ldea of such a shock" (NSF, l969,

p. 68).

Psychologlcal disen gagement from soclal or organlzatlonal demands

'ls a process frequently noted among retlrees, but may also occur “among

older persons whlle stlll employed (Roney, l966, p. 5) lndlvlduals

'are observed, at some polnt in thelr careers, settllng at a level of

; performance and "coastlng" |nto "non-streAmous _shelf-type" jobs

.»_‘(Mueller, 1970, P° 5).

Other lndlvndual factors, such as ambltlon, lntelllgence, and energy,

. may also help erplaln lnd|v|dual commitments to. career development

'actlvltles.:»4~”

Management{practlces. The dlrect supervlsors of professlonal personnel

may elther help or h|nder |ndlvldual self development efforts even |n

.fthe face of organlzatlonal pollcles whlch do provlde educatlonal oppor-
l'tunltles (NSF, l969, p. lh9) Supervlsors may fa|l to provlde the
‘:bnecessary stlmulatlon because of thelr attltudes toward thelr employees,

"or they may actlvely dlscourage educallonal actlvltleu through thelr
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: Three'supervlsory styles wlth respect to’continuing‘educationvhave'

been adentified (NSF l969, pp. l32 l35) ‘"Adminlstrators" encourage
'selffdevelopment actlvitles through the actlve impleuentation of organi-
‘zational policy. "lnnovators" do so by creatlng new opportunltles in
addition-to the existing ones" (p. l33)  But "lnactlve" supervisors
fanl to support educational activities: o | |

vThe "Inactive'" type of supervisor is baslcaliy passive and
non-committal in his attitudes. Because he conceives of self-
* development (and continuing education) as a- responsibillty of
~ the employee apart from the working environment, he neither stimu-
lates subordinates to .pursue additional knowledge nor initiates
continuing education activities on their behalf. He is aware
" of, and deplores, the lack of motivation shown by particuiar
. ‘individuals, but he undertakes positive action only if the
“ employee takes the Initfative and the activity is within the
framework of existing pollcy. He will make "pious' statements.
about the desirability of continuing education, but-in fact he
- subscribes to a rather fatalistic and resigned view of people _
and, |ndeed of leadershlp (p.. IBH) B

- Far more serlous ‘and frequent are the barrierskcreated by N
supervisory pressures for immediate results (Dlll, et al., l965, P iZl) ﬂ
Dally pressures are stressed to the exclusion of any ablllty'to concen-
trate on what may be required for tomorrow.. Competence is defined with
’respect to the present, not the future, SO that little if any support

is glven to self-development efforts beyond the employee s presently
defined technical speclalty. :Professlonal.obsolescence is:vurtuaily}j
:certaln.v. | | |

Frequently, these supervisory practices reflect organlzatlonal

reward norms, policies to the contrary. Many organuzations base rewards
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on short term results which seem to lmply that personal development

efforts should occur before Joinlng, or at least not on “company "

SEXAEILOEF4N J'.- ANTSHEEN VIGELS '&.'ﬁ“l. M&. R S B et

time " Taking tnme off to prepare for the future means, to ‘the individual'

senscng these management pressures, foregoing whatever rewards attach

to a ""job well done“ in the shorL run.

Recognitlon of the barriers created by short-term time pressures tv b

has led to- “various proposals for devoting one day a week to keep up to fﬁ

“date, or. five hours, or 5 per cent‘of the work week. None of these

‘_appear to have . received widespread acceptance, probably because no one .

p.:lh)- Again the obsolescence process is built in. o ‘ '_‘ :

vPlanning‘skills.“ Many managers'and’technical specialists'devote

serious and intensive effort to plannlng for thelr prOJeCtS and their

: organizations, but very few quve the same klnd of systematic thought

to thelr own personal or career plans. They can often speak clearly -

and forceabiy about organizational obJectlves, budgets and financial

| plans, materlal requirements and even (in the abstract) about manpower

skills needed but can say l|ttle about what they themselves ‘would like

to be doing in f|ve years or two, or even one year,'and what new skills

“or updated knowledge they might need to do it.

The absence of career plans among technical and managerial personnel

is thus not basically a matter of the lack of ratlonal planning skills,

-but more likely a matter of the novelty of applylng these skills to :_‘

i o
themselves-~“simply lack of practice .; [People] need help in developing,.
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longer range~views of the‘kinds of learning that must be done. They

‘need guidance in devising more effective strategies for learning cee

Men who know that the world is changing rapidly might be expected to be

able to provide [learning agendas with statements of] aims ceey areas
for study P [and] priorities cees [but many] cannot easily dcscribe

explicit agendas that guide tf ir efforts at self-education" (Dnll

et al.. 1965, pp. 120-121) .

Summary and implications of the Literature ‘Review

Career development is a continuous process, an ongoing interaction
between the individual and his environment. Changing environmental
demands--technological advances in speciallzed discipllnes or new: tasks--

'threaten to outpace the indivudual‘s acquisitior of necessary skills, and

thus impose requirements for continuing educational activitoes. lndividual

updating, diversification, or upgrading efforts aﬂe aimed at avoiding obso-

.'lescence or at assuming new responsibilities. ‘
Organizations have accepted some share of the responsibility for pro-

4viding self-development opportunities to individuals., However, certain
organizational practices constitute barriers to individual efforts despite
““official policies supporting self-education.. Organizations therefore mus t
fjfgo beyond the provusion of opportunities in a passive sense, and actively
‘71encourage and support individual efforts. Although none of the studies in
jthe program (to be described below) has dealt prtmarily with. organizational
strategnes, survey results from several (e g., Muller, Bass and Alexander,

in press) have suggested potentnally useful organnzational efforts with

»l‘respect to both the content and process of develnpment efforts.
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" PART B: STUDIES IN THE PROFESSIONAL DEVELOPMENT

RESEARCH PROGRAM

| whatever responsibilities accrue to organizations, a central: responsi-

bilnty for an individual's career development is his own. Given ‘a world

R A e i T AN A

of work. characterized by moderate levels of predictabllity and some ’
latitude for the exercise of individual control, the indivndual can
substantial ly enhance the effectiveness of his career development through

a career planmng process.

L RSN R S

Such a process would mlnimally require the indlvidual to state some | ’
| goals, make some attempt to outline likely future changes in areas in
.whnch updatnng, diversnfication, or upgrading act|vities might be re-
, 'quired and formulate an action plan based on the gaps between these
' goals and predictions. ‘ | .

The transition from predictions of the future to the formulation
: o o _of a plan for self devel0pment |s, for many people, an unfamlllar process, o l |
requnring guudance and support._ lt has been the main purpose of the v |
N o '_.Professional Development Research Program to design and test methods for

'providing this guidance. L

Sevelal research pl‘OJeCtS have -been undertaken wlthln the general |
framework of the Professnonal Development Research Program. The overall

' program itself was an. outgrowth of the World of work confelences

. . o described |n the foreword. - The following summarnes, presented ‘more or -
_iess chronologacally,vprovnde an: overview of the efforts made to -'
- ';""design and evaluate methods by v.hich tndlvuduals. can- actlvely contribute A

to the matchnng process of career development. S
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The Future World of Work Project

‘The firstkproject'carried'out in the Professional Deveiopment ‘
Research Program was an investigation of the implications for individ-

ual management development activities of a procedure by which middle

- managers assessed probable future trends in their worlds of work*

‘(Haas, l969)

'hethods and subjects. Two sets of'instruments vere developed for

use'in this'project, The first, a "world of Work Questionnalre,” pro-

' vided a means by which managers couid describe key elements of their

worlds of work, compare present situations with their predictlons of

P,probable future conditions, and |dentify possible "planning gaps” with

u‘frespect to various dimensions of the world of work. Two versions of

this questionnalre were developed from a pool of’approkimatelyTIZO

“items; Items were adminlstered in random order but regrouped for

'data analysis and interpretatlon into nine logical topic areas.

The second instrument, a ”Personal Development Plan,” Iisted 5]

' rL'possible skills or areas of knowledge |n which managers might desire'
b’further training in preparatlon for theur future worlds of work in“

' tdaddition, this questionnaire llsted 2# training technlques which
.iﬂrespondents might want to employ in acquiring desired training.' Bothh
"dlnstruments were pretested on a. sample of 59 managers enrolled |n a.

"'part time MBA program at the University of Pittsburgh.--

;', l39 middle managers, from various U S locations and employed i

‘2f'by two large manufacturing firms, participated in a fueld experiment
.designed to’ test the effects of an individual's systematic assessment

fof probable future conditions in his world of work on hls stated desnres

- *Thir research was funded by the 0ffice of Navai Research Group Psychology
Branch, under ONR contract number NOOOlh 67-A-0398-0002 NR|7I-029

"{32555?
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for'training. As a by-product, survey data cuncerning managers'
expectations for their futures were collected and analyzed Various

personal data were also collected to enable subgrouping of . the sample

by such factors as age, education, functional specialization organi-=-
: zation‘level etc. ’ ’ o e o : o ' \

‘Results} Detailed analyses of both survey and experimental findings

by subgroups of items and subgroups of managers are presented in Haas (l969)
With respect to predictions of future work conditions (the survey data),
,several general results were stressed. Respondents tended to. expect
K signlficant shifts in demands on their time, wnth planning and’ group
“actlvitles claiming substantially more time in the future than at
present.' Respondents expected the |nfluence of computers and EDP-related
activitles and personnel to |ncrease. Greater flexibility in organlzation
‘,structure, accompanled by greater decentrallzation of decnsnon-maklng, :
was expected..‘ . |
With respect to training needs, respondents partucularly stressed
: the need for upgrading skllls in plannlng and forecasting, verbal and

wrltten communication and supervisory techniques._ Different emphases

ywere given by different functional subgroups, e.g., production managers"

' stressed planning skllls, personnel managers stressed declsion-maklng

’and human relations etc._“‘

s e SRS S s

Of partlcular |mportance for subsequent proJects in the Professional
Development Research Program were the findings regarding experimental
;effects (Haas, l969 ll2ff) Statistlcally sign|f|cant differences -

between control group and experlmental group Personal Developnent Plan
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means (for those experimental groups using the first version of the
uWorld of work:Questionnaire").were found.‘ Respondents'who'gaVe
-systematic attention to dimensions of the future world of work tended
,to express a greater urgency for training ln a wlder range of content
.areas, using a broader set of tralning methods, than did those respond-
'ents ‘who did not flrst attempt to ¢larify their expectations regarding
the future. Supportive, but notlscalistacally significant results

were obtained by experinental groupsﬂusing the second version of the
questionnaire. |

lmplucatlons. Haas concludes that self-development~planning efforts

‘are facilltated by a procedure which guides the planner through a
- systematic analysis of likely trends in his work situatnon.'HThe[
‘Fsuggested procedure provides "a vehicle by whlch managers can determtne

s‘learnlng agenda as well as an order [of prloritles for] attending

to'that agenda,;,"(Haas,tlQ69:136).

Exerclse Future I

| An extension of the Future Wnrld of WOrk prOJect, bnsed Onire? |

analysls of the questlonnaire and Personal Development Plan data, l d

~1to the development of Exerclse Future l (Haas, et al., 1969) for use in o

,training workshops, and consistent in format with the small group B

‘exercises developed by Bass (1967) The Pr gram of Exerclses for

_Manggement andggrganizatlonal Psychology (PEX) consists of lb self- -

“.;badministered simulations, designed to serve the dual purpose of

demonstrating to the particlpant some aspect of |nd|v1dual group,:or
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development specialists, and other administrators in industrial

]

: ‘ S § -
organizational behavior, and gcnerating, by means of self -réport, 5_‘v
research data on individual and group performance* (Bass, l967, i
Bass, et al., l97l) Selected exercises are normally admin:stered %4'

i
in informal smaii group workshop sessions for managers, training and { :

L

1

service, and public organizations.. . ; f, _ BT . | - ‘ , i

All of the exercises follow a common general pattern. Participants
first read a small amount of background nwterial, then: make individual - o

decisions, recommendations for problem solutions, or other questionnalre

- responses. Next, the respondents meet in small groups to share responses,
give and receive feedback or arrive at group solutions to probiems. At
the conclusion of’ each exercise, the participant is asked to reflect on
and discuss h|s own responses, and the lnteractions and responses of .~ - ’

the group which shared h|s experlence (Bass et al., l97l) t'f ' - g

Each exercise thus incorporates elements of survey research in- -
dividual and group survey feedback and group discussion techniques to

promote the integratlon of new knowledge, attltudes, and behaviors o §

(Bass and Haas, l969)

From the original Future world of WOrk item pool 20 ltems werev

| 'selected lh of which dealt Wlth aspects of the individual's future

',q« E world of work and lh dealing W|th the future of .the organizatlon in
L , o

which the individual works."

*initlal support for this program was provided by grants from the Ford -
'Foundation and -through research" ‘contracts for data analysis from the
0ffice of Navai Research (ONR N000|h 67-A-o398-oooz NRl7l-029)
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Based on feedback from participants in the earlier study, two

additional sub items were designed, asking respondents to |ndicate the

degree to which each of the 28 items was' seen as of concern (or importance)
and subject to the respondent s control | | |

In Exercise Future 1 (EFI), particlpants were asked to work in=

dividually in Lompleting the questlonnaire and scoring’ their ‘responses

T et

“.to yield lndividual and organizational "eXpected change" scores,'as well

kS

“.as "concern" anq "aﬁntrol" scores. . Usnng these indexes in a way analo-
o '

L Sansti

! ' gous to forecasts, each individual .was instructed to outline a number of ;.fh
ﬁ YSpecific action steps he might take as ways. to prepare for ‘the future he o E
'-\foresaw.: H ' |

Small group discussnons then took place, usnng a semi-structured
'role-playing format, with: the purposes of giving and receiving feedback

“with regard to the:clarlty.and feasibillty of indlvidual-plans,,and also e

to promote commitment to these plans. ~‘f

T L ST e T T S b S S - S 2

o

EFI has been administered to 484 participants in 19 training work-' '

glr®

oS,

1 2

e N TR s

: shops in various locations around the world Data for each workshop

. group have been analyzed separately, but no systematic comparlsons across
- groups have yet: been undertaken. t.f-yt R e
| lnitlal analyses of trainer and participant responses to the exercise,’&fw-g':ﬁi
have revealed several consistent reSponse patterns of interest ta ub- |
’ sequent phases of the program°b . ‘,.. ‘:. 'p' f
,l;' Whlle the nmjority of participants regu.arlv,vmploy plannlng
skills and procedures in various aspects of their work, virtually none

',; of them had used any systenwmlc planning approach wuth regard to theirbﬁ-'

7" own career development process sunce leavung school fﬂﬁﬁ '
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2. when‘ given a chance to:think systematically about their future
,careers, most participants are able to ‘make some prednctions about likely

‘fchanges in skill requirements, match these against present skills, and

'plan speciflc actions to prepare themselves to function effectively

Q:t,,‘a

2

ARy

their future careers.

ki

3. The. average respondent indicates on his initial questionnaire that

'two-thirds of the items are of concern or importance to his: future career,

‘but only approximately one- thlrd are subJect to h|s control or influence.
'Among the most frequently mentioned "important but-not controllable"
|tems are those concernlng reward systems (performance evaluation and
'nromotlon procedures), organizatuonal control over aspects of personal

| life, and (understandably) the influence of government and other external
.groups (customers, suppliers, etc ) This implies that many respondents
experience some initial sense of frustration at not being able completelyi

i"to control their own careers. ’

h The most consistent reaction to the group experience has been

expressed as a sense of increased control, areas initially assumed to be

beyond the abillty of the individual to control are seen to be subject
to personal effort and influence as. a result of problem-solving approachesv
-f taken in the group discussion phase of the exercise.

ln addition to these observations, reactions of trainers and partici-.

_ pants have been useful in suggesting a number of modiflcations subse-i

"f, quently incorporated in a second verslon of txercise Future (Mlller,

t 1‘.', 1970) to be described below.

Aruitoxt provided by Eric



- Personal Development Exerclses

An |ndependent project was undertaken to develop and evaluate a )

‘program of eight self instructional exercises for personal and inter~

R «

LFaRb e ek

‘personal development* (Vlcino, Krusell et al., 1971) . This program

'was designed as an educational experience for undergraduate students.
~‘Although it does not constltute a part of the Program of Exercises - i
‘designed for management tralnlng descrlbed above, it parallels that

program in several important respects.

Goals. Among the most important Personal Development goals specifled
‘for all eight exercises was ''to help the student partlcipants...identify
1 areas of desured behavuoral change ‘and develop speclfic plans for

-;achievung change" (Vicino, Krusell et, al., l97l 5) Six of~the eight A

- exerclses provude spec|f|c guidellnes for action plannlng with regard to . %
?~the content issues in the exercises, us|ng instructions sumllar to those

: employed in Exerclse Future.i One exerclse dcals specifically wuth

SRR s TR

R A VA S TP

personal and professuonal goal-setting and action plannlng in a format ;

adapted from Exerclse Future. -

Methods. The effects of the eight exerclses were evaluated in a

‘.r

ot o

3 field experiment using a holdout control procedure (Massarlk l965)

R PR R

- vForty~e|qht female and h8 male freshmen volunteers were randomly asslgned

to l2 groups. Elght experimental groups met twuce each week for h l/2

- *This research was supported by a grant from the ESSO Educatlonal
Foundation. ' : , ‘
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weeks, completing one 2 to 3 hour exercise in each of eight sessions.
A ninth session was used for assessment. Four control groups followed
the same schedule, but beginning the program after the experlmental
groups had completed it.
' Five sets of response data were col lected: -
lil. lattendance records;
2.'sbefore‘and after‘self-report measures ofvdiscrepancies’
'between perceived actual behavior and preferred behavior
‘(these data were generated as part of the exercises adm|n-
|stered in the first and last ‘group sessions);
. ratings of participants by non-particlpant peers,
"post"program evaluation questionnaire'
~:free responses from participants durinq the assessment
;session. | |

In addition ‘a number of personality measures were collected as
control variables.

Results._ Among the results, descrlbed in detail by Vicino Kfusell
-}EEJiL (l97l), were several of direct relevance to other phases of the
”hProfessional Development Research Program._'f...[T]he experimental group
”fdecreased the discrepancy between their preferred and perceived actual
behavior while the control group did not show ‘such’ change [in the same
'gtime period],...the experimental group changed their perceiVed actual

behavior tOWdrds being closer to the|r preferred behavior while the‘.*

o control group d|d not show such a shuft,...the control group replicated

:the previous findings when it participated in the program... (Vicino, 5

Krusell, et al., l97l ii)
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Preliminary R § D Survey

Research and Deveiopment,personnei empioyed.in u. S._government
laboratories participatedbin a survey of preferences and expectatlons
about changes'taking piace in a wide variety of areas related to their
work* (Barrett, Bass, and Miiier, 1970) v.The ma jor purpose of this

survey was to develop and test. items (in addition to those already con-

tained in the Exercise Future questionnaire (see above) deslgned for
use with managers) describing aspects of the thld of work especially
relevant to Research and Development.personnel._ As a byproduct of this
work, certain aspects of these preferences and expectations_nere.noted
which seem to bear on'requlrements for training and developmentvefforts.
Methods. Semi-structured interviews nere conducted wlth»inmale
professional staff members of a Research and Development laboratory run
by the U. S. government. The interviewees, vtho were asked to participate
by a member of the laboratory's personne! department, were chosen to
represent an‘approximate,croszsection of the total professional staff
in terms of age, hierarchical level, and technical specialty, Respondents
were asked to describe their present work situations. in general terns,
then their'preferences and expectations regarding possible future trends.
Suppiementary questions dealt with'a.number of dimensions found else-
where (cf. Pelz and Andrews, 1966) to be important in R & D environments
(e.g., freedom, diverslty,»creativity,.professionai motivations, etc.);
additional questions probedﬂareas of.technical and managerial ''obsolescence,"

training goals and needs, and educational opportunities.

*Thisisurvey was the first phase of research conducted under ONR Contract

NO0014-67-A-0398-0006, NR 151-314,

i f
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Bated on data from these interviews, a b6 item questionnaire was
developed containing 26 items from the original "managerial" set, 18
"R & D" items, and two items modified from the original set to apply to
both populations. _

This questionnaire was administered to 143 male R &D professionals
employed at another government laboratory. This sample consisted of
scientists, engineers,."bench" technicians and technical mdnagers who
volunteered to participate in the study. | _

The 46 items were grouped under eight general headings.. Educational
upgrading,»reward structure, organizational requirements, interpersonal-
intergroup relations,’external concerns, computer effects, and organiza-
tional objectives. These headings were suggested by the results of

factor analyses done on responses of managers to an earlier version of

the Exercise Future questionnaire (Haas, 1969); the new "R & DQ i tems
were assigned to clusters judgmentally. |

Four responses were required for each item on the‘questionnaire.
First, the respondent indicated his preferences on a f|ve-point ncale,

going from "| ideally would E_gfer [this condition] to decreas greatly

in the next five years'' to "l ideally would Erefer fit] to increase

greatly in the next five years." Next, the respondent indicated hin

actual expectation about the item on a similar five-point scale. Third

the respondent was asked to.note whether or not the particular item is

important to him, and last, he registered the amount of control or

influence (much or little) he perceives to have over each condition.
Thus, the scoring system permitted comparisons between preferences

and expectations about conditions which may or may not be seen as either

a1
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important'or control lable, Discrepancies between preferences and ex-

pectations may signal the need for act|on to prepare for changlng con-

v dltions.. At the extreme, a large number of discrepancies between

‘preferences and expectations in nmportant but uncontrollable areas may

indicate sufficient dissatlsfaction to predict withdrawal from the

organization.

Results. A more extensive d|scuss|on of the results of this pre-

-liminary survey is presented elsewhere (Barrett Bass, and Miller, l970)

For present purposes, we focus on only several areas and items which

suggested the need for action on the part of ind|viduals or organizations

(or both) to promote increased seif-development efforts among R & D

personnel,

Under '‘educational upgrading," the great majority (75%) expressed

5preferences for more time to devote to training and development, but

fewer than one-half (443) actually expectedlto have sufficient time for
self-development. Moreover, 9l2 saw the time they spend in self-

development actlvlties as mEortan to them, but 762 saw themselves as

having control over this area. . v

About one-third of the respondents believe that . they do not have
control over their abnlity to remain up-to-date in their technucal
knowledge, although this item was among those most frequently Judged as
important (87%) . | |

Data from the |tems under "reward structure" may help explain the
gaps found under "educational upgrading." It seems clear ’hat the ,
probabllity of an individual's taking actlon to update or upgrade his

skills will depend on h|s perception of a link between his development

L

42

s




dagd

BT

-35-

N D VAR I A

activities and the organization s reward system (cf Porter. l97l)

S

Sk

RSN

ln this survey, 452 of the respondents showed a gap of at least

one scale point between the|r preferences for mer i t-based rewards and

their expectations that merit will actually be rewarded. Two-thirds of

g

the respondents expected up- to-date technical knowledge to have no’

increased impact on promotions or salary changes in the future. - Across

all items under "reward structure." an average of 732 of the responoents

indicated these items to be mgortant. but only 352 felt they had control

over the factors influencing rewards.

The issue of control was partlcularl'l salient for items under

"organizational requirements." There was very high agreement (892) that

freedom to follow their, own research interests in selecting new projects

or activities was important. but only 34% felt they had control over

this important aspect of their lives. Similarly. 7h% felt that freedom

to set their own daily work schedules was important. but only hh% felt

they had control over this. The item for which there was the greatest

'discrepancy between importance and control was that of organizational

rules and regulations. While 762 indicated the importance of rules and

regulations, only ll% bel ieved they had control. Of all clusters of

items, those under "organizational requirements" showed the largest

discrepancies. on the average. between preferences for change (67%)

and expectations that such changes would oceur (282).

lmpiications. The preliminary survey highlighted several areas:

of concern to those involved in the development and utilization of

professional manpower . First. most of the employﬂes in these R & D

labs‘are'apparently'well aware of_their needs'for continuous'up-dating
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of skiiis, but they feel hampered in their abiiity to accomplish the
required up-dating. Second individual employees appear to.feelvreiative-
ly. powerless in the face of various organizationai pressures. The data
suggest 2 kind of "Gresham s Law"--the pressures of short term require-
ments drive out preparation for meeting possibie iong~term requirements.

| "The data suggest a more specific reason for the expectation

hat respondents will not find sufficient time for self-development |

'activities' namely, that such activities wiii not be ampiy rewarded.

There is a need for organizatlons to express ‘concern for problems of
obsolescence in tangible ways--in ways which expressly ailow sufficient
relaxation of day-to-day work pressures and to provide opportunities for
individuals to plan and execute their seif-deveiopment activities. |
Furthermore,}organizations must provide tangibie evidence that individuai

deveiopment'efforts will be rewarded.

R & D.Fieid Experiment

| A fieid experiment was designed to”evaiuate’the effects of forecast-
ing, action pianning, and group discussion (the three parts of Exercise
Eutgrg), using voiunteer civiiian subjects from two U S government
managed Re D iaboratories* (Miller, . Bass, and Muhai, 1972)

Experimentai Design. Volunteer subJects from each iaboratory were

assigned to four experimentai groups by a procedure desinged to assure

an even distribution of hierarchicai positions (GS-levels) and technicai
specialties (department codes) across the experimentai groups. Foiiowing
this division of the sampie, the four groups were assigned at random to

four experimentai treatment conditions, as foiiows.

- *This study was the second project undertaken under ONR Contract Number

NOOOI#-67-A-0398-0006 NR |5|-3lh

44, -
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to receive the forecasting questionnnaire Q) alone-- :

to. receive Q- pius an Action Planning form (AP),

to receive Q, AP, and a group Discussion (D) treatment combined

, in Exercise Future,

a "holdout" control group, to receive Exercise Future ten months

vafterb admi'nistrati'ons to 'groups-' Iy I, and. G e, after_
‘criterion'datxa collection on all 'voiunteer’s)”.‘ |
Procedure. Identical soiicitation, assignment, administration. and
measurement procedures were foiiowed at both locations. treatment

'administrations were under  the supervision of the same experimenter at

all sessions - in both locations .

The forecastingv questionnaire (Q) was the 46-item instrument developed
earlier (see above)"asses'sing' ‘the "preferencesand expectations of R )

personnel regarding future conditions -in their world of work.

The action planning_ (AP) phase included a form for specifying
gener'al‘ goals, as well as a set of instructions for seif-s"coring ‘the
forecasting q'u_estionnaire (Q) . These self-generated scores were designed
to hig'h:light areas in which either large vchanges were preferred or -
‘expectved, or large gaps between preferences and expectations occurred.
Respondents were then provided with a :set of ‘Instructions for devising
strategies and action plans"in specific-areas related to goal statements
' and the most important items from the forecasting questionnaire, as
indicated by self-generated scores.

The group discussion (D) phase ‘consisted of structured. three-man

planning/counseling sessions. Each participant in the trio was assigned
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a role--as “planner,“ “advisor,“,and “observer,“ respectively--with
instructions and role descriptlons deslgned to facilltate clarlfication
and reality-testing of goals and strategies on the part of the “planner "
The roles were rotated after 30 and after 60 mlnutes, S0 that each
member played all three roles in turn. | . |

For those who partlclpated in the. group dlscussion phase, a short

“revlew and debrlefing“ sesslon followed the trlo discussions. Adminns-,

trations of Exercise Future were typically run with groups of 12 to l5
.(four to five trios simultaneously) Because the trio discussions were
largely unsupervised, the “debriefing“ sesslon,was primarlly designed to
elicit process reports, to assure that instruction procedures had been
followed, - |
‘Measures. : Apart from data generated through the use of the,foref_
casting questionnaire during treatments, five sets of measures were
collected for all volunteer subjects:
-~ 1. An initial volunteer'form,provided general biographical and
. organizational-data-(birth date, department code, GS-level, etc.) which
were used_to'assign subjects to treatment groups, and to access personnel
 records, . |
-2, Personne) records provided "Tlme " data on salary history,
;education, training activities, and promotions and transfers.
3. Follow-up interviews were conducted with .a sample of 20
“participants from each experlmental treatment group (1, 11, and 111)
at each location. These in-depth intervlews, conducted nine months
- after treatment administrations, sought information about participants'

recollections of the admlnistrations,:reactions to the program,’and any

.41(;
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activities undertaken as a result of the program,

b, A follow-up questionnaire was sent to all participants in the

experimental groups (I, 11, and lll) Questionnaire items dealt

with participant reactions to therprogram and activities ‘undertaken
i subsequent’to the<program. B |
| 5;, Personnel records were again tapped for "Time 2" data on salary

and educational history. training activities, and promotions and transfers.'
ub[ects. 478 civilian R 8 D personnel volunteered to particlpate

in the project (272 from one laboratory and 206 from the second)

Initially, therefore, 68 persons were assigned to each experimental‘

condition in the first_laboratory, and 51 or 52 each in the second. By

ten months aftef-administratlons‘(i.e., "Time 2''), personnel records

“indicated that 28 of the initial volunteers had left their respective
organizations, either through_resignation,or transfer to other branches;
in addition, four cases were.dropped due to.missing data at."time 1."
Thus, complete sets of measures were available for 257 subjects in one

location and 193 in the second, for a total of 450..

- The mean age of all participants at ''Time 1'' was approximately 37

years. The modal GS-level for all participants was GS-12, with a range
from 65-5 to GS-16 at the first location, and GS=7 to GS-14 at the
second. The average participant had been employed at his present lab-

oratory for approximately 10 years by '"Time 1." The mean annual salary

of all participants was approximately $l6;000, with a standard

deviation of approximately $3,500.

'Non:participants.- The scheduling ofitreatment-administrations

_was arranged by local training staff personnel at each laboratory, using

SR
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the lists of treatment group asslgnments prepared by the researchers. :
lnevitably, vacation, travel, and other schedule conflicts were en-
countered which, for some treatment conditions, substantially reduced

the number of subjects actually participating in the asslgred treatment

administration. Two procedural decisions were made as a resuit.‘ (l) to
schedule supplementary administrations oniy for those personnel ‘able to
participate immediately upon return from vacation or- travei duty (this

accounted for less ‘than 103 of the total participating sample at each

.location~-l6 and 14 respectively), and (2) to establish a fifth "treat-

ment condition“ at each location, representing non-participants, who
would be treated as a second ''control' group.

As a result of these administrative problems and the decisions
made to deal with them, the final numbers:for each experimental condition

for both locations combined were as foliows:.

“I. Forecasting Questionnaire (Q) - - 68
1k, Q + Action Plans (AP) R | | 63
111, Exercise Future: Q+ AP + Discussion (D)~ 91
IV. Holdout Control . e
'V;_ Non-participants icontrol). . = j‘vﬂ :s‘4l33‘f
| ~ Total W

Analyses of biographical'and organizational data:(age,‘ G-S level,

educational h|story, tenure, etc ) for these five experimental con-'

ditions showed no significant differences among the groups on any

' variable.

Results.‘ A five (experimental conditions) by three (hierarchical--

3 S--levels) analysis of variance was performed on ‘measures of' educational

4
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activities undertaken during the nine months subsequent to adminis~
tration of experimental treatments. Highly significant differences
(p<.00l) were found in the increased number of educational activities
'undertaken by personnel at different hierarchical levels, This find~
lng is interpreted as providing strong partial support for Schein s

'analysis of career stages (in Koib et al.. l97l) Organizationally

sponsored training and development activities are most heavsly used
by lower level personnel (Gs- ll and below), personnel at m:ddle levels
(GS-l2) do not. participate actively in development activnties. higher
(Gs-13 and above) management level personnel participate more actively
than middle level personnel but tend more actively to pursue develop-
ment opportunities offered outside the organization.

Participation in career planning activities was found to be
effective (p<.05) in enhancing the likelihood of educational activnties.
but this result was most strongly evident among lower level personnel
(GS~= =11 and below) No effects were found for personnel at Gs-12,
Self~analysis and action planning were found useful for personnel at

higher (managerial) levels.

-lmpjications. Support for the following lnterpretations and

suggestions is provided both by the experimental findings and by the

follow~up interview and questionnaire responses of these personnel.

Lower level technical personnel (GS =11 and below) clearly benefit

from career planning when they can "reality test" their plans by - 3
discussing their strategies and tactics with more experienced members o : o

of the organization (but not their own superiors) vHigher level




& a members were apparently able to convey to younger personnel a sense

of “practical alternatiVes“--"how to get along realistlcally in

,'this outflt“--which is seldom, if ever, avallable to them in the normal ‘?
work environment. Providing this kind of socialization experience

- is likely to. facilitate an important career transition (Schein, in ) . i

'Kolb et al., 197l) This finding suggests ‘the utility of deslgning

a career planning program, including strategy planning d|scussions

with more experienced organizational members (not supervisors), for ‘

‘personnel who are at relatiVely early stages in their careers. Such ?

a program is likely to be most useful to personnel at or near the end

of their first regular assignment, or early in their second assign-

ment in the organlzation (Schein, in Kolb, et al., l97l)

The finding that personnel at middle (GS 12) levels do not, in
,general, participate actively in training and developnent activitles
may be interpreted in at least two ways. Elthg& these personnel flnd

sufficient self-development on-the-job (i.e., through job performance

and appraisal feedback, and coaching from superiors and peers),
and do not require off =the=job efforts to remain up to-date or get
ahead, or non-job-related development activities are being. under-
emphasized at this level (e.g.,-by the pressures of short-term job

activities or the. relative'lack.of ‘appropriate programs) Given the

concerns for “obsolescence“ (which presumably occurs at later ‘stages),

”;? | the latter interpretation may be more likely. In other words, this

finding may imply the need for stressing “preventive naintenance" type_

. training programs designed for middle-level personnel Encouraging

50
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selffdevelopment.actlvltles,among mlddle-level ‘personnel nny thus '
depend more on the relaxatlon of job-related pressures and the provlslon
of organlzatlonal support than on career plannlng actlvltles. _

The results suggest that higher level personnel (GS l3 and above)
’ may beneflt most from self-analysls and action-plannlng. but not

necessarlly from the group dlscusslon phase of Exercise Future. It -

'seems llkely that the dlscusslon phase would be. more useful to hlgher

’level personnel if these dlscusslons were carrled on with "relevant

others" (e.g.. peers, immediate subordlnates or superiors. fami ly

‘members. etc.) in addition to or rather than with lower level organi=-

zation members. Modifications to the pProcedure based on these findings

have been incorporated into a new career planning exercise, gggggngS
(Vlclno and Mlller, 1972), to be dlscussed be low.

R & D Comparative Survey

Questionnaire data were provided by 208 participants: in the. .

Exercise Future flield eXperlment conducted at a second U,S, -Government

Research and Development laboratory* “These data were analyzed -and
"compared with those from 143 partlclpants from the first laboratory,
using the same 46 item questionnaire and adminlstratlve.procedures as
'descrlbed in the prellmlnary survey, above (p. 32fFF). A detailed
dlscussion of the methods and results of this comparatlve survey lsv

preSented elsewhere (Miller, Bass, and Alexander. 1972) .  This

*This analySls;_extendlng,the:work done - in the preliminary. survey to -
- @ second sample, was the third major project undertaken under ONR
Contract Number N000l4f67-A-0398-0006 NR 151 3lh

0-»*!
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section summarizes those aspects of the study relevant to individual

‘ and organizational efforts to promote self-development activities.

Analysis Procedures. lnitial item-by-item ‘comparisons were

made betwmen responses from personnel at’ different hierarchical levels
in the two organizations.. Separate principal components factor -

analyses of both the "preferences" data and the “Expectations“ data

were performed on responses from each laboratory. The-similarity in -

vdimensions found at each laboratory (n ‘- 208 n, ‘= 143) argued for

combinlng the data from both- laboratories (n = 351) to enhance the

“likelihood of stability in factor structures. Factor analyses of the

-combined data yielded stable and similar (but not identical)

dimensions.of "Preferences" and of “Expectations.“ Based onithese
empirically deriyedlcategories, nine "content area indexes" were |
calculated for:each’participant. - In addition,  indexes were'calculated
for each participant'based onfresponses'to the "Importance' and
“Control“,items. ‘ |

Results. nDescriptions of.item'response.frequencies-from the
second'laboratoryfgenerally confirm'the'findings'from~the prellminary
survey described aboye.‘”Discrepancies between preferences for change

and expectations of actual change were again found"for items  under -

“educational.upgrading,“ "'reward structure," and "organizational re-

quirements." There were; however, several significant'differences

found in the‘patterns of discrepancies between the two laboratories.

Participants'from both organizations'agree>thatvself-development :
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activities are unlikely to be achieved to the level preferred;ythat
organizational pressures will exceed the level preferred;. and that
rewards will not reflect technlcal_or other merit (presumably to be
enhanced by'educational efforts).to the extent preferred, In each
area, however, the level of preferred change was signlflcantly greater :
in the second laboratory than in the first, but no dlfferences in
expectaticns were found i.e.,.the gap betWeen preferences and

rexpectatlons was .in general greater in the second organizatlon.

Subanalyses of each index by Iocatlon and’ hierarchical (GS) level
were performed. In general, lower level personnel at both labora-

tories expressed preferences for greater change than did personnel

at higher levels. This was particularly true for indexes in the areas
of "technical skills," "autonomy," and ''social action." On every
index, preferences for change were greater at the second laboratory
than at the first, while few differences were found in expectations.

" The analysis of control scores provided a‘confirnation'of differ-
ences between laboratories and between hierarchical levels within each
laboratory. (An |ndiV|dual's ‘control. score is the number of items
checked as being subject to his‘control; the mean control score across

all levels at both laboratories was 15.5 out of 46 possible.)’ Two find-

ings were of particdlar interest. A significant difference in self-

reportedvcontrol was found between the two laboratories: the mean
for the second (the one in which the'preference-expectation gap was
greater) was sngnificantly lower than for ‘the first, across:all

hlerarchlcal levels combined. MoreoVer, lower level personnel in

RS
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both organizations reported less control than higher level personnel, -
as would be expected. Of even greater interest, however, were the
different distributions among hierarchical levels within each organi-
zation. Higher level personnel (GS-13 and above) in the second lab
reported greater control and lower levels (GS-12 and below) less control,
than their counterparts in the first organization. These findings

can be summarized in terms illustrating the importance of both the

total amount of control and the distribution of control in organizations
(Tannenbauﬁ, 1968) . Further analyses are underway to explore the
relationships betweéh theée findings and hypothesized characteristics

of organizational climate and organizational tasks derived from the

work of Tannenbaum and others (cf. Tannenbaum, 1968).

Summary of the Professional Development Research Program

The purpose of this section of the report has been to describe
the background, some prevlous work, and current projec;s under taken
in the Professional Development Research Program. A consistent aim
underlying all the studies and'prbjects‘in the Program has been to
discover and évaluate methods by which individuals can actively con-
tribute to the métchingkprocess of career development. |

Each of the projects reviewed has added to our understanding of

this matching process, as well as to our armament of techniques which

~ may enchance the individual's role in it.

The Future World of Work project'helped demonstrate';hat systemati;

attention to’prdbablg future work conditions--using a procedure
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analogous to forecasting--could assist managers to recognize an in-
creased urgency in their needs for training. Experience with Exercise

Future | indicated that a rational planning/problem=- solving mbdel

could be effectively employed in career development processes, such
that action planning could enhance an individual's sense of control

over his own career. The Personal Development programs suggested the

utility of the general approach when applied to personal and inter-

personal goals as well as career goals, and underlined the importance

of interpersonal and group effects on individuals' career planning

efforts.

The R 6 D Field Experiment confirmed the usefulness.of a

structured individual and small group exercise in helping individuals
translate broad statements of personal and professional goals into
specific action plans, and in enhancing the likelihood of those plans

actually being carried out. The R & D Survey permitted refinements

in the procedure through the results of factor analyses on questionnaire

data, aqd suggested, with the results of the field experiment, modi-

fications appropriate for personnel at different hierarchical levels.
PROSPECTS. Based on the cumulative resulfs of studies in the |

program, a new career planning exercise, PROSPECTS (A Program in

Self-Planning and Evaluation of Career and Training Needs; Vicino

and Hiller, 1972) has been written and pilot-tested. PROSPECTS con-

sists of four phases, each reflecting specific findings from the

research program:
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}. A self-and-job analysis, providing a structured investigation

of seven major areas of career and professional concern (based on the
results of factor analyses of the forecasting questfdnnaife);

2., A "Future Career Profile," in which goals, strategies and

action plans are spelled out;

3. A group discussion, to enable participants to give and receive
feedback on the clarity and feasibility of their goals and plans, and
to enhance the likelihood of action through the process of public

commi tment; and

i, An_extension and follow-up procedure, through which partici-

pants may identify and call on "relevant others" for sdpport in
achieving their stated goals, and maintain momentum in carrying out
their action plans. |

As was the case with other projects undertaken in the Professional

Development Research Program, the primary aim of PROSPECTS is to

“enhance the individual's role in the process of career development. At

the same time, PROSPECTS is designed to provide data for use‘by train-

ing and development personnel in their efforts to design the organi-

zation's role in the process.

Conclusions

Effectiveness in matching individuals with role requirehents, viewed

here as a continuous career development process, requires efforts on the
part of both individuals and organizations. The relative emphasfs on in-

dividual vis-a-vis organizational activities shifts over the course of a
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while the impact of individual efforts tends to be greater at later stages.

Similarly, the emphasis differs as a function of changing technology

(e.g., in the case of updating), changing functional requirements (e.g.,

diversification), and changing scope of role demands (e.g., upgrading) .

Nevertheless, despite different emphasis throughoot'a career, both individ-

val and organizational efforts are neceseary; neither alone is sufficient.
The Professional Development Research Program has stressed the

design and eva!uation of methods for enhancing the individual's role in

the process through carcer planning procedures. We are convinced of the

contribution which individual career planning can make to the effectiveness
of matching man and job.

At the same time, we have attempted to highlight areas in which
organizational efforts may be needed to complement those of individuals.
Organizations can contribute to effective.career development in the tra-
ditional, positive sense of providing opportunities for learning on-
and off-the-job (and by providing opportunities for career planning and
career counseling) for their members. The organization's contribution to
effectiveness may lie, however, more in recognizing and removing potential
obstacles to individual career develcpment, such as overemphasis on short-
term results (and their rewards) and the absence of support from super-
visors., | |

Individuals and organizations must assume complementary responsi-
bilities for assuring effective career development. Wi thout sueh com-
plementary efforts, the matching process fails, resulting in wasted

resources, obsolescence and individual and organizational dissaslsfactlon.
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Transnational studies of managerial behavior in standardized organizational simulations are

being conducted by MRC in conjunction with the International Research Groups on Management
(IRGOM).

MRC maintains a bank of data collected at training centers in over 35 countries, and provides
cooperating agencies with assistance in experimental design, statistical analysis, and data collection.

MRC conducts other research at the interface of man and his organization. Currently, interest is
focused on self-instructional methods for increasing interest and ability in self development, woman
at work, motivation to work, human integration of information for decision-making, motivation and
economic growth, and the accelerated manager.

MRC distributes its archival publications in a reprint series. It distributes its technical reports
in a separate series to expedite the dissemination of its research findings.

OTHER TECHNICAL REPORTS*
1963

1. Bass, B. M. Effects on negotiators of their prior experience in strategy or study groups. AD
408 128

2. VAUGHAN, J. A. Surveying the man-in-the-middle of an industrial organization. AD 420 802

1964

3. Bass, B. M. Differential response to appraisal and goal setting as a function of self, interaction
and task orientation. AD 600 296

4. Bass, B. M. Some effects on a group of whether and when the head reveals his opinion. (Also Re-
print 67-9) AD 610 532

1965

5. Bass, B. M. Reaction of subordinates to coercive, persuasive and permissive supervisors. AD
610 538

6. Bass, B. M. Effects on the subsequent performance of negotiators of studying issues or planning\
strategies alone or in groups. (Also Reprint 66-1) AD 616 749 ‘
7. Bass, B. M. Personal background and intergroup competitiveness. AD 616 750
8. Bass, B. M., MCGHEE, W. P., & VAUGHAN, J. A. Three levels of analysis of cost-effectiveness asso-
ciated with personnel attitudes and attributes. AD 619 460
1966

9. Bass, B. M. Social behavior and the orientation inventory: A review. (Also Reprint 67-8) AD
623691

10. Bass, B. M., & WOLPERT, S. Norms for a program of exercises for management and organization-
al psychology. AD 627 648

11. CLAMPETT, JR. H. A. Psychological predictions based on Bayesian probabilities. AD 630 814
12. DEEP, 8., Bass, B. M., & VAUGHAN, J. A. Some effects on business gaming of previous quasi-T
group affiliations. (Also Reprint 67-11) AD 641 652
1967

13. Bass, B. M. The interface between personnel and organizational psychology. (Also Reprint 68-
3) AD 649918

14. Bass, B. M. Ability, values and concepts of equitable salary increases. (Also Reprint 68-6) AD
655 428

15. Bass, B. M. How to succeed in business according to business students and managers. (Also Re-
print 68-4) AD 655 429

16. Haas, J. A., PORAT, A. M., & VAUGHAN, J. A. Actual vs. ideal time allocations reported by man-
agers: A study of managerial behavior. (Also Reprint 69-2) AD 660 693

17. BARRETT, G. V. The use of perceptual tests in cross-cultural research.
1968

'18. BARRETT, G. V. The international research groups on management information system. AD

667 242
19. PORAT, A. M. The decision to automate the small commercial bank : A behavioral approach to the
analysis of decision-making processes. AD 667 243 )
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29.

30.

31

32.

.38.

34.

35.

36.
37.

38.
39.

40.
41.

42,

43.

44.

. Bass, B. M. When planning for others. (Also Reprint 70-2) AD 675 785
21.

Bass, B. M. A preliminary report on manifest preferences in six cultures for participative man-
agement. AD 675 786

Bass, B. M., THIAGARAJAN, K. M., & RYTERBAND, E. C. On the assessment of the training value of
small group exercises for managers. AD 675 787

THIAGARAJAN, K. M. A cross-cultural study of the relationships between personal values and
managerial behavior. AD 676 521

RYTERBAND, E. C., & THIAGARAJAN, K. M. Managerial attitudes toward salaries as a function of
social and economic development.

1969
RYTERBAND, E. C., & BARRETT, G. V. Managers’ values and their relationship to the management
of tasks: A cross-cultural comparison. (Also Reprint 70-5)

Haas, J. Middle-managers’ expectations of the future world of work: Implications for manage-
ment development.

Bass, B. M. The American advisor abroad. AD 700 280

PORAT, A. M. Planning and role assignment in the study of conflict resolution: A study of two
countries. AD 700 281

BARRETT, G. V., & FRANKE, R. H. Communication preference and performance: A cross-cultural
comparison. (Also Reprint 69-7) AD 700 283

THIAGARAJAN, K. M., & WHITTAKER, W. S. Realistic goal setting as a key indicator of entrepre-
neurship: A cross-cultural comparison. AD 700 284

THIAGARAJAN, K. M., & PRAHALAD, C. K. Some problems in the behavioral science education of
managers and management instructors in developing nations. AD 700 285

BARRETT, G. V., & FRANKE, R. H. Social, economic and medical explanation of “psychogenic”
death rate differences: Cross-national analysis. AD 700 286

THIAGARAJAN, K. M., & DEEP, S. D. A cross cultural study of preferences for participative deci-
sion-making by supervisors and subordinates. AD 700 282

GILES, B. A., & BARRETT, G. V. The utility of merit increases.

. 1970
ALEXANDER, R. A., BARRETT, G. V., Bass, B. M., & RYTERBAND, E. C. Empathy, projection and ne-
gation in seven countries.
BARRETT, G.V., & Bass, B. M. Comparative surveys of managerial attitudes and behavior.
BARRETT, G.V., Bass, B. M., & MILLER, J. A. Combatting obsolescence using perceived discrepan-
cies in job expectations of research managers and scientists.
IRIS, B., & BARRETT, G.V. Effect of job attitudes upon satisfaction with life.
RYTERBAND, E. C., Bass, B. M., DEEP, S.D., & KAYE, R. How to succeed in business. according
to ATESEC applicants from six countries for work experience abroad.

1971

FILELLA, J. F. Exercise life goals: Guess-work or interpersonal perception.

Bass, B. M., ALEXANDER, R. A., KRUSELL, J. Selected manager norms (as of September, 1970) for
A program of exercises for management and organizational psychology. AD 726744

ViciNo, F. L., KRUSELL, J., Bass, B. M., DEcCL, E. L., & LANDY, D. A. The development and evalu-
ation of a program of self-instructional exercises for personal and inter-personal development.
MILLER, J. A, Bass, B. M., & MIHAL, W. L. An experiment to test methods of increasing self-
development activities among research and development personnel.

MILLER, J. A., Bass, B. M., & ALEXANDER, R. A, Preferences and expectations of research and
development personnel regarding the future world of work.

*IRGOM members may recetve technical reports free upon request from the Management Research Center, Universi-
ty of Rochester, Rochester, New York 14627. Nonmembers may obtain these technical reports from the Clearinghouse
for Federal ng}tqﬁc and Technical Information, U. S. Department of Commerce, National Bureau of Standards,
Springfield, Virginia 22151 by ordering by AD number and prepayment of $3.00 for paper copy or $.65 for microfiche.
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