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CAREER DEVELOPMENT

The functions of human resources management have a fairly long history. In the 1970s more and more employers recognized the need em​ployees have for satisfying careers, and they tended to establish programs that enabled employees to attain their personal goals within the organization. By the 1980s the emphasis had changed: Organizational career development was seen as a tool for addressing busi​ness needs in a vastly changed corporate environment. In the 1990s the focus is on a balance between the two. Organizational career development is now viewed as a strategic process in which maximizing an individual’s career potential is a way of enhancing the success of the organization as a whole.

Increased competition for promotion, constant innovation in technology, pressures for equal employment opportunities, corporate rightsizing and restructuring, globalization of our economy, and employees’ desire to get the most out of their careers are all major forces pushing organizations to offer career development programs. The desire of employ​ers to make better use of their employees’ knowledge and skills and to retain those who are valuable to the organization are also important considerations. Career development as an HRM function provides some suggestions for one’s own career development as well as benefits to the organization.

Phases of a Career Development Program

Organizations have traditionally engaged in human resources planning and development. This activity involves charting the moves of large numbers of employees through various positions in an organiza​tion and identifying future staffing needs. Career development programs, with their greater emphasis on the individual, introduce a personalized aspect to the process.

A common approach to establishing a career development program is to in​tegrate it with the existing HR functions and structures in the organization. In​tegrating career development with the HR program reinforces both programs. For example, in planning careers, employees need organizational information--information that strategic planning, forecast​ing, succession planning, and skills inventories can provide. Similarly, as they obtain information about themselves and use it in career planning, employees need to know how management views their performance and the career paths within the organization.

Determining Individual and Organizational Needs
A career development program should be viewed as a dynamic process that at​tempts to meet the needs of managers, their employees, and the organization. In​dividual employees are responsible for initiating their own career planning. It is up to them to identify their knowledge, skills, abilities, interests, and values and seek out information about career options so that they can set goals and develop career plans. 

Managers should encourage employees to take responsibility for their own careers, offering continuing assistance in the form of feedback on individual performance, information about the organization, job information, and information about career opportunities that might be of interest. The organization is responsible for supplying information about its mission, policies, and plans and for providing support for employee self-assessment, training, and develop​ment. Significant career growth can occur when individual initiative combines with organizational opportunity. 

Career development programs benefit managers by giving them increased skill in managing their own careers, greater retention of valued employees, increased understanding of the organization, and enhanced reputations as people-developers. As with other HR programs, the inauguration of a career development program should be based on the organization's needs as well.

Assessment of needs should take a variety of approaches (surveys, informal group discussions, interviews, etc.) and should involve personnel from different groups, such as new employees, managers, plateaued employees, minorities, and technical and professional employees. Identifying the needs and problems of these groups provides the starting point for the organization's career develop​ment efforts. Organizational needs should be linked with individual career needs in a way that joins personal effectiveness and satisfaction of employees with the achievement of the organization's strategic objectives.

Creating Favorable Conditions
While a career development program requires many special processes and techniques, some basic conditions must be present if it is to be successful. These conditions create a favorable climate for the program.

Management Support

If career development is to succeed, it must receive the complete support of top management. Ideally, senior line managers and HR department managers should work together to design and implement a career development system. The system should reflect the goals and culture of the organization, and the HR phi​losophy should be woven throughout. 

An HR philosophy can provide employees with a clear set of expectations and directions for their own career development. For a program to be effective, managerial personnel at all levels must be trained in the fundamentals of job design, performance appraisal, career planning, and counseling.

Goal Setting

Before individuals can engage in meaningful career planning, they must not only have an awareness of the organization's philosophy, but they must also have a clear understanding of the organization's more immediate goals. Otherwise, they may plan for personal change and growth without knowing if or how their own goals match those of the organization. 

For example, if the technology of a busi​ness is changing and new skills are needed, will the organization retrain to meet this need or hire new talent? Is there growth, stability, or decline in the number of employees needed? How will turnover affect this need? Clearly, an organiza​tional plan that answers these kinds of questions is essential to support individ​ual career planning.

Changes in HRM Policies

To ensure that its career development program will be effective, an organization may need to alter its current HRM policies. For example, a policy of lifelong job rotation can counteract obsolescence and maintain employee flexibility. An​other policy that can aid development involves job transfers and promotions.

A transfer is the placement of an employee in another job for which the du​ties, responsibilities, status, and remuneration are approximately equal to those of the previous job. A transfer may require the employee to change work group, workplace, work shift, or organizational unit; it may even necessitate moving to another geographic area. 

Transfer

Placement of an individual in another

job for which the duties, responsibilities, status,

and remuneration are approximately equal

to those of the previous job

Transfers make it possible for an organization to place its employees in jobs where there is a greater need for their services and where they can acquire new knowledge and skills. A downward transfer, or demotion, moves an individual into a lower-level job that can provide developmental op​portunities; but such a move is ordinarily considered unfavorable, especially by the individual who is demoted.

A promotion is a change of assignment to a job at a higher level in the orga​nization. The new job normally provides an increase in pay and status and demands more skill or carries more responsibility. Promotions enable an organi​zation to utilize the skills and abilities of its personnel more effectively, and the opportunity to gain a promotion serves as an incentive for good perfor​mance. 

The two principal criteria for determining promotions are merit and se​niority. Often the problem is to determine how much consideration to give to each factor.

Transfers and promotions require the individual to adjust to new job de​mands and usually to a different work environment. A transfer that involves moving to a new location domestically or abroad places greater de​mands on an employee, because it requires that employee to adapt not only to a new work environment but also to new living conditions. The employee with a family has the added responsibility of helping family members adjust to the new living arrangements.

Even though some employers provide all types of relocation services--including covering moving expenses, helping to sell a home, providing cultural orientation, and language training--there is always some loss off produc​tive time. Pretransfer training, whether related to job skills or to lifestyle, has been suggested as one of the most effective ways to reduce lost productivity.

Relocation services

Services provided to an employee who is transferred to

a new location, which might include help in moving,

in selling a home, in orienting to a new culture,

or in learning a new language

Many organizations now provide outplacement services to help terminated employees find a job somewhere else. These services can be used to enhance a productive employee's career, as well as to terminate an employee who is unpro​ductive. If an organization cannot meet its career development responsibilities to its productive workers, HR policy should provide for assistance to be given them in finding more suitable career opportunities elsewhere.

Outplacement services

Services provided by organizations

to help terminated employees get

a new job

Publicizing the Program

The career development program should be announced widely throughout the organization. The objectives and opportunities can be communicated in several ways, including the following:

1.
Publication in newsletters

2.
Inclusion in employee manuals

3.
Publication in a special career guide or as part of career planning workshops

4.
Inclusion in videotaped or live presentations

5.
Inclusion in computer-accessed programs

At the very least, a manual that spells out the basic job families, career progres​sion possibilities, and related requirements should be given to each manager and made available to every employee.

Inventorying Job Opportunities

While career development usually involves many different types of training experiences, the most important of these experiences occur on the job. It is here that the individual is exposed to a wide variety of situations, and it is here that contributions are made to the organization.

Job Competencies

It is important for an organization to study its jobs carefully in order to identify and assign weights to the knowledge and skills that each one requires. This can be achieved with job analysis and evaluation systems such as those used in compensation programs. 

Job Progressions

Once the skill demands of jobs are identified and weighted according to their importance, it is then possible to plan job progressions. A new employee with no experience is typically assigned to a “starting job.” After a period of time in that job, the employee can be promoted to one that requires more knowledge and/or skill. While most organizations concentrate on developing job progressions for managerial, professional, and technical jobs, progressions can be developed for all categories of jobs. These job progressions then can serve as a basis for de​veloping career paths--the lines of advancement within an organization--for individuals.

Job progressions

Hierarchy of jobs a new employee might

experience, ranging from a starting job to successive

jobs that require more knowledge and/or skill

Career paths

Lines of advancement within an

organization in an occupational field

Illustrated below is a typical line of advancement in the human resources area of a large multinational corporation. It is apparent that one must be pre​pared to move geographically in order to advance very far in HRM with this firm. This would also be true of other career fields within the organization.

Many organizations prepare interesting and attractive brochures to describe the career paths that are available to employees. Many firms prepare a Career Development Guide that groups jobs by fields of work such as engineering, manufacturing, communications, data processing, financial, HR, and scientific. These categories give employees an understanding of the career possibilities in the various fields. They are often placed on an internal website.
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Dual Career Paths

Not too long ago moving upwards in an organization meant that an employee would eventually become a manager and perform those functions that are typical of a managerial position. This was the only way to recognize the worth of an in​dividual to the organization and to compensate the outstanding scientist, tech​nical specialist, or professional person. It became apparent that there must be another way to compensate such individuals without elevating them to a man​agement position. 

The solution was to develop dual career paths or tracks that provide for progression in special areas such as finance, marketing, and engineer​ing with compensation that is comparable to that received by managers at different levels.  Many organizations have found that this is the solution to keeping employees with valuable knowledge and skills performing tasks that are as im​portant to the organization as those performed by managers. 

Training Needs

There are likely to be points in one’s career path where training beyond that re​ceived on the job is essential. Such points should be identified and appropriate training made available to prevent progress from being impaired by a lack of knowledge or skills. Because the training needs of individual employees differ, these needs must be monitored closely.

Gauging Employee Potential

Probably the most important objective of any career development program is to provide the tools and techniques that will enable employees to gauge their po​tential for success in a career path. This objective may be achieved in various ways, all of which naturally involve the active participation of the employees themselves. Informal counseling by HR staff and supervisors is used widely. 

Many organizations give their employees information on educational assistance, salary administration, and job requirements. Career planning workbooks and workshops are also popular means of helping employees identify their potential and the strength of their interests.

Career Planning Workbooks

Several organizations have prepared workbooks to guide their employees indi​vidually through systematic self-assessment of values, interests, abilities, goals, and personal development plans. General Motors’ Career Development Guide con​tains a section called "What Do You Want Your Future to Be?" in which the em​ployee makes a personal evaluation. General Electric has developed an extensive set of manuals for its career development program, including two workbooks to help employees explore life issues that affect career decisions. Syntex’s workbook, How to Work for a Living and Like It, may be used by individuals on their own or in a group workshop.

Some organizations prefer to use workbooks written for the general public. Popular ones include Where Do I Go from Here with My Life? by John Crystal and Richard N. Bolles--a workbook follow-up to Bolles's What Color Is Your Para​chute? Andrew H. Souerwine’s Career Strategies: Planning for Personal Growth and John Holland's Self-Directed Search are also used frequently. These same books are recommended to students for help in planning their careers.

Career Planning Workshops

Workshops offer experiences similar to those provided by workbooks. However, they have the advantage of providing a chance to compare and discuss attitudes, concerns, and plans with others in similar situations. Some workshops focus on current job performance and development plans. Others deal with broader life and career plans and values.

Employees should be encouraged to assume responsi​bility for their own careers. A career workshop can help them do that. It can also help them learn how to make career decisions, set career goals, create career op​tions, seek career planning information, and at the same time build confidence and self-esteem.

Career Counseling
Career counseling involves talking with employees about their current job ac​tivities and performance, personal and career interests and goals, personal skills, and suitable career development objectives. While some organizations make counseling a part of the annual performance appraisal, career counseling is usu​ally voluntary.

Career counseling

Process of discussing with employees their current

job activities and performance, their personal job

and career goals, their personal skills, and

suitable career development objectives

Many organizations have designated career counselors who are available on a full-time basis to employees. 

As employees approach retirement, they may be encouraged to participate in preretirement programs, which often include counseling along with other help​ing activities. Career counseling may be provided by the HR staff, superiors, specialized staff counselors, or outside professionals. 

Career Development Programs for a Diverse Workforce
Organizations differ widely in the types of career development programs they of​fer. Some organizations have formal programs for all levels of employees that cover a broad array of topics. Others have offerings limited to career counseling incorporated into annual performance reviews. Let's examine some of these special programs more closely.

Contemporary organizations must have competent managers who can cope with the growing complexity of the problems affecting their operations. A formal management development program helps to ensure that developmental experi​ences both on and off the job are coordinated and in line with the individual's and the organization's needs.

Inventorying Management Requirements and Talent

An important part of a management development program is an inventory Of managerial positions. The inventory directs attention to the developmental needs of employees, both in their present jobs and in managerial jobs to which they may be promoted. An equally important part of the program is identifying employees who may be groomed as replacements for managers who are reas​signed, retire, or otherwise vacate a position. Replacement charts provide the information needed to fill vacancies in key positions.

Role of Managers

Identifying and developing talent in individuals is a role that all managers should take seriously. As they conduct formal appraisals, they should be con​cerned with their subordinates' potential for managerial or advanced technical jobs and encourage their growth in that direction. In addition to immediate managers, there should be others in the organization who have the power to evaluate, nominate, and sponsor employees with promise. Organizations that emphasize developing human assets as well as turning a profit typically have the talent they need and some to spare. Some companies—Citicorp, Xerox, Millers Outpost, and Wal-Mart, to name a few—have become “academy” companies that unintentionally provide a source of talented managers to organizations that lack good management development programs of their own.

Use of Assessment Centers

Pioneered in the mid-1950s by Dr. Douglas Bray and his associates at AT&T, as​sessment centers are considered one of the most valuable methods for evaluating personnel. An assessment center is a process (not a place) in which individuals are evaluated as they participate in a series of situations that resemble what they might be called upon to handle on the job.

Assessment center

Process by which individuals are evaluated as

they participate in a series of situations that resemble

what they might be called upon to handle on the job

The popularity of the assessment center can be attributed to its capacity for increasing an organization's ability to select employees who will perform successfully in management positions or to as​sist and promote the development of skills for their current position. These cen​ters may use in-basket exercises, role playing, and other approaches to employee development.

Increasing attention is being given to the validity of assessment-center procedures. As with employment tests, the assessments provided must be valid. Before the assessment center is run, the characteristics or dimensions to be studied should be determined through job analyses. The exercises used in the center should reflect the job for which the person is being evaluated; i.e., the ex​ercises should have content validity. A strong positive relationship is found between assess​ments and future performance on the job. 

While assessment centers have proved quite valuable in identifying manage​rial talent and in helping with the development of individuals, it should be noted that the method tends to favor those who are strong in interpersonal skills and have the ability to influence others. Some individuals find it difficult to perform at their best in a situation that for them is as threatening as taking a test. The manner in which assessment-center personnel conduct the exercises and provide feedback to the participants will play a major role in determining how individu​als react to the experience.

Management positions are the usual targets of assessment centers. However, adaptations of the assessment-center method can be used for nonmanagerial po​sitions, such as those in sales. One adaptation involves playing videotaped sce​narios for applicants, then using a multiple-choice test to find out how they would respond to the situations depicted.

Determining Individual Development Needs

Because the requirements of each management position and the qualifications of the person performing it are different, no two managers will have identical de​velopmental needs. For one individual, self-development may consist of develop​ing the ability to write reports, give talks, or lead conferences. For another, it may require developing interpersonal skills in order to communicate and relate more effectively with a diverse workforce. Periodic performance appraisals can provide a basis for determining each manager's progress. Conferences in which these appraisals are discussed are an essential part of self-improvement efforts.

In helping individuals plan their careers, it is important for organizations to recognize that younger managers today seek meaningful training assignments that are interesting and involve challenge, responsibility, and a sense of empow​erment. They also have a greater concern for the contribution that their work in the organization will make to society. Unfortunately, they are frequently given responsibilities they view as rudimentary, boring, and composed of too many “make-work” activities. 

Some organizations are attempting to retain young man​agers with high potential by offering a fast-track program that enables them to advance more rapidly than those with less potential. A fast-track program may provide for a relatively rapid progression--lateral transfers or promotions--through a number of managerial positions requiring exposure to different organi​zational functions, as well as providing opportunities to make meaningful decisions.

Fast-track program

Program that encourages young managers with

high potential to remain with an organization by

enabling them to advance more rapidly

than those with less potential

Mentoring

When one talks with men and women about their employment experiences, it is common to hear them mention individuals at work who influenced them. They frequently refer to immediate managers who were especially helpful as career de​velopers. But they also mention others at higher levels in the organization who provided guidance and support to them in the development of their careers. These executives and managers who coach, advise, and encourage employees of lesser rank are called mentors.

Mentors

Executives who coach, advise, and

encourage individuals of lesser rank

Informal mentoring goes on daily within every type of organization. Gener​ally, the mentor initiates the relationship, but sometimes an employee will ap​proach a potential mentor for advice. Most mentoring relationships develop over time on an informal basis. However, in proactive organizations there is an em​phasis on formal mentoring plans that call for the assignment of a mentor to those employees considered for upward movement in the organization. Under a good mentor, learning focuses on goals, opportunities, expectations, standards, and assistance in fulfilling one's potential. The basic mentoring functions are listed below.

Mentoring functions

Functions concerned with the career

advancement and psychological aspects

of the person being mentored

MENTORING FUNCTIONS

· Sponsorship

· Coaching

· Protection

· Promoting Visibility

· Role Modeling
· Role Modeling

· Counseling

· Friendship

· Selling Talents

Career Development for Women

The employment of women in higher level jobs until recently were held predominantly by men. Included among these jobs are management-level positions. Because of the need for strong leadership, organizations must increase the proportion of women they employ as managers.

Eliminating Barriers to Advancement

Women in management have been at a disadvantage by not being part of the so-called good old boys’ network, an informal network of interpersonal relationships that has traditionally provided a means for senior (male) members of the organi​zation to pass along news of advancement opportunities and other career tips to junior (male) members. Women have typically been outside the network, lacking role models to serve as mentors.

To combat their difficulty in advancing to management positions, women in several organizations have developed their own women's networks. These serve as a system for encouraging and fostering women’s career development and for sharing information, experiences, and insights. Corporate officers are invited to regularly scheduled network meetings to discuss such matters as planning, devel​opment, and company performance. Network members view these sessions as an opportunity to let corporate officers know of women who are interested in and capable of furthering their careers. 

An organization that is devoted to helping employers break down barriers to upward mobility for women is Catalyst, a New York City-based not-for-profit organization. Catalyst not only courts corporate officers but also offers career advice, job placement, continuing education, and related professional develop​ment for women of all ages. At its New York headquarters, Catalyst houses an ex​tensive library and audiovisual center that is regarded as the country's leading resource for information on women and work. They have an excellent website to help women managers.

While there that has been some progress, there is much left to do to break the glass ceiling, that invisible barrier of attitudes, prejudices, and  “old boy” networks that blocks the progress of women who seek important positions in an organization.
Accommodating Families

One of the major problems women have faced is that of having both a managerial career and a family. Women managers whose children are at an age requiring close parental attention often experience conflict between their responsibility to the children and their duty to the employer. if the conflict becomes too painful, they may decide to forgo their careers, at least temporarily, and leave their jobs.

In recent years many employers--including DuPont, Digital Equipment Corporation, Quaker Oats Company, Corning Glass Works, and Pacific Tele​sis--have inaugurated programs that are mutually advantageous to the career-oriented woman and the employer. These programs, which include alternative career paths, extended leave, flextime, job sharing, and telecommuting, provide new ways to balance career and family. The number of employers moving to protect their investment in top-flight women is still small, but more of them are defining a separate track for women managers. 

Career Development for Minorities

Many organizations have specific career planning programs for minority employees. These programs are intended to equip employees with career planning skills and development opportunities that will help them compete effectively for advancement.

Many employers make a special effort to re​cruit minorities. Once individuals from minority groups are on the job, it is im​portant for employers to provide opportunities for them to move ahead in the organization as they improve their job skills and abilities.

Dual-Career Couples

The employment of both members of a couple has be​come a way of life in North America. This trend suggests that a high percent of all marriages will be dual-career partnerships in which both members follow their own careers and actively support each other's career development.

Dual-career partnerships

Marriages in which both members

follow their own careers and actively

support each other’s career development

As with most lifestyles, the dual-career arrangement has its positive and negative sides. A significant number of organizations are concerned with the problems facing dual-career couples and offer assistance to them. Flexible work​ing schedules are the most frequent organizational accommodation to these couples. Other arrangements include leave policies where either parent may stay home with a newborn, policies that allow work to be performed at home, day care on organization premises, and job sharing.

The difficulties that dual-career couples face include the need for child care, the time demands, and emotional stress. However, the main problem these couples face is the threat of relocation. Many large organizations now offer some kind of job-finding assistance for spouses of employees who are relocated, in​cluding payment of fees charged by employment agencies, job counseling firms, and executive search firms. 

Organizations are also developing networking rela​tionships with other employers to find jobs for the spouses of their relocating em​ployees. These networks can provide a way to “share the wealth and talent” in a community while simultaneously assisting in the recruitment efforts of the par​ticipating organizations.


The relocating of dual-career couples to foreign facilities is a major issue that international employers face. Fewer employees are willing to relocate without assistance for their spouses. Many employers have developed effective ap​proaches for integrating the various allowances typically paid for overseas assignments when husband and wife work for the same employer. 


Personal Career Development

We have observed that there are numerous ways for an employer to contribute to an individual employee’s career development and at the same time meet the orga​nization’s HR needs. The organization can certainly be a positive force in the development process, but the primary responsibility for personal career growth still rests with the individual. 

One’s career may begin before and often continue after a period of employment with an organization. To help employees achieve their career objectives, managers and HRM professionals should have an under​standing of the stages one goes through in developing a career and the actions one should take to be successful.

Stages of Career Development

Knowledge, skills, abilities, and attitudes as well as career aspirations change as one matures. While the work that individuals in different occupations perform can vary significantly, the challenges and frustrations that they face at the same stage in their careers are remarkably similar. The stages are (1) preparation for work, (2) organizational entry, (3) early career, (4) midcareer, and (5) late career. 

The first stage--preparation for work--encompasses the period prior to en​tering an organization, often extending until age 25. It is a period in which indi​viduals must acquire the knowledge, abilities, and skills they will need to compete in the marketplace. It is a time when careful planning, based on sound information, should be the focus. 

The second stage, typically from ages 18 to 25, is devoted to soliciting job offers and selecting an appropriate job. During this period one may also be involved in preparing for work.

The next three stages entail fitting into a chosen occupation and organization, modifying goals, making choices, remaining productive, and finally, preparing for retirement. 

Developing Personal Skills

In planning a career, one should not attend only to acquiring specific job knowl​edge and skills. Job know-how is clearly essential, but there are other skills one must develop to be successful as an employee. To succeed as a manager, one must achieve a still higher level of proficiency in such major areas as communication, time management, self motivation, interpersonal relationships, and the broad area of leadership.

Hundreds of self-help books have been written on these topics, and a myr​iad of opportunities to participate in workshops are available, often under the sponsorship of one’s employer. One should not overlook sources of valuable information such as articles in general-interest magazines and professional jour​nals. 

Choosing a Career

“The probability that the first job choice you make is the right one for you is roughly one in a million. If you decide your first choice is the right one, chances are that you will change later. The implications of this statement are that one must often do a lot of searching and changing to find a career path that is psychologically and finan​cially satisfying.

Use of Available Resources

A variety of resources is available to aid in the process of choosing a satisfying career. Counselors at colleges and universities, as well as those in private prac​tice, are equipped to assist individuals in evaluating their aptitudes, abilities, interests, and values as they relate to career selection. There is broad interest among business schools in a formal instructional program in career planning and development, and other units in the institutions, such as placement offices and continuing education centers, offer some type of career-planning assistance. Listed below are some of the basics of Career Management.

BASIC SKILLS OF SUCCESSFUL CAREER MANAGEMENT

1. Develop a positive attitude.

2. Take responsibility for your own career.

3. Establish goals.

4. Be aware of success factors.

5. Present yourself in a positive manner.

6. Be in the right place at the right time.

7. Establish a relationship with a mentor or guide.

8. Adopt the mindset of your superiors.

Accuracy of Self-evaluation

Successful career development depends in part on an individual's ability to con​duct an accurate self-evaluation. In making a self-evaluation, one needs to con​sider those factors that are personally significant. The most important internal factors are one’s academic aptitude and achievement, occupational aptitudes and skills, social skills, communication skills, leadership abilities, interests, and val​ues. The latter should include consideration of salary level, status, opportunities for advancement, and growth on the job. External factors that should be assessed include family values and expectations, economic conditions, employment trends, job market information, and perceived effect of physical or psychological disabilities on success.

Significance of Interest Inventories

Psychologists who specialize in career counseling typically administer a battery of tests. The Strong Vocational Interest Blank (SVIB), developed by E. K. Strong, Jr., was among the first of the interest tests.  Somewhat later, G. Frederic Kuder developed inventories to measure de​gree of interest in mechanical, clerical, scientific, and persuasive activities, among others. Both the Strong and the Kuder interest inventories have been used widely in vocational counseling.

Strong found that there are substantial differences in interests that vary from occupation to occupation and that a person’s interest pattern, especially af​ter age 21, tends to become quite stable. By taking his test, now known as the Strong Interest Inventory, one can learn the degree to which his or her interests correspond with those of successful people in a wide range of occupations. Per​sonality type can also be obtained. These types, developed by John Holland, provides scores on six personality types:

1. Realistic

2. Investigative

3. Artistic

4. Social

5. Enterprising

6. Conventional

These categories characterize not only a type of personality, but also the type of working environment that a person would find most satisfying. In the ac​tual application of Holland's theory, combinations of the six types are examined. For example, a person may be classified as realistic-investigative-enterprising (RIE). Jobs in the RIE category include mechanical engineer, lineperson, and air-traffic controller. To facilitate searching for occupations that match one’s category, such as RIE, Holland has devised a series of tables that correlate the Holland categories with jobs in the Dictionary of Occupational Titles (DOT).

Another inventory that measures both interests and skills is the Campbell In​terest and Skill Survey (CISS). The CISS can be used not only to assist employees in exploring career paths and options but to help organizations develop their em​ployees or to reassign them because of major organizational changes. In complet​ing the inventory, individuals report their levels of interest and skill using a six-point response scale on 200 interest items and 120 skill items. 

Evaluation of Long-term Employment Opportunities
In making a career choice, one should attempt to determine the probable long-term opportunities in the occupational fields one is considering. While even the experts can err in their predictions, one should give at least some attention to the opinions that are available. A source of information that has proved valuable over the years is the Occupational Outlook Handbook, published by the U.S. Department of Labor and available at most libraries. 

Many libraries also have publications that provide details about jobs and career fields. In recent years, a considerable amount of computer software has been developed to facili​tate access to information about career fields and to enable individuals to match their abilities, aptitudes, interests, and experiences with the requirements of oc​cupational areas. Various websites are invaluable in providing career decision-making information.

Choosing an Employer

Once an individual has made a career choice, even if only tentatively, the next major step is deciding where to work. The choice of employer may be based pri​marily on location, immediate availability of a position, starting salary, and other basic considerations. However, the college graduate who has prepared for a professional or managerial career is likely to have more sophisticated concerns. 

The “Plateauing Trap”

A career plateau is a situation in which for either organizational or personal reasons the probability of moving up the career ladder is low. Nearly everyone will plateau in their working lives. There are three types of plateaus: structural, content, and life.

Career plateau

Situation in which for either organizational or

personal reasons the probability of moving

up the career ladder is low

A structural plateau marks the end of promotions; one will now have to leave the organization to find new opportunities and challenges. A content plateau occurs when a person has learned a job too well and is bored with day-to-day activities. A life plateau is more profound and may feel like a mid-life crisis. People who experience life plateaus often have allowed work or some other major factor to become the most significant aspect of their lives, and they experience a loss of identity and self-esteem when there is no longer success in that area.

Organizations can help individuals cope with plateaus by providing opportunities for lateral growth where opportunities for advancement do not exist. 

While employers are recognizing the importance of helping employees with their plateauing experiences, each employee must assume responsibility for his or her professional self-development and make constructive use of time and oppor​tunities. Gone are the days when one can expect continuing employment with any employer.

Becoming an Entrepreneur

In the decade of the 1990s no discussion of careers would be complete if en​trepreneuring opportunities were not mentioned. Being an entrepreneur--one who starts, organizes, manages, and assumes responsibility for a business or other enterprise--offers a personal challenge that many individuals prefer over being an employee. Small businesses are typically run by entrepreneurs who accept the personal financial risks that go with owning a business but who also benefit di​rectly from the success of the business.

Entrepreneur

One who starts, organizes, manages,

and assumes responsibility for a

business or other enterprise

In the U.S., small businesses are actually big employers. Over 87 percent of all businesses employ fewer than twenty people. But in total those small firms employ 27 percent of the U.S. workforce. Businesses with ninety-nine or fewer employees account for 56 percent of the workforce. Hence small business is the source of nearly half of wage and salary jobs in this country.

The individual who considers starting a small business can obtain assis​tance from the Small Business Administration (SBA), which advises and assists the millions of small businesses in the United States. It is essential for one con​sidering a small business to obtain as much information as possible from the SBA, from libraries, and from organizations and individuals who are knowledge​able about the type of business one is considering. For instance, valuable assis​tance may be obtained from members of the Service Corps of Retired Executives (SCORE), who offer advisory services under the auspices of the SBA.

There are many websites designed for the small business.

Keeping a Career in Perspective
For most people, work is a primary factor in the overall quality of their lives. It provides a setting for satisfying practically the whole range of human needs and is thus of considerable value to the individual. Nevertheless, it is advisable to keep one’s career in perspective so that other important areas of life are not neglected.

Off-the-Job Interests

Satisfaction with one’s life is a product of many forces. Some of the more impor​tant ingredients are physical health, emotional well-being, financial security, harmonious interpersonal relationships, freedom from too much stress, and achievement of one’s goals. 

While a career can provide some of the satisfaction that one needs, most people find it necessary to turn to interests and activities outside their career. Off-the-job activities not only provide a respite from daily work responsibilities but also offer satisfaction in areas unrelated to work.

Maintaining a Balance

Those who are “married” to their jobs to the extent that they fail to provide the attention and caring essential to marriage and family relationships can be said to lack an appreciation for the balance needed for a satisfying life. One should al​ways be aware that to be a success in the business world takes hard work, long hours, persistent effort, and constant attention. To be a success in marriage takes hard work, long hours, persistent effort, and constant attention. The problem is giving each its due and not shortchanging the other. 

Summary

A career development program is a dynamic process that should integrate indi​vidual employee needs with those of the organization. It is the responsibility of the employee to identify his or her own KSAs as well as interests and values and to seek out information about career options. The organization should provide information about its mission, policies, and plans and what it will provide in the way of training and development for the employee.

In order to be successful, a career development program must receive the support of top management. The program should reflect the goals and the cul​ture of the organization, and managerial personnel at all levels must be trained in the fundamentals of job design, performance appraisal, career planning, and counseling. Employees should have an awareness of the organization’s philosophy and its goals, otherwise they will not know how their goals match those of the organization. HRM policies, especially those concerning rotation, transfers, and promotions, should be consistent with the goals. The objectives and opportuni​ties of the career development program should be announced widely throughout the organization.

Job opportunities may be identified by studying jobs and determining the knowledge and skills each one requires. Once that is accomplished, it is possible to plan job progressions. These progressions can then serve as a basis for develop​ing career paths. Once career paths are developed and employees are identified on the career ladders, it is possible to inventory the jobs and determine where individuals with the required skills and knowledge are needed or will be needed.

Identifying and developing managerial talent is a responsibility of all man​agers. In addition to immediate superiors, there should be others in the orga​nization who can nominate and sponsor employees with promise. Many organizations use assessment centers to identify managerial talent and recommend developmental experiences in order that each individual may reach her Or his full potential. Mentoring has been found to be valuable for providing guidance and support to potential managers.

The first step in facilitating the career development of women is to eliminate barriers to advancement. The formation of women's networks, the providing of special training for women, the acceptance of women as valued members of the organization, the providing of mentors of women, and accommodating families have been found to be effective ways to facilitate a woman’s career development.

While a diversified workforce is composed of many different groups1 an im​portant segment is minority groups. In addition to creating conditions that are favorable for recognizing and rewarding performance, many organizations have special programs such as internships that provide hands-on experience as well as special training opportunities. Another group that requires the attention of management is composed of dual-career couples who often need to have flexible working schedules.

In choosing a career, one should use all available resources. Consideration should be given to internal factors such as academic aptitude and achievement, occupational aptitudes and skills, communication skills, leadership abilities, and interests and values. External factors such as economic conditions, employment trends, and job market information must also be considered. In choosing a career one should make use of interest and skill inventories. Long-term employment op​portunities in an occupational field should be assessed by utilizing various publi​cations, including those published by the government. Keeping a career in perspective so as to have a balanced life is desirable. While work is usually a pri​mary factor in overall quality of life, one should give proper attention to physical health, harmonious family and interpersonal relationships, and interests and ac​tivities outside of one's career.

KEY TERMS

· Assessment center

· Career counseling

· Career paths

· Career plateau

· Dual-career partnerships

· Entrepreneur

· Fast-track program
· Job progressions

· Mentoring functions

· Mentors

· Outplacement services

· Relocation services

· Transfer



