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Abstract: Nowadays there is almost no firm can avoid global competition. This kind of competition is
different from regional or local/domestic competition. Nevertheless, the key success factor stays the
same that is having the competitive advantage. Unfortunately, the traditional sources of competitive
advantage are no longer powerful in global comp-etition which means they will not be able to create
the competitive advantage needed to win the competition. Hence, we need to develop a new source of

competitive advantage beyond the traditional ones. The most potential candidate for a new source of .
competitive advantage is human resource. In order to be a powerful source of competitive advantage, -

human resource has to be capable, and being capable, human resource needs to be trained and devel-
oped.

This article will try to describe the training and development practice under the global competi-
tion environment which includes the definition, objectives, effective management of such practice,

alternative methods, and alternative approaches for designing the global training and development

programs. In addition, it will describe the specific training and development practice for parent coun-
try national, third country national and home.country national employees. At the end part of the ar-

ticle, there will be one global training and development practice’s case study of a U.S.-based company.

Introduction:

Almost all firms in the world are now

facing global competition. There are three
primary characteristics of global compe-
tition: uncertain, complicated and sharp.
Whatever the market competition is, how-
ever, firms have to do their best to survive.
The reason behind that is the amount of
money they have already invested. They
have to return that investment as quickly
aspossible. One key success factor to win
global competition is having the competi-
tive advantage. According to Pfeffer
(1994: p. 6), traditionally, there are four
sources of competitive advantage: prod-
uct and process technologies which are
protected by patents or other proprietary
know-how, market protection from gov-
ermnment, access to financial resources, and
economies of scale. Nevertheless, those
sources of competitive advantage are not
as powerful as in the past. Product and
process technologies are less powerful
now because of the rapid technology in-

novation. So, there will be no companies

‘like Xerox which could enjoy an exclu-

sive technology for many years. Govern-
ment protection is very limited since most
of the countries in the world agree to pur-
sue a freer world trade. Financial resources
become more accessible as the informa-
tion and technology grow rapidly which
increase the capital mobility worldwide.
Larger production volumes do notguar-
antee lower production costs anymore
while the flexible manufacturing system
makes small production volumes possible
to generate low production costs. The only

" thing left beyond those traditional sources

which can be generated as a source of com-
petitiveness is human resources. How
powerful human resources as a source of
competitive advantage depends on the ca-
pability of the human resources them-
selves. The more capable, the more pow-
erful. One way to increase the capability
of human resources is by enrolling them
in training and development programs.
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Although frequently used in conjunc-
tion, training programs and deévelopment
programs are different. According to
Carrell, Elbert and Hatfield (1995: p.400),
training programs tend to focus on a
smaller number of technical skills.and con-
centrates on the short-run whereas devel-
opment activities tend to focus on abroad
range of skills and aimed at the long-run.
As the scope of business of the company
become global and so do training and de-
velopment. The training and development
in a global company (the global training

‘and development) is different from the

training and development in a domestic/
local company (the domestic/local train-
ing and development) since the global
training and development deals with

.people from various nationalities/countries

and cultures, and is more concerned with
the external, rapid-changing environment.
That makes the global training and devel-
opment not an easy thing to do. There are
seven strategic purposes of global train-
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‘same kinds of machines and uses
process the trainee will use-on the job.

12. Programmed instruction, It allows
. trainees to learn the training infor-
" mation or skill in small segments and
at their own pace. As technology grows
rapidly, programmed instruction
method becomes more sophisticated.
.Right now, this method is performed
with the aid of computer software.

13. Case study. A case study is a written

description of an organizational
problem. This method requires each
participant to identify and analyze
specific problems, develop alternative
‘courses of action, and recommend the
best alternative. The individual out-
comes are thereafter generally discuss-
- ed in a group context, '

14. Reading assignments. In this method,
trainees are asked to study the suggest-
ed reading materials on relevant toplcs

“#by'means of sélf-tuition.

15. Role playing. During role playmg,

participants are asked to imagine them-
-selves in situations presented by trainer

. and subsequently to act cut simulated

* role. Usually there are no scripts, and

-participants have limited data on

which to base their roles. The primary

" goals of this method are to analyze

interpersonal problems and develop
human-relations skills.

16. Management games. This method is

designed to replicate conditions faced

by real companies and usually involve

competing teams that both make

decisions concerning planning, pro-
duction, finance, and control of a
hypothetical company. More complex
games involve the use of a computer.

17. T-group. It expects participants to
- unfreeze from their habitual roles and

adapt to a novel situation by develop-

ing new and ‘often unexpected roles.
These behavior changes are subse-
quently studied by other participants

of the group. Through T-group partici-

pants become more aware of their
feelings and learn how one person’s
behavior affects the feelings, attitudes,
and behaviors of others.

18. Wilderness training. Wilderness train-
ing is a generic term to describe any

. one of a variety of management and -

executive development programs that

take place in outdoor settings and

- include mountaineering, backpacking,
ocean sailing, white-water rafting,
canoeing, cross-country skiing, and
cycling.

There is no single training and devel-
opment method that can work well in all
situations and all times. Sometimes, even
two or more methods have to be combined

" for one specific situation and time. In

choosing which method or combination
methods is/are approprate, such factors
have to be carefully considered as expected
results, trainees capabilities and culture,
costs, frainers capabilities and availabil-
ity, and facilities and time availability.

Training and Development for
PCNs, TCNs, and HCNs
Nowadays, so many global companies

" are concerned with and investing much

resources in the training and development
for parent country national employees
(PCNs). The rationale argument for such
congcern rests primarily on the costof PCNs
failure which is quite material. According
to Dowling, Schuler, and Welch (1994: p.
126}, most training and development for
PCNs assignments center around pre-
departure programs and seem primarily
concerned with developing cultural aware-
ness. This cultural preparation is necessary
because functional ability alone does not
determine success. Cultural training also
enables individuals to adjust more rapidly
to the new culture and be more effective
in their new roles,

Tung divided the training and devel-
opment programs for PCNs into the fol-
lowing categories (Dowling, Schuler and
Welch, 1994: p. 126-127; ’D.mg, 1988:
p. 12-13}:

1. Area studies programs that include
environmental briefing and caltyral
orientation. '

Culture assimilators.

Language training.

Sensitivity training.

Field experiences that include techni-
© cal training and management training.

SO ol

Training and development of PCNs .

ideally begins as soon as selection ends so
there will be enough time for the company
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to transfer important information to PCNs
and they themselves will be. more well-

" prepared. An effective approach to PCNs'

training and development includes the fol-

lowing basic aspects (Dowling, Schuler

and Welch, 1994: p. 128): _

1. Training and development of PCNs.
“before, during, and after foreign
assignment.

2. Orijentation and trammg of PCNs’

families before, during, and after

foreign assignment. : .

3. Training and development of the
headquarters staff responsible for the
planning, organization, and control of
overseas operations. '

Global companies need to pay more
attention to training and development for
third country national employees (TCNs)
and home country national employees
(HCNs) as well. They realize that TCNs
and HCNs contributions to the companies
cannot be easily disregarded. In addition,
global companies enthusiast to establish
truly global operations which mean hav-
ing a cadre of not only PCNs but also
TCNs and HCNs who are ready to go any-
where in the world. Different from train-
ing and development for PCNs, training
and development for TCNs and HCNs in-
volves development of managerial skills
and introduction to the company’s culture
{Dowling, Schuler and Welch, 1994: p.
‘138). Technical training for lower-level

HCNs is generally provided by the sub- .~

sidiary rather than the headquarters. How-
ever, some multinational companies
(MNCs) are now beginning to use satel-
lite technology to deliver-custom-designed
training and development programs from
the headquarters. Managerial training for
TCNs and HCNs mostly is done at the
headquarters. It means that TCNs and
HCNs are brounght to the home couatry,
and then spend their time by working with
their PCNs counterparts, and attending lec-
tures and semninars. By working together,
TCNs and HCNs will learn and try to un-
derstand the PCNs’ celture, and vice versa.
It is very useful in facilitating cultural ad-
justment for future assignments. Some--
times, TCNs and HCNs have also business
field trips to other companies and to other

- countries. These field trips are important

to broaden their horizons.
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Figure 2: Training for Impact Approach Diagram '
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Note: Adapted from Training for impact; How to Link Training to Business Needs and Measure the Results
{p. 15}, by D.G. Rebinson and J.C. Robinson, 1989, San Francisco, CA: Jossey-Bass Publishers. Copy

right by Jossey-Bass Inc.

1. Identify business need. Some business

needs are problems. They are focused
on the past and indicate that there is a
deviation between what should be and
what is. Other business needs are
actually opportunities, for they are
looking to the future and to something

. that is about to happen. The business

identification is ¢ne form of effort to

. link training and development pro-

grams with business needs.

. Identify and form 2 collaborative

relationship with the client. For the
training and development effort to be
successful and have results, both the
learning expetience and the work

‘environment must be examined and

managed in 2 manner that will produce

the desired results. The training per-
sonnel is only responsible for and can
control only the learning experience,
and therefore a partnership with a
¢lient who has responsibility for the
work environment is necessary.

. Conduet an initial project meeting. In

this meeting, training personnel must
influence the client to see the benefits
of not condicting a training and devel-
opment program immediately. [tis the
effort to raise the client’s awareness of
the importance of the program. Also,
training personnel must convince the
client that the training personnel-client
partnership has big influence on the
successful of the program. When this
meeting concludes, the training and
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develepment project in question will
be either firmly on the road to an im-
pact effort or headed toward an activity
approach,

. Conduct a performance effectiveness

assessment. In performance effective-
_ness assessment, the training personnel
determines what should happen {what
skills and knowledge are required for
people to perform successfully; what
operational results should indicate),
what is happening (how typical per-
formers demonstrate the desired skills
or knowledge; what the operational
indicators report as being true now),

- and what gap exists between them.
. Conduct a cause analysis. Once gap in

performance has been identified, it is

27

.
H

N U




Ta ulate aod iutezpret datd

R 'ort results to the clien _"Now is oo
‘th opportumty to provxde the client ~ -
ith-the - report of résults. The repoit .
effective if it. encourages the-

client o take necessary actions: One

_ ‘80 is.by mvolvmg the client
rpreﬁngﬂie results and an deter-

£ 1g..__'the.reeett.oo. énd 1eafo1ng evaL )

‘uation systems. There: are two ways'to
R evaluate by obtammg information
K from tramees ahout what they thought

: of the program (reacuon evaluation),
. and by derermmmg the degree o
' hxoh trainees have Iea.med the skIHs N

._-and-knowledge presented i the

N .12 Report results to the chent The clreﬂt
© hastobeinvolvéd in deterrmnng what -
' the results mean and what: actlons G

any) dre requrred

" Global’ Trammg and Development
Practices in Chevron Overseas i
'_Petroleum, Inc. ' .

Chevron Overseas Petroleum, Inc is

in- London, England,; Lagos ngena
Melbourrnie; Australia; Luanda, Angola,'

company s headquarters The prlmary o.-

Jjective of such programs is ‘to accomm
"_date the bissiness needs of either the™ "
. ‘company’s strategic busmess umits (SBUS)-
as well as to develop: and support national;
. employees (HCNS) of affiliates and- expa

triates (PCNS) In order to: accompllsh the

: ob]ectwe, Cheyroi ‘Overseas Petroleurit

" Inc. adopts the followmg strategles
1.__-Commumcatmg and. nurturmg Tela-
an mtemat:(onal 011 and gas. exploratlon and”
producaon company with: initerests in- 200
countries and employmg more ‘than-5,000 ~ -
~ people worldwide. Based in San Ramon,
" California (néar San Francisco); Chevron
and/or its. affiliates have major offices .
30 ; MeeUHg comnutments to foreign go

| tionship with, compary’s aff;hat s,

"1 staffs .and with: company’s personnel E

ig-alt functlonal areas. : -
Ensurmg a proper match between_ the i
progranw and the business needs s t
company and/or its. affiliates,

Beijing, Peoples’ Repnblle of Chma‘ -

- Jakarta, [ridones:a and other locatlons

. The major. actwmes of Ch 'vron Overs '

seas Petroleurn, Inc: are; as_-
1. Large: c_ale, ongomg xploration and

development, offshiore West Africa. .

_ .011 pr '_uctxon and exploratlon r:emote

7... Dévelopmentand productio
o glant ﬁelds Kazakhstan

N Daﬂy produetton ofl _'hevrcn Overseas'

. Petrolenm; Iric. for 993 is about 500,000 :

. barrels of oil (and some natural’ 'as'_ q_ g
C u1cls) andrabout. 230 rm}lzon eu i1

natural gas. Its earmng for that ¥ :

about US$ 680 miltion. -
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" The nomination for training and devel- ©
opment program enrollment follows'sev-=. -

eral steps:.

1. Program request in Wthh such in-
formation must be filed as employee
data, individual career planning and
development program, work expe-
rience and training record; overall
development objective, training spe-

cifics/program contents and future

. assignments.

2. Selection and assignment placement
which consists of evaluation of candi-

dates’ experience and background,

- find out suitable project availability to
meet training objectives, and approval
from company’s management.

3. -Discussion of program outline to en- '

sure a proper match between the needs
and program.

4. Finalization of program outline.

Although such pre-program efforts
have been done in order to make training
and development programs effective, but
monitoring and -evaluation activities are
stillneeded. Three kinds of monitoring and
evaluasion exist. They are as follows:

1. Monthly report submission to com-

" - pany’sheadquarters which covers brief
list of activities, how activities contri-
bute to objectives achievement, com-
ments and concerns regarding the
assignment, and course attendance.

2. Field visitin which trainees meet train-
ing and development officers to review
the progress of programs, resolve any
problems, and modify/adjust the
programs as needed.

3. Exit interview which aims to obtain
feedback for future assignments

improvement. Such interview includes

the following questions:

- Was the assignment beneficial?

- Were as51gnment objectives met?

«  What kind of support was given by
supervisors and co-workers?

«  What are the recommendations for

improvement?
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