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Basic Premises

· Whatever exists, exists in some amount and can therefore be measured.

Put differently:

· When you can measure what you are speaking about, and express it in numbers, you know something about it; when you cannot measure it, when you cannot express it in numbers, your knowledge is of a meager and unsatisfactory kind; it may be the beginning of knowledge, but you have scarcely, in your thoughts, advanced to the stage of science. Lord Kelvin

Reality of Globalization

· A recent book by Friedman (1999b), which has attracted considerable positive reactions across disciplines, has articulated a strong case for not just accepting an international perspective, but in embracing a worldview that he calls globalization.  

· For Friedman, “Globalization is not just a trend, not just a phenomenon, not just an economic fad.  It is the international system that has replaced the cold-war system.  And like the cold-war system, globalization has its own rules, logic, structures, and characteristics”  (1999a, page 42) 

Reality of Globalization-Part 2

· Friedman’s position is that advanced technology has created a world in which international boundaries are being replaced by close interactions among people around the globe, a world in which integration is replacing divisions.  

· The advent of globalization is changing the way in which people relate with each other, the way in which people relate to their work lives, and the way in which culture is defined. In my view, Friedman’s thesis has considerable relevance to career counselors and career psychology as well.

Global Competition

· According the Laborforce 2000 survey, the most important strategic concern in corporations today is global competitiveness

· Some 34 % of those interviewed cited this as their firm’s dominant concern

· This percentage rises to 43 % in larger companies—those with over US$ 1 billion in sales and those with substantial overseas operations

How Corporations Have Responded to Global Competition:

· Downsizing




85%

· Computerization



73%

· Redesign work processes


44%

· Employee involvement programs
39%

· Total quality programs


37%

What do our Measurements tell us about U.S. Strategy?

· Since the mid-1970s, the United States has experienced annual declines in annual productivity growth, income stagnation among wage earners, and a flood of imports from abroad.

· There has also been a relative decline in investments in physical capital, technology, and labor.

What do our Measurements tell us about U.S.?  Part 2

· The U. S. is also losing ground in basic science and its applications

· From 1980 to 1990, the percentage of patents granted to U.S. corporations and citizens dropped from 62% to 53%

· Some studies have found that the U.S. is behind other countries in development of 33 out of the 94 emerging technologies (e.g., high speed machining)

Singapore’s National Competitive Strategies

· Michael Porter in his book on “The Competitive Advantage of Nations” has already pointed out that global competition between nations and regions is a reality of 21st Century economics

· Given the trend towards global competition, it is imperative that Singapore does not make the same strategic mistakes as the United States

· These mistakes center around a country’s policies and strategic approaches to its human resources

Desiderata: Human Capital Perspective

· Solutions suggested by the Human Capital Perspective to deal with Global Competition

· Focus on the nation’s human resources

· Theodore Schultz: Investments in education and training is crucial to the nation’s productivity growth

· Michael Porter: Industries that spend the most on employee development and training are typically the most competitive ones in every developed country in the world.

Human Capital Perspective-Part 2

· Denison: High performing companies coordinate work through extensive employee participation and shared cultural values

· Rensis Likert: Return on investment in human resources, is to a large extent, influenced by practices in the workplace

· Longitudinal studies have found that investments in work redesign, participative decision making, and career development all contribute to increased employee productivity and quality workmanship

Human Capital Perspective-Part 3
· Despite the importance of human capital, in general, U.S. firms invest 10 times more in new plant and equipment than they do in education and training

· Additionally, while they spend about 10 % of the purchase price on the maintenance of new plant and equipment, they spend less than 2% of the purchase price to maintain the skills of their workforce

Singapore’s Approach to Global Competition

· A common strategic approach is the SWOT analysis: Strengths, Weaknesses, Opportunities, and Threats

· Being a small city-state with limited natural resources, Singapore has long recognized that her strengths in dealing with global competition lies in her human resources

· The importance of human talent in her national competitive strategy can scarcely be overestimated

Career Counseling: A Levels of Analysis Problem

· Given the dominance of American theories and research, it is not surprising then that much of career psychology as a scientific discipline in Singapore and elsewhere has adopted the individualistic bias of American culture. 

· There are advantages and disadvantages of adopting of different levels of analyses in addressing career services. 

A Levels of Analysis Problem-Part 2

· In adopting an individual level of analysis, Singapore has been channeled into a micro-level approach to career education and career counseling services.

· Such an approach has therefore resulted in a lost opportunity to consider career education and career counseling from a more macro-level that fits so well with Singapore’s cultural context.

· A cultural context with a collectivistic orientation and a strong national perspective.

National Level of Analysis

· I would propose that there is great value in adopting a macro-level approach to career education and career counseling in Singapore.

· The literature on competition between nations has shown that investment in human capital is a key ingredient in the success of any nation’s competitive strategies in this era of globalization and international competition. 

· Using a national level of analysis, career counselors can become key players in assisting Singapore with her national competitive strategies.

Career Education and National Competitive Strategy

· Career researchers and career professionals have been and continue to be marginalized because they have inadvertently adopted the individualistic orientation of their American counterparts. 

· Given the hierarchical nature of science and national priorities, it is not surprising then that the problems that career researchers and career professionals address are of limited import and national significance. 

· If we begin to reframe our domain of inquiry and intervention as one intricately related to each nation’s competitive strategies, then we can begin to re-dress the neglect and minimization of career services such as career education and career counseling 

Career Optimization and National Competitive Strategy

· Using a national level of analysis, I propose that the human capital component in the national strategy equation must include attention to the costs and benefits of addressing versus ignoring the career problems among it’s current and future workforce. 

· A career problem, whether defined as career indecision, career dissatisfaction, career plateau, or under-employment, if unresolved and then multiplied a thousand-fold will be a significant constrain on any nation’s competitive strategy. 

Proposing a National Career Optimization Strategy (NCOS)

· If we accept that human capital is a key ingredient in the success of any nation’s competitive strategies, then we need to measure and monitor this variable component.

· Just as the productivity and performance of any organization is a function of its human resources, the competitiveness of any nation is a function of the career aptitudes of its citizens.

National Career Optimization Strategy (NCOS)-Part 2

· Those nations with a citizenry that is high on career aptitudes will, by definition, be more productive and more competitive than those nations with citizens that possess lower levels of career aptitudes.

· Therefore, the proposed National Career Optimization Strategy (NCOS)will involve measuring, monitoring, and improving the level of career aptitudes of the citizens within a country.

Using Indicators for the National Career Optimization Strategy (NCOS)

· What are indicators?

· Why should we use indicators?

· How should we use indicators?

· What strategic career aptitude indicators should we use?

What are indicators?

· Social and economic indicators are composite indices constructed from multiple measures to provide a quick and easy representation of complex phenomenon.

· Strategic Indicators are those organizational or national indices that are linked to strategic plans

Indicators as Composite Measures

Some Common Indicators:

· Consumer Price Index

· Gross National Product

· Social Science Citation Index

· Grade Point Average

· Productivity Indicators

Why should we use indicators?

· An indicator can serve as a quick and easy-to-remember gauge of some complex phenomenon

· For example, an admissions officer can just look at an applicant’s Grade Point Average (GPA) to get a quick snapshot of a student’s academic performance.

· This is useful when there is a great deal of information to process (e.g. 400 applications with 800 academic transcripts)

Why should we use indicators? Part 2

· Indicators are also useful for the purposes of monitoring and continuous assessment and continuous improvement.

· The use of numerical indicators with strong research support is also consistent with the movement towards greater accountability and evidence-based interventions in psychology.

How should we use indicators?

· Indicators are meant to be used as quick indices for heuristic purposes

· By serving as a short-hand and easy-to-remember numerical index, it can be a valuable aid for monitoring, decision making, and strategic improvements.

· David Campbell’s book: “If you do not know where you are going, you will probably end up somewhere else”. 

· Paraphrased: “It is hard to improve unless you know how you are currently doing”.

How should we use indicators? Part 2

· Indicators can serve as early warning systems of impending problems (e.g., canaries in coal mines) 

· Or as signals of things going well (e.g., Dow Jones Index up for 15th week in a row signals a bull market on Wall Street), 

· Or as feedback on where improvements are needed.

· This is similar to our measurement on how well Singaporean students are doing in math and science in comparison to other countries.

Towards a National Career Optimization Strategy (NCOS)
· Emphasizes the importance of Human Resources

· Career Aptitudes as a central component of national competitive strategies

· The career aptitude of a nation’s citizens is viewed as an avenue for strategic competitive advantage

· It is assumed that increased national competitiveness can be achieved by optimization of the career aptitudes of the citizens

How to measure this strategic competitive advantage?

· Just as Michael Porter analyzed the competitive advantage of each nation, the NCOS Model proposes that each nation should assess and monitor the level of the career aptitudes of its citizens.

· By using a series of indicators, the NCOS can provide a measure of the current career optimization level of a nation’s human resources.

· Unlike organizational human resources model, the NCOS will measure the level of career optimization of both students and workers.

What is the purpose of the NCOS Model?

· To redress the imbalance of investments in physical capital versus human capital

· To make career aptitudes a central component in a nation’s competitive strategies

· The NCOS Model enables a nation to achieve career optimization of her human resources by identify strengths and weaknesses in the career aptitudes component. 

· National career optimization will lead to increased competitiveness in the global arena.

What indicators to select for the NCOS Model?

· Indicators should be based on a robust theory supported by a sound program of research

· A range of indicators to be selected and subjected to continuous refinements to find the best (most predictive) indicators

· Since career development consist of both career choice and career adjustment, therefore indicators are needed for both students and workers.

Indicators for Students (Career Choice)

· Career Maturity

· Vocational Identity

· Career Indecision

· Career Decision-Making Self-Efficacy

Indicators for Workers (Career Adjustment)

· Career Commitment

· Organizational Commitment 

· Job Stress

· Career/Job Satisfaction

How to use the NCOS Model?

· The 5 indicators can be combined to provide an overall index of the level of career optimization of each group (i.e., student group and worker group) as part of a national annual assessment

· The indicators in the NCOS Model will be linked to a nation’s productivity measures.

· Continuing research will provide beta weights for assigning differential weighting to the indicators

How to use the NCOS Model? Part 2
· It provides a baseline for continuous improvement and targeting of problem areas 

· Strategic and targeted investments in career services should result in related gains in career optimization levels and national productivity indicators

· Indicators for students can also be used as predictors for workers since career optimization interventions for the former group should lead to positive changes in the latter group.

How to use the NCOS Model? Part 3
· The Model provide opportunities to compare the levels of career optimization across different countries.

· Scores from different regions, different schools, and different industries can be compared to identify areas for change and improvement 

· Finally, scores for individuals (with comparable group means) on the indicators can be released confidentially for feedback purposes, self-assessment, and career counseling. 

Hasn’t this been done before?

· No, not as part of a national competitive strategy

· Previous assessment systems have been used primarily as an individual approach to career counseling problems.

· Therefore, assessments tended to be one-shot and did not serve as a national strategic monitoring function due to the individualistic bias mentioned earlier.

Research Directions

· Will the specific indicators selected in this model serve as good predictors of career optimization ?

· What other indicators would be useful?

· Would the indicators for students and workers function differentially?

· Will using the NCOS model lead to improved national performance, productivity, and competitiveness?
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