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Abstract: Problem statement: Human Resource Development (HRD) is rapidly gainimgortance

in manufacturing firms in Malaysia, as there amorgg driving forces such as legal, financial and
infrastructural support from the Government. Thibécause the Government believes that investment
in human capital is key to the success of the agisneconomy. However, this strategy may not be
effective without the availability of a properly plemented HRD structuré pproach: The aim of
this paper is to examine and report on the disipositf HRD structure in manufacturing firms in
Malaysia. Its specific focus is the desirabilitydaaxistence of separate HRD departments within
organisations, as well as the size of these depatinthe terms used to label them and the locafion
HRD within the organisational structure. This stuglpployed a mixed-method concurrent research
design, combining a questionnaire survey with pasbkointerviews with HR managers from
manufacturing firms in MalaysiaResults. The findings revealed that HRD in large firms is
structurally strategically aligned, whereas small medium firms are active in training and
development and tend to focus on output rather siharcture and strateggonclusion: Nevertheless,
the findings of this study will enable employersunderstand the importance of structure for the
effective implementation of strategic HRD practice.

Key words. Human resource development, separate HRD departmembrting structure, labels,
staffing and training centres

INTRODUCTION culture, which in turn influences strategic deaisio
making.
Human Resource Development (HRD) in Specific to the case of manufacturing firms, ib ca

manufacturing firms in Malaysia is rapidly gaining be contended that despite the government’'s inigati
importance under the influence of strong drivingcés  and support of HRD, manufacturing firms need to be
from the Government. Significant financial resosrce able to provide strategic and effective HRD pragito
have been invested in this arena, including cootisu meet the changing demands of the global markehisn
investment in workers’ education and training. hes context, the existence of structure in implementing
initiatives include funding for training, infrastrture  strategic HRD practice is pertinent. Hence, it lie t
such as training centres and institutions, andbjective of this study to examine the nature off(HR
information technologies. Moreover, the Humanstructure. The specific focus of the study willdrethe
Resources Development Act, 1992 has beenlesirability and existence of separate HRD departsne
implemented to ensure that human resources amithin organisations, as well as the size of these
provided with the necessary training, education andlepartments, the terms used to label them andtlaéso
development in order to achieve the nation’s vision location of HRD within the organisational structure
and goals, i.e. to move towards knowledge economyanufacturing firms under investigation are groupgd
status and establish a knowledge-based workforuis. T size, and are categorised as large and small téumed
is because the Government believes that investinent firms.

human capital is key to the success of the coumtry’

economic growth. However, this strategy may not beOrganisational structure and location of HRD: The
effective if HRD is poorly structured. Druckérhas design of organisational structure can varies atingr
asserted that structure is a means of attainingctibes to firms’ size, geographical location, number of
and goals. However, TysBfl argued that there is a employees and sometimes the nature of business. An
relationship between strategy and structure. Indded organizational structure can also be influencedaby
structure follows strategy, it can also help toatee firm’'s classification in terms of ownership, finanand
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profit motivé®®. However, organizations and their CEO/MD
structures are always changing and never remain
constant because they are full of conflicts, paiitig
and ambiguity of purpose, which all can influenbe t
way in which organizational structure is designed.
Moreover, structure can limit strategic choicest bu
can also promote the exploitation of opportunitiElse
strategic choices suggested can include, amonpst ot $
factors, the degree of centralisation versus
decentralisation, integration versus differentiatiof
levels of hierarchy and the span of coritfbl

Where is HRD located within the organizational
structure? The location of HRD within an (@)
organisation’s structure has been argued by several
authors to be ambiguous, because of the conflictird
reactive perceptions of HRD activites among
academics and HRD professionals. Furthermore, HRD
departments’ positions in organisations are viewed
be insignificant to the organisational structurel do
the businedd. However, based on the parallel nexus of HR directol
HRD and HRM, the HRD department is related to and
contributes to the organisation’s corporate stigteg
therefore HRD departments may be placed alongside Proxy
HRM under the HR director, who might report to the /
Chief Executive Officer (CEO) or the Managing PM/HRM

HR Director

HRD HRM

CEO/MC

Director (Fig. 1a). This is because HRD should have
direct contact with the top management to ensuge th i
support and commitment towards HRD, rather than

being communicating via a proxy through the pergbnn HRD
functiod™® as shown in Fig. 1b. However, this HRD
structure may vary from one organisation to another (b)

Nevertheless, in some large organisations, all HRD_ - C
activities may be centralised, whilst other orgatins ~ F19- 11 HRD department within the organisation thar

may decentralise HRD’s span of control by placing (a): Parallel nexus and (b): Proxy nexus
trainers in key locations and operating indepergent
from corporate headquarters. Organisations having ‘ CEC ‘
several large divisions may have both corporate and 3 r y Y 'y
regional HRD staff: in such arrangements, the afle v
the corporate department is one of advising and Direcior of HR
coordinating HRD activities in_the various regions ® | F
through the regional departmBfit In contrast, in [ eciatiset Fuins |~ @, o,
smaller organisations, the HRD function may be held L HED
by the human resource personnel, whose dual rdte is meessioml?‘ @) |
manage and develop employees. Alternatively, in Line I

h . Zrs
organisations where there are many small company

branches in different locations, a centralisedf stal
travel from one location to another or have trasnee Fig. 2: HRD Reporting Structures
assemble at one location for trairfffiy

The location of the HRD function within an This situation may be seen as a rarity, except &her
organization can be characterised as one of severahining and development is a mainstream activity.
reporting structures (Fig. 2). The first is a stune in The second and more common structure involves
which the head of the HRD department can reporteporting to the Personnel Director or Director of
directly to the CEO or board of magement. Human Resources. In this structure, the HRD functio
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may sometimes be seen as a specialist sub-division. For instance, a study by Budhwar and Spaffdaund
the third structure, HRD is part of the line marmagat that most of the HRD departments in Oman have
function, with no HRD department or specialist ftaf subunits such as training, coordination and legal
and employees’ training and development are therocedures. With these various units, there seebne @
responsibility of line managers. This situation isnumber of HRD professionals, each responsible for
commonly found in small firms. Fourth, the HRD different types of HRD activities. But then, it it
function may be viewed as an integral element ofsurprising if one organisation has more than fduti
professional development, with some professionalstime HRD professionals within the organisation,
such as engineers or accountants, controlling theompared to most organisations having just one HRD
professional development of junior staff under thepersonnét®. However, the lack of staff in the HRD
direction of an experienced professional. FinalgD  function might hinder effective management of
activities may be controlled according to spedialis employees training and development as well as the
functions, with individual departments being strategic recognition of HRf.
responsible  for their own staff trainingdan
developmerit”. Labelling HRD departments. The term ‘HRD’ has
Although there are several ways in which HRD been officially approved and used worldwide for enor
could exist in an organisation, the establishmemt a than 20 years, and despite the changing trend from
location of the HRD department may be influenced bytraining’ to ‘training and development’ and now
various factors. These may include the organisation ‘HRD’, the term ‘training’ is still widely used,
environment, business goals and  strategyparticularly in the business sector. This also i@gpio
organisational structure and culture, the employmenthe naming of the departments concerned. Training
system and technology, as well as the politicatesys  departments are said to represent the primary and
which are all major influences on the positioniny o exclusive source of expertise in the field of HREr
HRD in an organisatidt’. smaller organisations, a general personnel fundson
often still maintained®. But what difference is made
The HRD department: Some writers have argued that by the name of a department: ‘training’ versus ‘HRD
it is important to establish a separate unit oratepent  Megginson, Banfield and Mathe#® stressed that the
for HRD®™'® which can be seen as linking the training and HRD are two different departments and
functions and activities of HRD with other departtee they cannot be equated, as this can cause
in almost every part of the compdhy'**! This may be misconceptions and negative expectations. Indeed,
true of Nadler and Nad&¥, who are among the key training is narrower in its role compared to HRDhioh
initiators of modern HRD and have posited that miyiri  is more strategic and developmental.
the ‘old’ organizational function, many firms’ HRD
‘needs’ were provided through a subunit of the MATERIALSAND METHODS
personnel department, whilst in this new organizedi
function, many large and medium organizations have This study employed a mixed-method concurrent
attempted to meet the HRD’s ‘needs’ by establishingesearch approach combining both  structured
separate units or specialized and centralised HRD auestionnaire surveys and personal interviews th
training  departmenfs®®  These have been managers or personnel-in-charge of training and
institutionalised or turned into training centresen  development in manufacturing firms in Malaysia. 3&e
time, particularly in large corporations. In comstra multiple methods were used to enhance the validfity
small businesses, because of their size and limitethe findings reported. The questionnaires were sent
resources, rarely have these specialized stafill 2,135 manufacturing firms listed under the Fafle
functions'®. Malaysian Manufacturers (FMM), with a response rate
Nadler and NadI& claim that the nature of HRD, of 16.5%. A sample of 50 HR managers was selected t
being a professional and specialised function, meanparticipate in the interviews. The interviews wesed
that it should be a distinct part of the company.to solicit perceptions and evaluations of the wuasio
Moreover, by having just one separate HRD unit mighdimensions of this study.
not be sufficient. This is because HRD is directly
involved in the day-to-day operations of the firm RESULTS
administering and managing line activities as vl
the broader functions of forecasting and planningThe provision of a separate department for HRD: It
Hence, organizations may well have several HRDsunit was found that only 44 (28.9%) of the 365 partitif
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firms had a separate section for HRD and they w#ire of the total respondents. The remaining 13.6% ef th
large firms. This suggests that separate HRDrespondents indicated that they report to the Badrd
departments or functions are not found in small toDirectors and the Human Resources Manager.
medium firms. Therefore, the results imply thatsthe
industries are not accentuating the importance of &taff in the separate department for HRD: Having
separate function in their organisational structdieis completed an assessment of the provision of HRD
may lead to a lack of effective and strategicatlgused departments in the manufacturing firms, even thoaigh
training and development, as it is argued that amajority of the departments are called ‘Trainingh
structured HRD practice should ideally have a sspar examination of the number of staff in these separat
department for HRD. Thus, this absence may impeddepartments for HRD is required. It was revealet th
the fulfilment of organisational goals and some of the manufacturing firms have departments fo
objective&'®, particularly in small to medium firms. HRD; therefore, with this provision, it was expette
However, there is substantial evidence in theditme that there would be at least one if not severaff sta
criticising small to medium firms’ lack of emphagia  manning these departments. Indeed, the findings
HRD and the fact that if there is any such emphadisis showed some organisations have a separate seotion f
is directed mainly towards the training and HRD and have between 1 and 31 staff manning the
development of employe®s'? In contrast, some of HRD function. The majority (56.8%) of these
the large firms are seen to emphasise the impa@tahc organisations have 2 to 3 members of staff andutabo
having a separate department for HRD. 13.6% have only 1 member of staff. However, some

organisations (13.6%) reported that they had miuae t
Number of yearsfor which theHRD department has 6 staff members in the HRD section, inclusive of
been established and the labelling of departments: internal trainers and specialist technical trainers
The large firms who reported the provision of aHowever, this scenario was reported only by
separate department for HRD or training were furtherespondents from the larger electrical and eleatson
qguestioned about the number of years for which thend the petroleum industries.
department has been established, which can indicate
how long an organisation has been acknowledging an®ther departments responsible for HRD: More than
emphasising HRD. In this study, the majority of thehalf of the respondents particularly from the sniall
remaining firms (65.9%) indicated that their HRD medium firm category, did not have a separate
sections had been established for between 5 and J&partment in their organisations to handle the HRD
years. In addition, 29.6% of the firms had HRD et function. In the absence of a separate sectionlRD
that had been established for less than 5 years. Thin their structure, these organisations reported dther
minimum number of years for which these sectiorgs ha departments are responsible for the HRD functidre T
been in operation was two years and the maximum waargest proportion of the respondents indicated tie
20, with an average of 8 years. Human Resources Department was responsible for

The findings indicated that only 18.2% of theseHRD in their organisations. This was reported by

departments are labelled as “HRD” departments 080.7% of the large firms and 69% of the small to
units. More than half are called “Training” depagims.  medium firms. On the other hand, 20.2% of the sioall
Surprisingly, a few of these organisations labalith medium firms and 5.6% of the large firms, the
HRD units “Learning and Development” (15.9%) and aPersonnel Department was responsible for HRD. én th
few others are called Employee Development andibsence of the HR and Personnel Departments, tmall
Placement and Talent Development Unit (6.8%). Thenedium firms also used other departments, suches t
traditional label of “Training” is still more comméty  Administration and Finance or Accounts department
used, compared to the much more recent label of10.3%), Quality Assurance and the TQM section, to
“HRD”, despite the term “HRD” being commonly used manage employees’ training and development.
in the Ministry in Malaysia and its current use Furthermore, results of the Chi-Square test of
worldwide. independence revealed that types of departments

responsible for HRD in the small to medium firmglan
HRD reporting structure: Almost half (45.4%) of the the large firms were significantly differer2 = 95.92,
respondents indicated that they report to the Humadf = 4, p<0.001). This reflects the observationt tine
Resource Director. Reporting to the Chief Executivemajority of the HRD departments within the largerfs
Officer (CEO) and the General Manager (GM) is a@so are labelled as HR departments, with very few being
common phenomenon, which represents about 41.0%alled “Personnel” or other similar titles. Howeyvar
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the small to medium firms category, a variety dfdis  years. This indicates that most of the HRD sections
are used for HRD departments or sections other thawere first established around the mid 1990s. Thay m
“HR department”. be because during this period, the Government's
emphasis and initiatives on HRD were having an
The provision of training centres. Of the 365 impact on the manufacturing firms. This suggest th
participating firms, 122 reported that they hadthe prioritising of modern HRD is still very new the
training centres: 45.4% of these firms wergdar manufacturing firms in Malaysia.
firms, while 24.9% were small to medium firm$ig For those organisations that have separate section
finding indicates that only about a quarter of thefor human resources development, the labels faethe
surveyed firms have training centres within theirsections vary from the traditional “training and
organisational structures. This is confirmed by @e-  development” to the more recent “HRD department or
Square test for independence, in which the presefice unit”. For example, deployed the term HRD more than
training centres in the large firms is significgntl 20 years ago and it has been used worldwide ever
different to that in the small to mediurfirms  sincé'®. Nevertheless, despite the varied labels for
(x2 = 16.50, df = 1, p<0.001). The large firms apgear HRD, the majority of the Malaysian manufacturing
be more concerned with having training centres than firms surveyed still believe that HRD and other i&m

small to medium firms. terms are about providing employees with skills and
technical training, or simply regard this functias
DISCUSSION being merely about the provision of training rattiean
HRD.

One of the characteristics of effective HRD is the  The reporting structure in the HRD departments or
availability of specialised HRD personnel to manageunits varies from the Board of Directors to the HR
HRD activities. All these activities can be difftu Manager. The findings in this suggest that a mgjari
without the presence of a separate function othe respondents were reporting to HR directorstaad
department with the required expertise in pracagicin least reporting to Board or directors and Human
HRD. Hence, the importance to have a separatéesource manager. Indeed, the practice of persdonnel
function for HRD in order to assist them with the charge of HRD reporting to the HR Director, CEO and
development of their human resources and to achiev'eM of the company was revealed as an effective
organisational goals and objectives as inveterate bmanagement structure. As such, it has been endbysed
Nadler and Nadléf. For instance, organisations Buckley and Caplé, who claimed that reporting to the
having a separate function for HRD may implementHR Director, CEO and the GM represents direct ainta
more effective HRD activities in comparison to with the top management of the company. This hips
organisations that do not have this function, whitdy =~ ensure their support and commitment (especially in
suffer from the absence of resources such as digedia terms of budgets and approvals) towards employees’
expertise and the allocation of budget and firtéls training and development rather than communicating

Overall, the findings in this study are in contras  through a proxy such as the HR or Personnel Manager
those of Budhwaet al.® in Oman, who contended that Indeed, a number of authors have contended that top
more than 80% of the firms in Oman’s state-ownedmanagement support and commitment towards HRD is
enterprises have a formal HRD section. Moreoves, thimperativé %l
literature has indicated that most organisationse het In addition, the presence of several staff in the
least one separate HRD department, and somdRD department has been confirmed by McMahan and
organisations may well have several HRD unitsWoodmaf#® and Church and McMahgh Also,
specialising in different aspects of HRD'®'¥! Despite  Nadler and NadI&f” argued that it is not inconceivable
arguments by Nadler and Nadt&rthat having just one for a firm to have more than 40 staff members ia th
separate department for HRD might not be sufficignt HRD department. Such a large number of HRD staff
seems that most manufacturing firms in Malaysia dovas found in only one company in the Malaysian
not acknowledge the importance of having such @ample: an oil and gas company that has 31 staff
department, let alone several. Hence, it could did s responsible for HRD. Hence, the above findings
that having a separate department for HRD in thesuggest that manufacturing firms in the Malaysian
manufacturing firms in Malaysia is not a prioritmang ~ setting are comfortable with fewer staff in the HRD
employers, particularly in small to medium firms. department. However, Chei al.”! argued that having

A large majority of the organisations have hadinsufficient staff to carry out HRD functions might
HRD units in existence for a period not exceeding Shinder the strategic implementation of HRD practice
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Moreover, the merits of having several HRD spesiali whenever needed, the economic cost of heavy use of
responsible for different specialised functions andthe centre can outweigh the economic advantage.
activities in HRD have been propounded by authorsGenerally, the findings suggest that a majoritythaf
such as McMahan and Woodrfh Indeed, the lack of manufacturing firms in Malaysia placed little empisa
specialised HRD personnel within the organisati@ym on the provision of training centres, which was not
be explained by the fact that a wide-ranging selaatf  regarded as a priority. This is reflected in the
specialised expertise is externally resourced. Thiswvailability of numerous external training provideas
specialised expertise may be available from relevanwell as institutions that provide various resoureegh
institutions and bodies such as the Federation oés expert consultants and trainers, equipment,riakste
Malaysian Manufacturers (FMM) and the Humanand mechanisms and other related resources, some of
Resource Development Council and other similawhich may be available for free as incentives fribwa
institutions. HRDC. Therefore, the provision of training centies
The vast majority of the firms particularly frommet  the Malaysian manufacturing industries is still far
small to medium firm category did not have a sefgara behind the provision of such centres in the USAgrgh
department in their organisations to handle the HRDspecialised HRD departments have been
function. In the absence of a separate sectiotdRP  institutionalised into training cent&$ and HRD
in their structure, these organisations reportatidther  activities are often housed within corporate ursites
departments are responsible for the HRD functionor have university affiliatioh®. To date, such provision
Nadler and Nadl&” have argued that both HRD and is not evident in the manufacturing sector in Malay
HRM come under the umbrella of HR; therefore, it is
acceptable for the HR department to be respon§ible CONCLUSION
HRD. Against this, the responsibilities of the HR
department are very wide-ranging and extensive,ifand This study has produced evidence that a separate
HR managers are responsible for carrying out HRDunits or departments for HRD only exist in the &rg
this will affect their ability to carry out the efisive  firms. Even though most of the establishments have
and specialised role of HRD effectively. been in existence for several decades, the empbasis
However, other authors have argued thatyrp is still lacking, as a majority of the firmsdios
departments such as Personnel and HR are mainiyainly on training and development, which is eviden
responsible for HRD functions, particularly in sfeal i, the labels used in the establishments. Indeleel, t
organisatiodé’s’11*12'16'19’2? as evideﬂte:]ed in this study. potion of traditional HR and personnel being in tcoh
This is supported by Megginsehal.”™ and Ardichvili ¢ L ippy stil persists. However, despite the facatth

and Gasparishvifi that HRD is an aspect of personnel HRD in the manufacturing firms in Malaysia is

management, and that the generalist function of the_ .. ; Al
personnel department should still be maintainedrmat've'y young, this study has argued that HRBI®

particularly in smaller organisations. qui_te developed and .”‘Oderf‘ in some large firms, in
Given non-related HRD departments such agNhICh advanced labelling or imaginative terms sash
Administration and Finance or Accounts, Quality “Employee Il,?eveluopment", “Placement and” Talent
Assurance and the TQM section, to manage employeeD€velopment’,  “Employee  Development”  and
training and development, the responsibility for R Léarning and Development” are deployed. This
activities raises questions about their efficiermnyd ~ finding contributes to the literature on the depheyt
effectiveness. Indeed, it has been contended in thef these more modern and sophisticated terms. _
literature that organisations that do not have a In contrast to large firms, the structure of HRD i
specialised function for HRD may not be able tothe small to medium firms is very much absent: kenc

achieve effective HRD, which may impede their apili the responsibility for HRD falls upon their human
to fulfil organisational strategies, goals and resource departments. However, despite the absence

objective§***1% Therefore, the parameters for HRD Separate units or departments for HRD in small to

and training effectiveness in these organisatisasyat ~Medium firms, there is evidence of training centres
to be empirically defined. within some of these organisations. This may sugges

The availability of training centres is far from that small to medium firms are active in developing
being universal. Even large, prosperous organisatio their human resources through training centresnas
may consider a training centre as an expensiv&OUse training is more cost-effective than outsogic
operating cost. While a dedicated training centaym Generally, these findings indicate that HRD in
be convenient in terms of availability for usageMmanufacturing firms in Malaysia is somewhat in
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existence in large firms but output oriented foe th
small to medium firms.

The findings of this study will help employers to 1.
understand the importance of structure for thectffe
implementation of strategic HRD practice. Moreover,
very little is known about the existence of HRD atsd
structure in the literature; therefore, it is hopiht 2.
findings from this study will contribute both toeth
literature and to human resource professionals.

3.
Implications: The view that the structure of HRD lacks
importance is still eminent in manufacturing firrims
Malaysia. Of course, there are a few exceptions: a
handful of large organisations have identified the
critical need for a separate function for HRD, ngath 4
by staff with the appropriate HRD expertise. MoreQv
this study presents evidence that the function RDHs
relevant to the effective management of employees’
development, and that the HRD function can inflgenc
the effective implementation of HRD activities, 5
particularly HRD strategic planning and integration
This has implications for employers and HRD
practitioners, in that they need to address the
importance of having a separate function for HRD in

which employees’ HRD activities can be managed6'

efficiently and effectively by the appropriate HRD
expertise; otherwise, HRD may not be able to achiev
its main objectives. !

Limitations and recommendations for further
resear ch: The first limitation of this study is associated
with the fact that it was conducted only in
manufacturing firms in Malaysia, and the other atéy
sectors (such as hospitality and services, cortginjc
finance, transport, agriculture, mining) were not
included due to time constraints. Therefore, thdifigs

of this study cannot be generalised to the natiéiRD
context, as the other private sectors and th

first empirical study of HRD in Malaysia’s
manufacturing firms, it was not possible to covér a
sectors. Hence, a nationwide study is recommenadled t
provide a fuller picture of the national HRD sitioatin
Malaysia. Secondly, this study merely examined the
disposition of HRD structure in manufacturing firms
but the effectiveness of HRD practices with
accessibility of structure were not examined. Henae
insinuate that HRD practice is effective with the
accessibility of HRD structure requires furthereash.
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