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THEORETICAL FOUNDATION ON HRD

This section presents numerous insights and effort towards defining 
and developing a concept of HRD. These insights have contributed 
to the notion of HRD itself. One cannot discuss HRD without 
acknowledging the various disciplines from which it has borrowed 
(Brooks and Nafukho, 2006).

The HRD concept emerges from the classical approach 
in management principles (Taylorism – scientific management), 
productivity improvement (Howthorne studies – behaviorism) and 
teamwork and group dynamics (Tavistock Institute and T-groups). So 
many scholars from various fields (industrial psychology, organization 
behavior, management, industrial relations, engineering etc) have 
contributed in improving the performance of individuals, processes 
and organizations (Wimbiscus, 1995). 

The term HRD provided by Nadler (1970) is a conceptual 
umbrella under which the field began to unify, using the three-fold 
notion of training, education, and development. Of late, HRD has 
its relation with organizational and performance change and also 
associate with a field of adult learning in the workplace Garavan et al. 
(1995) provides some definitions of HRD based on different notions  
of understanding (Table 1).  
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Scholar Notion
Nadler & Nadler (1989) Organized learning experiences provided by 

the employer, in a specified period of time for 
the purpose of increasing job performance and 

providing growth for individuals
ASTD (1990) HRD includes: training and development, 

organization development, and career 
development. 

Harrison (1992) - Softer phrases such as “employee development” 
and “training and development”

- involves the alignment of training and 
development activities with the organization’s 

mission and strategic goals so that through 
enhancing the skills, knowledge, learning ability 
and motivation of employees at all levels, there 

will be continuous organizational as well as 
individual growth. 

(Source: Garavan et al. (1995))

Table 1: Definition of HRD

The insights from many authors and researchers that contribute to 
the notion of HRD are summarized in Table 2. 
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Although the concepts, model and definition of HRD are still  
ongoing , continuous attempts to investigate HRD to provide better 
understanding and practice is very important (Sambrook, 2007). In 
addition, the contribution of HRD towards the development of people, 
process, and organization should not be ignored.

THE PRACTICES OF HRM/D

The term of “HRM” is considered in this section, due to the possibility 
of overlapping concepts and practices of both “HRM” and “HRD” 
(Trehan, 2004). The examples of HRM/D practices presented in 
this section serve as a guideline and support the limitation of HRD 
theories itself. At the same time, the practices will add value to the 
understanding of the HRD scope and its major role in organizations. 

HRD Practices in Other Countries

Table 3 presents a comparison of  HRD model typically found in small 
organizations with one typically engendered through the adoption 
of the Investors in People (IIP) standard. The IIP may be considered 
as the UK’s national standard for linking training and development 
activities within organizations to business strategy (Hill and Stewart, 
2000).  The model presented does not advocate that one model is 
“better” than the other, just that they differ from each other. The 
comparison of the two models is based on the process of HRD itself.  
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HRD PROCESSS SME Model of HRD 
Requirements

IIP Model of HRD Requirement

PLANNING

HRD not seen as 
a core business 

process with minimal 
planning and no 
apparent link to 

organizational plans 
and goals

Lack of internal 
HRD expertise

Commitment to T&D is from 
the top of the company and is 
communicated to all and there 
is a written, flexible business 

plan

T&D needs are planned and 
reviewed in line with business 

plan and goals

Everyone in the organization 
understands their role and 

contribution to business goals

Responsibility for T&D is 
identified and understood by all

T&D is planned at 
organizational, team and 

individual levels

Open system – encourages 
link to external standards and 

scrutiny
Internal HRD expertise needed/

encouraged
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DOING

T&D activities are 
ad hoc, selective 
and aimed at the 
satisfaction of 

immediate, job-
related, problem-
solving needs of 

individuals

Preference for on-
the-job training 

with little emphasis 
on personal 

development

Individualistic 
model influenced 
by the motivation 
and skills of the 
owner/manager 

encouraging a closed 
system

Lack of internal 
HRD expertise

T&D activities apply to the 
whole workforce and take place 

to meet organizational, team 
and individual needs

New employees and employees 
changing jobs receive induction 

training

All employees are made aware 
of T&D opportunities within 

the organization

Managers are effective in 
carrying out their T&D 
responsibilities and are 

involved in helping employees 
meet their T&D needs

Employees are encouraging 
to identify and meet their job-

related T&D needs
Internal HRD expertise needed/

encouraged
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EVALUATING

No apparent 
evaluation of T&D 

activities carried out

Little awareness by 
owner/manager of 

costs and benefits of 
T&D

Lack of internal 
HRD expertise

Impact of T&D activities on 
knowledge, skills, attitudes and 

performance is assessed

Impact of the contribution of 
T&D in meeting business goals 

is assessed

Top management understands 
the broad costs and benefits of 

T&D

Improvement to T&D are 
identified and implemented

Top management continues to 
demonstrate its commitment to 

T&D to all employees
Internal HRD expertise needed/

encouraged
(source: Hill and Stewart, 2000)

The size and type of organization influence the practice of 
HRD itself. From the comparison shown in Table 3 above, it can 
be said that HRD department may not exists and not be formally 
established within the SME organization. 

On the other hand, the best practices of HR also demonstrate 
HRD practices in organization. Based on the IPMA HR Benchmarking, 
two organizations were reviewed on their success in training and 
development (T&D) strategies (Table 4). Even though the best 
practices shown are in the training and development solely, however 
the practices contribute to how organizations can excel in exercising 
their T&D function. 

Table 3: Comparison of the HRD models typically found in small 
organizations and Investors in People (IIP)
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In practice, the term “HRD” itself would not have been 
encountered by some industries.  Moreover, some of them did not 
have a specific HRD department. Even if the companies did have 
the department, the activities covered were broader than learning 
and development, thus included recruitment and human resource 
planning (Weil and Woodall, 2005). As mentioned by Trehan (2004) 
these are overlapping concepts and practices between HRD, HRM, 
and management learning. In order to define the term, the firm’s 
description on activities that relate to HRD helps to express the 
definition (Table 5).  
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The Best Practices of HR in Malaysia

The researcher has summarized (Table 6) some of the best practices 
in HR being benchmarked by the National Productivity Corporation 
(NPC) 2003-2005. The practices are based on the descriptions of 
activities conducted in organizations.

Organization Human Resource Practices Notes
American 
International 
Assurance 
Company 
(AIG)

- has strong commitment in employee 
personal growth and development through 
the provision of high quality T&D 
services offered by the Regional Staff 
Training & Development department.
- all the employees strive to acquire the 
leadership competencies as lined up by 
senior management (continuously learning 
environment) 
- some of the examples of enrich 
T&D programmes includes: regional 
training (sharing of best practices 
between region to promote culture of 
continuous learning), global e-learning, 
corporate intranet, training and education 
programmes, customized training 
and consultation, external/functional 
training, resource centre, education 
assisted prorammes, elevator talks, HR 
e-bulletin, weekly empowerment message, 
people building project, core employee 
development, management associate 
programme, individual development plan. 
- all the intervention at the organization 
level taken to promote continuous 
learning in order to prepare employees 
who will be able to adapt more readily 
to changing business environment and 
maintain their upward careers. 

The practices 
are related to the 
concept of HRD 
as discussed 
before. It can be 
said that the key 
successful of HR 
practice for this 
firm is by using 
its HRD strategy 
to develop their 
human resources 
and become the 
best practices 
of HR. For 
example, the firm 
is emphasizing 
on continuous 
learning as 
their strategy 
in successfully 
managing HR
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Petronas - value for employees’ existence and their 
contribution. 
- based on employee engagement to 
motivate and retain employees, such 
as: exercise organization’s values and 
beliefs from top to down, challenging 
work opportunities (i.e. self-driven on 
career development, emphasized on 
capability driven), balanced work life (i.e. 
sports club, young professional club), 
communication (i.e. transparency and 
value employees’ opinion), reward and 
remuneration (i.e. total remuneration 
philosophy), performance driven (i.e. 
360 degree feedback for development), 
competency-based (i.e., skills group 
development programme, multi-tasking 
program)

The strategy and 
best practice 
used are based on 
the combination 
of both HRM 
and HRD. In 
particular, the 
HRD strategy 
used is skill or 
competency 
development. 

Matsushita or 
Panasonic

- has strong effort in creation of 
continuous learning culture.
- activities includes:
- mindset change through structural 
reform (i.e. active R&D needs employees 
to ready to take challenge), building 
corporate strength based on technology 
and intellectual properties (i.e. encourage 
all employees to be innovative and 
be creative and apply ‘adaptability’), 
accelerating strategic investments (i.e. 
provide more job opportunities and create 
learning opportunities for employee to 
learn about new technology), renewing 
corporate culture (i.e. to prepare 
employees for change), yearly corporate 
slogan (i.e. employees should prepare 
their mindset), education for employees)

The best strategy 
used in this firm 
is continuous 
learning and 
learning is one 
of the main 
responsibility of 
HRD
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Petronas - value for employees’ existence and their 
contribution. 
- based on employee engagement to 
motivate and retain employees, such 
as: exercise organization’s values and 
beliefs from top to down, challenging 
work opportunities (i.e. self-driven on 
career development, emphasized on 
capability driven), balanced work life (i.e. 
sports club, young professional club), 
communication (i.e. transparency and 
value employees’ opinion), reward and 
remuneration (i.e. total remuneration 
philosophy), performance driven (i.e. 
360 degree feedback for development), 
competency-based (i.e., skills group 
development programme, multi-tasking 
program)

The strategy and 
best practice 
used are based on 
the combination 
of both HRM 
and HRD. In 
particular, the 
HRD strategy 
used is skill or 
competency 
development. 

Matsushita or 
Panasonic

- has strong effort in creation of 
continuous learning culture.
- activities includes:
- mindset change through structural 
reform (i.e. active R&D needs employees 
to ready to take challenge), building 
corporate strength based on technology 
and intellectual properties (i.e. encourage 
all employees to be innovative and 
be creative and apply ‘adaptability’), 
accelerating strategic investments (i.e. 
provide more job opportunities and create 
learning opportunities for employee to 
learn about new technology), renewing 
corporate culture (i.e. to prepare 
employees for change), yearly corporate 
slogan (i.e. employees should prepare 
their mindset), education for employees)

The best strategy 
used in this firm 
is continuous 
learning and 
learning is one 
of the main 
responsibility of 
HRD

Nestle - activities include:
- growing the young talent program, 
in order to improve the skills and 
competencies of employees

The strategy 
adopted is seen 
as similar to 
Matsushita and 
Petronas, where 
the secret success 
is underlying 
under the HRD 
strategy, i.e. 
continuous 
learning and 
competency 
development 

IBM - activities include:
- top talent program (identify its HR 
role to achieve the goals, i.e. capabilities 
building – talent, leadership, innovative 
climate, high performance, HR capability)

The strategy 
adopted is seen 
as similar to 
Matshushita and 
Petronas, where 
the secret success 
is underlying 
under the HRD 
strategy, i.e. 
continuous 
learning and 
competency 
development
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KPJ 
Healthcare 
Berhad

- leadership in nursing management, 
i.e. nursing career pathway program, 
monitoring systems on the success of 
the programs, strategic alliances and 
attachment program to give international 
exposure and experience, job rotation, 
on-the-job training, quality standards 
program 

The strategy 
used in the firm 
is competency 
development, but 
it emphasizing 
more on the 
leadership or 
management 
development. 
The strategy is 
closely aligned  
to its main 
business, i.e., 
nursing. 

The Ritz-
Carlton, Kuala 
Lumpur

- activities include:
- cross-functional teams, human 
resources policies and practices (i.e. 
employees’ involvement, effectiveness 
and productivity), cross-training and job 
rotation, job enlargement, quality education 
and training 

The practices 
are related to the 
concept of HRD as 
discussed before. 
It can be said that 
the key successful 
of HR practice for 
this firm is by using 
its HRD strategy 
to develop their 
human resources 
and become the 
best practices of 
HR. In particular, 
the HRD strategies 
used are  related to 
education, training 
and development.
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Telekom 
Malaysia 
(TM)

- has a framework of HR operating, 
which defines the roles of HR at group 
and operating companies. It also 
means to reduce operating costs, such 
as outsourcing HR supporting and 
administration activities

Has clear model 
of HR operating 
systems but the 
firm does not 
present detail 
examples of 
HRD practices 

Samsung 
SDI(M) Bhd

- activities include:
- improvement and efficiency by 
rationalization (i.e. system and corporate 
communication), stabilization of working 
rationalization (i.e. implementing 
employees benefits program, career 
development plan), learning organization 
(i.e. enhancing capacity to learn, adapt 
and change)

The strategy 
adopted is seen 
as similar to 
Matshushita and 
Petronas, where 
the secret success 
is underlying 
under the HRD 
strategy, i.e. 
continuous 
learning and 
competency 
development

Intel 
Malaysia

- set up an employee development system 
(EDS), technical competency, up-skilling 
the manufacturing employees  engineering 
knowledge, management development 
(i.e. decision making workshop)

The strategy 
adopted is 
focusing on skill 
or competency 
development for 
employee and 
management.
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Infineon 
Technologies 
Malaysia

- activities include:
- skills and KM initiatives (i.e. shared 
values: ‘never stop thinking’), self-
managed team and small group activities 
to support KS, CoP (i.e. forum), reward 
system (i.e. knowledge and skills 
database).  

Focus on 
developing 
knowledge 
workers with 
support of 
continuous 
improvement 
to become 
a learning 
organization. The 
HRD strategy 
and role used is 
closely related to 
facilitate learning

Motorola 
(M) Sdn Bhd

- the alignment of information 
management, performance measurement 
and operational indicator systems are 
achieved at every level of the personnel 
commitment process. 
- activities include: work system (i.e. 
employee education, training and 
development, employee motivation 
and well being), leadership supply and 
planning (i.e. performance management 
system – personal commitment), 
emphasized on people talent. 

The practices are 
similar to Ritz-
Carlton and the 
strategies used 
are associated 
with education, 
training and 
development.

To summarize, the HRD practices by most of the best practices 
firms in Malaysia is similarly related to the basic traditional model by 
Nadler (1970) which  highlighted that HRD comprises of education, 
training and development. The development refers to both individual 
(including career development) and organizational  level.

Table 6: Best Practices in Human Resources
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CONCLUSION

Various theoretical and practices on HRD presented reveal that there 
is no solid model or definition about what HRD is. However, based 
on the current HRD practices it can be concluded that most of the 
practices are greatly underlying on the well known model by Nadler 
and McLagan. Again, HRD is strongly related to training, education 
and development. Although McLagan stated that her model is no 
longer reliable, but the model has great influence on the HRD practices 
and are still being used by many researchers and authors. Thus, HRD 
is still seen as integrated model of training and development, career 
development and organization development to improve individual 
effectiveness. 
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