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Abstract 
Competencies are skills set required for effective working performance in a real-world’s task or activity at the 

workplace. To develop competent workers in organizations, Human Resource practitioners need to establish training 

and development for their workers. In the context of an organization, organizational and professional development 

refers to any types of educational experiences, learning opportunities and competencies related to workers’ task. This 

paper provides an overview and framework for designing effective organizational and professional development 

systems towards better workers’ competencies. A non-experimental, descriptive, cross-sectional, web-based survey 

design was used to examine structure, process, and outcome variables associated with organizational and 

professional development. The findings suggested that HRD practitioners perceived the importance of organizational 

and professional development with regard to workers’ developmental process and organizational performance. 
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1. Introduction 
An increased awareness of how organizational and professional development impacts workers’ performance has 

resulted in an impact on the tasks of Human Resource Development (HRD) practitioners. Nowadays, HRD 

practitioners cannot rely on a single method of training since workers are exposed to multitasking jobs. Moreover, 

demands on workers are growing, workers are facing increasingly complex skills they need to learn in preparation 

for work environment in the 21st century. Workers with multi sets of skills and knowledge will benefit from 

integration with the global economy, while workers who lack competencies are destined to fall further behind 

(Salleh et al., 2010). To identify organizational and professional development, HRD needs some tools or 

assessments. By providing the tools or assessments, HRD will be able to develop a foundation for comparisons in 

360-degree assessments or performance management systems. Without proper assessment strategies and the ability 

to predict the competencies needed by the workers, organizations are left clueless as to what competencies exist and 

needed. By putting assessment strategies and processes in the right place, organizations will be able to measure 

critical competencies and take steps to address areas that need development. In the context of organization, 

organizational and professional development refers to any types of educational experiences, learning opportunities, 

and competencies that are related to workers’ task. Effective organizational and professional development will 

increase workers’ competencies and enable workers to develop the specific knowledge and skills they need to 

perform a task. Competencies consist of a set of skills including skills, knowledge, attitudes, and behaviors required 

for effective performance of a real-world’s task or activity at the workplace (Salleh, 2012; Salleh and Sulaiman, 

2016;2017). Thus, the competency of workers is an important factor in determining how much a worker is prepared 

to learn before entering a workplace. 

Competencies are very important for organizational development and success. Most workers have some 

weaknesses in their workplace competencies. A proper training program allows workers to strengthen those 

competencies. Organizational and professional development program can elevate workers to a higher level so they 

have similar competencies. Effective training and development begins with the overall strategy and objectives of the 

organization. Thus, the purpose of this paper is to provide an overview and framework for designing effective 

organizational and professional development systems towards better competencies. This study involves a survey on 

HRD practitioners to examine how organizational and professional development can best contribute to human 

resource practitioners in organizational settings. It will help HRD practitioners to see the relevance of how 

organizational and professional development to the world of work, improving the training and development 

programs, and influencing the future career choices and decisions of future HRD practitioners. Conlon (2004) 

indicates that HRD is one way for organizations to address the development of workplace competencies, through 

formal or informal methods including professional development.  Additionally, this paper also contributes to the 

current knowledge and practice in organizational and professional development.  
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2. Organizational and Professional Development 
The history of HRD started when employers developed the belief that workers need training and development 

process to improve their performance. For the most part, the terms training and development are used 

interchangeably in HRD to describe the overall improvement and education of an organization's employees. 

However, while closely related, there are important differences between the terms training and development. In 

general, training programs have very specific and measureable objectives, while developmental programs, on the 

other hand, concentrate on broader skills that are applicable to a wider variety of situations. To date, many 

organization offer in-house training course that are tailored to specific jobs and tasks. After going through training, 

employers expect the workers to become competent in their work. However, to be considered as competent workers, 

professional development must be delivered in a way that yields direct impact on the workers’ practice. 

Organizations must seriously evaluate the strategic value of particular competencies before deciding to make any 

development steps to the workers or organizations. Over the time, professional development has become a tool to 

prepare for workers advancements and additional responsibilities. However, development is a difficult process to be 

implemented in organization and can be costly and time consuming. 

Organizational and professional development is the continuous process of thinking and learning for workers’ 

improvement of practices. Learning takes place among workers, teams, departments, or organizations, in which all 

the variables interacts. Significant changes in work practices happen because of the workforce and industrial 

demands. These changes happen in every organization because it is a growing and a dynamic process. Nevertheless, 

this process is more than mere training. Organizational and professional development is a practice to help 

organizations build the capacity to change and achieve greater effectiveness, typically involving workers through 

bottom-up involvement in change efforts. Hameed and Waheed (2011), argued there is a direct relationship between 

organizational and professional development and worker performance, as when workers are more developed, they 

would be more satisfied with the job, more committed with the job and the performance would be increased. Thus, 

offering organizational and professional development training programs allows workers to perform better and 

prepare them for better positions and greater responsibilities. Organizational development is a process through which 

an organization develops the internal capacity to be the most effective that it can be in its mission work and to 

sustain itself over the long term (Philbin and Mikush, 2000). 

According to Vinesh (2014), the objectivity of professional development and its continuous learning process 

have always been leveraged with an organization. Now, it has become a rather overarching trend of social needs, 

which emphasize that organizations must inculcate learning culture as a social responsibility. A learning process is 

not about giving more training to the workers in organizations but rather on how to develop competent workers. 

Implementing feedback on training and professional development opportunities help organizations retain and grow 

high-performing workers, as well as attract new talent. It is critically important that a new set of skills be followed 

by practice to become competent. A very good training program of building competencies is vital to the success of 

any organizations but surprisingly it is most often overlooked. While training does help develop workers in certain 

types of set skills, a learning process involves more development of higher levels of competencies. Professional 

development in organizations is also commonly viewed as in-house training that includes leaders sharing their 

exploration, mentoring, reflective practice, and learning both on-the-job and in real organization settings. Offering 

professional development programs allows workers to perform better and prepares them for better positions and 

greater responsibility. However, it can also help workers lead to a promotion or change in job, attract top job 

candidates, retain the best workers, identify future leaders, or doing better in a current position. To be able to 

maximize workers’ potential and amplify their contributions in furtherance of the organization’s success, most HRD 

focus on organizational development. Many training and development professionals are focusing toward 

organizational development to enhance workers skills in identifying the structural elements of organizations that 

need to be changed or enhanced for training and new skills to be effective. Additionally, the challenge for a HRD is 

to how balance the workers’ desires with their actual talents and the company needs.  

For many years, organizational development was created as a way of applying knowledge and practice in 

behavioral science to help organizations improve workers and quality of work, increased productivity, and systems 

effectiveness. Organizational development’s objective is to help workers function better within an organizational 

context. Cummings and Worley (2015), explained organizational development as an organization application and 

transfer of knowledge to the planned development, improvement, and reinforcement of the strategies, structures, and 

processes that lead to organizational effectiveness. On a different spectrum, organizational development happens 

because of the challenges that face organization. These challenges include diversity, environment change, new 

competitive pressure, economic fluctuates, globalization, new trend of workforce and others changes. Diversity plays 

a major part in shaping organizational development process. Despite having diversity of work environments and 

roles, training and development has remarkable similarities which is developed competent workers. To become 

effective, productive, and satisfying to workers, organizations need to change. With diversity and change as the 

intervening context for organizational development work, organizational development practitioners develop 

interventions so that change can be developed and integrated into the organization’s functioning. Marshak and Grant 

(2008), argued there has been increased interest by organizational development practitioners in diversity including 

how various group establish impact the organization performance. Organization development interventions are 

designed activities or programs to help a workers, team, or organization to achieve a goal or solve problem. Weiner 

(2009), advocated that organizations that are ready for changes are organizations that share resources to engage in 

the actions required for change implementations. 
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3. Methodology 
This study was conducted using a fully quantitative research design survey method since the study provided a 

numeric description of opinion of a population. It was a non-experimental in design, as this did not require any 

changing or manipulation of the variables. Data collections for the sampling framework consisted of target responses 

from the sample of HRD practitioners in Malaysia.  The number of samples was based on a sample size table and the 

response rate. The list of participants was selected from the Federation of Malaysian Manufacturers (FMM) list. 

Preliminary e-mails to the participants explaining the purpose of this study and three reminders were also sent in 

advance. The survey used a five-point Likert scale to evaluate self-reported expertise and answers to the questions. 

Although the survey was an inventory survey, it was pre-tested using a pilot study to determine if there were any 

detectable deficiencies, information that was potentially misinterpreted, items that required clarity, or any other 

potentially serious problem. To achieve this purpose, a pilot sample consisted of 30 pilot participants was 

administered using Qualtrics, an on-line survey platform. The participants comprised the FMM members and a small 

number of individuals in the FMM organization in Malaysia. The pilot study led to minimal changes to the structural 

presentation of the survey items. The survey instruments were then mailed using on-line survey platform to all 

participants in two phases because it was easy for researchers to monitor the progress. It included a cover letter, 

permission to conduct the study, and the questionnaire. The participants were volunteers in this study and as such 

they were not forced to take the survey. If they wished not complete to the survey, they could opt out of the process. 

A total of 144 respondents completed the survey, which were used for data analysis. This represented a six percent 

response rate. Raw data from the web survey were transferred, coded, and analyzed using SPSS. 

 

4. Findings and Discussion 
To analyze and interpret this dataset, descriptive statistical analysis including frequencies and percentages were 

used followed by Exploratory Factor Analysis. The demographic profile of the respondents for this study indicated 

the primary discipline of the respondents was Human Resource Management. The data showed 40.3 percent of the 

respondents were in the Human Resource Management discipline, and 59.7 percent of respondents were in other 

areas. Most of the respondents or 43.1 percent of the total sample were at the Manager level in their organizations.  

The demographics indicated that 29.2 percent had one to five years of experience and 28.5 percent had six to ten 

years. Most of the respondents had some types of formal education and about 54.9 percent of the respondents had a 

bachelor’ degree as the highest level of education received. The ages of respondents ranged from 25 and under to 

over 65. Respondents between the ages of 46 to 55 years (43.1%) formed the biggest age group in this study. There 

were 87 male respondents (60.4%) from the total sample. In terms of business types, manufacturing represented 56.3 

percent of the respondents while non-manufacturing was about 43.8 percent. 46.3 percent of the respondents mostly 

worked for organizations that had less than 100 full-time employees. The majority of the respondents in this study 

worked in local companies representing about 63.2 percent of the total respondents. 

The data in Table 1 show the responses of professional development and training sources. When inspecting the 

type of training received, Malaysian HRD practitioners responded that independent self-directed learning (26.7%) 

and in-house formal professional development program (19.6%) were the two most frequent primary sources of 

professional development.  

 
Table-1. Malaysian Human Resource Development Practitioners’ Source of Professional Development and Training (n = 144) 

Type of Training WLP Practitioner Received for 

Their WLP Roles 

Responses (Multiple Choices) 

Counts % of response % of cases 

Independent Self-Directed Learning 86 26.7 59.7 

In-house Formal Professional Development Program 63 19.6 43.8 

Peer or Supervisor Mentorship 61 18.9 42.4 

External Formal Professional Development Program 55 17.1 38.2 

Academic Degree Program 46 14.3 31.9 

Other 11 3.4 7.6 

Total in Responses 322 100  
        Note: Respondents were allowed to check more than one response 
 

Table 2 displays the Malaysian HRD practitioners’ perceptions on the effective source of professional 

development and training. It was reported that the other source of professional development and training ranked first 

(M= 3.42, SD = 1.16) as the most effective source of professional development and training when analyzed by mean. 

Other source of professional development and training including short courses, job rotation, seminar, on-the-job 

training, case studies, simulations, conferences, and others. In contrast, independent self-directed learning was 

ranked first when frequency count was employed to the analysis. 
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Table-2. Malaysian Human Resource Development Practitioners’ Perceptions of the Effectiveness of Training Source (n = 144) 

Rank* Effectiveness of Training M SD 

1 Other 3.43 1.16 

2 Independent self-directed learning 3.19 1.41 

3 In-house formal professional development program 3.14 1.17 

4 Peer or supervisor mentorship 3.13 1.16 

5 External formal professional development program 3.10 1.20 

6 Academic degree programs 3.10 1.25 
                          *Rank based on mean value. Rating of 1 indicates perceived most effective while rank 6 indicates least effective. 

 

Rank* Effectiveness of Training Frequency 

1 Independent self-directed learning 121 

2 In-house formal professional development program 113 

3 External formal professional development program 106 

4 Peer or supervisor mentorship 104 

5 Academic degree programs 101 

6 Other 23 
*Rank based on respondent frequency. Rank of 1 indicates perceived most effective by frequency counts 
while rank 6 indicates least effective frequency counts. 

 

Exploratory Factor Analysis (EFA) was conducted using principal axis factor analysis with oblique rotation 

was conducted to assess the underlying structure for the 52 competencies. The result of a Kaiser-Meyer-Olkin 

(KMO) measure of sampling adequacy value was .78, which suggested it is Meritorious and that there was a 

correlation among items. The KMO also suggests that the matric is appropriate for conduction further analysis using 

Confirmatory Factor Analysis (CFA) for each analysis. Table 3 displays the KMO’s interpretation. Eigenvalues 

represent show how much variability is accounted for by each factor not in sum but out of the total amount of 

variance, which means there will be times the percentages can be greater than 100%. Moreover, Bartlett's test of 

sphericity with significance level below threshold level of 0.05 supported the findings of KMO test. EFA then 

revealed the presence of eleven components with eigenvalues exceeding 1.00. The obtained an eigenvalues of 9.04 

for first factor and the first three factors explain 36.17% of variance. Initial analysis was done using a scree plot.  

 
Table-3. Kaiser-Meyer-Olkin (KMO) Interpretation 

KMO’s Score Index Levels 

In the .90s Marvelous 

In the .80s Meritorious 

In the .70s Middling 

In the .60s Mediocre 

In the .50s Miserable 

Below .50 Unacceptable 

 

Three factors were requested based on the fact that the items were shown to index three constructs and 

consideration of the meaningfulness of a solution. Table 4 displays the items and three factor loadings for the rotated 

factors, with loadings less than .40 omitted to improve clarity. The communalities for all items were relatively high 

between .897 and .744 that indicated the reliability of the loading factor was strong. After rotation, the first factor 

accounted for 33.07 percent of the variance, the second factor accounted for 6.14 percent, and the third factor 

accounted for 4.02 percent. The first factor (Factor 1), appeared to represent Main Competencies where 18 items 

were loaded. However, after reviewing the items grouping, the researcher decided to reduce the items into ten items 

that were related to the Organizational Competencies. Items that loaded on Factor 2 appeared to represent Sub 

Competencies 1 where eight items represented the Thinking Competencies. Items that loaded on Factor 3 appeared to 

represent Sub Competencies 2 where seven items represented the Application Competencies. A total of 19 items 

were excluded from this analysis because of the same weight in linear combination of the variables that showed in 

the pattern matrix. Although the excluded items would have been helpful in descriptive statistical analyzing, the 19 

items were not put into the three identified constructs. 
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Table-4. Factorial Loadings for the Rotated Factors for Main Competencies, Sub Competencies 1, and Sub Competencies 2 

Scale Items Factor Loadings Communality 

Main Comp Sub 

Comp1 

Sub 

Comp 2 

Identification of Critical Business Issues 0.692   0.585 

Communication 0.645   0.608 

Group Dynamics 0.629   0.564 

Work Environment Analysis 0.589   0.517 

Goal Implementation 0.583   0.627 

Buy-in/Advocacy 0.569   0.575 

Consulting 0.567   0.575 

Negotiating/Contracting 0.561   0.466 

Systems Thinking 0.555   0.669 

Visioning 0.448   0.589 

Workplace Performance, Learning 

Strategies, and Intervention Evaluation 

 0.732  0.655 

Competency Identification  0.707  0.662 

Facilitation  0.679  0.646 

Standard Identification  0.667  0.543 

Questioning  0.628  0.635 

Model Building  0.572  0.597 

Analytical Thinking  0.562  0.523 

Leadership  0.462  0.658 

Staff Selection Theory and Application   -0.774 0.689 

Training Theory and Application   -0.761 0.705 

Feedback   -0.617 0.690 

Reward system theory and Application   -0.539 0.724 

Organization Development Theory and 

Application 

  -0.483 0.619 

Career Development Theory and 

Application 

  -0.474 0.716 

Process Consultation   -0.447 0.701 

Eigenvalues 9.04 1.90 1.50  

% of variance 36.17 7.59 6.01  

 
        Note: Loadings <.40 are omitted 

 

To assess whether the new constructs that were summed to create the competency group formed a reliable scale, 

Cronbach’s alphas were computed one more time. Table 5 shows the alpha for the Organizational Competencies 

(Main Competencies) was .88, Thinking Competencies (Sub Competencies 2) was .87, and Application Competencies 

(Sub Competencies 2) was .88, indicating that the items had a reasonable internal consistency. Furthermore, the 

overall Cronbach’s alpha was .93, meaning an overall high internal consistency.  

 
Table-5. Reliability Coefficients (Cronbach’s Alpha) for New Construct 

Competency Group Number of Items Cronbach’s Alpha () 

Organizational competencies 

(Main Competencies) 

10 .88 

Thinking competencies (Sub 

Competencies 1) 

8 .87 

Application competencies (Sub 

Competencies 2)) 

7 .88 

Overall 25 .93 

 

To review the validity of the new items, EFA using principal axis analysis with oblique rotation was conducted 

one more time. In total eight items from the Main Competencies (Organizational Competencies) were removed 

because they could not fit with the first construct. The results of the Kaiser-Meyer-Olkin measure of sampling 

adequacy value was .857, suggesting that there was a correlation between items. Three factors were requested, based 

on the fact that the items were designed to index three constructs: Main Competencies (Organizational 

Competencies), Sub Competencies 1 (Thinking Competencies), and Sub Competencies 2 (Application Competencies). 

After rotation, the first factor accounted for 36.17 percent of the variance, the second factor accounted for 7.59 

percent, and the third factor accounted for 6.01 percent.  Table 6 displays the new items for the rotated factor, with 

loading less than .40 omitted to improve clarity. To confirm the numbers of factors in the EFA, Parallel Analysis 

and Minimum Average Partial (MAP) was conducted. The results from parallel analysis and minimum average 
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partial suggested that three factors occurred. According to Watkins (2006), parallel analysis is one of the most 

accurate guides for determining the number of factors to extract in EFA. 

 
Table-6. New Items for Main Competencies, Sub Competencies 1, and Sub Competencies 2 

Main 

Competencies 

Factor 

Loadings 

Sub Competencies 1 Factor 

Loadings 

Sub Competencies 2 Factor 

Loadings 

Identification of 

Critical Business 

Issues 

0.692 Workplace 

Performance, 

Learning Strategies, 

and Intervention 

Evaluation 

0.732 Staff Selection Theory 

and Application 

-0.774 

Communication 0.645 Competency 

Identification 

0.707 Training Theory and 

Application 

-0.761 

Group Dynamics 0.629 Facilitation 0.679 Feedback -0.617 

Work 

Environment 

Analysis 

0.589 Standard 

Identification 

0.667 Reward system theory 

and Application 

-0.539 

Goal 

Implementation 

0.583 Questioning 0.628 Organization 

Development Theory and 

Application 

-0.483 

Buy-in/Advocacy 0.569 Model Building 0.572 Career Development 

Theory and Application 

-0.474 

Consulting 0.567 Analytical Thinking 0.562 Process Consultation -0.447 

Negotiating/Cont

racting 

0.561 Leadership 0.462   

Systems 

Thinking 

0.555     

Visioning 0.448     

% of variance 36.17  7.59  6.01 

  

5. Conclusion 
Today’s organizations are faced with many options for investing back into their workers, and it is becoming a 

more common expectation. Organizational and professional development give an opportunities to workers a chance 

to grow with the organization and added value in terms of developing their competencies. Similarly, the findings of 

this study also suggested that HRD practitioners perceive the importance of organizational and professional 

development in regard to worker’s development process and organizational performance. The aim of organizational 

and professional development is to produce competent and qualified workers those who perform assigned job and 

contribute to the organizations’ development and goals accomplishment efficiently and effectively. Thus, 

organizational and professional development is important in order to improve working efficiency, expand 

productivity, and advance worker competencies. These developments are important for any organization because, 

without training and development, organizations would likely lose their competitive edge and fail to meet the needs 

of what most hope to be a growing for the workers. toTherefore, organizations nowadays are investing huge amount 

of resources including money, time, commitment, and effort on organizational and professional development. 

The findings also revealed that the role played by the HRD professional has equally changed with the change in 

the organizational environment. In today’s organizations, human resource function has expand and different in many 

aspects from other resources of organizations. The research, however, may be limited to understanding or measuring 

the values of HRD practitioners in context of organizational and professional development. While new techniques 

professional development and training are under continuous development, several common professional 

development and training methods have proven to be highly effective independent self-directed learning and In-

house formal professional development program. Good continuous learning and development initiatives often 

feature a combination of several different methods that, blended together, produce one effective training program. 

Additionally, organizations should also consider integrating professional development and training with 

competencies to ensure the success of the program and improve the performance. 
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