The Vital Roles of Human Resour ce Professional: A Study on the
M anufacturing Companiesin Malaysia

Choi Sang Long, School of Business & M anagement, Southern College Malaysia
Dr. Wan Khairuzzaman bin Wan Ismail, Faculty of Management and Human Resour ce Development,
University Technology Malaysia

ABSTRACT

This study examines the vital roles of Human Res(HR) professionals play in the manufacturing pames of
Malaysia. The Ulrich’'s HRM Four-Role Model is usedthis study. The various roles that are examinedtiaose of the
strategic partner, change agent, administrativeerkand employee champion. All these roles wilteésted whether or
not they are significantly related to a firm’s pamhance. This study also examines the potentiaidrarthat hinder
the HR professional

from being a strategic partner in an organizatidihe sample employed here consists of HR profedsidican
Malaysian manufacturing companies in the southernrsiage of Malaysia, Johor. The total number of rimvolve in
this study are 32 respondents. Questionnaires wené to the human resource managers or the perscharge of HR
functions in each of these firms. This study usestfative method such as spearmen rho corratadind multiple
regression analysis to test the variables. Thdifigp shows that the role of an administrative ex@ard employee
champion obtained highest score in this studyHR&Iroles are tested and are significantly relateditm performance
except the roles of administrative expert. Furthem it is found that role of employee champion atmdtegic partner
contributes most to firm performanckhis study also found that the main barrier thatddrs HR professional to play
strategic roles in an organization is they haveinee to address both administrative and strategsues.

INTRODUCTION

Human Resource (HR) is emerging as the key corioepssessing the competitive assets of organizatidiR
managers and professionals, by virtue of their Kedge of human performance, are well positionedexercise
strategic leadership and contribute significantlyatfirm’s competitive advantage. This paradignitsfoncerning the
value of human resources will therefore create dppdies for the HR function to develop a moreastgic role in a
firm’s operation (Lawler & Mohrman, 2003).

There has been much discussion in recent yearenung how HR professionals must assume a stratefgan
the area of human resource management (Allan, 2G029la (2002) offers us a valuable lists the saflat current
CEOs should expect from HR. Some of the importaskg stressed are the HR professional’s role inm@jange
initiatives such as strategic planning, reorgamgjzamd system implementation. Apart from that, HBfggsionals are
expected to develop an awareness and understantlitige business so that they may earn the rightetat at the
corporate table.

Researchers have contended that the concept tdégitrdhuman resource management has evolved ibtalge
between business strategy and the management airhoesources (e.g. Butler et al., 1991; Lengnick;H®€88).
During the last decade, the personnel/HRM field slaifted from a micro focus on individual HRM prigets to a
debate on how HRM seen as a more holistic managesmppnoach may contribute to the competitive acvgeatof the
organization (Fey et al., 2000).

Many HR professionals have become successful byrimgsthat proper policies and procedures exist and
advising managers on what can and cannot be dom@rtunately, HR is often perceived as being in tey of
progress, kept out of key business decisions apéated to respond merely to day-to-day crises. VigWHR as a
barrier, some companies are eliminating the functitiogether, moving all “people” tasks to manag@usring the
recent years, some say that HR played a seemingigilble role and that attention to corporate gowece and
executive compensation was sadly neglected. PetthepslR executives were themselves too weak pallfico be
champions of organization transformation. Therefdreere were many barriers that HR professionaksded to
surmount to be truly a strategic partner (Mondy &eN2005).

HR needs to play an active and guiding role in #éngla company to choose its people well, investitwith the
proper responsibilities, support their growth aedpect their needs in order to achieve an orgamizatstrategic
business objectives. This vital role requires compee in HR leaders that will create and sustaiiexble and
adaptive workforce (Gomez-Mejia, 2001).

Based on the increased interest in the relationsétiween human resource management (HRM) and aegaomal
performance, many researchers have heightenee@shierthe kinds of roles the HR professionals khelay in order
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to add value to their firm’s performance (Husebtlal., 1997; Teo, 2002; and Boselie, et al., 200/)rldwide socio-
economic developments, such as globalisation, &sing speed in the service sector of the econommgmges in
workforce demographics, focus on customer loyatty amphasis on effective financial performancellehge the HR
function in its role as the creator of added vatuthe organization (Brockbank, et al., 2002).

Many researchers have highlighted the importandbe®HR role in an organization (Bhatnagar & Sharg@05;
Aitchison, 2007; Fegley, 2002). A recent study higt€&sen & Engelbrecht (2005) carried out in Softtica shows
that there is a positive relationship between assnrelated competencies and their strategic oekdtip to the
contributions made by HR professionals. The twoaldes appear to be inter-related, as both are ingugrtant factors
that enable HR professionals to contribute to theganizations success.

Apart from studies conducted on HR roles in the ¥¢axe mid 1990s, there is a growing need to deter the
readiness of the HR professionals to play mordegiaroles especially in the context of Asia (Bfeagar & Sharma,
2005 ; Chen et al., 2003 ; Selmer & Chiu, 2004 atih& Budhwar, 2001) . In the Malaysia contextyéttle research
has been done to address the above HRM issuegnficant study attempted to look into a Malaysfam (Rozhan
and Zakaria, 1996) a decade ago, but it did nat giuch support to the contention that HRM practafesrganizations
are distinctly related to the success of the bgsin€he results of this study shows that HRM pcastiend to centre on
the form of the job descriptions and selection mdthused by firms. This indicates that HR profetai® are merely
playing the role as an administrative expert andasa strategic partner.

REVIEW OF THE LITERATURE

Strategic Human Resour ce (HR) Roles

There has been a dramatic shift in the role of humeaource management (HRM) in recent decadesitibrzally,
the human resource function has been viewed asaplymadministrative, focusing on the level of thedividual
employee, the individual job, and the individuaaqtice (Becker, Huselid, and Ulrich, 2001), witke thasic premise
that improvements in individual employee performamdll automatically enhance organizational perfante. In the
1990s, an emphasis on strategy and the importdroentan resource (HR) systems began to emerge.@séarchers
and practitioners began to recognize the impadalighing HR practices with organizational strategfR has now
emerged as a strategic paradigm in which individbd functions, such as recruitment, selection, nirgj,
compensation, and performance appraisal, are glasighed with each other and also with the ovestititegy of the
organization. This new approach of managing hureaaurces has generated much interest among scholars

In the past, HR was not perceived as making a fiignt impact on organizational success (Sims 2002)
Consequently, HR was accorded a low status in neaggnizations, and often lacked a distinct identitpwever, this
situation has changed in the past decade (LawlgrMohrman 2003). The role and influence of HR haxereased
substantially.

Scholars argue that HR can be a source of sustaimalnpetitive advantage for an organization (Wrighal.
1997). Consequently, a firm’s HRM function, whichshsignificant responsibility in managing this imgmt resource,
should receive greater commitment from the orgditimaHowever, in the studies by Barney and Wri¢t98) s is
pointed out that, in reality, the scenario is quditéerent, and they note that one of the reasamg MRM executives are
not invited to the strategic planning table is ttiety are perceived as lacing the required competenKhatri and
Budhwar (2002), suggest in their research thattimpetency level of HR managers has a major infl@eem the level
of integration between the HR function and strat@¢jyatri and Budhwar 2002).

Rowden (1999) suggests that the very nature opldsening process opens the possibility of a varidtyoles for
the HR professional, including those of advocataekeholder, and facilitator. The role as advocdlews the HR
professional to be an initiator in the strategianpling process, a proponent of its virtues, andiang force in its
successful conclusions. The role as stakeholdeesepts the organization’s HRM needs in the plappirocess. The
role as facilitator serves as an enabler of thegs® to help overcome some of the commonplacegrabihat emerge
in the process.

The Ulrich Human Resour ce M anagement Four-Roles M odel

The model of this research is linked to the FouleRd/odel first presented by Conner and Ulrich @9@nd later
by Ulrich (1997). In the latter study, Ulrich’s cmaptual framework for the Four-Role Model consistgswo main
dimensions. The first reflects the continuum fromagerational (present) focus to a strategic (&jtéocus, while the
second reflects the conflicting demands of peopbtk @rocesses (Ulrich, 1997, Conner & Ulrich, 1998yich (1997)
states that HR can help deliver organizational kxoee by means of four methods. First, HR sho@ddme a partner
with the management of the firm in helping withastgy execution. Second, HR should contribute eégeein the
efficient and effective performance of work, sottbasts are cut and quality is maintained. Thir& should represent
the concerns of the employees to senior manageasenell as working with employees to increase amle their
ability to contribute to the organization throudteit competence and commitment. Finally, HR prafesds should
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continually contribute to the process of change laelpp improve the organization’s capacity to do(Wtrich, 1997).
The four roles that emerge from this quadrant amot fvays HR professionals can contribute, basetivoncontinual
axes, are shown in Figure 1.

Future/strategic focus

Strategic Partner Change Agent
Processes People

Administrative Expert Employee Champion

Day-to-day/operational =

Figurel. The Ulrich M odel

Source : Ulrich, D. (1997). “Human Resource Champid’he Next Agenda for Adding Value and DelivesRBIts”.
Harvard Business School Press.

a) The Role of Strategic Partner

According to Ulrich (1997), the key to the HR ralg a strategic partner is the participation of HRhe process of
defining business strategy, not merely respondimghe strategy edicts presented by “senior manag&meR
professionals become strategic partners by askilegtipns and designing HR practices that effegtiagld efficiently
align themselves with the strategy of the busingHsch & Eichinger, 1998; Ulrich, 1997). In thisapacity, HR
professionals must be capable of identifying anglémenting those practices that facilitate stratdgisiness success.
Ulrich (1997) defines strategic human resourcethagrocess of linking HR practices to businesstatyy. That is to
say, strategic HR is owned, directed, and usednigyrhanagers to make effective HR strategies hafpteategic HR
enables the transition from business strategy ¢@mrirational capability to HR practice (Ulrich &dBinger, 1998;
Ulrich, 1997). “HR strategy” is to be differentidtérom strategic HR in that it builds an agendatfa HR function and
as an agenda for the business at large (Ulrich7)199

Eisenstat (1996) points out the paradox of pressuwrasuch a role when discussing the line execsitidesire for
HR professionals to serve as strategic partnerfievaliso expecting them to perform the administatand control
functions traditionally relegated to HR. Ulrich &dhinger (1997) discuss the need for HR profesdsotmread and
understand annual reports, present product andceecapabilities, describe financial results, aadresent the firm
externally. They argue that the true business paplays each of the four roles in the Ulrich Mottebome degree and
that the importance is in playing each of the r@lppropriately and to the exclusion of some ovhers. Csoka (1995)
determines through a study of 314 corporations 8i# of HR executives believe that their organizegidave
established a business partnership role with tfegrial customers of the organization. Ulrich (198I8p recognizes the
tensions that exist between and among various .rdlee role of strategic partner inherently impliggat HR
professionals work as equals with an organizatiomsagers in developing, refining and implemenstrgtegy. This
places an HR professional and a firm’s managersotential conflict when the former tries to work @s employee
champion or advocate, taking a more employee-aewigiw. Additionally, the employee champion roleynpdace HR
professionals in conflict with management, as they appear to be the voice and advocate of thesmps. It is
important, in Ulrich’s (1997) view, to be able tiearly perceive and carefully manage these duektrol

b) The Role of Administrative Expert

The management of the firm’s infrastructure, cagduin the term of administrative expert accordiagWlrich,
1997), requires HR professionals to design andvelelefficient HR processes for staffing, trainireppraising,
rewarding, promoting, and otherwise managing tbev fbof employees throughout the organization (UlritB97). As
stated previously, Huselid and others (1997) pointthat the levels of current technical practiteslRM are higher
than those of strategic HRM practices. Howevery e on to state that the firm must have at leastierate levels of
technical HRM practices to be successful in stiatedRM implications (Huselid, et al., 1997). Itfisrther pointed out
by Ulrich (1997) and Arthur (2001) that moving tov®re strategic role cannot be performed at thé @foseglecting
the basics of good human resource managementqasctiVhether this expertise is entirely within fine or the firm
chooses to outsource specific functions, the reguént for administrative expertise is ever pregeitt-em, 2000).

This concept is not the same as the earlier exfi@asaof the HR function, which were primarily adnistrative
with a focus on providing control, compliance, ammhsistency (Ehrlich, 1997). The important objeetin this role is
to make every effort to ensure that organizatigmalcesses are designed and delivered with the tteffisiency.
Further, this role is centered not only on impragythe function of the HR organization but also ¢méire organization
as well (Ulrich, 1997).
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Ulrich (1997) believes that, to be effective asadministrative expert, continual re-engineeringwofk processes
must occur. Beach (1980) writes of the HR rolehs 1980’s and focuses closely on the area of adtmative HR
services. He gives numerous examples of HR funaticesponsibilities and tasks that reflect theitiawhl flavor of
HR (Beach, 1980). The difference between the HR wfl Beach (1980) and Ulrich’'s administrative experthat
Beach focuses on effectiveness without addresbimgtrategic potential of such an effort. Ulrictd d&ichinger (1997)
state that HR investment should focus on valuetior®aand that, in order to make this to take pla¢R professionals
must master the basics of human resource managententmajor implication of this research by Ulrahd Eichinger
(1997) is that administrative work must be done HR professionals must search for new and innogatiays to
perform it.

¢) The Role of Employee Champion

The management of the contribution made by empgeeurs through the performance of the role ofgieyee
champion”(Ulrich, 1997). An HR professional as eaygle champion strives to understand the needsddriployees,
attempts to meet those needs, and provides ev@orimity to increase employee commitment. Ehr{it®97) points
out that one of his six principles for HRM creativgjue is through the relationship role as welbamg an outspoken
advocate of employee interests with a balance fsviire needs of the business. Further, Ehrlich7)L88ntinues that
thought by stating that the primary role is to ¢tee@an employee-friendly environment committed te shiccess of the
enterprise that employs them. This is describedHBsprofessional’'s role as one who deals with thg-tdaday
problems, concerns and needs of employees (Conndidlri&&h, 1996). Increased employee contributiongd an
commitment are the products of effective HR prdfessls as they function in this role (Ulrich, 1998soka, 1995).
Spending time with employees and training managetsow to better behave in an employee-centric wary help
further the effort to acknowledge human capitehms$mportant asset to the company (Csoka, 1995).

HR professionals in this role must learn by effesliy listening, responding and finding ways to pdevemployees
with the tools, processes, and policies they needutceed (Ulrich, 1997). Bowen (1986) clearly fsohat more
satisfied customers are obtained when HRM practicesnanaging employees are implemented effectivielyich
(1997) points out that HR can play a critical risldnelping deal with morale problems through effextiring practices
or providing additional support, giving employeesrm control over their work, and presenting effedy the
employee’s position to management.

d) The Role of Change Agent

In Ulrich’s (1997) view, the management of transiation and change falls squarely in the HR roletnge
agent. Kesler (2000) writes that the role of HRIiiving changes varies among organization, buttef HHR community
does not strongly define the process and priorifethe change effort, it is not an effective plaiethe organization.
More closely defined, the change agent role refenselping the organization build a capacity foaebe (Conner &
Ulrich, 1996). Indeed, Csoka (1995) reports th&b6H HR executives in a study of 314 large corporatibelieve that
the role of change agent is important. Greene (R@€Jues that, as it deals with the culture of egapization, HR is
uniquely positioned to take responsibility for thide in the firm. Csoka (1995) further suggests tHR professionals
can add significant value through the managemetti@thange processes in an organization. EhrlieB7) adds that
the human resource department must anticipate ehang be knowledgeable in its implementation. Hatpaut that
HR professionals should not consider themselvesapglointed change agents, as by doing so they umdgrmine
their effort to enable change (Ehrlich, 1997). WaliUlrich (1997), Baird and Meshoulam (1988) wiitet as an
organization grows, its needs change and that bignstanding how an organization changes, senioageanent and
HR professionals can understand how HRM must chahpes implies that HR change occurs after orgaiupal
change, indeed as a result of it (Baird and Mestroutl988). Further, Baird and Meshoulam (1988)ragisat human
resource management effectiveness depends ort itstti the organization’s stage of development #mat, as the
organization grows, HRM practices and procedurestmvolve to meet those needs.

“Culture” is defined by Jackson and Schuler (1986}he societal forces that change behavior wherabars of a
group share a way of life based on common valuétydes, and paradigms. Rogg, Schmidt, Shull actthgtt (2001)
write that cultural values influence the types & Bystems that are developed or adopted by an iaegem and that
these systems determine an organization’s cliniBltés climate then affects employee attitudes ankdaber and
organizational effectiveness (Rogg, et al., 200ich (1997) defines “transformation” as fundanardultural change
within the firm. The effort to change the culturkam organization, specifically the corporate cdtus a significant
one, recognized by Ulrich (1997) as perhaps thédsirand most important challenge. Ulrich (199®céjes four
strategies that can be implemented in an effobriteg about such a change. The first is to defime @darify the culture
change concept. The second is to articulate whiy auzulture change is central to business suctéssthird step is to
outline a process for determining the current ¢aland evaluating the gaps between the currenttendesired culture.
The fourth and final step in the process is to idigrapproaches that are capable of creating a oafture (Ulrich,
1997).
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According to Ulrich (1997), “change” is not simpéychange in initiatives and culture but also thiitglof an
organization to improve and implement initiativbattare beneficial to the organization’s long tesmecess. Change
agents build commitment for change, the procesgasghich it is achieved, and the ultimately the foofrthe intended
change. The change agent, according to Ulrich (199%ures change initiatives that are either fedusn creating
high-performing teams, reducing cycle time for imatilon, or on implementing new technology are defindeveloped
and delivered in an effective and efficient wayrtkar, Ulrich (1997) believes that the change agelet includes the
effort to transform broad mission and vision stagata into specific policies that can be translatéal action.

The Relationship between HR Rolesand Firm Perfor mance

One of the first attempts at categorizing of HResolvas made by Nadler (1970 cited in Bhatnagar &18h, 2005)
in the USA. In that study he identifies two primaojes of learning specialist: administrator rohel ahe consultant role.
Thereafter, Ulrich (1997) came up with a well adeepmodel on roles to be played by HR professitnal added
value to an organization. According to Ulrich (1990les for HRM professionals were traditionaligwed in terms of
the transitional form such as operational to sgiatequalitative to quantitative; policing to pagting; short term to
long term; administrative to consultative; functidlyg oriented to business oriented, etc. In ordecreate value and
deliver results, HRM professionals must begin nptfdusing on the activities or work of HRM but befining the
deliverables of that work. Deliverables guarantee dutcome of HRM work. In terms of deliverabldsere are four
key roles that HRM professionals must fulfill inder to make their business partnership a praatgaity (Bhatnagar
& Sharma, 2005). These are the roles of StrategitnBr, Administrative Expert, Change Agent and Erype
Champion, which were discussed earlier.

However, few concrete studies exist that clarifwhbe HR roles work to achieve performance improsetof an
organization (Bhatnagar & Sharma, 2005). Reseasdnethe field of strategic human resource managerf@HRM)
have increasingly relied on the resource-based wietlie firm to explain the role of human resoupecactices in firm
performance (Wright et al., 2001). Huselid’s (198%)dy on the relationship between HRM practice$ eorporate
financial performance is the landmark work in thiga. This was soon followed by similar researchdacted by
Huselid et al. (1997), Guthrie (2001) and Menefeale(2006). Huang (2000) in his study of 315 Taese firms,
found support for the assumption that human resostcategies and organizational performance aneifisigntly
related. On the other hand, Som (2002) reportssirstudy of fifty-four organizations in India thtte role of the HR
department is positively correlated with organiaasil performance, and the HR department plays rafisignt role in
the adoption of the ‘best practices’ within an arigation.

Numerous authors have suggested the need forex betlerstanding of the processes through whiclpkéRtices
might have an impact on performance (Becker ancelitysl998; Dyer and Reeves, 1995; Becker et 8871 While a
number of models have been proposed (e.g. BeclkkeHaselid, 1998; Dyer and Reeves, 1995; Truss aradt@s,
1994), very little empirical research has examittedlinks between these multiple potentials.

Bhatnagar and Sharma (2005) in their study tryest whether strategic HR roles have positive @tatiip with
the organizational learning capability that is tvedictor to firm performance. Sharma and Bhatndg8@05) uses
Ulrich’'s HRM Four-Roles Model in their study andufed that strategic HR roles and organizationalniear capability
are positively related to each other, and thaththginess partner role of HR does associate pdsitivith learning
capability of the samples.

Denison and Misha (1995) note that an organizatiom#ure that is marked by flexibility, adaptabjliand external
focus is positively related to sales growth andaaigational performance. The same study showsdbiatrol and
external focus is positively related to profitatyilisales growth and organizational performancesrg&fore, this study
highlights the importance of the HR role as a cleaagent that constantly that helps to adapt texternal business
environment and so improve a firm’s performance.

Hart and Quinn (1993) in their study of leaderstifes find a positive relationship between the milenalyzer
(corresponding to internal process model HR pridess plays a role as administrative specialistj anganizational
and business performance.

Panayotopoulou & Papalexandris (2004) have caroeda study on 229 Greek and multinational indaktri
company of different sectors that examines the bekween human resources management orientatiora dinch’s
performance by using the competing values frameyWol&), as shown in Figure 2. The results of thislg show that
the orientation of external focus and control camkibn has a strong positive relation with growthévation and
organizational performance. External focus and rebrdrientation will only be successful if HR prefonals play
several critical roles such as change agent, gicalrisiness partner and administrative specialistther finding in
this study is that the internal focus and flexiyilorientation is positively related to organizatid performance. Base
on the CVF, internal focus and flexibility orieritat is link to HR roles such as employee champatrange agent and
administrative specialist.
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Figure 2. Competing Values Framework for HRM
Source : Panayotopoulou, L & Papalexandris, ROE.
THE PURPOSE of STUDY

The purpose of this study is to attempt to undadstaetter the Human Resource (HR) professional&srim the
manufacturing sector of Malaysia. Further, therdifigs are closely examined in order to deternfitieey are linked
to a firm’s performance. In this research, the wioUlrich HRM Four Roles Model, which has beenigeed by Dave
Ulrich (1997), is used to assess HR roles amongHReprofessionals. The HR professional need to endund
overcome many barriers to reach the ultimate gdaberoming a strategic partner in his of her orgatibn.
Furthermore, the study from Lawler and Mohrman @08onfirms that HR department plays a major rale i
influencing business strategy only in cases whdRenkhnagement is a full strategic partner. Thisifigsuggests that
the HR executive who understands business stragemgre likely to develop HR processes and systenssipport the
implementation of that strategy.

It is hoped that by making this examination, wel wé able to develop a more realistic picture @f thles played
by the HR professionals in the manufacturing fioh#lalaysia.

RESEARCH METHODOLOGY
Sample

The sample employed here consists of HR profedsidraan Malaysian manufacturing companies. All @sgents
work for manufacturing companies in the southerrinstete of Malaysia, Johor. These industries wesen because
they are relatively large.

The list of firms in the manufacturing sector waaveh from the “FMM directory of Malaysian Manufaotus 2007.”
No specific manufacturing industries were focusnypmg., electronics/electrical, textile, food,gpies, or the like. Only
firms with at least 50 full-time employees weredstd. This is because other studies have showrfithet with smaller
employment size are less likely to have HRM depantis (Rozhan, 1996). Since this directory did niavide
information regarding the size of the firms, alirfs in these industries were included. Out of titeelist in the directory,
the research focused on a sample population iGtghern region of Malaysia (the State of Johorjotal of about 300
firms were included in the list for this area. Tiotal number of firms involve in this study are &&pondents. This
number of respondents is acceptable base on theefiage rule of thumb” sample size. In this mettaodample’s size
must be at least 5% of the sample population.

Questionnaires were sent to the human resourcegaenar the person in-charge of HR functions irheafcthese
firms. The cover letter accompanying the questioangarified that in organizations not having a MRlepartment, the
guestionnaire was to be answered by the most sewinager responsible for human resource affairs.stihvey form was
e-mailed to the person in-charge after confirmatieas received from the person in-charge of the rozgdion by
telephone. If it was so requested, the researchémith the respondent, so that the contents oftineey form could be
explained. The completed survey forms were retutoeithe researcher through e-mail or collectedqretty from the
respondents.
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Thelnstrument

The data collection instrumerititich’'s HRM Four-Role Model Surveyd be used in the first part of this research
was developed by (Conner & Ulrich, 1996) in ordetest the theoretical model of HR roles discusee@onner and
Ulrich (1996) and Ulrich (1997). The instrument dige this study is a survey designed to deternfieesixistence, and the
extent, of the four HR roles outlined by Ulrich @19 and Conner and Ulrich (1996). The instrumens developed by
Conner and Ulrich (1996) and utilized, initiallys a method of determining the extent of applicatérthe four roles
proposed by Conner and Ulrich (1996).

The 40 items in the instrument were arranged imggaf four (Strategic Partner, Administrative BxpEmployee
Champion, Change Agent). Each set of four items d@ammmon introductory piece and each of the feams that
followed corresponded to one of the four roles.ikelt scale was used on the questionnaire witlidhewing ratings: 1
= To very little extent, 2 = To little extent, 3Fo some extent, 4 = To a large extent, 5 = To § lage extent. Conner
and Ulrich (1996) found that the survey instrumerdvided reliability for the measurement of HR slé& was further
determined that the survey has both content andtremn validity (Conner, 1999). The Cronbach alptmathe Conner
(1999) study were all greater than 0.82.

Firm performance has been measured by means sélfheported rating of the respondents concertiiagndicators
of financial and operational performance, sustdlitalof profits, staffs turnover and the opportiynfor growth for staff.
A Likert scale is used on the questionnaire with s$ame rating scale as above. However, for neggtiestions, the
rating procedures are opposite. The respondentslasd to choose the number that accurately repesséreir firm's
performance. There are 5 items in this sectiondbsess a firm’s performance. The research makesfulree negative
guestions to ensure reliability.

This research instrument has also obtained infaomain barriers of strategic HR of the respondérite. respondents
have been asked to choose the statement that isredegant in their workplace as it pertains torieas to adopting
strategic roles in their organization. A Likert cés used on the questionnaire with the followragings, “1-strongly
disagree”, “2-disagree”, “3-moderately agree”, ‘gree” and “5-strongly agree.”

No research is able to completely eliminate measard error, but he or she can reduce it in seweagk, such as
by conducting a pilot study. Since the measuremsertr is reduced, the reliability of the measuretrteshnique is
increased (Frey et al., 2000), and so a pilot study done to test the research instrument in thidys The researcher
of this study has used Cronbach alpha co-effiamgthod for this purpose. The result of the religbiiest shows that
the alpha value base in each domain of the instntinsebetween 0.68 to 0.92. The components thatemted are :
strategic partner (alpha = .75), administrative egkffalpha value = .76), employee champion (alpakues = .85),
change agent (alpha value = .92), firm performgaggha value = 0.86) and barriers in adopting sgiatroles (alpha
value = 0.68). According to Kerlinger (1973), angasurement instrument should have reliability valfienore than
0.60; while Frey, Botan and Krep (2000) stress ¢hateasurement instrument can be considered relibtiie results
are consistent from one time to another and thetehability value is 0.70 or greater. Therefdrem the alpha value
obtained, we can conclude that the research insintifa reliable and consistent.

ANALYSIS
Table 1. Sum and M ean Scor es fore Each Domain of HR Roles
N Sum Mean Std. Deviation
Strategic Partner 32 1105.00 3.45 .58
Administrative Expert 32 1333.00 4.16 .45
Employee Champion 32 1320.00 412 .75
Change Agent 32 1028.00 3.21 71

Table 1 shows that the highest sum and mean s€&iR ooles is that of the administrative expertolitained sum
score of 1333 out of maximum score of 1600 (10 sten® points of maximum score per item x 32 respois). It has
also the highest mean score per item of 4.16 ontafimum mean score of 5.0 (5 points of maximunmresger item).
HR role of employee champion ranks second with saare of 1320 and mean score of 4.12. Strategingrarole is
ranked third with sum score of 1105 and mean sebB245. Change agent role is ranked last with @fitaining score
of 1028 and mean score of 3.21.

One of the objectives of the study has been totifjethe roles of majority HR professionals play the
manufacturing sector in Malaysia. Table 3 showd th@ highest sum and mean score of HR roles it dha
administrative expert. It has the highest meanesper item of 4.16. HR role of employee champiarkrsecond with
mean score of 4.12. These findings are similar with study by Conner and Ulrich (1996), which iadés that the
scores are higher for the employee champion andréstrative expert roles and lower for the strategartner and
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change agent roles. This might be expected, basedeoprevious research, the HR function is stromgé¢he day-to-
day operational area than in the strategic or chaggnt area (Conner & Ulrich, 1996).

This finding also supports the study by Raub, e{2006), which analyzes data on Ulrich’s HR rdbgslooking
into work time spent in various roles and varioegrmes of involvement in decision making. This aesle found that
unit level managers tend to focus on their roladministrative experts and employee champions.

The result of our research provides clear evidei@elack of strategic HR orientation in the mamtfiaing sector
in Malaysia. Generally, HR professionals in thistee seem not playing their roles as a strategitnpaand a change
agent. This is similar to the scenario in the Wieshe mid-1990s.

Table 2. Relationship of HR Rolesand Firm Perfor mance

Spearman’s rho analysis Firm performance
Strategic Partner Correlation Coefficient 0.493**
Sig. (2-tailed) 0.004
N 32
Administrative Expert Correlation Coefficient 0.27
Sig. (2-tailed) 0.134
N 32
Employee Champion Correlation Coefficient 0.394*
Sig. (2-tailed) 0.026
N 32
Change Agent Correlation Coefficient 0.521*
Sig. (2-tailed) 0.002
N 32

* Correlation is significant at the 0.05 level @ked).
** Correlation is significant at the 0.01 level {2iled).

As shown in Table 2, not all HR roles (Strategidmer, change agent, employee champion and adraiigt expert)
have a significant correlation with a firm’s perftance. HR roles such as strategic partner, emplolyampion and
change agent have significant correlation with fiperformance. These roles obtained Spearmen’s ah@\at 0.493
(p<0.01), 0.394 (p<0.05) and 0.521 (p<0.05). Howethere no correlation is found between admirtistaexpert and a
firm’s performance. This HR role obtained Spearreeho value at 0.270.

Bhatnagar and Sharma (2005) study to test whettaegic HR roles have positive relationship witgamizational
learning capability which is the predictor to fiperformance, used Ulrich’'s HRM Four-Roles Modefital that all HR
roles (strategic partner, administrative expertpleyee champion and change agent) are positividierkto one another.

Denison and Misha (1995) in another study streas R professionals need to focus in shaping orgdininal
culture. An organizational culture that is markegdfibxibility, adaptability and external focus isgitively related to sales
growth and organizational performance. The sameystihows control and external focus being posiivelated to
profitability, sales growth and organizational penfiance. Therefore, Denison and Misha (1995) higkdd the
importance of the HR role as a change agent, whaths a firm to adapt to the external businessrenmient, as
important for the improvement of a firm’s perfornsan

Table 3. Multiple Regression Analysis of HR Roles on Firm Perfor mance

R adj R sq

Variables Beta value 0.593 0.256
Strategic partner 0.322
Administrative expert -0.452
Employee Champion 0.507
Change agent 0.242

ANOVA(b)
Model Sum of Squares df Mean Square F Sig.
Regression 7.827 4 1.957 3.668 0.016(a)
Residual 14.402 27 0.533
Total 22.229 31

a. Predictors: (Constant), Strategic partner, Adstiative expert, Employee champion, Change agent
b. Dependent Variable: Firm performance
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The above results, which show the F value at 3(668.05), indicates that the combination of thezdables (HR
roles) significantly (p<0.05) predicts the deperidesriable (firm performance). Table 3 also shohat tthis analysis
obtained R value of 0.593. This indicates thateghera moderate linear correlation among independgiables. The
adjusted R square of 0.256 indicates that 26% ef#riance can be predicted from the independerablas. The beta
value shows that out of all HR roles, the highestticbution to a firm’s performance is employee ropion and strategic
partner. This permits us to conclude that HR neéeqday a dual role, both as employee championsaradegic partner,
in order to give ultimate value to organization.vi¢wer, these two roles conflict in certain wayspasntion by Ulrich
(1997).

Ulrich (1997) recognizes the role of strategic partinherently implies that the HR professionalarkvis on a par
with an organization’s managers in developing,nieff and implementing strategy. This places an Hdétegsional in
potential conflict when trying to work as an emmeychampion or advocate taking a more employegicemw. It is
important, in Ulrich’s (1997) view, to be able tartdle and manage these duel roles.

Rank | Sum | Mean | Std. Deviation

74 2.31 .738

74 231 1.061
96 3.00 1.218
120 | 3.75 1.191

91 2.84 1.110

Lack of support from line manager

Inability to measure impact on bottom line

Lack of knowledge and competencies

No time to address both administrative and stratisgues
Lack of involvement in setting corporate goal

G FrNWHA

In this research, it has been found that the twpmizarriers that keep of HR professional from ke strategic
partner are “no time to address both administragive strategic issues” (mean score of 3.75) aruk ‘té knowledge and
competencies” (mean score 3.00).as shown in Tabf&inilar findings are reported in a survey dopeichison (2007),
which shows that the lack of knowledge and commétsrare the major barriers to be surmounted bytdRessionals. In
another survey reported by Fegley (2002), one itapbfinding is that HR professional are spendiomg much time on
administrative tasks that are not strategic. Hesses in his report that HR professionals can owescthese
administrative burdens by outsourcing some of tlfi@setions or by hiring staff that is dedicatedstrategic initiatives,
thus providing their HR department with a bettepanunity to focus on strategic initiatives.

THE IMPLICATIONS OF THISRESEARCH

Base on these empirical findings, this study hasnlable to provide a more detailed understandingefR roles
of a HR professional in the Malaysian manufactugngipanies. The study also identifies the mairofsodvf HR roles
that contribute to a firm’'s more effective perfoma. Moreover, with the use of quantitative redeanethods, the
results of this study have attained a higher degfemnsistency due to the reliability of its resdainstrument. This
has allowed this study to yield a better understendf what kind of HR roles are exhibited by HRf@ssional and the
variables that influence a firm performance.

In addition to this contextual contribution, thisidy was able to identify two further implicatiorthpse for the
CEOs of the organization and those for HR Profesdso

Implicationsfor the CEOs of Organizations

This study indicates that HR Professionals in thaldyisian manufacturing sector are still weak intaierroles
such as strategic partner and a change agent.dndi professional in a manufacturing company inaysia often
lack of the knowledge and competencies that wollibdvathem play a more strategic role in the orgation.

To overcome the above problem, this research stgythesfollowing action to be taken by CEOs :

a) Get HR personnel involved in the operationstmgse in order to enable them to understand more
fully the operational needs of the company.
b) Allocate funds to upgrade HR personnel compeésn especially in the area of business related

knowledge such as marketing skills, financial actimg skills and operations management

knowledge.

c) Give HR personnel an opportunity to become Iveg in the process of setting corporate goalspotidy planning.
d) Get HR personnel involved in the operationstmgeand so to enable them to understand bettesfibeation of the
company.
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e) Investin an effective HR information managaetrsystem. This is vital to ensure that HR persbapend less time
on administrative tasks. This can allow HR persbtmelay more strategic roles by linking HR pddi to
business strategy.

f) Consider allowing line managers to play mofea 6HR role” in the organization. There HR persehwill take on
the function of a coordination and information nes® center. HR tasks that might be delegatechéortianagers
are attendance checking, staff OT calculation,arnifdistribution control, the conducting of the nstaff
orientation program, grievance handling and staéfinseling.

g) Encourage line managers to analyze the peigdeof productivity rather than depend solely @echhical solutions
to problem. This will require that line managerstagned in certain HR skills. It also requireseuraging line
managers to value human resources as a key elé@manganizational effectiveness and performance.

Implicationsfor HR Professionals

HR professionals need to be proactive and flexibkbeir mind set. They should not think that thpdgy only a
supportive role but also that their contributiom ¢ive impact to an organization performance. Tésearch further
suggests that the following action be taken by&ll professionals :

a) Volunteer to participate in operations meetingR professionals need to be proactive with retsjeetheir
involvement in operations matters. This will enatiem to understand more fully the operationaléssand assist
line managers by executing those relevant HR sgfiedethat will improve the efficiency of the opeoat

b) Continue to acquire knowledge of the firm'simess, such as the key business disciplines, @erstanding of the
internal and external customers, a knowledge ottmpetitors, the products, the technology andcssuof
competitive advantage.

c) Come to understand the importance of HR telcigyoand conduct comprehensive research into tesiple
investment in HR software that will best suit thgamization’s needs. All HR professional must nayde
competent in using HR systems but must also bebtajd measuring the effectiveness of HR systends an
practices.

d) And finally, HR professionals should fully uerdtand the key process skills required for prodactice realization
and delivery. These skills can be acquired fronréhevant line managers. Therefore, HR professionat start
learning to work effectively with other departmemanagers in order to achieve the organization’snsom
financial goals.

CONCLUSION

The findings of this research show that HR profassis in the manufacturing companies of the sounthegion of
Malaysia are lacking in their capacity to play axportant role as a strategic partner and agerttfange. One of the
main barriers hindering HR professionals form bergjrategic partner is that they do not have emdinge to address
both administrative and strategic issues. Furtheetbeir lack of certain competencies also seages barrier to their
becoming a well-integrated strategic partner. As study has shown, these roles are vital anderédad firm’s
effective performance.
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