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1.0		Introduction 

Automotive industries rely on human resource management heavily, as they need highly technical expertise, high efficiency, innovation, and constant employee development. With the dramatic pace of automotive innovation, especially electrification, digitalisation and new production methods, companies have become more reliant on recruiting appropriate talent and are continually retraining their employees. The presentation for this case study compares and contrasts the management of people by PROTON with the ways that Toyota manages it, particularly regarding recruitment and talent management, training and development. The presentation also highlights similarity and difference in the two institutions in respect of the development of future automotive professionals. Red Yellow and White Illustrative HRM Development Program Presentation.pdf

PROTON's inception was as Malaysia's national car project with the ultimate aim of promoting economic development and building a local car industry. In 1985, the company launched its first model, the Proton Saga, and in 2017 the company entered into a new internationalisation and technological development stage with DRB-HICOM and Zhejiang Geely Holding Group (PROTON, n.d.). Now PROTON is a fully-fledged car manufacturer, with a research and development division, manufacturing division and advanced engineering division, and its deal with Geely has helped it to go global and transform technologically (PROTON, n.d.-a). 

Toyota, on the other hand, was founded on 28 August 1937 by Kiichiro Toyoda and has grown into an automotive company distributed throughout the world. Currently, Toyota Motor Corporation has 390,927 consolidated employees (Toyota Motor Corporation, 2026), which shows the size and complexity of the HR needs at Toyota.  It is no surprise that the organisation's human resource philosophy has always been linked to the Toyota Way, in which continuous improvement and respect for people are key principles (Toyota Motor Corporation, n.d.-a).

2.0		Recruitment and Talent Management at PROTON

PROTON's recruitment and talent management initiative focuses greatly on nurturing Malaysian talents and building an ongoing supply chain of automotive industry professionals. This can be witnessed in its PROTON Young Talent (PYT) Programme. PYT is a fast-track development programme for high-potential young graduates, according to the official career information of the company. The programme is centered around onboarding, classroom training, job attachment, project coaching as well as the career development framework (PROTON, n.d.-b) covering the next five years. 

As a talent-management programme, PYT is structured, not just a traditional graduate recruitment programme. Young workers are introduced to various aspects of the organisation including manufacturing, engineering/technical, commercial and human resource. Project coaching is also provided for each participant during job attachments, providing opportunities for new employees to gain an understanding of the business and build up practical skills (PROTON, n.d.-b).  This is consistent with the wider definition of talent management that is provided by the Chartered Institute of Personnel and Development (CIPD) which defines talent management as the 'systematic attraction, identification, development, engagement, retention and deployment of employees who are valuable due to their potential or critical role' (CIPD, 2025). 

PROTON is also a university engagement to recruit. The Business Case Study Challenge allows the organisation to see students' analytical, innovative, problem-solving and teamwork skills. In 2024, there were almost 300 students competing from six Malaysian universities, and conditional entry into the PYT programme (PROTON, 2024) was possible.  This project was then expanded in the year 2025. According to PROTON, the second edition was carried out by 42 teams from 25 universities and resulted in 30 conditional PYT offers, showing the company is continuing to work closely with universities to look for high-potential candidates before they enter the labour market (PROTON, 2025a). 

The development of talent is crucial, especially as PROTON is evolving to fit new automotive advancements. According to the company the PYT programme had successfully recruited 311 Malaysian youths throughout 27 batches and offered exposure in advanced manufacturing, electric vehicles (PROTON, 2025b).  By the end of 2025 PROTON reported that some 400 young graduates had participated in the programme, which involved job rotations, mentoring, peer and performance reviews and hands on projects (PROTON, 2025a). 

PROTON's talent-management initiatives, therefore, reflect a focus on early identification of talent, career development and development of a local talent pipeline. This aligns with broader findings suggesting that embedding talent-management initiatives into organisational culture, employee development, and business strategy, rather than just recruitment efforts, can help improve the performance of these organisations (CIPD, 2025).









3.0		Training and Development at PROTON

Training and development are also another key aspect of PROTON's HR strategy. The presentation features joint efforts between PROTON and the Department of Manpower (Jabatan Tenaga Manusia or JTM) in the field of technical and vocational education and training (TVET). In 2024, five employees from PROTON were initially chosen for the modular training and the programme would be phased out to involve 600 employees. The modules include automotive technologies, computer and telecommunication technologies (PROTON, 2024a). This presentation displays the Red & Yellow & White Illustrative HR Management Development Program.This presentation is an example of an HR Management Development Program.

The programme illustrates the ability of PROTON to upskill and reskill to fill skills gaps in an industry that is undergoing a rapid technological change. The partnership offers access to JTM institutions, training and certification and helps in running a continuous supply of skilled employees and technicians within the PROTON ecosystem (PROTON, 2024a).  This is a key aspect that is of growing importance as automobile companies push their workers further from the traditional manufacturing process into the realm of technologies they don't normally have to master.

Furthermore, the recognition given for PROTON's HR practices is part of its wider fund investment of learning and development. In 2024, it was reported that the company has trained around 3,000 talents in the past five years and its learning and development programme and first time manager development programme (PROTON) have been recognised (2024b). 



Studies in the auto industry support the need for such training. The training and development of automotive employees is a key topic due to the changing requirements of the market and rapid technological advances (Saleh & Basri, 2024). They provide a systematic review which identifies training quality, training approaches, assessment, organisational requirements and resource allocation as important factors that impact training effectiveness.  In a similar way, a study was carried out in 2026 in Malaysia on the automotive manufacturing employees in Ipoh to determine the correlation between the training needs assessment, training design, training delivery, training evaluation and the performance of the employees and the results obtained a significant positive relationship between the training needs assessment, training design, training delivery, training evaluation and employee performance (Nagayah & Abd Rahim, 2026).Factory, a PROTON initiative (PROTON 2026b).  This shows you can learn about international exposure in the context of employee development.

This mirrors the CIPD (2025) position from a human resource point of view that learning and development should link to what the organisation currently and/or future needs in terms of its capability. Learning needs analysis should highlight any skills gaps between the current skills of the employees and those required in the future (CIPD, 2025).  The training strategy is becoming more attuned to the future needs for EVs, digital skills, and advanced manufacturing, as seen in the training focus on PROTON's EVs, its digital skills training, and its advanced manufacturing training.








4.0		Recruitment and Talent Management at Toyota

However, there are slight variations in the scope of the recruitment strategy that Toyota uses. Instead of emphasizing on recruitment of young Malaysian graduates, Toyota's global HR policy is a synergistic approach of graduate recruitment, mid-career recruitment and international development. The Integrated Report 2025 reveals that the number of mid-career hires rose to 48% in FY2025, signaling a drive for the Company to master new skills and knowledge.The number of mid-career hires rose to 48% in FY2025, as per Toyota's Integrated Report 2025, indicating a pursuit of new skills and knowledge. Meanwhile, Toyota is still hiring university, technical college and vocational school graduates and other educational institutions (Toyota Motor Corporation, 2025). 

With this approach, Toyota will be able to integrate new graduates with experienced workers. It is also getting more specialised with recruitment. According to Toyota Motor Corporation (2025) course-specific recruitment is used to identify students with clear career aspirations, and the company has boosted their recruitment of IT-related staff and overseas university graduates.  This is simply part of the general shift of the automotive industry from technical automotive knowledge to software, artificial intelligence, data and electrification.

The presentation also focuses on Toyota's preference for candidates with technical skills, the ability to solve problems, teamwork skills, and cultural compatibility within Malaysia. Toyota's Skills Contest 2025 presents a set of illustrations of Toyota's skills development and assessment program. The categories of this competition were technical diagnosis, maintenance and repair, customer relations, service advisory, parts and sales, said UMW Toyota Motor. It also employed written evaluations, challenges and simulations of how they interacted with customers to gauge staff capacities (UMW Toyota Motor, 2025). 

Toyota also has plans in place for future leaders' career development. Future leaders is the term used to refer to an Integrated Report that includes assignments and executive training in the global program that also includes regional succession committees (Toyota Motor Corp., 2025).  This establishes a succession plan, which enables talent management to go beyond hiring and include exposure and succession planning.


5.0		Training and Development at Toyota

Kaizen is strongly connected to training at Toyota. The Toyota Way says that two main principles are continuous improvement and respect for people; there are many other concepts such as challenge, Kaizen, Genchi Genbutsu, respect and teamwork (Toyota Motor Corporation, n.d.-a).  Consequently, training is not considered just a way to teach employees particular technical activities. It is also related to a philosophy of continuous problem identification, solution development and process improvement.

The presentation thus focuses on the training strategy Toyota is using for current employees and how close it is related to Kaizen. Staff are encouraged to recognise issues and develop their working practices to aid their work. This is backed up by the Toyota's Skills Contest that assesses employees in technical, service and customer-facing activities. The contest is based on “Customer First” and “Quality First” principles, and the participants are asked to showcase their technical expertise, problem-solving abilities, and customer service skills (UMW Toyota Motor, 2025). 

Toyota also has a solid technical education feeder program. The Toyota Technical Education Programme (T-TEP) is carried out in collaboration with technical and vocational institutions in Malaysia. The programme has trained over 7,000 students since 1991 at 25 partner institutions, according to UMW Toyota Motor (2025).  This shows a long-term strategy for nurturing automotive talent, before a person officially joins the organisation.

Toyota has a wide range of HRD infrastructure worldwide as well. It has a history of human resource development that has Toyota Institute, Global Production Center, Global Learning Center, and Toyota Learning Center, which encompass management development, technical skills, global operations and position-specific training (Toyota Motor Corporation, n.d.-b).  The current Integrated Report also connects career development and training with the goal of building human resources that will support Toyota’s mobility company (Toyota Motor Corporation, 2025) transformation.


6.0		Comparative Discussion

The comparison suggests that PROTON and Toyota are aware of the value of employees in their organisation's capability. Both organisations develop future leaders, career progression, technical development and recruitment. They both also have links with educational institutions, developing future car practitioners.

But there is a difference in the emphasis that the two organisations put on talent development. PROTON's philosophy is very focused on nurturing the young talents of the locals and creating a local talent pool to work for them. It has a structured pathway from education to employment through its PYT programme, university business competitions, TVET partnerships and activities for graduate development. The presentation thus highlights that PROTON is more geared towards nurturing the next generation of young Malaysian talents, to produce the next generation of Malaysian car workers. Illustrative HR Management Development Program Presentation - Red Yellow and White.pdf

     Toyota takes a global perspective. It brings together graduates and mid-career professionals to their recruitment portfolio and international assignments, leadership programmes and global succession planning to its career development. Concurrently, Toyota continues to have a long history of technical education system in Malaysia with T-TEP and technical competitions.

      It is also reflected in the approach to training. PROTON is highly committed to reskilling and building new skills for an ever-evolving automotive industry, such as EV-related and digital skills. The development is part of the Toyota philosophy of Kaizen, which is closely linked to the continuous improvement of operations, and the learning of the employees is closely linked to this. These strategies are not competitive; they can be used in conjunction. They are both continuous capability development activities, and focus on different priorities of the organisation.

     External environment backs up the importance of both approaches. According to World Economic Forum (2025) findings, the Future of Jobs Report 2025 indicates that 39% of core skills of the current workforce will be altered by 2030 and 85% of employers surveyed will focus on upskilling their workforce.  For automotive companies it is no longer a choice but an imperative to train and manage their employees with a system.






7.0		Conclusion

The example of the two companies PROTON and Toyota shows that the management of human resources in the automotive sector is becoming vital in the use of systematic recruitment, identification of talent, ongoing learning and development of individuals' careers. Both organisations have structured programmes for developing their employees and for building their future talent pipeline, but the approaches are different because of the different organisations.

A significant focus of PROTON is on the development of young Malaysian talent, university engagement, TVET development, reskilling and accelerated development via the PYT programme. Toyota's approach to graduate recruitment integrates with experienced mid career recruitment with a focus on continuous improvement, technical skills and global development and succession of leadership. Red Yellow and White – Illustrative HR Management Development Program Presentation.pdf

Finally, the case study demonstrates that recruitment and training need to be part of an organisations long-term strategy. In an automotive world that is increasingly electrified, digitalised and characterised by a dynamic skills environment, organisations need to continually invest in their human capital to ensure that they have the right skills available to support the transformation. As a whole, the findings of the PROTON and Toyota initiatives, as well as recent studies on automotive training, suggest that the processes of employee development have come to be linked with productivity, innovation, and operational capability and long-term organizational sustainability.
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