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Chief Sccretary to the Godernment

The issuance of circulars on administrative reforms in the Civil Service, particularly
the Development Administrative Circulars (DACs). proved to be one of the most
effective approaches towards admunistrative reform in the country. These circulars
have become an important communication channel for the Government to clarify
concepts, methods and rationalising the implementation of all the reform programmes
introduced. The circulars provide gudance to Gu\cmmcm agencies to ensure uniformity
and a structured approach in planning and these i

They also constitute the main source of reference to assist the agencies m :valuaung
their performance and to take the necessary follow- -up action as well as to continuously
improve upon their efforts. This is to ensure eff in the impl of
improvement efforts in the Civil Service.

All these circulars provide clear with in various
areas of reform efforts that are greatly emphasised in the Civil Service. The underlying

phy of the ad reform p isto blish good
4nd management principles as well as cunmbule to the assimilation of positive values
among all staff in the Civil Service. Undi ding and i the pi

and activities stpulated in cach circular will funh:r intensify the c"orls towards
the enculteration of a culture of excellence in the Civil Service.

Duc to the importance of these circulars, efforts have been taken to compile all
the circulars into a book. The first series was printed in June 1993. It contained
18 DACs, that 1s, 11 circulars issued in 1991; four (4) in 1992 and threc in 1993.
In that senies. one (1) Treasury Circular was included pertaining to the use of new
forms on the management of capital assets, inventories and office supplies which
is closely related to efforts aimed at hening financial

Since the i1ssuance of the last DAC, that is DAC No. 3 of 1993, there have been
three (3) new DACs; five (5) amendments to DACs and onc (1) Development
Admimistration Circular Letter. At the same time, four (4) General Circular Letters,
two (2) Treasury Circulars and one (1) Directive Letter from the Chicf Secretary
10 the G relevant to i ive reform efforts have also been issued.
All these circulars and the earlier issued circulars are now compiled and reprinted
in this second series

The compilauon of these circulars will provide a complete collection of circulars
on e reform pr in the Civil Service and can be used as the

vii



principal source of reference for all Government officers and staff. To increase the
understanding of the contents of the circulars. Government agencies should provide
opportunities for all officers and staff to attend the relevent courses Besides specific
traning programmes organised by INTAN and other tramming institutes. Government
agencies should also organise a continuous programme of internal traming. To assist
Government agencies in organising these training programmes, INTAN has preparcd
trauning packages with regard to the circulars and all agencies are urged to fully
utthse them

It1s hoped that the issuance of this compendium of circulars will assist Government
agencies o further strengthen their planning and implementation of the administrative
reform programmes and (o have a more streamlined and structured monitoring system
These efforts are of vital importance to speed up the achievement of the objective

towards creating a more efficient and effecuve Civil Servic

TAN SRI DATO’ SERI AHMAD SARJI BIN ABDUL HAMID
S

Chief Sccretary to the Government

11 July 1996
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OBJECTIVE

1. The objective of this circular is to provide guidelines to Government
Departments to upgrade the quality of telephone communication services in their
respective departments. The G 1 For The Impi Of The Quality Of
Services Rendered Through The Telephone is incorporated as an appendix to this
Circular.

BACKGROUND
2. The telephone communication system is an important frontline servi The
image of an organisation is dependent on the quality of telephone communication
services provided. Inefficiency in the provision of this service can lead to problems
such as transfer of information that is inaccurate, untimely and lacking in
clarity. In such a situation a department will not only be unable to meet customers’
bl in the I ion of functions

upon it

3. This guidebook is another of the Government's efforts to ensure that the public
is provided with quality services, particularly when communicating with
Government Departments through the telephone.

GUIDELINES FOR THE IMPROVEMENT OF THE QUALITY
OF SERVICES RENDERED THROUGH THE TELEPHONE

4. In addinon 1o quality telephone communication services, the guidebook also
spells out the role of Management in the improvement efforts. Among the efforts
that need to be given priority are the training of staff and the acquisition of good
telephone equipment. Through these efforts it is envisaged that the level of
understanding among staff will be increased and excellent service principles will
become a part of their work culture.

EFFECTIVE DATE
5. These guidelines must be implemented effective from the day of issue of this
circular.

“SERVICE TO THE NATION"

“LOVE OUR LANGUAGE"

Tan Sk Dato’ Sert Anmav Sarst siv Aspur Hasup
Chief Secretary to the Government of Malaysia
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A. OBJECTIVE

This guidebook outlines a four-: smgc nppmach to enhance the quality of services
rendered by all those involved in This guid not
only provides gui to the teleph whose main function is to receive
and attend to telephone calls but also to all staff and officers in an organisation
namely, personal assistants, chief clerks and officers involved in receiving telephone
calls. The four stages contained in this guidebook are:

Stage One  —  Preparation

Stage Two  — Receiving The Call
Stage Three — Handling The Call
Stage Four — Terminating The Call

2. The practices and checklists for the fnur stages contained in this guidebook are
aimed at pr ng guidelines for the tel on the ion needed
prior to commencing duty and the handling of lclcphnn: calls hy the concerned

parties.,

3. By adhering to and practicing all the steps and actions contained in this
guidebook it is envisaged that the quality of telephone communication services
provided by officers and staff will be improved and the level of customer satisfaction
enhanced.

B. QUALITY TELEPHONE COMMUNICATION SERVICES

4. The telephone is an important modern communication equipment. This
equipment, if handled well, will be able to help in establishing and maintaining
good rel with while enhancing the image of the organisation
in the eyes of the public.

5. A quality telephone communication service comprises of the following features:
(a) A Telephone System that facilitates communication;

(b) Quality services rendered through the telephone;

(c) Knowledgeabl 1 personal i and officers.

A Telephone System That Facilitates Communication

6. A telephone system that facili ication should be i with
modern features and capabilities such as:
(i) Call sequencing.

(ii) Re-routing of calls, normally directed to the operator, to a specified
extension if the number of incoming calls exceeds 3, the operator is not
at the switch board or after office hours.

(1ii) Important extensions can function as direct lincs to be able to receive
incoming calls without having to go through the telephone operator.

(iv) Playing of music or a recorded message when a call is on hold awaiting
connection to a particular extension.




(v) Playback of a recorded message if call is unattended to after a specified
period, for example “I am sorry but the lines are still busy. You will be
attended to shortly™.

(vi) 1 ption of an ion by the operator in the case of an
important in-coming call.

(vii) Ability to function during u power failure. In such a situation specified
extensions will automatically be able to function as direct lines.

(viii) Automatic transfer of in-coming calls from a busy switch board to a
specified extension.

Quality Services Rendered Through The Telephone
7. Quality telephone communication services can be rendered by adhering 1o the
following good practices:
(i) Serving the customer in a friendly, polite and responsible manner.
(ii) Adopting good speech practices when handling a call, such as:
* A moderate voice that is neither too loud nor 100 soft.
* Proper p to ease ication.
* A friendly voice to put the caller at ease.

* A low and attractive voice to give a good impression of one’s
personality.

(iii) Smile while speaking.
(iv) Avoid sounding bored and tired while attending to a telephone call.
(v) Do not allow your emotions to influence your work.

(vi) Always remember the names of frequent callers and address then by name
when attending to their calls.

(vii) Do not allow the caller to wait for a long time without giving an
explanation for the delay.

(viii) Always apologise if a caller has to wait for a long time.
(ix) Be ready to help without being asked.

(x) Officers and staff must always be ready to take messages if the officers
contacted are not available.

Knowledgeable Telephone Operators, Personal Assistants and Officers

8. All those involved in the handling of telephone services must be equipped with
sufficient knowledge about their organisation. Among the factors that must be given
due consideration are:

(i) Equipping one's self with updated i ion about the or

(ii) Reading all relevant materials and icati about the

(i) Ensuring that one is knowledgeable on all matters stipulated as important
by management. Only then can one provide information about one's
organisation in a professional manner.



9. A telephone system that y the

adoption of the above practices, will ensure that the quality of services rendered
through the P will be ded to a level of 11,

10. There are various types of teleph icati adopted by
Government Departments. The four most common ones are as follows:

Type 1

[;] Caller

;l Telephone Operator

D Receipient of call

LT_] Personal Assistant

Receipient Of Call (for calls received through a direct line)

—
w

ype

|;] Caller
[;] Telephone Operator

|:| Personal Assistant
Type 4
Caller

\:] Receipient of call (for calls received through a direct line that is
not manned by a personnal assistant)

11, Itis imp that quality is
types of telephone communication.

at each of the stages in all the above



1. PREPARATION

« Ensure the following are
available

— Telephone Directory;

— List of telephone numbers
of officers and Government
Departments;

— Message Forms at the
Telephone Operator’s place.

+ Ensure the switch board is
always attended to.

4. TERMINATING 2. RECEIVING THE

THE CALL CALL
QUALITY
+ Tegminate the call TELEPHONE + Receive the call
wﬁ;ncounc()usy, SERVICES immediately.

Answer the call with
a suitable response.

+ Do not terminate a
call abrupty.

3. HANDLING THE CALL

Give correct information.
Transfer the call to the correct
extension efficiently.

Take messages accurately.

Do not leave a caller waiting
without giving a reason.

Be courteous to customers

FOUR STAGE APPROACH



C. FOUR STAGE APPROACH

Stage 1—Preparation

12. The preparatory stage is meant specifi lly for the p P The
objective of this stage is to remind the telephone operators of the actions that have
1o be taken before they start work. Among these are:

(a) Being at the switch board five minutes before office hours.
(b) Ensuring that the switch board is in working condition.
(c

Ensuring that an updated telephone directory and a list of the following
telephone numbers are at hand at all times:

(i) All officers and staff of the department according to divisions/
functions/projects to facilitate the transfer of calls. This list is to be
updated whenever changes occur.

(ii) Dep: that are ly d

(iii) Police Department, Fire Department, Hospital and Building
Management.

(iv) Suppliers of equipment used in the department.

(d) Ensuring that documents on the profile of the organisation are always at
hand for easy reference.

(e

Ensuring that message slips and pens to take messages for officers/staff
are in sufficient quantity (samples of the message slips are shown in
page 6).

(f) Ensuring that the arca surrounding the switch board is clean and tidy.

(g) Ensuring.that a register to record staff movement is always at hand, if the
telephone operator mans the reception counter as well.

(h) Informing the administrative officer if there is a need to leave the switch
board.

i) Ensuring that there is a replacement before leaving the switch board.

Stage 2—Receiving the call

13. This stage involves all parties involved in receiving telephone calls, that is
the p p personal assi and officers. It begins when the caller
comes in contact with the recepient of his call. This stage is very important because
it represents the first contact between an organisation and its customer. A good
impression can enhance the *s perception of the isation. The objective
at this stage is to provide guidelines to all parties involved on good telephone
ctiquette when attending to calls from customers. These include:

(a) Answering a call immediately, that is, before the second ring or at least
before the third ring.

(b) Holding the P receiver ly 1'/2 inches away from the

mouth when answering a call so that the voice can be heard clearly by
the caller.




SAMPLE OF A MESSAGE SLIP

SAMPLE 1

MAMPU MESSAGE ﬂ

Maiesion Asmnavaove
v

s U
PRIME MINSTER'S DEPARTMENT

FOR MR/MISS

TIME:

[ WHILE YOU WERE OUT |

AMPM

O calies
[rmiss: 1l (O weguairiiominca
[Frowm ] O wi can again
[Tec o ] O Retum can
OTHER TES:
RECEIVED BY,

SAMPLE 2

{ MAMPU ) s lnsguras rareig o
ext

PRIME MNSTER'S DEPARTM

ﬂ MESSAGE

FOR MA/MISS

[ WHILE YOU WERE OUT
OATE: [ ] TmMe:

MR/MISS:
i
e

O cated [ wi cail again
[ Request to return call [ Return call

OTHER MESSAGES/NOTES: 1
RECEIVED BY:




(c) Answering cach call with a greeting followed by the name of the
organisation, name of the office or one's own name in a pleasant and
polite voice. The following are some examples of how to attend to
telephone calls:

Telephone Operators
A greeting followed by the name of the organisation for example:
“Good morning, Ministry of Public Enterprises”

Personal Assistants

A greeting followed by the name of the department or the designation
of your officer.

Example:

“Good morning, Director General's office, Personal Assistant speaking™
or

“Good morning, Dr. Azman's Office™

For Officers

A greeting followed by the designation or the name of the individual.
Example:

“Good morning, chief clerk speaking”

or

“Good morning, Mazlan speaking”

Stage 3—Handling The Call

14, As in the reception stage, the stage of handling of calls also involves the

personal assi and officers. This is the stage at which all
those involved in the handling of teleph calls begin to provide services to the
customer. As such, it is important that the services are provided in a courteous
manner and able to meet the needs of the customer. The objective at this stage is
to provide guidelines to all those involved on proper practices in the handling of
telephone calls. Among these are:

Telephone Operators

(a) If the caller wishes to obtain general i ion about the
provide this information to the best of your knowledge.

(b) If the caller wishes to obtain further information, inform the caller the name
of the officer responsible.

(c) If the officer responsible is available, transfer the call. When transferring the
call the following factors should be given consideration:
(i) Inform the caller as to whom the call is being transferred to.
(ii) Transfer the call to the officer concerned immediately.
(d,

If the officer responsible is not in the office or his extension is busy, take
a message, if it is simple. In the case of a complicated message, transfer
the call to a specified officer (for example, the chief clerk or clerk in the

7



division) to attend to the call or to take a message. All messages can be
recorded on the message slip (Examples given in page 6). When taking a
message the following factors should be taken into account:

(i) Spell correctly the name of the officer for whom the message is given
and the name of the caller.

(i1) Record correctly the telephone number of the caller and the date and
time of the call.

(1) Take down the message correctly.
(iv) Repeat the message taken to the caller to ensure accuracy.

(e) Avoid transferring calls from one officer to another without ascertaining
correctly the officer to whom the call should be directed, thus making the
caller wait for long before being able to speak to the officer concerned.

(f) If the caller has to wait for more than | minute, enquire if he wants to
continue waiting.

(g) If the caller chooses to wait, inform him from time to time that the call
cannot be transferred as yet.

(k) If the caller wants to leave a message, use a message slip to take the message.
(i) Transfer the call as soon as the officer concerned ends his carlier call.

(j) Pass the message slip to the officer concerned as soon as possible.

Personal Assistants

(a) If the caller only wants certain specific ion, provide the i
accurately.
(b) If the caller wants to speak to your officer, the following factors should be
taken into account:
(1) Ensure that your officer is able to take the call. If he is not able, give
the caller an explanation as to why he cannot take the call.
The following is an example of a suitable explanation:
“Dr. Amir is having a discussion with his officer. May I have your
name and telephone number so that Dr. Azmir can return your call.”

(ii) If the call can be transferred to your officer, a suitable expression will
be as follows:
“Hold on please, I'll put you through™

(c) If the caller wants 1o leave a message, record the message on a message slip.
Hand the message to your officer as soon as possible.

Officers

(a) If the caller wants detailed information on a particular subject, provide
assistance to the best of your ability.
(b) If lable is insuffici take the following actions:

(i) Request the officer who has the information to continue with the
explanation.




(ii) If the detailed information requested for needs further explanation,
inform the caller that the information will be provided to him later.

(iii) Get the personal pam:ulm of lhe caller so as to bc able 10 be
contacted later after the i

(¢) Do not allow the caller to wait for more than | minute without any
explanation.

(d) 1f the caller wants to speak to an officer who is not available in the office,
take a message (if any) using a message slip.

15. The following are examples of courteous phrases that can be used when
handling telephone calls:

(i) “Dr. Hamid is not in the office. May I let him know who called?”
(ii) “Dr. Musa isn't in the office at the moment. May I take a message for
him?™

(iii) "Mr. Aziz just left the office. May 1 let him know who called so that he
can return your call?”

(iv) “Mr. Idris is on leave till next Saturday. May 1 help you?"

v) “Mr. Mazlan has requested me to inform you that he will not be able to
attend the meeting this moming”™

16. The following are examples of phrases that should be avoided when handling
telephone calls:
) “He is not in office yet.”
(b) “He has gone back™
(c) “Bye-bye™
(d) “He is having a drink™
(e) “What is your name?”
(f) “Can you repeat that, I did not get the message just now™
(g) “How do you spell that?”
(h) “Who 1s calling™
) “Wait”
) “He did not inform me where he was going™
) I do not know where he has gone. | am not his keeper”
) “Speak quickly, 1 am busy now™
(m) “Do you know what I mean™

Stage 4—Terminating A Call

17. This stage involves the teleph: personal assi. and officers.
It begins after service has been rendered and the call has to be terminated. The
objective at this stage is to outline the best manner in which to terminate a telephone
call as any good relations built-up during a telephone conversation can be reversed
if the call is not terminated in a proper manner.

9



18. The ing are some practi on the ination of calls:

(a) Terminate a call in a courtcous manner and not abruptly. This gives the
impression to your callers that you enjoy attending to their calls.

(b) Terminate each call with an appropriate greeting. For example:
“Thank you and please contact us again if you have any problems”

D. ON GOING EFFORTS TO IMPROVE THE QUALITY OF TELEPHONE
COMMUNICATION SERVICES

19. To ensure that the qualuy of services rendered through the telephone are

y p! should be carried out. These cfforts
include:
(a) The provision of modern telephone cquipment that facilitates
Good with all the necessary features
will enable all parties involved in carrying out their duties efficiently and
effectively.
(b) The provision of training for in the following areas:

(i) handling of telephone equipment
(ii) handling of services rendered through the telephone

(c) Providing with i ion on the duties, functions
and structure of the organisation to enable them to transfer calls accurately
» and effectively and to enable them to provide customers with accurate and

up-to-date information.

R

(d) Creating a system for the ing of staff if the
operator is also the receptionist seated at the entrance. The information
on staff movement will enable the telephone operator to ascertain whether
or not an officer/staff is in the office.

E. CONCLUSION

20. C ication through the tel is one of the main forms of our daily

i The key to ing ties between a customer and members of
an organisation lies in the provision of services that arc able to satisfy their needs.
The creation of a quality telephone service can only be realised through joint and
continuous efforts from all those concerned.

21. Itis the Government's desire to provide quality services to the public. In line
with this desire it is timely that Government Departments increase their awareness
and put into practice all the features of a quality telephone service. These practices
should not only be adopted when h:mdhng calh from customers who are courteous
but on the contrary will be further app when handling calls from
customers who are discourteous.

22. This aspect if given consideration and priority will bring about the following
benefits:

(a) The image of Government Departments will be enhanced.
(b) Customers will be happy and satisfied with the services received.

10



(c) Ei ive flow and ling of i
(d) Creation of a good working environment.

23. Telephone services may be regarded as a trivial matter. However this service,
if able to meet customers needs, will create a good impression of the organisation.
On the other hand, if the telephone services provided are of poor quality, it can
tarnish the image of the organisation in the eyes of the public. All these efforts
towards improving the quality of services provi through the h
yet another step towards realising the excellent work culture.
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OBJECTIVE

The objective of this Circular is to provide guidelines to assist the and
the iats of G i in undertaking their ibilities
cfficiently and effectively. The Guideli on the M: of i and

Government Committees is attached as an appendix to this Circular.

BACKGROUND

2. From time to time, the G i various i to
specific responsibilities. Basically, the roles of these committees are:

(i) to plan for the implementation of specific Government policies or

programmes;
(ii) to seek advice from relevant authorities who have the expertise and
peri on specific subj ters; and
(iii) to coordinate and integrate various eﬂom undertaken by the Govemmen(
agcncles SO as to ensure a and i
3. A secretariat p]ays a Cl'\.lCIlI role in assisting each c i in p ing its
roles. The is for i sending oul notices of

meetings and for pr:pmng the minutes of meetings. It is also responsible for
establishing a monitoring system to ensure that follow-up and follow-through actions
are taken on the decisions made by the committee.

GUIDELINES ON THE MANAGEMENT OF MEETINGS AND
GOVERNMENT COMMITTEES

4. The publication of these Guidelines is to provide an outline of actions and work
norms that should be adhered to in order to ensure the effective management of
i and G

EFFECTIVE DATE

5. These Guidelines are effective from the date of issuance of this Circular.

TaN Sri DATO" SERI AHMAD SARI BIN ABDUL HAMID,
Chief Secretary To The Government
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CONTENTS
Title
A. OBJECTIVE
B. BACKGROUND

G RESPONSIBILI’ITIES OF THE SECRETARIAT

(a) Pre-Meeting Activities

(i) Deciding On The Agenda, Date, Time and Venue of
Meeting

(i) Reserving the Venue
(iii) Ensuring That Working Papers From Ministry/
Dep gency for Di ion Are Ready
(iv) Despatching Notice of Meeting
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A. OBJECTIVE

The objective of these Guldellnex is to assist the management and the secretariats
in king their resp efficiently and

effecuvely.

B. BACKGROUND

2. The Govemmem sets up various comrmuees from time to time to undertake
specific resp y, these are ible for planning
the i ion of specific G policies and p seeking advice
from relevant authoritics who have the expertise and the experience on specific
subject matters; co-ordinating and integrating efforts by the various Government
agencies in implementing programmes so as to ensure a harmonious and integrated
approach; and resolving the issues and problems that arise during implementation.

3. Committees conduct meetings from time to time. Every meeting has a npeciﬁc
objective. The agenda and the schedule of the meeting must be well-planned in
order to ensure that the m:cung is ccnducled ef[ecuvely A meclmg that is well-
planned and well d will

4. The secretariat plays a crucial role in assisting the i in perfc

i ively. The iat is with specific duties |nclndmg
planning and arranging meetings, sending out notice of meetings. and pmpnnng
minutes of meetings. In addition, the secretariat is also responsible for sellmg up
a monitoring system to ensure foll p and foll hrough action on deci
taken by the committee.

C. RESPONSIBILITIES OF THE SECRETARIAT

5. The responsibilities of the iat can be divided into three stages, i.c.:
—  Pre-Meeting Activities
—  Activities During A Meeting
—  Post Meeting Activities

(a) Pre-Meeting Activities

(i) Deciding On The Agenda, Date, Time and Venue of Meeting

The secretariat should consult the Chairman of the Committee in
deciding on the agenda, date, time and venue of a meeting. The
Chairman and the secretariat are expected to plan the time allocated
for each item in the agenda.

(ii) Reserving the Venue

Thc rcscrvauons nf the venue should be done in writing. The
should be incorp and forwarded to the
ofﬁc:r m charge of reservations, i.c.:

— the name of the committee;
—  the name of the committee’s Chairman;



(iii)

(iv)

—  the name of the committee’s Secretary;

—  the date of the meeting and the time of commencement and
expected time of completion of meeting;

—  the number of members attending the meeting;
—  the equipment required in the meeting room; and

— the refreshments required.

Ensuring that Working Papers from the Ministry/Depariment/Agency
for discussion are ready

The secretariat must ensure that the working papers prepared by the
Ministry/Department/Agency to be tabled at a meeting are received
at least 15 days before the date of the meeting. The secretariat is
also required to inform the Ministry/Department/Agency responsible
to prepare the following:

— the required number of copies of the working papers
—  an executive summary if the working paper cxceeds 15 pages

Despatching Notice of Meeting
The secretariat has to ensure that the committee members receive
notice of meeting at least 10 days before the date of the meeting.
This time frame is a suitable norm for the receipt of notice of a
meeting.
The notice of the meeting should contain the following infor iation:
—  the name of the committee
—  the date and venue of the meeting

— time of and

P d time of p
—  the agenda of the meeting
—  the name of the Chairman

—  the type of attire

The agenda should be listed in the following order:
—  Opening Address of the Chairman
—  Confirmation of the Minutes of the Last Meeting
—  Matters Arising
—  Presentation of Working Papers
—  Other Matters
—  Closing Remarks by the Chairman
The secretariat has to specify whether or not an invited member may

send a representative to attend the meeting. If a representative is
attending the meeting, his or her designation should be stated.

IS}



(v Ensuring All Facilities in the Meeting Room are ready for use

The secretariat must ensure that the meeting room is prepared as per
requirements. This is to ensure that the following aspects:
— the meeting room is clean and tidy.

—  the seating have been provis for, and if
necessary, the name plates of the Chairman and the members
have been prepared and placed accordingly.

— the microphones are available and in working order.
—  the stationery are placed on the tables.

— the
needed.

proj and other equi; are avai if
— order for refreshments is reconfirmed.

The secretariat must ensure that all the items above are ready at least
one hour before the commencement of the meeting.

(vi) Confirming The Attendance of Memb,

In all i i the iat is required to contact
members and confirm their attendance. The list of attendance must
be ready at least 2 days before the meeting.

(vii) Pre-Meeting Discussion

The secretariat must have a pre-meeting discussion with the
Chairman to review the feedback received and determine the actions
necessary to resolve problems that have arisen. The suitable work
norm for this discussion is at least 2 days before the meeting.

(viii) Informing Members .on the required Etiquette

— the proper manner in which to address the Chairman at the
meeting.

— the need for punctuality.

— the need to inform the Chai y if the
intend to leave the meeting early.

(b) Activities During the Meeting
(i) Recording Minutes of Meeting
The minute should include the following:
—  the list of attendance
— the important issues discussed
—  the decisions taken

—  the follow-up actions to be taken by the respective ministry/
department



(c) Post Meeting Activities
(i) Preparing the Minutes

The draft of the minutes should be submitted to the Chairman for
approval not later than 3 days after the meeting.

The approved minutes should be forwarded to the members not later
than one week after the meeting.

(ii) The Format of the Minutes
The format of the minutes should be arranged according to the
agenda. An example of this format is shown in Appendix A.

(iii) Recording The List of Attendance
The list of attendance should be recorded in order of seniority.

(iv) Recording of Discussions
The minutes on the d|scussmns should be prcmse clear and accurate.

Each issue d should be d by a notation whether
follow-up action is required or whether the record is for information
only.

Example:

(content of the minutes)

Action:  (Name of agency)
or
(content of minutes)

Action:  For information only

(v) Monitoring The Feedback on the Implementation of Decisions

Members of the committee or any other authority given the
responsibility to undertake the necessary action on the decision of
the meeting, are requnrcd to submit feedback to the secretariat. The
secretarial, in turn, is responsible for monitoring the implementation
of the decisions of that meeting. As such, it is important that a
record is kept to monitor the back on the i of
important decisions of the meeting (sce Appendix B) The record for
monitoring the feedback should contain the following information:

Reference Number

Each item recorded in the feedback record should be arranged in
series.

Reference of Minutes

Indicate cross-reference to the minutes of the meeting, as well as
the relevant paragraph.

Item

The title of each item should been recorded in the minutes of the
meeting.



(vi)

Date of Despatch

The date the minutes of the meeting were sent to the ministry/
department.

Ministry/Department
Name of ministry/department required to submit feedback.
Expected Date of Feedback

The date that the secretariat expects to receive the feedback.
Actual Date of Feedback

The actual date the iat receives the

Date of Presentation of Feedback
The date that the feedback is presented to the meeting

Status

State whether action has been taken or if further follow-up action
is required.

To ensure that the secretariat receives the feedback as required, the
Chmmmn must, from time to time, cmphauze the nced for the

to be p d and as per the scheduled time.
A suitable norm for the receipt of feedback is not later than one
week before the meeting.

Preparing the Feedback Report by the Secretariat

The (ced\mck received by lhe secretariat must be distributed to the

for their The dback should be d
according to the topics in the minutes. To further facilitate members
to make decisions, the secretariat is required to prepared a summary
and analysis of the feedback received.

The secretariat should preparc a feedback report for each of the
decisions of the meeting using the following format.

Extract of the Decision

Rep the decisions made as

in the minutes.

Summary and Analysis From the Secretariat

The secretariat should prepare a summary and analysis on the
feedback and the status of implementation of the decisions of the
meeting.

Feedback from the Ministries/Departments

The feedback received from the ministries/departments on the
implementation of each decision of the meeting should be attached
to the Report. The should be d to
topics by the respective Ministry/department.

5



List of Ministries/Departments that have not provided Feedback

This list should be attached to the Feedback Report by the
Secretariat.

(vii) Determining the Format for obtaining Feedback from the Ministry/
Dtparlmenl
ey 1 ing the d
of a meeting should farwurd their f:cdback to the secretariat based
on the format given below:

Extract of the Decision

Reproduce the decision as recorded in the minutes of the meeting.

The Current Status

Describe actions taken to implement the decision.

The Stages of Implementation/Achievements

Compare the status of actual implementation/achievements with
the implementation plans.

Problems of Implementation

State the problems encountered, if any, that hinder the
achievement of the objectives of the decision of the meeting.
Recommended Solutions

Explain lhc recommendations of lhc Ministry/department for
ove g the p

(viil) Preparing the Feedback Reports By the Respective Ministry!

Department

ln situations where the decision requires feedback on the
ion of the p that involve all agencies in the

Public Service, the responsibility for preparing the report

should be given to the e for inating or
implementing the programme. Feedback received by the secretariat
should be handed over to the relevant department for analysis and

ion of the feedback report. The dep should
prepare the feedback report within two weeks.

D. CONCLUSION

6. These Guidelines stipulate the mini norms governing important aspects in

i ings of g i It is hoped that these Guidelines are
able to ensure the effectiveness of secretariats in performing their role in assisting
commiltees to carry out their responsibilities.




APPENDIX A

FORMAT OF MINUTES OF MEETING

MINUTES OF
(State title of

No .....
(State the serial number of meeting and year)

Date:
Time:

Venue:

ATTENDANCE

(List down names of members in order of seniority beginning with the name of the
Chairman.)

ATTENDANCE BY INVITATION

(List down in order of seniority, the names of officers who are not members, but
have been invited to the meeting.)

SECRETARIAT

(List down in order of seniority, the officers in the secretariat attending the meeting.)

I. OPENING ADDRESS OF THE CHAIRMAN

This consists the important issues highlighted by the Chairman. These items are
not those discussed under “Matters Arising”, or “Discussion of Working Papers™
or those raised at the end of the meeting.

II. CONFIRMATION OF MINUTES OF MEETING

2. Confirm the minutes of the previous meeting either by adopting the minutes
with or without State the d if there arc any.

1. MATTERS ARISING

3. Record all discussion on matters arising from the previous meeting.

4. The main topics on matters arising are to be recorded. For easy reference, the
pages and the paragraphs of the minutes of the previous meeting should be recorded.

5. If matters arising require further action, indicate the agency or officer directed
to take the necessary action.




IV. DISCUSSION ON WORKING PAPERS

6. In certain meetings, working papers are presented and discussed. Items to be
recorded under this section are:

(a) Title of the working papers;

(b) Agency which prepared the working paper;
(c) The main objective of the paper;

(d) The main issues raised in the paper;

(e) V of the on issues raised; and
(f) Decisions made during the meeting on the issues raised as well as the
follow-up actions required.
V. OTHER MATTERS
7. This section records other matters discussed in the meeting not included in the
agenda.
VI. CONCLUSION
8. This section records the following:
(a) The time the meeting was adjourned;
(b) The note of thanks from the Chairman; and
(¢) The notice of date of the next meeting, if decided.

SECRETARIAT

(State the name of agency/division/unit responsible for organising the meeting)

DATE

(State the date when the minutes of the meeting was prepared.)



AN EXAMPLE OF A SPECIAL RECORD RECOMMENDED FOR MONITORING
THE FEEDBACK/IMPLEMENTATION OF DECISIONS MADE AT MEETINGS

ArpenDIX B

Reference

Reference of
Minutes

ltem

Date of
Despatch

Ministry/
Department

Feedback

Expected
Date

Date
Received

Date
Tabled

Status
(Completed/
Pending)
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1. OBJECTIVE

1. The objective of this circular is to inform Government agencies regarding the
system for awarding the Public Service Innovation Award to agencies and members
of the Public Service who have in the service.

1I. DEFINITION OF INNOVATION

2. Government agencies are required to introduce innovations or new ideas in all
aspects of work to produce qullty scrvnccx Thcsc changes can be made in various
forms such as the i of new orp changes which can
lead to savings in energy, time and cost which in turn leld to increased work output.

1II. CATEGORIES OF WINNERS OF THE INNOVATION AWARD

3. The Government has decided to give recognition to the results arising out of
innovation in the Public Service. Awards will be given in the following three
categories:

(a) An agency; or
(b) A division or unit within an agency; or

(c) An mdmdunl employee of an agency, who has becn directly involved in
and i of an

IV. FORM OF AWARD

4. The winners of the Public Service Innovation Award will receive:
(a) A cash award of $5,000, if the winner is an agency, division or unit; and
$1,000 for individual winners; ani

(b) An appropriate plaque or trophy with the words “Anugerah Inovasi
Perkhidmatan Awam Tahun ..", (Public Service Innovation Award
For The Year

wee)

5. Details of the innovation as well as its benefits will be publicised in the
“KHIDMAT™ (SERVICE) magazine.

VI. EVALUATION CRITERIA FOR A CHANGE TO BE RECOGNISED
AS AN INNOVATION

6. The criteria which will be used in evaluating the benefits that accrue from a
change or innovation are as follows:

(a) Reduction in operation costs

The aspect that will be evaluated under this criteria is the extent to which
the implementation of a change or innovation has reduced the operation
cost of the agency concerned. For example, with the replacement of
numerous forms in use to just one or two forms only, an agency will be
able to reduce its operational cost.




(b) Time-Saving

Under this cnlena. me extent to which a change is able to reduce the time
taken in un jion will be For example. m:
establishment of the Ccnm: of in the y

Development Authority has reduced the time taken for the processmg of
applications for manufacturing licences. The introduction of micro-
computers in post offices has reduced the average waiting time for the
payment of bills.

(c) Increase in Work Output

Under this criteria, the extent to which a change has contributed to
increased work output wnll be evaluated. Far example, by making changes

to the p Ived in the i of ial vehicles, the
Road Tm\sporl Department is able to inspect more commercial vehicles
in a day.

(d) Increased Customer Satisfaction

The aspect to be evaluated under this criteria is the extent to which the
change has contributed to an increase in customer satisfaction.

VII. IMPLEMENTATION METHOD

7. The laysian Admini A ization and M: Planning Unit
(MAMPU) will act as the Secretariat for The Public Service Innovation Award.
Ministries and Departments are requested to forward reports on any innovation to
the Secretariat for action. The reports submitted should include three aspects, as
follows:

(a) The situation before the imp ion of the i ion;

(b) The innovation itself; and
(¢) The benefits obtained as a result of the impl ion of the i

8. A Visit Team with membership comprising of representatives from the Central
Agencies will visit the agency concerned and confirm that the innovation has been
implemented and benefits have been realised. The Panel on Administration
Improvements To The Civil Service will cunsnder the repons forwarded by the Visit
Teams and decide on whether the i d by the itting agency
qualifies for the Public Service Innovation Award.

VIII. EFFECTIVE DATE

9. The Public Service Innovation Awards will be implemented from this year

onwards.

TAN Sri DATO" SErI AHMAD SARII BIN ABDUL HaMID
Chief Secretary To The Government
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OBJECTIVE

1. This Circular aims at assisting Heads of D
“for quality imp: in their ive agencies. The Guidelines On

For Quality Improvement In The Public Service arc as in the Appendix to this
Circular.

BACKGROUND

2. Since the launching of the Excellem Work Cullur: Movement on 27 November
1989, the Gi has i various ities for further improving quality
in the public sector, among which was the launching of the Manual On Quality
Management and Improvement I, The Public Service on 25 June 1990. This Manual,
gives emphasis, among other aspects, on the use of a Model For the Quality

Improvement Process to impl quality imp: efforts.
agencies are also required to blish i or i to
manage and monitor the impl of quality p The for

Quality and Productivity Management consists of a Steering Committee On Quality
and Producuvuy Task Force on Quality and Productivity as well as Work Teams
and the of a Quality C i It is also the responsibility of every
agency to ) formulate their own respective Quality Policy which is to be disseminated
to all members, choosc one or more for the i ion of quality
management and improvement efforts and prepare a Quality Manual for the
or

3 To further reinforce the efforts introduced thus far and to assist Heads of
in quality the G has i d
seven addi 1 p to be impl. d by every G agency.

GUIDELINES ON STRATEGIES FOR QUALITY IMPROVEMENT

4 These Guidelines outline seven quality improvement programmes to be

ese P are:

Programme 1 : Q Suggestion System
Programme 2 : Q Process System
Programme 3 : Q Inspection System
Programme 4 : Q Slogans
Programme 5 : Q Day

Programme 6 : Q Feedback System
Pre 7: Q ion System

5. Through these programmes, it is expected that the quality of the services/output
of Government agencies and the Public Service as a whole will be further improved.

TAN Sri DATO’ SERI AHMAD SARJl BIN AspuL Hamip
Chief Secretary to the Government of Malaysia

iii




(Appendix to Development
Administration Circular
No. 4 of 1991)

STRATEGIES FOR QUALITY
IMPROVEMENT IN THE PUBLIC
SERVICE




1L

CONTENTS

OBJECTIVE

THE EXCELLENT WORK CULTURE MOVEMENT
AND QUALITY IMPROVEMENT ACTIVITIES

ADDITIONAL STRATEGIES FOR QUALITY
IMPROVEMENT

PROGRAMME 1
Q Suggestion System

PROGRAMME 2
Q Process System

PROGRAMME 3
Q Inspection System

PROGRAMME 4

Q Slogan
PROGRAMME 5§

Q Day

PROGRAMME 6

Q Feedback System

PROGRAMME 7
Q Information System

Page

23

31

34

36

45



GUIDELINES ON STRATEGIES FOR QUALITY
IMPROVEMENT IN THE PUBLIC SERVICE

1. OBJECTIVE
1. The objective of these Guidelines is to assist Heads of Government agencies

in an P seven addi quality impi
for quality management within their respective agencies.

prog

2. These Guidelines outline two major areas, namely:

(i) The Excellent Work Culture and quality imp!
which have been and are being implemented; and

(ii) Seven itional quality impi

prog!

1L THE EXCELLENT WORK CULTURE MOVEMENT AND QUALITY
IMPROVEMENT ACTIVITIES

3. To establish a quality work culture amongst the ranks of workers, various
ivities should be imp! d to improve quality in the public sector. These
activities are as follows:

(i) The Prime Minister's Quality Award

The Government has established the Prime Minister’s Quality Award as
a mark of appreciation to an agency which has shown excellent
performance within the year. The Award will be presented on 9th
November every year in conjunction with World Quality Day.

(ii) Manual On Quality Management and Improvement In The Public Service

This manual is a basic reference for Government agencies in their efforts
to produce quality services and outputs. Guided by these, Ministrics and
Departments are required to produce their respective manuals on Quality
Management and Improvement.

(iii) Training Workshops

Several Quality N and Impi kshops have been held
for the Quality and Productivity Coordinators and their Task Force
b After ding the h the Quality C i and

their respective Task Force Members are required to undertake quality
improvement efforts within their agencies. In addition, they need to train
and educate their subordinate officers and staff on quality management.

(iv) Talks and Discussions

Talks and discussions on quality management and improvement in the
Public Service should be held aimed at increasing the awarcness of
agencies with regards to quality management.




(v)

(vi)

(vii)

Video Tapes on Quality

Two tapes on quality management have been produced and are being used
as training material for the Quality Management Workshops. These tapes
are entitled “Ke Arah Perkhidmatan Awam yang Produktif” (Towards A
Productive Public Service) and “Pengurusan Produktiviti Dan Kualiti Yang

" (Effective Productivity And Quality Management).
Announcements Over Television
To increase and quality i amongst the public at
large, three sp were over television. These

announcements arc entitled:

(i) Kualiti—M hi Kehendak Pe (Quality—Conf to
Customer Requirements)

(ii) Kualiti Melalui Pencegahan (Quality Through Prevention)

(iii) Kos Tidak M hi Kehendak Pelanggan (Cost Of Non-
Conformance To Customer Requirements)

Series Of Guidelines On Quality Management

As part of the efforts to increase awareness and knowledge on quality as
well as to indicate practical ways for more cffective quality and
productivity management, a series of Guidelines on Productivity

have been prod: These Guidelines have been circulated
o all Secretaries- Gcneml of Ministries and Heads of Federal Departments.

4. The Chief Secretary To The Government, in his letter Ref. No. PM.17479/11

Vol. 2 dated 30 July 1990 has di
vnrmus follow- up acnons to i

cted Heads of Government agencies to take
quality imp efforts in their

P

()

(i)

(iii)

(iv)

or These foll p actions are as follows:

Undertake surprise visits to d under their resp
agencies to observe as to whether quality improvement cfforts are being
undertaken. This opportunity can also be used by the Agency Head to
provide guidance on improving the efforts undertaken and about to be
implemented by them.

Select one or more departments/divisions to implement quality
management and improvement efforts.

Select the Quality and Productivity Coordinator and members of the Task
Force for training in preparation for implementation of quality

g and impr efforts in the selected departments/
divisions.

Formulate a Quality Policy to be disseminated to all officers and staff.
The objective is to ensure that the members of the organisation are aware
of the quality of output or service required.



(v) Establish an appropriate structure to manage and monitor the
implementation of quality services. The suggested structure for quality
management is as in Diagram I:

DIAGRAM 1: STRUCTURE FOR QUALITY AND
PRODUCTIVITY MANAGEMENT

Steering Committee
for Quality and
Productivity/
Management
Meeting

Quality Coordinator
and Quality Task
Force

[ [ I I
M AR A R o
Teams




5. To improve the quality of output produced, Government agencies are
encouraged to use the Quality Improvement Process Model as in Diagram 2:

DIAGRAM 2: QUALITY IMPROVEMENT PROCESS MODEL

I. Strategic Planning

1. Situation analysis and determination
of objectives, policies, programmes,
activities and projects

1

II. Determination of Quality Standards
for Services/Products

III. Determination of Quality Standards
for Process

IV. Determination of Quality Standards
for Human Resources.

]

. Problem—Solving Process

Identification of Problem l
1
| 2. Analysis of Problem |
1
3. Generation of Alternative Solutions I
1
4. Selection of Alternative Solution
and Corrective Actions

Implementation of Corrective Acnon:I

Measurement and Evaluation of
Corrective Actions

|




6. As shown in Diagram 2, The Quality Improvement Process Model emphasises
five aspects. These are:

G

Strategic planning whereby the top N sets clear directi for
the organisation;

(ii) Determination of quality standards for output whereby the output and its
quality standards are set;

(iii) Determining process quality whereby the various stages in the production
of the output are identified;

(iv) Dclermmauon of the quality of human resources whereby training and
of bers of the org is given priority; and

(v

The problem-solving process whereby p are i ified lysed
and solved speedily.

IIl. ADDITIONAL STRATEGIES FOR QUALITY IMPROVEMENT

7. To reinforce the efforts introduced thus far and to assist management in quality
management, Govemmenl agencies are given the responsibility for planning and

p seven i P as follows:
Programme 1 Q Suggestion System
Programme 2 Q Process System
Programme 3 Q Inspection System
Programme 4 Q Slogans
Programme 5 Q Day
Programme 6 Q Feedback System
F 7 Q ion System




PROGRAMME I : Q SUGGESTION SYSTEM

RATIONALE

8. Government agencies which wish to succeed in quality management need to
institute various systems to support quality efforts being undertaken. These
supporting systems will ensure that the quality efforts receive sufficient inputs so
as to cnable them to function smoothly.

9. One of these systems identified as being important is the quality suggestion
system. This system provides numerous useful inputs to the quality improvement
process of an agency in the form of ideas which can be the basis for implementing
quality efforts. Hence, this suggestion system will further enhance the ability of an
agency to introduce new, creative and innovative approaches to improve the quality
of its services to the public.

10.  Besides, Government agencies can also deploy the suggestion system as a
strategy to involve all employees in the error-cause removal process for any work
process. Through the suggestion system, employees of the agency are free to make
suggestions on secking ways to elimi the t of p which arrse
in the course of their daily work. These suggestions are very useful since they come
from the workers who are directly involved in the work process in question. Hence,
the suggestions Will be realistic and practical.

I1. Basically, the suggestion system established by Government agencies have
three functions. These functions are:

(a) To collect and process i from employ in a more
manner such that useful ideas can be identified for implementation;

(b) To encourage all employees of an agency to participate in the quality
improvement process through contributions in the form of suggestions and

ideas; and
(c) To foster creativity and innovativeness amongst employees in quality
improvement.
12. Function 11(a) is aimed at ensuring that ions submi by empl:
are given due ion by the M. Every ion is to be lyzed and
evaluated to consider its appropriateness. Through this process, good ideas can be
identified to be on and subseq i 1 into concrete action plans

to improve a work process.

13. Function 11(b) is also aimed at giving employees of Government agencies
more opportunities to participate directly in quality efforts. Through such
involvement, their commitment towards quality efforts will be increased. more so
the suggestions by them is implemented in full. Besides this, the widespread
ation of employees in quality efforts will facilitate an agency to practise the
principles of Total Quality Management which will have indepth and far-reaching
cffects on the performance of that agency.

6




14. Function 11(c) is aimed at ging ty i i amongst
government employees so that they can contribute cffectively in the quality
imp efforts. The bli of a proper ion system will draw out
the potential and ability for creativity and innovativeness inherent in every
employee, for the benefit of the organisation.

TYPES OF SUGGESTION SYSTEM

15. In order to ensure an effective quality suggestion system, Government agencies
should implement the system in two forms, namely:

(a) A suggestion system from Secretaries-general of Ministries and Heads of
Departments to the Chief Secretary to the Government; and

(b) A suggestion system from the employees to the Management of the
agency,

SUGGESTION SYSTEM FROM SECRETARIES-GENERAL/HEADS OF
DEPARTMENTS TO THE CHIEF SECRETARY TO THE GOVERNMENT

16, This system is the conduit to be used by Secretaries-general of Ministries and
Heads of Departments to forward ideas or suggestions to improve the quality of
services rendered by their agencies to the public. These suggestions should touch
on major issues which cannot be resolved at the agency-level. These suggestions
are characteristically those that :

fa) Involve national policies;

(b) Involve cooperation and numerous inputs from other Government agencies
for its implementation;

(c) Involve a lot of resources in its implentation such as financial allocations
and establishments; and

(d) Can be implemented by other Government agencies as well.

17. The suggestions to be forwarded to the Chief Secretary to the Government
should be precise and detailed such that action on the matter can be taken quickly.
In this context, it is important to use the standard format. Government agencies
should use the format in Appendix A for this purpose.

SUGGESTION SYSTEM FROM EMPLOYEES TO THE MANAGEMENT

18. This system is the formal channel established for the use of all levels of
employees in an agency to forward their suggestions and views to the agency's
Management on ways to improve the quality and performance of the agency. These
suggestions should include innovations such as the use of new methodologies for

output production or for to quality problem solving.
19. The success of this system is d on the participation of all ploy
in an agency. Employ should be responsive and always cager to put forward

suggestions in a sincere and open manner. To encourage such participation, agencies
should give comprehensive explanations on the system being used as well as

7



pprop: i ives. These i include giving duc recognition
to every suggestion forwarded by employees. For this purpose, Government agencies
should :

(a) Send ‘letters of
forwarded suggestions; and

y to employ who have

(b) Award prizes or letters of appreciation to employ whose

have been accepted for implementation.

20. To ensure that the system fi Vi are required to
blish a special to ini the system. The functions that need to
be undertaken by this committee include:

(a) Evaluation of all suggestions forwarded by employees and sclection of
suggestions suitable for implementation;

(b) Planning for the impl i of the st received and
g foll p and foll hrough action; and
(c) D ining the form of ition to be ded to employ whose
i are pted for imp i

Where an agency has already established a Quality and Productivity Task Force,
all three above-mentioned functions can be allotted to it. This means that a special
committee is not required. Suggestions should be forwarded to the committee using
the form as in Appendix B.
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APPENDIX A

SUGGESTIONS FROM SECRETARIES-GENERAL OF MINISTRIES/
HEADS OF DEPARTMENT TO THE CHIEF SECRETARY TO THE
GOVERNMENT

(a) NAME OF AGENCY:

(b) TITLE OF SucGEsTION:

(¢) BACKGROUND OF SUGGESTION:

(d) DESCRIPTION OF SUGGESTION:

(e) BENEFITS AccruinG:

(f) CosT OF IMPLEMENTATION:
(i) Financial:
(ii) Establishment:

(iii) Others:

Signature of ecretary-General of Ministry/
Head of Department

Date:




ArpeENDIX B

SUGGESTION FORM FOR IMPROVING QUALITY
NAME OF OFFICER/STAFF:

PosiTion:

Naume OF DEPARTMENT/UNIT: TITLE OF SUGGESTION: Darte:

CURRENT SITUATION:

SUGGESTION TO IMPROVE QUALITY:

BENEFITS!

Signature of OfficeriStaff

FOR OFFICE USE ONLY:

DEPARTMENT/UNIT: ...

Thank you for your suggestion. The management hopes to get further
suggestions from you to improve quality in various areas and also to enhance
department's image.

Ideas accepted D
Ideas not accepted D

Chairman of the Suggestion System Committee

10



PROGRAMME 2: Q PROCESS SYSTEM

OBJECTIVE OF THE Q PROCESS

21. A quality process is a comprehensive chain of actions to undertake a certain
picce of work. The Q Process is presented in the form of charts and diagrams which
give a clear picture in terms of the steps to be taken. These should be displayed
at the place of work where they can be easily seen by workers in an organisation
especially the counter-staff. The Q Process prepared for the use of workers should
also contain the expected time period for the completion of each task. This is
important, because this time-frame is the standard set for each task. Diagrams and
charts on the Q Process should also be prep. and disp for the of
the organisation’s customers. From the chart, the customers will be able to

d d the ions to be ied with in their ions with that agency.
Beside the steps and regulations to be complied with, the Q Process should also
display the various forms to be used and the documents to be attached.

FEATURES OF THE Q PROCESS

22. The Q Process should be displayed in the form of attractive charts and
diagrams which can be easily understood. It can also be in the form of photographs
or drawings. The salient features of the Q Process are as follows:

(a) The usc of symbols such as squares and circles to denote sequential steps
to be undertaken. For certain specific tasks, other symbols such as the
picture of a postman on a motorcycle to denote delivery of letters or the
picture of a form which indicates the need to fill in a form may be use;

(b) Brief and clear statement of steps required to be taken;
(c) The use of large-size lettering to facilitate reading;
(d) The use of appropriate colours for the symbols;

(e) The display of the Q Process chart at the entry point to service counters
at designated waiting areas: and

()

The display of the Q Process chart on a computer screen, where
appropriate;

EXAMPLE OF A Q PROCESS

23. Many Government departments have already prepared a Q Process for their
respective departments. Other Government agencies may use these examples as a
guide in preparing their own Q Process.

(a) Maternity Clinics, General Hospital Kuala Lumpur

This clinic displays the Q Process in the form of a flow-chart using the
square symbol to depict the treatment process for expectant mothers. This
chart is displayed at the front section of the registration counter as a guide
to expectant mothers. The Q Process displayed is as shown in Appendices
C and D.

1



(b)

(c)

(d)

The Mail Section, General Post Office Kuala Lumpur

This section has prepared a Q Process for mail delivery activities. An
example of this Q Process is as in Appendices E, F, G and H. Symbols
used in this Q Process are squares and attractive pictures. However, these
charts and pictures need to be enlarged for purposes of display to the
public.

Federal Territory Land Office

The Land Acquisition Division of this office has prepared the Q Process
for applications for land acquisition. The example is as in Appendix I. This
chart is displayed on the notice board in the office of the duty officer.

Immigration Department Headquarters, Kuala Lumpur

The Malaysian Passports Division in the Immigration Department has
displayed the Q Process for the application for Malaysian Passports. The
processes have been framed and displayed at the waiting area in front of
the counter. Examples of this process are as in Appendices J and K. In
the International Passport Division, a big notice board is used to display
the work p in the application for i passports. Big, gold
lcltenngs are used 1o depict the work process to attract the attention of
the public.

BENEFITS OF THE Q PROCESS

24. Displaying charts and diagrams of the Q Process brings with it various benefits
to the workers and clients of an organisation. Among the benefits are the following:

(a)

(b)

It gives a comprehensive picture of the activities required to be
undertaken;

It facilitates supervision of the activities being undertaken;

(c) It shortens training time for new workers;

(d) It reduces the amount of verbal directives to be given on how to carry
out duties;

(e) It facilitates the task of reviewing processes for the purpose of further
streamlining work procedures;

(f) It reduces errors made during operations;

() It reduces errors in filling up of forms; and

(h) It facilitates the public in inij larificati ing p to
be followed without having to qucuc at the counters.

CONCLUSION

25. The preparation of a Q Process is important for Government agencies
especially those which provide counter services. Amongst Government agencies
which need to prepare a Q Process are the following:

(a)
(b)

District Offices and Land Offices.
Road Transport Departments.



(c) Immigration Department.

(d) National Registration Department.

(e) Inland Revenue Department.

(f) Manpower Department.

(g) Labour Department.

(h) Police Departments/Stations.

(i) Information Department.

(j) Hospitals/Health Centres.

(k) Rubber Industry S D Authority.
Contractor Services Centre.

(m) National Padi and Rice Board.

(n) Registrar of Businesses.

(o) Social Welfare Department.

(p) National Population and Family Dy Board.
(q) Tourist Development Board Malaysia.

(r) Motor Vehicles Licensing Board.
{

B

) City Hall Kuala Lumpur.

26. The Q Process should enable agencies to inspect the quality of the services
provided. This can be undertaken through comparisons between the standards set
for each service and the actual Conti i ion of the quality
ds will assist isati to achieve a high level of quality in

of services
its services.




AppeNDIX C

ANTENATAL CLINIC FLOW CHART/NEW CASE
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APPENDIX D

ANTENATAL CLINIC FLOW CHART/OLD CASE
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Arpenpix E

THE PROCESS FLOW CHART ON THE MAIL DISTRIBUTION
SYSTEM WHICH CAN BE DISPLAYED FOR REFERENCE
BY THE POSTAL DEPARTMENT

MAIL DISTRIBUTION SYSTEM

Sender Sender

Mail Department

.| POST OFFICE
(Meeting Point/
Distribution)

Air Department Land
Plane Van Vehicles

POST OFFICE
(Meeting Point/
Distribution)
POST OFFICE
(DELIVERY)
P.O. Box/ House to Letter box at fenced
Ticket/ house Counter house and multi-
Locked bag storey building

RECEIVER RECEIVER RECEIVER RECEIVER




Arpenpix F

THE PRIMARY PROCESS IN MAIL DELIVERY THAT CAN BE
DISPLAYED AS A GUIDE FOR THE WORKERS IN THE
DELIVERY POST OFFICE

AT DELIVERY

POST OFFICE

OPENING BAG

SORTING AC

DELIVERY BEAT

CORDING TO

ARRANGING ACCORDING TO
PLACE, ROAD AND NUMBER

DELIV!

ERING

RECEIVER




Arpenpix G

PRIMARY PROCESS IN DESPATCHING OF MAIL THAT CAN BE
DISPLAYED AS A GUIDE FOR THE POSTAL WORKERS

POST OFFICE OF DESPATCH

From Letter Box Collection

Stamp Cancellation
| Primary Outward Sorting ]—i( Secondary Outward Sorting

[ ]

Bagging

Bundling of Letters

Closing of Mail
Despatching




Arrenpix H

THE WORK FLOW PROCESS FOR MAIL DELIVERY THAT
CAN BE USED AS A GUIDE FOR POSTAL WORKERS

SENDIN
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Posted A

Put into QY
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AppeNDIX T

WORK FLOW CHART FOR THE PROCESS OF LAND ACQUISITION
AT THE FEDERAL TERRITORY KUALA LUMPUR
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ApPENDIX ]

THE WORK PROCESS FOR PUBLIC DISPLAY AT THE FIRST
FLOOR OF THE MALAYSIAN IMMIGRATION
DEPARTMENT (HEADQUARTERS)

STEPS TO BE TAKEN WHEN APPLYING FOR THE
MALAYSIAN PASSPORT

Get the ication form for the Malaysian passport (Form A) at the Form
Counter on the first floor.

Please queue at the Counter. Take a number when you submit your completed
appliciation form. The following documents should be attached to the
application form:

(a) 2 photos of size 3.5 x 5 cm

(b) a photostat copy of your Birth Certificate

(c) a photostat copy of your Identity Card

(d) a copy of your Citi ip (if relevant).

Make sure that you get a NUMBER after submitting the application form.
Please be seated while waiting for your number to be called.
Proceed to Counter A, B or C when your number is flashed on the counter.

At Counter A, B or C, your right thumb finger print will be taken. Please show
the following ORIGINAL documents:

(a) Birth Certificate

(b) Identity Card

(c) Citizenship (if relevant)
Please be seated while waiting for your number to be called again to make
payment. Payment is by cash.

(a) 32 page passport—$60.00

(b) 64 page passport—$100.00
After payment has been made at the payment counter, a receipt and slip will
be given that denotes your passport collection date.

Passports that are ready can be collected at the PASSPORT COLLECTION
COUNTER, Level 2, at the right side of the escalator.

Produce your receipt and payment slip at the receipt submission counter and
you will be given a number. Wait until your number is called.

Plese check your personal particulars in the passport before signing it.

You are requested to sign the passport and the application form once again
as proof that you have received the passport.

The passport is then given to you.
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ArpenDIX K

THE WORK PROCESS FOR PUBLIC DISPLAY AT THE FIRST FLOOR
OF THE MALAYSIAN IMMIGRATION DEPARTMENT

STEPS THAT YOU SHOULD KNOW WHEN APPLYING
FOR THE MALAYSIAN PASSPORT

Get the application form for the Malaysian passport (Form A) at the Form
Counter on the first floor.

Please queue at the counter to get your number.

Submit the completed application form along with the following documents:
(a) 2 photos of size 3.5 x 5 cm
(b) a photostat copy of your Birth Certificate
(c) a photostat copy of your Identity Card
(d) a photostat copy of your Citizenship (if relevant).

Please be seated while waiting for your number to be called.

PBocccd 1o Counter A, B or C when your number is flashed on the counter.

Your right thumb finger print will be taken at Counter A, B or C. Submit
the following documents:

(a) Birth Certificate

(b) ldentity Card

(c) Citizenship (if relevant)
Please be seated while waiting for your number to be called again to make
cash payment as follows:

(a) 32 page passport—S$60.00

(b) 64 page passport—$100.00

Take the receipt and slip that denotes your passport collection date.

Present receipt and payment slip at the receipt submission and you will then
be given a number

Wait until your number is called.
Please check your personal particulars in the passport.

Put down your signature in the passport and the application form as proof
of receiving the passport.

Receive the passport.

22



-

PROGRAMME 3: Q INSPECTION SYSTEM

THE CONCEPT OF QUALITY INSPECTION

27. Quality inspection refers to the evaluation undertaken on a certain output to
establish whether that output conforms to the quality standards that have been set.
An output that confi to the quality will be whereas an output
that does not meet the quality standards or defective output will be reworked or
rejected. Thus, quality inspection is a part of quality assurance to ensure that an
agency always produces quality output.

28. In the past, quality inspection was carried out at the end of the production
process. For example, in the printing of books, quality inspection is carried out only
after the books have been bound. Defective books with empty pages, blurred print
or incorrect sequence of paging will be returned to a specific division for rework
or will be discarded. Due to this rework and waste, the operation costs of an agency
will be increased.

29. In view of the fact that any production process involves various steps, work
at cach of these steps should be monitored closely. As a result of this inspection,
defective output found at any one step can be reworked immediately. Through this,
quality problems can be identified at an earlier stage, before it becomes a serious
problem. This early action will help prevent the possibility of an agency incurring
additional operational costs which may result from the production of output that
does not conform to quality standards.

QUALITY INSPECTION SYSTEM

30. The objective of a quality inspection system is to ensure that the output
produced conforms to the quality set. To blish an effective quality
inspection system, an agency needs to undertake action on four areas as follows:

(a) Identify the steps involved in the production of its main output. These
steps should be presented in the form of a work flow chart. Steps
considered to be critical and that must be inspected should be marked out
in the chart. This work flow chart should be displayed in the production
area. As an example, the decision-making process on applications for
building plans by the Petaling Jaya Town Council involves 15 steps.
Among others these steps include registration of building plans, estimating
fees, reference of the building plans to other departments involved, and
decision-making. Thus, it is important for the Petaling Jaya Town Council
to produce a work-flow chart and identify those steps considered to be
critical.

(b) Determine quality standards for those steps identified as critical. Where
possible, an example of a quality output should be shown in a pictorial
form or in the form of the actual output as a guide to workers. For example,
the National Registration Department could display the photograph of an
identity card which has been completed correctly. The Petaling Jaya Town
Council could prepare and circulate a checklist to all clerks who have
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(c)

(d)

been given the responsibility for receiving building plans. The checklist
will indicate all the items to be checked by the clerical officer before
receiving the application.
Inspect critical steps to identify quality standards lhll have not been met.
Where there is non- to quality this is a defect or
weakness that must be overcome. In view of this, a system should be
instituted to monitor and measure the achievement of quality standards set
at every critical step.

Tk o the defects and problems identified.
When & problem is identified, the agency should establish a work-team
to study and overcome the problem. A work-team can overcome an
identified problem by taking the following actions:

(1) Identify the causes of the problem;
(ii) Consider various i for ing the p

(iii) Select the most suitable solution and draw up the required
remedial actions which must be taken;

(iv) Implement the remedial actions; and
(v) Monitor and evaluate the effects of the remedial actions taken.

Inspection may be carried out at any step in the production process, that is

(a)
(b)

(c)

from the initial step to the end of the production process where the output is ready
for delivery to its user. Usually, inspections are carried out at three levels, as
follows: &

Quality inspection on inputs received or incoming inspection;

Quality inspection during the production process of an output or process

inspection; and

Quality inspection on the final output or final inspection.

(a) Incoming Inspection
Quality inspection is carried out on inputs received by an agency.
The inputs referred to here includes materials such as paper and
ns, such as i and ang P

Quality of manpower can be evaluated from the point o!
qualifications, experience and attitudes which are attuned to the
kind of work to be carried out. The objective of incoming quality
inspection is to prevent inputs which do not conform to quality
requirements from entering the production process of any output.
This is because the acceptance and use of non-quality inputs will
affect the quality standard of the output. An example of a form for
incoming inspection by an agency which receives a motorcar as an
input is shown in Appendix L.

(b) Process Inspection

Quality inspection is also carried out on the various steps involved
in the production of an output. The objective of quality inspection
at this level is to prevent the production of an ineffective output.
An example of a form which can be used for inspecting the process
involved in the preparation of a travel claims cheque is shown in
Appendix M.
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(c) Final Inspection

Quality inspection is also carried out on the final output. This is
to prevent the delivery of defective output to the external customer
of the agency. An example of a form that may be used for final
inspection is shown in Appendices N and O.

INSPECTION METHODOLOGY
32, Quality inspection can be carried out cither by sampling or by full inspection.
Quality inspection can also be on an observation basis where output is compared

with the pre-determined standards by the use of special machines. The inspection
method used will depend on the type of output produced.

WHO DOES QUALITY INSPECTION

33, Usually, quality insp is i d to be the ponsibility of the
supervisor. Workers consider th s as who are ible for the
production of the output without taking into consideration the quality of the output.
However, in an agency which wishes to produce quality output, quality inspection
should be viewed as the joint responsibility of the supervisor and workers. It is the
responsibility of every worker who is in charge of a cenain task within a process.
to check and ensure that the output produced by him meets the quality standards
for that particular task. Only output that conforms to the quality standards is passed
on to the subsequent step. If an operator in a certain task produces defective output,
it is his ibility to take i i dial action to correct all defects.
However, managers/supervisors should still continue to carry out quality inspections.,

CONCLUSION

34, With the i of a quality ion system, an agency will be able
to ensure that all its output are of quality. This system cnables immediate action
when problems arise at any point of production. Through this system, problems can
be controlled at an carly stage before they disrupt other processes.



AppENDIX L

QUALITY INSPECTION DONE ON INPUT RECEIVED

1. Product Name:
Type X Car

2. Standard Checked:

1. 4 hub covers

2. 2 ignition keys

3. Guidelines and service book
4. 2 seat belts

5. 1 air-conditioner

6. 1 lighter

7. 4 rubber floor mats

8. 3 back mirrors

9. 1 reserve tyre

10. 4 mud flaps

Oobobooooons
odoguoodds

This product meet/do not meet quality standard and can/cannot be
accepted.

Signature of Inspection Officer Date
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QUALITY INSPECTION ON PROCESS

Output: Cheque for travelling claim

2. State the steps involved:

ArPENDIX M

1 2 3 4
Receiving Prepare
wavelling Claim finance Registration
allowance inspection voucher of voucher
claim
9 8 7 6
Submit the Collection Sending of Voucher Note in
cheque to of cheque voucher to is signed vote beok
the claims from Accountant by officer
officer Accountant General's in charge
General Office
3. State the critical steps for inspection: 1, 3, 4, 5 and 6
Steps Inspection Standards of Follow-up actions
officer Inspection Jfor steps that do not
meet the standard
1. Receiving Finance clerk 1. Name of officer making
travelling the claims
allowance 2. Position & level
claim 3. Identity Card number Identity Card number
is not noted
Corrective action:
Ask the officer
concem 1o fill in his
Identity Card number
4. Salary
5. Engine capacity
6. House and office address
7. Destination
8. Signature of the officer
9. Signature of officer that
confirms it
0. Supporting documents
3. Prepare Finance clerk/ 1. All three forms
finance Finance (KEW. 302, 303 and
voucher Executive 304) arc prepared
Officer 2. Claim is accurate
4. Registration Finance clerk/ 1. Check whether voucher
of voucher Finance numbers are written in all
Executive three forms ie.
ficer KEW. 302, 303 and 304
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Steps Inspection Standards of Follow-up actions
officer Inspection Jfor steps that do not
meet the standard
5. Note in vote | Finance clerk/ 1. Check the date the note
book Finance is written in the vote
Executive 4
Officer 2. Name of officer making
claim
3. Voucher number
4. Total claim
6. Voucher is Finance clerk/ 1. Check whether the
signed by Fin cheque has been signed
the officer Executive 2. Check officer’s signature
Officer in the vote book
&
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ArrENDIX N

QUALITY INSPECTION DONE ON FINAL OUTPUT

Name of Final Output: KHIDMAT Magazine

woa oW

-

Inspection Standards of Inspection Follow-up action for
Officer output that does not meet
the standards
Chief Editor 1. Interesting cover

Materials that fully satisfy
the reader

. Agreed layout
. Language which is understandable
. No spelling error

. Correct word usage as

specified by Dewan Bahasa &
Pustaka

. Suitable letter form:

ics for English words
— bold for important words

There are spelling errors in
KHIDMAT
Corrective action:

Appointing two officers to
proofread before printing
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ArreNDIX O

QUALITY INSPECTION DONE ON FINAL OUTPUT

Name of Final Output: International Passport

Commissioner
of Immigration

o we W

P

»

Inspection Standards of Inspection Follow-up action for
Officer output that does not meet
the standards
Deputy 1. Name

Identity Card Number
Date of birth
Applicant’s photo
Date of issue

Expiry date of Intenaional
Passpont

Correct spelling of particulars
Printed number and the perforated
number in the International
Passport are the same
Security film laminated on the
applicant’s photo is not tom
or folded
Particulars of children (if included
in parent’s International passport)
such as:

(a) Name

(5) Photo

(c) Birth Certificate Number

Ommision of expiry date of the
Intemational Passport

Corrective Action
Retur the International
Passport 10 the responsible
clerk to fill in the expiry date

30



[ PROGRAMME 4: @ SLOGANS |

RATIONALE FOR FORMULATION OF Q SLOGANS

35. The formulation and usc of quality slogans is a strategy to create overall
awareness on quality among the employees of Government agencies. This awareness
will motivate the employees to adhere to the quality values propagated by the agency
and hence assimilate these values into their daily tasks. These slogans will also give
focus to the vision which an agency hopes to attain in quality management. This
focus will become a source of refe to the empl, in ing their roles
such that they are in line with the goals of the organisation.

36. In formulating their quality slogans, agencies should clearly state their goals
for quality management thus facilitating employees in internalising these goals.
These slogans can also be used as a communication tool to indicate the quality value
system which will be inbuilt into the corporate culture of that organisation.

SLOGANS USED IN THE PUBLIC AND PRIVATE SECTORS

37. The use of slogans in the public and private sectors is m‘)l a new phenomenon
and has been a practice in the past. Usually, quality slogans arc formulated to give
special focus to an organisation’s mission. Quality slogans are designed in line with
the quality focus or targets to be achieved. Examples of such targets are reduction
in defective output, increase in i ion, cost reduction and such others.
In the private sector, slogan act as an imp ism to harness P
towards the achievement of specific goals. Some examples of slogans formulated
by the private sector are the following:
(a) M. ita Industrial Ci ion Sdn. Bhd.
(i) Challenge Zero Defect-Build Customer Trust
(i) Quality Up Fifty-Percent
(b) Matsushita Industrial (M) Sdn. Bhd.
(1) Quality Is Our Tradition
(ii) Do it Right The First Time
(iii) Quality Is Everybody's Business
(c) NEC Sales (M) Sdn. Bhd.
(i) Better Products, Better Service

(d) Rank Xerox Limited Malaysia

(i) Leadership Through Quality

(i) Quality Improvement Is The Job of Every Xerox Employee

(iii) We Succeed Through Satisfied Customers

(iv) Every Xerox Employee Must Resolve That His Most Important
Duty Is To Our Customer

(v) Always Consider The Customer First, And Act With Sincerity

(vi) Our No. 1 Corporate Priority Is to Achieve Customer Satisfaction
Through Dedication To Quality In Everything We Do
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(¢) Hewlett Packard Sales (M) Sdn. Bhd.
(i) Make Our Customers Happy Today
(ii) Doing It The Better Way
(iii) No Repeat Customer Problems
(f) Texas Instruments Malaysia Sdn. Bhd.
(i) Do It Right The First Time
(ii) Excellence In Everything We Do
(g) Motorola Sdn. bhd.
(i) Total Customer Satisfaction

38. In the public sector, slogans formulated by government agencies include:
(a) Rubber Research Institute, Malaysia
(i) Responsiveness To The Customer
(b) Employees Provident Fund
(i) Kami Sedia Membantu (We Are Ready To Assist)
(c) State D C ion, Johor
(i) Membina dan Membela (Build And Foster)
(i) Anda Diutamakan (You Are Our Priority)
¥ (i) Service With Care

(d) National Savings Bank

(i) Banyak Kelebihannya

(We Do More For You)
(ii) Senyum Selalu (Smile Always)
39. Other slogans which can be used are as follows:

(a) Change Begins With You;
(b) Avoid Waste And Mistakes;
(¢) Quality Imp: Is The R ibility of Every Worker; and
(d) Practice Quality Towards Well-Being.

40. Government agencies should pay heed to 3 important factors in the formulation
and use of quality slogans. These factors are:

(a) Fomulation of Slogans

The Management should formulate quality slogans on their own initiative
or through encouraging officers and staff members to assist in formulating
slogans. Slogan-writing competitions can be held from time to time, and
a special committee should be established to evaluate and select the best
quality slogans. Suitable rewards can be given to employees who succeed
in forwarding attractive and apt slogans. This will encourage more
employee participation. The rewards can either be in the form of monetary
awards or prizes such as books, special stationeries, executive brief cases
etc.
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(b) Dissemination of Slogans

To cnsure the effectiveness of the slogans, it is the responsibility of every
Government agency to explain the slogans to every staff member such that
the quality message to be conveyed is clearly understood.

(c) Location Of Slogans

The slogans should be displayed in strategic locations such as at work
stations, meeting rooms, and entrances to offices. These slogans can also
be presented in various forms such as on transparencics, banners, posters,
badges, printed on pes or on and publici: in the
agency's publications.
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PROGRAMME 5: QUALITY DAY I

THE CONCEPT OF QUALITY DAY

41. The declaration of a Qualuy Day is aimed at n:mforung values of the quality
culture in an organisation. It is also to give recognition and renew the commitment
and of emp and M, in efforts undertaken in their agency
towards quality improvement. Quality Day is an event that increases the awareness
among employees on the changes taking place within the organisation and to
highlight these changes. The change refered to is in terms of the success achieved
in the improvement of the quality of output/services. Government agencies are
required to select a suitable day every year to celebrate their successes in quality
efforts.

PLANNING OF THE QUALITY DAY

42, Planning for the Quality Day involves considering activities which need to be
carried out on that day which is, in effect, a day for pledging commitment to quality
improvement efforts. In planning for Quality Day, the Organising Committee should
pay heed 1o the following matters:

(a) Determine the time by which the organisation will be ready for the Quality
# Day;

(b) Financial requirements;

(c) Involvement of all employees at all levels;

(d) The culture of the organisation; and

(e) Follow-up activities after Quality Day.

ACTIVITIES FOR QUALITY DAY

43. Among the activities suggested for the Quality Day are the followmg

(a) Speech by the Head of D which highli his 10
quality improvement efforts;

(b) Talks by experts on quality;

(c) Quality seminars;

(d) Oath-taking by employees to indicate their dedication towards quality
improvement;

(e) Presentation of quality plans for the future;

(f) Quality training sessions;

(g) P ion of quality

(k) Presentation of awards such as the Excellent Service Awards to deserving
employees;

(i) Video shows on activities that have been implemented by the agency in
their quality improvement efforts;
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(j) Video recordings of the events on Quality Day;
(k) Video shows of success stories of other departments; and
(1) Presentations by Quality Control Circles.

44. Besides planning and i ing the above i ities, the Quality
Day O C should also ds inc the list of guests. Olher than their
own employees, the Committee could also invite interested staff from other
of iers and also their clients. This is aimed at
mutual und ing and to i quality values as well as to

i ion of results achi )

CONCLUSION

45.  The Quality Day does not end with the day. The Management especially should
evaluate the lchlevemenls resulllng from the event. Ways to improve the event
should be The can also publicise the events that have been
held to further i pls to to quality i .

P
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PROGRAMME 6: Q FEEDBACK SYSTEM

FEEDBACK SYSTEM

46.  Any organisation that wishes to pursue quality improvement always desires
to provide excellent quality services to all its clients at any one time. In this context,

isati that are involved in providing services as compared to organisations
which provide goods, face major problems in ensuring that the services rendered
are always of high quality. This is because the provision of services is dependent
on human behavioral aspects which are not always predictable. Thus, the process
of quality control in organisations which are involved directly in providing services
face different problems. The problem of quality control increases where, the services
are rendered through an organisation’s offices/divisions in various locations. An
example of this is the services provided by local offices of the Road Transport
Dcpartment, The National Registration Department, The Social Security
Organisation and the Employees Provident Fund.

CUSTOMER FEEDBACK SYSTEM

47. To overcome the problem di above, G ies should
establish a feedback system from their clients. This system is based on a basic
qualﬁy principle that services rendered should conform to customer requirements.
As stich, all clients of an agency should be given the opportunity to express their
views on the services availed. By this, an agency will be able to know the reactions
of their garding their p More speci y, an agency will
be able to gauge the level of satisfaction on the part of its clients with regards to
the services being rendered.

48. Customer Feedback Systems have been used by the private sector such as
airline companies, hotels and banks. Various approaches are used by the private
sector to obtain feedback so that the quality of their services can be improved
continuously. Among these are the use of forms which are easy to understand and
fill by clients. Some companies provide envelopes with stamps to facilitate and
encourage clients to send their feedback. In the private sector, some agencies also
have a feedback system which uses evaluation forms. An example of this is the form
used by the National Savings Bank as in Appendix P.

IMPLEMENTATION OF THE SYSTEM

49. A Customer Feedback System can be imp using the ing
measures:

(a) Selection of specific approaches;

(b) Collection of customer views:

(c) Analysis and luation of the data/inf

(d) Planning of i ion/i ion or imp ; and

(e) Implementation of measures to improve quality of service.
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50. The implementation of the system can be scen in Diagram 3. The system
comprises two levels, namely, the level of the local office and the Headquarters.
Implementation of this system at the local office level is considered important since
the local management can take quick action to improve services based on the
suggestions made by clients, without having to refer to the Headquarters. Moreover,
the manager of the local office should adjust the services provided to be in line
with the needs of the local clients. In view of this, the Management at the
Headquarters should collect, analyse, and evaluate all data/information received
from branch offices in order to make overall adjustments to the systems, procedures
and the types of services provided.

51. The success of the feedback system depends on various important factors.
Among them are:

(a) Commitment of the Management of the agency ensuring that the system
is operated in an orderly and systematic way by all involved, on a
permanent basis. An officer should be appointed to be responsible for
operating the system. All views forwarded by clients should be discussed
at the highest level of the agency and immediate action taken to implement
suggestions found to be appropriate and proper.

(b) Local-level should be del with the necessary power for
the management of resources to operate the feedback system efficiently
and cffectively. This is important since the local managers are closest to
the clients of that agency, and they should act quickly and accurately to
meet the needs of their clients.

(c) A recognition system should be established so that clients who give
suggestions for improving the services provided by the agency can be
given appropriate recognition. In this way, the relationship between the
agency and its clients can be strengthened for their mutual benefit. This
will also encourage clients to forward more ideas for improvement of the
quality of services provided by the agency.

52. Various app can be used to imp the feedback system as follows:

(a) Customer Feedback Forms

(b) Suggestion boxes

(c) News monitoring

(d) Studies by consultants

(e) Advisory panels/committees made up of client agencies
(f) Toll-free telephone services to facilitate feedback.

53. To implement the feedback system, Customer Feedback Forms should be used
by Government agencies in the preliminary stage, especially those agencies which
have direct dealings with specific clientele or the public. A sample form that can
be redesigned to suit the specific needs of an agency is shown in Appendix Q. The
list of agencies who may use this system is proposed as in Appendix R.
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DIAGRAM 3

SYSTEM FOR FEEDBACK FROM CLIENTS
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BENEFITS OF THE FEEDBACK SYSTEM

54. Generally, agencies which implement the feedback system will derive the
following benefits:

(a)

(b)

The development of a positive attitude among the clients with regard to
the services provided since their views are invited and taken into
consideration.

All the workers in the agency will be aware of the aim of the agency to
provide quality services and this will assist in creating an excellent work
culture.

Clients can be invited to give their views and ideas for the purpose of
identifying and testing other types of services or new services before
implementation.

The participation of clients through this system will, indirectly, contribute
to improving the image of the Government in the eyes of the public.
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ArpPENDIX P
CONFIDENTIAL

Please cnter the completed
0 the suggestion box at
the bank brancl

BANK SIMPANAN NASIONAL
APPRAISAL FORM FOR COUNTER CLERK/TELLER

Dear customer,

We wish to thank you for being our customer. We always regard the customer as
our important client, Our counter clerk/teller are always to give

and competent service to our client. To value the quality and performance of the
service provided, we would like to have your cooperation to make an assessment
on any Bank Simpanan Nasional counter clerk/teller by filling in this Appraisal
Form. The Lomplelcd form should be put in the suggcsnon box in this bank branch.
All particulars and i are by the Bank.

2. Thank you for your cooperation.

BANK SIMPANAN NASIONAL

Name of counter assessed (For Office Use)

Bank Simpanan Nasional

o] (Pleasc tick (u) in columns provided)

1. SERVICE
i R R e (s
2. COOPERATION Seale:
0O O O ) it
1 2 3 ] 5 satisfying
3. PERSONALITY 2 = Less
0 =2 8 0O - satisfag
' 2 3 5 s 3 = Satisfying
4. PATIENCE AND TOLERANCE 4 = Good
L= B o e
5. DRESSING
= e
6. COMMUNICATION
s R =
2 < 5

7. OTHER/COMMENTS (IF ANY)

*CUSTOMER ACCOUNT NUMBER

(Customer's Signature)

* Please wnite your account aumber Date: ..
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ArpenDIX Q
EXAMPLE OF FORM FOR CUSTOMER FEEDBACK

MINISTRY/DEPARTMENT/UNIT/OFFICE

Address

Dear Sir/Madam:

We are so grateful and thankful because of your willingness to deal with us. We
are always trying to improve our service given to you. We need your kind help in
this matter. We do believe that you could spare some time to fill up this form.
Please tick (u) in the related columns with the following code number:

Code: | = Bad 2 = Not Good
3 = Satisfactory 4 = Good
5 = Very Good
1. Activity:
(Describe)

2. Overall, the service provided is:

Very Good
Good
Satisfactory
Not Good

Bad

noaos

3. 1If our service is not good or bad, what are your suggestions to improve it?
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4.

(a) Time taken for this service is minute/hour.
(b) In your opinion, the time taken is:

Too long
Long

Average

oo

Short

(c) If you feel that dealing with us is time consuming, what is your suggestion
to speed it up?

(a) In your opinion, is our opening time:

Suitable l:] Not suitable D

(b) If you think it is not suitable, what is your suggested time:

(c¢) Other than the current services available, is there any need to offer other
services. If yes, state it:
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6. What are your and i garding several of the officer/clerk/
worker serving you.

Code: 1 = Bad 2 = Not good 3 = Satisfactory
4 = Good 5 = Very Good
1 2|3]4]5 Comments and
Suggestions

Conduct of Behaviour

Expertise

Information delivery/
Clarification

7. What is your opinion and suggestion on the facilities that we have provided
for the public?

Code: 1 = Bad 2 = Not good 3 = Satisfactory
4 = Good 5 = Very Good
1 213 |4]s Comments and
Suggestions

Counter arca

Waiting area

Parking area

Other service

(Such as cleanliness
and toilet)

Thank you for your cooperation in filling-up this form. Please contact us if
you have any comment and suggestion to improve our service.

Liason Officer
Department:

Phone No.:
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ArpeNDIX R

SUGGESTION OF GOVERNMENT AGENCIES THAT
CAN UTILISE THE FEEDBACK SYSTEM

National Registration Department
Immigration Department

Postal Service Department
Inland Revenue Department
Information Department
Manpower Department

National Library Department
Road Transport Department
Land and Mines Department
Royal Customs and Excise Department
Company Registration Office

g 'nsincss Registration Office

Industrial Dx p Authority

Commercial Vehicle Licensing Board
Farmers Organisation Authority
Tourist Development Corporation
Social Security Organisation
Employees Provident Fund

Bank of Agriculture

Legal Aid Bureau

All Hospitals

All Local Authorities
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PROGRAMME 7: Q INFORMATION SYSTEM

OBJECTIVE OF THE INFORMATION SYSTEM

55. The Q Information System aims at disseminating information to the public
regarding the services pmvuded by an agency. This information can be disseminated
in the form of pamphlets which are easy to read and simple. The explanations given
in these pamphlets should be explained or outlined briefly and clearly.

INFORMATION IN THE PAMPHLETS

56. The vital information which should be included in the pamphlets are:
(a) The objective of the organisation:
(b) Services provided;
(c) How 1o obtain these services:
(d) Where and when these services can be obtained;
(e) Relevant rules and regulations; and
(/) The necessary forms required.

FEATURES OF A PAMPHLET

57. To d:sngn the pamphlex Lhc need.s of the clieats should be ndaunod

give detuils for
.Ilenum\mdcmk uansacuunswu.h!heqaz) The contents of the pamphier
should contain the following:

(a) Title
(i) Brief, accurate and clear
(1) Should be printed on the froat page
(iti) Use bold lettering
(iv) The size and form of the letier type shoeld be szitabie and amractive

(&) Information Details

(1) Up-to-daie
(ii) Brief, compact and clear
(ii) A ged ing to imp and sabject mamer
(c) Design
(i) The logo. emblem and name of the crgassiacion should be on Me
front page.

(ii) The name of the organisation should be prizsed o Big. Buid
lettering.

(1) Include interesting photographs to further cxpiam and clanty
information.

(iv) The pamphlet should be in coloer. Use amractiwe coiours.
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(v) The size and form of letter type (such as Italics, Pica, Elite) used
should be differentiated between main headings, sub-headings and
contents.

(d) Form
The pamphlet can be printed in the form of:
(1) Booklets
(ii) Brochures
Some agencies produce more than one pamphlet, as a series or as separate

issues in accordance with the types of activities/regulations and such
others. To facilitate clients, the pamphlets should be collated into a folder.

EXAMPLES OF PAMPHLETS
58. Various Government agencics have issued pamphlets to provide information
on the organisation and the services rendered. Among these are:
(a) The Malaysian Industrial Development Authority (MIDA) issues the
following pamphlets:
(1) Malaysia—Incorporating a Manufacturing Company
(ii) Malaysia Infrastructure for Industry
#® (i) Malaysian | ial D Authority
(v) M ia, the Facts—I in the M: ing Sector

(b) The Royal Customs and Excise Department. The pamphlets are:

(i) (Prosedur Import dan Eksport)
(Procedures For Imports and Exports)

(ii) Gudang Berlesen Awam, Kota Bharu, Kelantan
(Public Licensed Godown, Kota Bharu, Kelantan)

(iti) Kedai Bebas Cukai
(Duty Free Shop)

(iv) Panduan Kastam bagi Pelabuhan Bebas Langkawi
(Customs Guide to the Langkawi Free Port)
(¢} Ministry of International Trade and Industry. The pamphlets issued are:

(i) Industrial Technical Assistance Fund (ITAF) for Small and Medium
Scale Industries

(it) Market Development Scheme

(d) The Postal Service Department. The pamphlets are:
(i) Pos Laju Malaysia
(Express Post Malaysia)
(ii) Panduan Pos Untuk Sektor Perniagaan di Wilayah Persekutuan
Kuala Lumpur
(Postal Guide For The Business Sector in the Federal Territory
Kuala Lumpur).
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(e)

SIRIM. The pamphlets are:
(i) Quality and Productivity Improvement Scheme
(ii) Product Development and Design Scheme

BENEFITS
59. Through the use of p an organisation can di p
information to its clients:
(a) Quickly
(b) Without incurring high costs in terms of:
— printing costs
— cost of labour since the organisation would not need 1o assign so
many workers to man the enquiry counters/public relations unit.
(c) Widely since customers may pass on the pamphlet to other customers and

in this way assist in information dissemination.

60. The clients would be able to obtain services quickly since all information or
requirements would have been fulfilled based on information contained in the
pamphlets.

CONCLUSION

61. Government agencies, especially those which provide services to the public,
should issue pamphlets for the use of their clients. These pamphlets will assist the
organisation in providing quick, efficient and good services. Government agencies,
other than those already mentioned, which need to prepare pamphlets are as follows:

(a)
(h)
(c)
(d)
(e)

(m)
(n)
(o)

District Offices and Land Offices
The Road Transport Department

The Immigration Department

The National Registration Department
The Inland Revenue Department

The Manpower Department

The Labour Department

The Police Department/Police Stations
The Information Department
Hospital/Health Centres

The Rubber Industry Smallholder Development Authority (RISDA)
Contractor Services Centre

The National Rice and Padi Board
The Registrar of Businesses

The Social Welfare Department
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(p) The National Population and Family Development Board
(q) The Tourist Development Board Malaysia
(r) The Motor Vehicle Licensing Board
(s) The City Hall Kuala Lumpur
62. For the convenience of clients, these pamphlets should be placed at the

information counters. For agencies which do not have counters, the pamphlets should
be supplied through the public relations officer.
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OBJECTIVE

1. This Circular aims at assisting Heads of D to prepare impl i

schedules for Public dcvclopmcnl projects as well as to manage, control and monitor
implementation of projects using the lmcgnncd Scheduling System (SIAP).
Guidelines on this system is as contained in the Appendix attached to this Circular,

BACKGROUND

2. The Integrated Information System of the Central Agencies (SETIA) which is
currently being used is more du:cr:d towards ﬁnnncul performance. As an effort

to obtain more p to the impl status
of any project as well as to improve the effectiveness of coordination,
and of G d projects, this system,

10 be known as the Integrated Scheduling System (SlAP) is being introduced.

3. This system will be complementary to the existing SETIA system. The SETIA
system will continue to monitor financial performance whereas the SIAP System
will be focussed on physical performance. With the use of both these systems,
Controlling Officers and Project Managers will be able to control and manage their
respective development projects more effectively to prevent shortfalls, and to ensure
that projects are g to schedul

BENEFITS OF THE INTEGRATED SCHEDULING SYSTEM (SIAP)

4. The use of the SIAP System will enable all those concerned to function as a
team, particularly in:

4.1 Planning their respective work schedules in the context of overall project
implementation;

4.2 Planning annual esti of financial i i in line with
the implementation schedule of the project;

4.

W

Monitoring and controlling the progress of the project more effectively
and systematically;

4.4 Early identification of i

4.5 Taking immediate remedial action; and

4.6 Managing financial resources more effectively by way of virements from
projects facing implementation problems which cannot be solved speedily,
to other projects already approved and. with this. minimise shortfalls.

EFFECTIVE DATE

5. This Circular is effective from the date of its issuc.

TaN Swi Dato" Seri Amuu:.sun BIN Asout Hamio
Chief Secretary To The Government
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GUIDELINES ON THE INTEGRATED
SCHEDULING SYSTEM (SIAP)

1. OBJECTIVE

1. The objective of these Guidelines is to explain the institution of the Integrated
Scheduling System (SIAP). This System is being introduced to provide a uniform
approach for the planning of implementation of development projects, for controlling
and monitoring project implementation as well as for forwarding project
performance reports.

1l.  DEFINITIONS

2. Specific terminology used in these guideli have the ing

(a) “User Agency” refers to the Party that proposes a certain development
project or the Party given the responsibility to prepare a certain project.
“The Controlling Officer” usually heads the “User Agency” concerned.
Such an Agency is also commonly known as the “Client Agency™ by the
“Implementing Agency”.

(b) “Implementing Agency” is the technical agency which implements a
certain project on behalf of the “User Agency™. Should the implementor
of a certain project be the “User Agency" itself, the Party referred to in
this context includes the Technical Section of that Agency or the
Consultant appointed by the User Agency to implement the project.

(c) “The Controlling Officer” is the officer appointed under the Financial
Procedure Act 1957 (Amendment 1972) who is responsible for the control
of the Budget of the Ministry/Department concerned, usually the
Secretary-General of the Ministry or the Head of Department.

(d) “The Project Manager” is the officer appointed by the “Controlling
Officer” to coordinate and manage the implementation of a certain project
on behalf of the “Controlling Officer” and possesses powers to represent
the “Controlling Officer”.

(e) “The Reporting Officer” is the officer who actually prepares the report
or one who fills in the desi form. It is p if the “Reporting
Officer” be the “Project Manager™. “The Reporting Officer” can be
contacted should further information be required on the Project being
reported on.

[ll. PLANNING OF PROJECT IMPLEMENTATION

3. G Ministries, D and Agencies are required, once a certain
. development project has been approved, to prepare a project implementation
~ schedule based on the Integrated Scheduling System (SIAP). For projects which are
in llht form of a programme or those which have various components, an

is d to be prep. for each sub-project or
i the time periods required for the completion
ding to major activities, from pre-

! ion stage wherein the benefits of the



project are accrued to the target groups. The estimation of the time periods required
is done through the i of the date of and
expected date of completion for each activity within the expected implementation
span of the sub-proj: or

4. When a project is approved, the User Agency is required to negotiate with the
Implementing Agency as well as other partics involved |n lhc :mplemcnlnlmn of
that project, for the p of the impl , the duty
of preparing the i i hedule is the ibility of the Controlli
Officer in the User Agency. All parties involved in the preparation of Ih:
implementation schedule are required, after being informed of the overall project
implementation schedule, to plan their respective work schedules, in order to jointly
implement the project with success.

IV. ANNUAL BUDGET ESTIMATES

5. Controlling Officers are required to forward Project Implementation Schedules
to the Central Agencies for each development project, together with the respective
annual budget estimates in the following forms:

(a) Form S4A for physical projects in the form of construction of buildings
or infrastructure; or

(b) Form S4B1 for physical projects for Land Development Programmes; or

’rJ Form S4B2 for agricultural projects for Land Development Programmes;
or

(d) For projects which are not included in the above categories, the
Controlling Officer may discuss with the Implementation Coordination
Unit, Prime Minister’s Department to adjust the formats in accordance
with the features of the projects concerned: or

(e) Other forms to be specified later by the Implementation Coordination Unit,
Prime Minister’s Department based on the standardisation of formats as
a result of the above action or as developed in the future in the efforts
to streamline the system.

6. Ministries, Departments or Agencies having micro computer facilities, are
required to obtain diskettes used in this system from the Implementation
Coordination Unit or from the Federal D D , State D p
Department or the State Development Office. Using the above- menuoncd diskette,
the Controlling Officer may forward implementation schedules in the form of Chart
Form S5A (for physical projects in the form of building or infrastructure
construction), SSB1 (for physical projects for Land Development), S5B2 (for
agricultural projects for Land Development) or other forms which have been
standardised as a result of action as contained in paragraph 5(e) above.

7. Project implementation schedules should be forwarded annually. For projects
whose implementation has cammenccd bcl'are the current yca: the forms uscd will
also indicate achi; per for the years.
Within that, the Cunlmlhng Off icer is required to propose estimates for allocation
actually required for the project in the current year.
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V. MONITORING AND SUPERVISION OF PROJECTS

8. It is the responsibility of the Controlling Officer to monitor and supervise the
actual implementation of a project, in a detailed and on-going manner. In this
process. the Project Manager appointed by the Controlling Officer is required to
monitor and obtain i from the ing Agency as well as from
others involved in project implcmenlnticm. regardlng the actual date of
commencement and completion of each major activity which has been planned. It
is the p of the Agency and other parties concerned to
provide the information requested by the Project Manager.

9. Should the actual date of of project i ion differ or
be delayed from the planned date, the Project Manager, with the assistance of the
Implementing Agency, is required to identify the problems arising, and take
immediate acuun to solve lhc problem before || bccomcs critical such as to affect
the i of

VL. PROBLEM SOLVING

10. The first line of action when problems arise in project implementation is for
the User Agency or Implementing Agency itself to solve the problems. Should it
not be possible to solve the problem at that level, efforts should be made to obtain
the co-operation of The District Dy and Action Cy i in solving the
problems arising at district levels. For problems arising at State-level, remedial
action should be taken with the co-operation of the State Action Committee (or
Authorities of the same status). Problems that are not able to be solved at the afore-
mentioned levels should be to the C ion Unit,
Prime Minister’s Department in their capacity as Secretariat to the National Action
Council.

11.  For projects facing problems which cannot be solved in the near future, the
Controlling Officer is required, subject to the rules and regulations established by
the Malaysian Treasury, to take action to prevent shortfalls, through virement of
the current annual allocation for the project to other approved projects under the
five-year development plan.

VII. FORWARDING OF PERFORMANCE REPORTS

12.  Ministries, Department Headquarters and Agency Headquarters are required to
forward performance reports for all their five-year development projects, including
projects which are hed ahead of schedule, behind schedule, as well as
unenergized projects to the Implementation Coordination Unit, Prime Minister's
Department, using the SIAP System, every three months to reach not later than
the end of the first week of April, July, October and January. A copy of the Report
should also be given to the Federal Dcv:lnpmem Director or the State Development
Director or the State Development Officer where the project is being implemented.

13, However, for projects where i ion is behind schedule, the project
performance report should be forwarded to the Implementation Coordination Unit,
Prime Minister's Department at a minimum of once a month.

14. This Report may be forwarded to the Implementation Coordination Unit, Prime
Minister's Department whether directly through the terminal (for Ministries which
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are on-line with the SETIA Data Bank at the Implementation Coordination Unit),
in the form of diskettes which include p ion or in the ified
forms (for Ministries/Departments/Agencies which do pot have computer facilities).

15. It is the ibility of ing Agencies to usc the SIAP System in
mecting the requests from their Cliemt Agencies for information on project
performance. Other than this, Implementing Agencies, User Agencies and all others
are also required to use the same system when forwarding project implementation
reports when requested at any level, whether district, state, Headquarters or Central
Agencies.

16. ~ Chart Forms (S5A and others), which are forwarded as project implementation
performance reports, have been thus designed so as not to exceed one page of size
A3. The information that can be accrued from it will give brief but exact visual
information to the receiver whether the project is on-schedule or otherwise. The
Reporting Officer is requested to attach a written report to explain the problems
arising and remedial action being taken by the party concerned, if the
implementation of a particular activity is behind the planned schedule.

17. When forwarding project performance reports, Heads of Departments are also
required to forward at the same time, photographic records or video recordings
which record the project status before commencement and step-by-step
implementation progress until completion. In this way, the Government is able to
monitor closely the progress of each project.

VIil. ®©THER REGULATIONS

18. These Guidelines do not prevent any party from using other scheduling
techniques which are more sophisticated, such as the Program Evaluation and
Review Technique (PERT), Critical Path Method (CPM) and others or a more
detailed list of i ion activitics. N these other techni should
allow for aggregation to fit into the main activities of SIAP, so that a standard
system is used by the various parties. whether the User Agency or the Implementing
Agency at all levels.

19. Any party that does not possess personal computer facilities is requested to
use the system manually by posting data onto Input Form S4A (or other designated
forms). This form may be forwarded as the project performance report to any party
requesting such a report. Should the Reporting Officer be required to forward a
report in the form of a chart (Form S5A or other designated forms), assistance
should be sought from any Government Agency which has personal computer
facilities and printers to post data onto the Input Form to produce a printed chart.

20. All system users using p ilities are to 3 the
security and iality of the disk and infc ion. Back-up copies should
be made for all diskettes. Once the information has been entered, the data should
be transferred from the hard-disk to diskettes before logging off. Diskettes
containing data should be kept locked in steel cabinets. Appropriate measures should
also be taken on fire-prevention.

21.  Besides the use of the SIAP System, Heads of Departments should continue
to forward the required reports and forms under the Integrated Information System
of The Central Agencies (SETIA).




INTEG! SCHEDULING SYSTEM FORM S4A (Building &
i Infrastructure]
Project Number: Component Number: (if applicable)
o
Project Name: Project Cost:
CIITIITTITIT)
Component Name: Component Cost:
) [0 1 5 G 1 6 (Y G | 1 1 I O 5
1 (L) I (N 1 O U O O
State & District Code: ( t:m-ncat.:nd } Ministry & Department Code:
( state code
1 COITTO ( in front ) [m]
Inplementing Agency:
) 55 U O O L Y I O A ) O Y I
Date Plan Actual Parcent
Imple-
Activity start |Finish |Rev.Fin.|[Start |Finish | ment
| A Site Selection / / / / / 3
. Land Acquisition / / / / / A
3. Project Brief / / / / / t
4. Design / / / / / 3
1 5. Tender / / / ¥ / L 4
B. 1. Site Acquisition / / ! / / 1
2. Site Preparation / / / / / [y
3. Comstruction / / / / ! 1
4. Dtility / / / / ! A
5. Handover J: ! / / ! r
€. 1. Equipment & Machinery / / / / ! A
2. Furniture & etc. / / / / / A

Name of Reporting Officer:
Designation & Address
Telephone No.




EXPLANATION OF ACTIVITIES

(For Physical Project Under Category of Building and Infrastructure
and Construction)

A. Planning and Pre-Construction

Site Selection—Initial Planning including identification of suitable land. At this stage,
there should be some indication that efforts to acquire the land can be initiated.

2. Land Acquisition—This process starts at the date when the application is made until the
approval to occupy the land is obtained from the Director General Lands & Mines
(Format K issued).

Project Brief—The Project Brief submitted to EPU may be 100 summarised. This process
involves the preparation of a detailed project brief to suit the requirements of the
Implementing Agency.

w

>

Design—This activity starts as soon as the Implenting Agency receives Activity 3.
Among the works involved in this activity are land survey; the appointment of consultant
(if the project is not being implemented by PWD/DID); soil investigation; and detailed
engincering design including architectural and structural design,

@

Tender Process—This activity includes the preparation of the Tender Table Document;
ion of job iption and BQ; i for tender; tender evaluation; and
the issuance of the Letter of Acceptance to the sucessful contractor.

Construction

3 Pu!culon of Site—This activity starts from the date the Letter of Acceptance is issued
until the process to obtain the Performance Bond and Requisite Insurance Policy by the
Contractor is completed.

2. Site Preparation—This activity starts when the site is taken over and includes initial
works such as site-office preparation; workers quarters; mobilisation of machinery and
equipment to the site; site clearance and construction of base structure.

3. Construction—This activity includes the structural construction and civil works. In road
construction, highways, etc, it includes retaining works, digging of land and drains.

4. Udiliti paration and i ion of facilitics such as water supply, electrical
installations, telephones, lifts, conveyor i i air itioning an¢ ilati
systems; Fire Protection installation; gas installation and other utilities.

5. Handing Over—Handing over of the project by the Implementing Agency to the client
Agency. For projects not implemented by PWD/DID, this process involves the issuance
of the Certificate of Fitness by the Local Authority.

C. Post-Construction

1. Equi and inery—Ordering, il ion and testing of all the equipment and
machinery once construction of the project has been completed.

2. Fumiture—Ordering and supply of fumiture and other equipment before the project can
be utilised by the target group.
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' SCHEDULING SYSTEX m 841 [Physical!
INTEGRATED T ay ,.,

pProject Number: Component Number: (if -ppuuhh)

I 5 0 I I ) o )

Project Name: Project Cost:

sEmmEEaaa=s=assasssfiii====sssss=s

| component Name: Component Cost:

| state & District Code: ( concate ; Ministry & Department Code:

| ( state code

| (D 0 e | =] O

| Implementing Agency:

5 o OO T 6 T O 6 6 0 )0 0 O 1

\

Date Plan Actual  [Per
Impl
Activity start |Pinish [Rev.Fin.|start |Finish | ment

| A 1. site selection
‘ 2. Land Acquisition
3. Project Brief

4. Design

~ -~ ~ -~ =

5. Tender

B. 1. Site Acguisition
2. Site Preparation
3. Construction
4. Utility

5. Handover
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N N T
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€. 1. Equipment Machinery/
Furniture & etc.

2. Move-in of Settlers / / / / / v

Name of Reporting otuc-r
Designation & Addres:
Telephone No. :
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EXPLANATION OF ACTIVITIES
(For Physical Project Under Category of Land Development)

Planning and Pre-Construction

cluding identification of suitable land. At this stage,

Site Selection—Initial Planning in Att
hat cfforts to acquirc the land can be initiated.

there should be some indication

ocess starts with the date when the application was made until

Land Acquisition—This pr 1
land is obtained from the Dircctor General Land & Mines

the approval to occupy the
(Format K issucd).

Project Brief—The Project Brief submitied to EPU may be too precisc. This process
involves the preparation of detail project brief 1o suit the requirement of Implementing
Agency.

Design—This activity starts as soon as the Implementing Agency receives Activity 3.
Among the works involved in this activity are land survey; the appointment of consultant
(if the project is not being implemented by PWD/DID); soil investigation; and detailed
engincering design including architectural and structural design.

Tender Process—This activity includes the preparation of Tender Table Document;
P of job iption and BQ: for tender: tender evaluation; and
the issuance of the Letter of to the

Construction

Possession of glc—This activity starts from the date the Letter of Acceptance was
issued until the process to obtain Performance Bond and Requisite Insurance Policy by
the Contractor is completed.

Site Preparation—This activity starts when the site is taken over and includes initial
works such as site-office preparation; workers Quarters; mobilisation of machinery and
equipment to the site; site clearance and construction of base structure.

Construction—This activity includes the structural construction and civil works. In road
construction. highways, etc, it includes retaining works, digging of land and drains.

Utilities and i of facilities such as water supply, electrical
installation, telephone, lift, conveyor air ioning and lation system;
Fire Protection installation; gas installation and other utilities.

Handing Over—Handing over of the project by the Implementing Agency to the client
Agency. For projects not implemented by PWD/DID, this process involves the issuance
of Centificate of Fitness by the Local Authority.

Post-Construction

Equipment, Machinery and Furniture—Ordering, installation and testing of all the
equipment and machinery once construction of the project has been completed. Also
includes ordering and supply of fumniture and other equipment before the project can
be utilised by the target group.

Move-in of Settlers—The process of moving in of the settlers/workers into the settlement
from commencement until completion




INTEGRATED SCEEDULING SYSTEM FORM B4B2 [Agricultural
For Land Development)
Project Number: Component Number: (if applicable)
[TTTTTT] 111
Project Name: Project Cost:
N A
component Name: Component Cost:
state & District Code: ( concate ) Ministry & Department Code:
( state code )
! L) ¢ 55 esane — 4 = 0
Implementing Agency:
N I N G N N A 5 O
Date Plan Actual Percent
Imple-
Activity Start |Finish |Rev.Fin.|Start |Finish | ment
A. 1. Apply for Area / / / / g 1
2. State Govt. Approval / / / / / X
3. Feasibility Study / / / / / 1
4. Border Survey / /! / / / *
5. Forest/Mine Clearance / / / / / 1
6. Tender / / / 7] / i
B. 1. Clearing of Area / / / / / t
2. Nursery / / / / / 1
3. Planting ! / / / / 1
4. Selection of / / / / / i
Participants/Workers
€. 1. Plant Care / / / / / 1
2. Estate/Farm Care / / / / / M

Name of Reporting Officer:
Designation & Address
Telephone No.
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EXPLANATION OF ACTIVITIES
(For Agricultural Project Under Category of Land Development)

Pre-Implementation

Apply for Arca—Initial planning, including identification of suitable arca to be
for agri and

State Govt. Approval—For alienated land, the process starts with discussions with the
land owner until the agreement is signed between the land owner and the agencies

for land For G land, the process starts with lbc
application for land until approval is obtained. For crop rehabilitation programmes, the
process starts with the visit to the area until approval is given.

Feasibility Study—Starts with the land feasibility study until approval is obtained.

Border Survey—Survey works to identify the border (perimeter survey) for Government
land and alienated land.

ForestMine Clearance—Starts from the date of application for forest/mine clearance
until written approval is obtained from the State Forestry Department and the State Land
and Mines Department.

Tender—Starts with the preparation of the tender document, invitation for tender, tender
evaluation, sclection and approval by the Tender Board/Committee, until the issuance
of the Letter of {LA) to the For individual
smallholders, the approval given permits them to start works of land clearing on the site.

Implementation

Clearing of Arca—Includes land clearing activities such as felling, burning and others.
For smallholders, the above works may be carried out by themselves or by cmploying
others.

Nursery—Starts with the selection of the nursery site, identification of crop requirements
before planting, or by purchase from qualified suppliers based on requirement schedules.

Planting—Planting of scedlings ing on the suitability of ti

Selection of Participants/Workers—This activity involves the process of selection of
participants/workers for the scheme either from waiting lists, new lists or from existing
settlers.

Post-Implementation

Plant Care—Includes weeding, applying fertilisers, pruning and other activities until the
project yields the product.

C: Includ i of drains, ic fences, terraces/
plnrnrms. culverts, protection against erosion and others.
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OBJECTIVE

1. This Circular contains guidelines for the use of Heads of Department in their
efforts to improve productivity in their respective departments/offices. The
idelines entitled “Guidelines On Productivity Improvement In The Public

Service” is attached as an Appendix to this Circular.

BACKGROUND

2. All Government departments/offices are required to constantly improve
productivity at all levels of their agency. This is because with the creation of more
productive departments/offices, the Public Service will be able to improve the level
of its services to the public. Besides, with increased productivity, departments/
offices will be able to optimise resource utilization as well as realise savings in
operation costs,

3. Productivity does not happen on its own. It has to be created through carefully
planned measures. In this light. Government departments/agencies are requested to
plan and implement concrete actions in this area. These actions should be viewed
as a daily routine which is undertaken continuously. These guidelines should be
used as the basis for taking action. In undertaking productive improvement efforts,
departments/offices should establish a productivity measurement system which is
appropriate to the output being produced. Through measurement, the Management
will be able 10 gauge the productivity level of their department/office at a specified
time, and whether productivity has increased or otherwise. The information thus
obtained becomes an important basis for planning further follow-up action.

GUIDELINES ON PRODUCTIVITY IMPROVEMENT IN THE PUBLIC
SERVICE
4. The Guidelines On Productivity Improvement in the Public Service elaborates
on three main aspects of productivity improvement. These are:

fa) The Concept Of Productivity:

(h) Productivity Improvement Measures: and

(¢} Productivity Measurement

Itis expected that, using these Guidelines, Government departments/offices will

be able to plan and impl effective for prod improvement
in their respective agencies and for the Public Service as a whole.

EFFECTIVE DATE
S. This Circular comes into effect from the date of its issuc.
"SERVICE FOR THE NATION"

TAN Swi DaT0" Sert AuMAD SAR) BIN ABDUL HAMID,
Chief Secretary to the Government
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GUIDELINES ON PRODUCTIVITY IMPROVEMENT
IN THE PUBLIC SERVICE

1. OBJECTIVE
1. The objective of these Guidelines is to assist Heads of Departments understand

the concept of productivity as well as to plan and implement productivity
imp in their respective d ices.

2. These Guidelines outline three main aspects, namely:
fa) The Concept Of Productivity;

(b) Py ivity Imp M : and

(¢) Productivity Measurement.

Il. THE CONCEPT OF PRODUCTIVITY

3. Productivity can be defined as the value or quantity of output which can be
produced by one unit of input. Output refers to the product or service produced by
an organisation. As an example, the output produced by the National Registration
Department is Identity Cards, Birth Certificates, Citizenship Centificates and
Certificates for Civil Marriages. Input refers to the resources used to produce the
output. These resources include manpower, capital, materials, equipment, plant and
other such resources.

4. In other words, productivity is the concept which indicates the relationship
between the output produced by an organisation and the input used. This relationship
is shown in the formula below:

Output  or in brief O

Input 1

As an example, when a work team produces 100 units of output in 20 hours, then
the productivity achieved is 5 units of output per hour.

5. A department/office can gauge its productivity levels at various levels, such as
the organisation, division, unit or at individual worker-level. Productivity levels can
be in the form of: cost per unit of output; time taken to produce a unit of output;
or manhours to produce a unit of output.

6. The concept of productivity is generally associated with the concepts of
efficiency, effectiveness and quality. The relati ip between p ivity and
cfficiency can be seen from the point of input utilization. A department or an agency
is said to be productive when it is able to make optimum or the most efficient use
of the allocated resources.

7. The relationship between productivity and effectiveness can be seen through
comparisons between the quantity of output actually produced and the quantity



targeted by a department/office. If the output produced equals the targeted quantity
then the department/office is said to be effective since it has achieved its target.
To achieve this level of effectiveness, the department/office needs to be productive.
It is in this context that productivity and effectiveness arc said to be two inter-linked
concepts.

8. The relationship between productivity and quality can be shown when the output
of a department/office is linked to its targeted customers. The aim of a department/
office is not only to produce the quantity of output determined but also to ensure
that the output produced ¢ to To produce output to
the exact quanuty targeted, a department/office nceds to emphasise productivity.
whereas, to ensure that the output conforms to customer requirements, it needs to
stress on quality. This means that a department/office needs to ensure that the output
produced includes features valued by customers. The features referred to here
include fast services, rehability, defect-free. politeness and emphasis on safety.
Thus, quality and productivity are two complementary concepts and must be given
attention by every department/office in the production of their goods or service.

11I. PRODUCTIVITY IMPROVEMENT MEASURES

9. A department/office produces many Kinds of output to achieve its objectives.
To produce this output, it requires basic inputs such as raw materials, capital,
equipment and mangower and these inputs are processed using specific production
methods. This process is known as the transformation process. The ability of a
department/office to improve its productivity is dependent on how efficiently it is
able 1o complete the transformation process. The more efficient the process, the
higher will be the productivity since the use of inputs such as labour and capital
are optimised. The relationship between the concepts of input-transformation-output
is shown in Diagram [

Diacram | @ Relationship Between Input—Transformation—Output

TRANSFORMATION PROCESS

INPUT OUTPUT

Labour,
Technology.
Equipment,
Capital and
Management
System

MANAGEMENT
PROCESS

Products
and Services

=




10.  As shown in Diagram I. a department/office needs to increase management

inputs to rei the process. M. inputs include systems
and work p organisati and style. By mixing and
matching these basic inputs and inputs a dep /office should be

able to produce the required output.

I1. To increase productivity, the Management should take measures to strengthen
factors which influence productivity. Eight factors have been identified as critical.
These factors are shown in Diagram 2 and explanations regarding the actions which
need be taken by the Management is indicated in Table I. The factors referred to
here are:

(a) Manpower

(b) Systems and procedures
(¢) Organisation structure
(d) Management style

(e) Work environment

(f) Technology

(g) Materials

(h) Capital equipment

Diacram 2 : Factors Influencing Productivity

Capital N Systems and
uipment ) / Procedures
L4 Ny

Gy () <
~ | prODUCTIVITY | Structure

-/~ Management
Style

Work
Environment




Tasie I : Actions Required To Be Taken By The Management Of A
Department/Office On Factors Influencing Productivity

Factors

Management Action

1. Manpower

2. Systems and Procedures

-

s

3

~

=~

s

-

. Train employees in areas related to their
k.

work.

. Determine and disseminate positive values.

p to produce

work.

the i of emp in
objective-setting for the organisation and in
the productivity problem solving process.

. Create cffective communications in the

department/office.

. Set p for empl

Emplace employees in jobs which are in
line with their ability and skills.

Review system and work procedures to
overcome weaknesses which restrict
productivity.

. Streamline existing system and work

procedures.

Abolish rules and regulations which are not
in line with the goals of the department/
office.

4. Management Style

-

a

8

s

a3

. Co-ordinate the i of divisions and

units within the organisation.

. Establish a flexible and dynamic

organisation structure.

-. Ensure that staffing levels of divisions and

units within the organisation are
appropriate to the responsibilities given.

. Clearly define arcas of responsibility of

cach division and unit within the
department/office.

. Establish the vision and objectives of the

department/office as well as disseminate
these to all the employees.

. Plan and establish the performance goals of

the department/office and measure actual
achievement.
Create a work culture which emphasises
productivity.

RN ————




Factors Management Action

5. Work Environment a. Create an office layout suitable to its work

operation.

b. Equip the office with basic facilities.

c. Ensure cleanliness and suitable internal
decor of the work place.

d. Provide facilities for the staff.

6. Technology a. Review existing work processes to identify
areas suitable for automation and
mechanization.

7. Materials a. Carry out quality inspections at the
preliminary stage on inputs received from
the supplier.

b. Provide quality education for the suppliers.
c. Practice a good inventory system to avoid
carrying excess stock of materials.

8. Capital Equi a. intain capital equip ding to
schedule.

b. Ensure that equipment is located in a
suitable arca.

€. ilization of equi to ensure
optimum use.

(a) Manpower

12.  The ability of a department/office to achieve its performance goals is heavily
dependent on the manpower factor. This is because workers play various important
roles in the production process such as manual workers, management and technical
workers. The emp are also ible for activating various vital p

in the organisation such as plunmng. quality control; strategic or opcnlmnal
decision-making; and budget control.

13. In view of this, to be productive, Government department/offices should
develop the within the The that can
taken include lhc following:

(i) Provide training to employees in arcas related to their field of work.
Training enables workers to upgrade their expertise and skills which assist
them in carrymg out their duties more effectively. The Management should
also their employees to practise the concept of “Self-
Devdopmzm 50 that they, on their own initiative, strive to improve their
work performance.




(ii) Determine and disseminate positive values. Among the values that need
to be upheld are honesty. integrity, accountability, responsibility,
discipline, team spirit, sincerity and trust worthiness. The assimilation of
these values by employees will encourage them to work more diligently.

(111) Motivate staff by way of giving recognition to those who produce excellent
work. The recognition can be given in various froms such as Excellent
Service Awards, Royal Honours, prizes, verbal praise and such others.

(iv) Encourage the involvement of employees in setting goals for the
organisation and in the process for solving productivity problems. For this
purpose. the deparlmcnllofﬁcc could form Quality Control Circles :md

Work Teams at various levels. The M could also 1
suggcxllon system to encourage | staff to forward suggestion on producuvuy
p! for the or
v) E effective between the M and staff

through a policy of open communication.

(vi) Set clear and challenging per which should be realistic
and realisable.

(vii) As far as possible, employees should be emp in with their
knowledge and skills. Job enrichment, job rotation and increased
responsibilities should be used o make their work more challenging.

(b) Systems And#Work Procedures

14, The level of productivity of a department/office is also influenced by the
systems and work procedures in use. Good systems and work procedures can
increase productivity since work procedures can be carried out smoothly and
efficiently. As an example, good filing system can expedite the decision-making
process through speedy retrieval of the required information kept in files. Fast
decision-making will streamline work and in turn, lead to productivity improvement.

15. Systems and procedures are administrative mechanisms instituted by
depar Joffices o dinate the p activities and action involved in
carrying out a piece of work. Coordination is necessary since the work being
undcnnkcn involves various levels of employees, divisions and units. They need to
information and depend an one another to
complete the piece ‘of work, Besides this, systems and work procedures also outline
the way in which a piece of work should be carried out, the sequence of actions
to be completed and the quality standards to be adhered to. In this context, system

and work proc: directly the work per e of every worker.
16.  To improve p: tivity, G /offices need to ensure that
the system and work used by lhenr p are always efficient. The
system should be able to support the of llent work per

and should not be a bottleneck to the smooth functioning of the work processes.
Thus. a department/office should plan and take concrete actions to achicve this goal.
Among the significant measures are:

(i) Review of the current systems and work procedures to remove apparent
Any aspect ids to be obsolete should be updated to
be in line with current needs.




(ii) Streamlining of existing systems and o remove
bottlenecks.

(iii) Review of current rules and regulations with the view to abolish provisions
which are no longer in line with the goals of department/office.

(c) Organisation Structure

17. A department/office is organised based on a structure which is in line with
the objectives, goals and its environment. It is this structure that determines the
significant fcmun:s of a dcpanmcm/o{ﬁcc such as lh: pattern of distrubution of

duties based on fi ns and units; of powers and (authority);
ility and ponsibili yi resource allocation; and the pattern of
within the or In this context, the structure of an

organisation is one of the significant factors which can influence and control the
implementation of activities of a dcpanm:nl/ofﬁcc and this in turn has an effect
on the level of productivity of the ds ffice.

18. To be productive, the Government department/office needs to create a structure
which is effective. This kind of structure will ensure that work is carried out
smoothly as will as enable the available resources to be harnessed in an optimum
manner. The Management can take various measures to create such a structure.
Among them are:

(i) Ensuring coordination of functions of divisions and units in the
department/office such that they always complement cach other.

(i) Establishing a flexible and dynamic structure to facilitate the department/
office to adjust to changes in the environment. The structure must also
facilitate the free flow of i ion and between divis and
units in the department/office.

(iii) l:munng lhal staffing levels for divisions and units are matched with the

The of each level of posts should also

be oullmcd clearly to ensure the elements of accountability and
responsibility among workers.

(iv) Ensuring that functions of divisions and units are clearly defined to avoid
duplication of functions.
(d) Management Style

19. To achieve success, the Management must itself spearhead productivity
lmpmvcmcm efforts. The role and influence of Management on the p:rformnncc of

the fice is ifi because it is responsible for the major p
within the organisation. This includes |hc decisi king process,
budgcung prioritisation of work, resource deploy and

In view of this, the M. should be i to pi ivity by

an output-oriented management style.

20. The most imp ponsibility of is 10 ensure all workers and
systems in the department/office are geared to productivity improvement. Among
the actions required by management are:

(i) Establishing a clear vision and objective for the dnpamnenllo{ﬁcc and
disseminating these to all its emp This will the
because they can relate their work ibution vis a vis the
of the department’s objective.

P




(ii) Planning und dclermmmg performance goals for the department/office and

g actual p e. This measure will cnable the

dcpanmcmlofﬁce o gnugc its level of productivity at any one time and
this information can be used to take follow-up action.

(iii) Creating a work culture which stresses on productivity to be practised
by all levels of workers. This culture must be based on positive work
values such as ic; integrity, ac y and ci

(e) Work Environment

21. The work environment of a department/office has a direct effect on its
productivity. For example, in a dcpnnmcnl/onmc which has a good layout, the work
processes can be carried out well. Activities such as file movements, and information
flow and communication between division and between employees can be carried
out effectively. With this, the time taken to complete a piece of work can be
shortened and this is one of the indicators of productivity improvement. Besides
this, good office layout will also optimise use of space and this will reduce operation
This cost-saving contributes to productivity improvement.

22. Thus. to increase productivity, departments/office need to upgrade the quality
of the work environment such that it is suitable for the work being undertaken.
Mcasures that can be taken include:

(i) Having an office layout which is in line with work operations.

(ii) Equiping ghe office with basic facilities such as air-conditioners, good
furniture @nd communication systems.

(iii) Looking after i and interior

(iv) Providing facilities for employees such as rest rooms, recreational
facilities and others.

(f)  Technology
23. The use of modern technology in the work processes is an important measure
to improve productivity. Technology refers not only to machines or electronic
equipment such as computers, electric typewriters or facsimile machines but also
includes expertise and scientific work methodologies. With the use of technology,
various work processes can be automated or mechanised. In this way, work can be
carried out quickly, and with reduced cost and increased quality. Besides this, work
which was previously carried out manually can now be done by machines. This
assists in overcoming the problem of defective output caused by negligence or
human errors.

24. Asap ity strategy. a depar Joffice should study the
feasibility for aulomnuun or mechanization of their work processes. The
mechanization programme can be directed at work which is processing-oriented and
routine in nature such as preparation of bills, revenue collection receipts, preparation
of notice and preparation of standard official forms. Th:se tasks can be carried out
by machines because they do not involve imps by The

a based can be directed
towards information systems opemuuns Thns |ncludc management information
systems for the purpose of planning, financial control, inventory maintenance and
others.
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(g) Materials

25. F can also be i by rcducmg wastage of materials which are
used as inputs. The ials include paper, stationery,
chemicals and other materials used to produce output. Wastage ocurrs when the
materials used as inputs are of poor quality. These materials are discarded because
if processed will lead to defective outputs. Because of this, departments/ offices
should ensure that the materials used are of high quality. Among the measures that
can be used to prevent wastage of materials are the following:

(i) Undertaking quality inspection on all materials, at the point of receiving
from suppliers and before being processed for output.

(ii) Providing quality education to supplicrs and ensuring that only recognised
suppliers are allowed to supply the materials required by the department/
office.

(iii) Establishing a good inventory system to avoid holding of excess stock.
Excess stock is also a form of waste since it imposes a financial burden
on the department/office.

(k) Office Equipment

26. Capital equipment such as machines, plant and transportation vehicles are
important inputs in the production process. The equipment.should be well-
maintained to prolong their service-span. This will assist in preventing wastage of
time incurred in reparing the equipment. Among the ways to increase the service-
span of capital equipment are the following:

(i) Regular mai of the equip ing to o
repairs.

(ii) Ensuring that the equipment is located in a suitable arca. For example,
a main-frame computer should be placed in an air-conditioned room.

(iii) Planning for it ilization of the

IV. PRODUCTIVITY MEASUREMENT

27. Productivity measurement is one of lh: P in pi ivity
improvement. Efforts towards pi cmnol be i

without a base-line information of the Icvel of current productivity. As a rule,
measurement is undertaken to gauge the level of productivity of a department/office.
Productivity enables a fice to:

(a) Gauge the extent of utilization of the

(b) Enhance operational flexibility in terms of manpower and equipment
utilization.

(c) Identify areas for productivity improvement.
(d) Determine the cost of operation of the organization,

28. These Guideli outline an app h to P ivity at the
department/office level and at the individual level. D /offices which have
already established a system for p: ivity may i to use

their existing systems.



29. Productivity can be i at two levels, that is:
(a) The organisation level: and
(b) The individual level.

(a) M At The Or Level

30. There are four steps involved in the measurement of productivity at the
department/office level. These steps are as follow:

(i) Identification of main output in line with the objectives of the
organisation.

(ii) Determination of productivity indicators for cach of the main output
identified.

(iii) Measurement of current productivity level.

Step 10 Identification of Main Output
31. The main outputs produced by the department/office need to be identified.
These outputs can be in the form of services or goods. Examples of output in the
form of goods are reports, Identity Cards and licences. Examples of output in the
form of services are collection of quit rent, advisory services, talks, supplying
medicines to patients at hospital counters and traffic control at highways. Examples
of output in some Government agencies are as follows:
Examples Of Oulfﬁu In The National Registration Department
Among the main outputs of the National Registration Department are:

(i) Birth Certificates.

(ii) Identity Cards.

(ii1) Citizenship Certificates.

(iv) Death Certificates.

Examples Of Output Of The Kuala Lumpur City Hall.
Among the main outputs of the Kuala Lumpur City Hall are:
(i) Garbage collection services.
(ii) Enforcement.
(iii) Licences.
(iv) Building plans which have been approved.

Examples Of Output Of District And Land Offices
Among the main outputs of the Land Office are:
(1) Collection of quit rent.
(ii) Temporary Occupation Licence (TOL).
(iii) Approval For Temporary Lease.
(iv) Small-scale development projects.

10
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Examples Of Qutput Of The Road Transport Department
Among the main outputs of the Road Transport Department are:
(i) Commercial Vehicle Inspection.
(ii) Driving Licences.
(iii) Vehicle Registration.

Ster 2: Determination Of Productivity Indicators

32. To measure the ivity of a dep: /office, various pi y
indicators need to be i These p: ivity indi are a proxy
measurement used to gauge the p ivity of a

P The
indicators chosen should be based on the main outputs identified. It is prel':m:d (Im
a variety of productivity indicators be established for each type of output. In
determining the productivity indicators, the department/office should pay heed to
the following matters:
(i) The data to be collected is already available or easy to collect.
(ii) The indicator chosen is clear and easy to understand.

(iii) The productivity indicator reflects the element of cost, quality and time.
Productivity indicators can be stated in the form of ratios, numbers or percentages.

Examples of productivity indicators which can be used by Government Departments/
Offices are as in Table 2 and Table 3

TasLe 2 : Productivity Indicators For The Main Outputs Of The
National Registration Department

Main Qutput Productivity Indicator

1. Birth Certificates I. (a) Average number of birth certificates issued
by a worker who is involved in the
processing birth certificates:

Total Number of birth ifi issued

Total Number of workers involved in the
processing of birth certificates

(b) Average time taken to process one birth
certificate:

Total time taken to process birth certificates
Total Number of birth certificates issued

(c

Average time taken to amend errors in one
birth certificate:

Total time taken to amend errors in birth
certificates

Total time taken in the processing of birth
certificates




Main Output

Productivity Indicator

2. Identity Cards

(d) Average cost (inteams of the salary of the
worker involved) to process one birth
certificate:

Total salaries of workers involved
Total number of birth certificates issued

2. (a) Average number of Identity Cards issued by
a worker who is involved in the production
process:

Number of Identity Cards issued

Number of workers involved in the
production process for Identity Cards

(b) Average time taken to process one ldentity
Card:

Total p ion time taken in pi ing all
Indentity Cards

Number of Identity Cards Issued

"
(c) Percentage of Identity Cards processed late:
Number of Identity Cards processed
late
x 100
Total Number of Identity Cards
received
3. Citizenship 3. All the above indicators can be used.
Certificates
4. Death Certificates | 4. All the above indicators can be used.
TasLe 3: E; of Pr di s for. the Main Outputs

of the Kuala Lumpur City Hall

Main Output

Productivity Indicator

1. Enforcement

1. (a) Percentage of restaurants which have
complied with rules on cleanliness:

Number of restaurants which have
complied with rules on cleanliness
x 1

Number of restaurants inspected
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Main Ouiput

Productivity Indicator

2. Revenue Collection

3. Licences

4. Development Plans
which have been
approved

w

. Garbage collection
services

(a)

(b)

(b)

(c)

(a)

(b)

(a

(b)

Average revenue collected by one worker:
Total revenue collected

Number of employees involved in revenue
collection

Average waiting time for payment of bills:
Total waiting time
Total number of clients

Average number of licences issued by one
worker:

Number of licences issued

Number of workers involved in issuance of
licenses

Average time taken to process one licence:
Total time taken to process all licences
Number of licences processed

Avarage cost incurred in processing one
licence:

Total salary of workers involved
Number of licences processed

F of plans app:
Number of development plans

approved 100
Total number of applications x
received

Cost incurred in approving one development

plan:
Total amount of salaries of workers involved
Number of development plans approved

Number of houses provided with garbage
collection service by one worker:

Number of houses provided with garbage
collection services

Number of workers involved in garbage
collection

Total tonnage of garbage transported by one
lorry:
Total tonnage of garbage transported

Number of garbage lorries

13




33.  Other productivity indicators which can be used to measure productivity at the
department/office level are as follows:

(i) Number of projects completed on schedule

Number of projects handled

(ii) Total waiting time for obtaining services

Number of customers
(iii) Number of patients returning for treatment

Number of patients treated
(iv) Number of pages typed

Number of typists
(v) Total time taken to prepare all vouchers

mxmber of vouchers completed

(vi) Number of commercial vehicles inspected

Number of vehicle inspectors

(vii) Number of vehicles registered

Number of workers involved in registering vehicles
(viii) Numbergof devel projects p within a certain period

P*Ixmbcr oFthcloT)menl projects managed within the same period
(ix) Total time for training/course

Total working time

(x) Maintenance cost of machines

Maintenance cost targeted

Ster3: Data Collection

34, The next step is to collect the necessary data based on the main output and
productivity indicators identified. The data collection activity is shown in Table 4.

TasLe 4: Data Collection In The National Registration Department

Main Output Productivity Indicator Data Required
1. Binth Certificates | (@) Number of birth centificates (a) Number of birth certificates
issued issued
Number of workers involved in | (b) Number of workers involved
the production process in the processing of birth
certificates
(b) Total time taken to process (a) Total time taken in processing
birth certificates birth certificates
Number of birth certificates (b) Number of birth certificates
issued issued

14




Main Output Productivity Indicator Data Required
(¢} Total time taken to amend (a) Total time taken in amendiny
errors in binth certificates erors in birth centificates
Total time taken in processing | (b) Total time taken in processing
bith centificates birth certificates
(d) Salarics of employecs involved | (a) Salaries of employees involved
in processing birt in proscssing binth centificates
centificates
Number of birth certificates | (b) Number of birth certificates
issued issued
2. dentity (a) Number of ideatity cards (@) Number of identity cards
Cards issued issued

Number of employees involved | (b)

in the processing of identity
cards

Number of employees involved
in the processing of identity
cards

(b) Total time taken for processing | (a) Total time taken for processing

identity cards identity cards
Number of identity cards (b) Number of identity eards
issued issued

(c) Number of identity cards (a) Number of identity cards
delayed in processing delayed in processing
Number of identity cards (b) Number of identity cards
received received

35. Data should be collected from time to time to enable the evaluation of the
productivity level of the dnpanmcnllofﬁcc For example, if the evaluation period
is one year, data can be per y or the year

Each department/office should design its own forms for data collecuon

36. The data coll should be ised to
of data collected is as in Table 5.

An example

TasLE 5: The National Registration Department-Data Collected For Output
Of Birth Certificates For The Period January—March 1990

Base period |Current Period | Increasel
Data Collected Standard Decrease in
Number Number
1. Number of birth certificates processed 20,000 25,000
2. Number of employees involved in 20 20
processing
3. Total time taken to process birth 16,000 15,000
certificates hours hours
4. Total time taken to amend errors in birth 4.000 3,000
certificates hours hours
S. Salarics of employees involved in the $36,000 $38,000
processing of birth certificates




Base period |Current Period | Increase!
Data Collected Standard Decrease in
Number Number
Productivity Indicator
1. Number of birth centificates issued
Number of workers involved in the 1,000 1.250 +25%
production process
2. Total processing time for the issue of
birth centificates
Number of birth centificates issued 0.80 0.60 +25%
hours hours
3. Total time taken to ammend errors in
birth certificates
Total time taken in processing birth 025 020 +20%
certificates hours hours
4. Salaries of employees involved in
processing of birth centificates
Number of birth certificates issued $1.80 5152 +15.6%

37. To enable departments/offices to gauge the level of current productivity,

comparisons ncedifo be mndc with the producuvny smndard for the past years. The

level of current prod y has i d if the p: ivity standard for that period

is better than lhc producuvuy standard for the past period. Four ways can be used

to establish the productivity standard. These arc as follows:

(i) Discussion with officers involved as to the most appropriate productivity
standard to be used.

(ii) Time and Motion Study.

(iii) Historical records.

(iv) Use which are i to be dards for
specific services such as health services, road transport services and fire
services.

Ster 4: Evaluation of Current Productivity Levels
38. The data should be analyzed and from umc to time to
gauge the p ivity at the depar level. Eval should be

undertaken jointly by the Head of Department/Unit and his workers. If it is found
that the level of productivity has not attained the productivity standard that has been
set, studies should be carried out to identify causes for the shortfall and remedial
action taken.

(b) Measurement At The Individual Level

39. There are four steps involved in the of pi ivity at the
individual level. These steps are as follow:

(i) Determining the main output produced.

(ii) ishing the work norms for each of the main
output produced.




(iii) Collecting data based on the performance standards/work norms.
(iv) Evaluating the current productivity level.

Step 1: Determining The Output Produced

40. The main output produced by each worker should be determined. Examples
of output produced by an individual officer are:

(i) Working Papers.

(ii) Reports.

(iii) Lectures.

(iv) Enforcement Operations.

Ster 2: Establishing Performance Standards/Work Norms

41. Performance standards/work norms need to be set for each of the main output
identified. Performance standards/work norms can be established through various
ways as follows:

(i) Based on past records.
(ii) Time and Motion Study.
(iii) Discussions between the supervisor and employee involved.

Some of k norms for indivi are:

(i) A typist should be able to type 5 pages in 20 minutes.

(ii) An officer should be able to complete 6 reports per year.

(iii) A financial clerk should be able to prepare one voucher in 20 minutes.

(iv) A counter clerk should be able to process 1 birth certificate in 25 minutes.

Step 3: Data Collection

42.  Specific data on the performance standards/work norms should be collected,
These data can be collected for specified periods such as once in three months or
for the whole evaluation period. Examples of data to be collected are in Table 6.

TasLe 6: Data Collection

Main Output Performance Standard/ Data Required
Work Norms
1. Working Papers 10 working papers per year Number of working papers
produced
2. Repons 3 reponts per year Number of reports produced
3. Lectures 3 lectures per year Number of lectures given
4. Enforcement 10 enforcement operations per Number of enforcement
year operations conducted




43. The data should be ised to facili ion. An example
of a data summary is as in Table 7.

TasLe 7: Summarized Data Collected

Performance Standard! Current Performance Increasel
Main Output Work Norms In The Standard'Work Norms | Decrease in
Year Before Productiviy
1. Working Papers | 10 working papers per 12 working papers +20%
year
2. Reports 3 reports per year 5 reports +61%
3 Lectures 10 lectures per year 8 lectures - 20%
4. Enforcement 10 enforcement operations | 12 enforcement operations + 20%
pet year

Step 4: Evaluation of Current Productivity Level

44. The data gathered should be analyzed and evaluated from time to time.
Evaluauon of an emy10)ce s performance should be carried out by the supervisor

and Y lf the p standard of an employee does not meet
the wgclcd perf ds, it is the i of the supervisor to
identify the causes to cnablc remedial action to be take immediately. If the current
performance of an employee exceeds the performance standards/work norms for the
post period. it indicates that his level of productivity has increased.

V. CONCLUSION

45. Government department/offices should make the pmducnvuy improvement
cffort an ongoing process. This is because productivity is relative. A productivity
level considered high in the past will not be perceived as such in the present. In
view of this, departments/offices should constantly improve their performance.
Efforts towards this should be internalised so that it becomes a daily management
aspect.

46. Besides this, focus should ulso bc given to qualuy This is because
are not only d on their p ion capability but also

on the capability of the output to meet the needs of members of the public who
are their clients.
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OBJECTIVE

1. This Circular contains guideli on the impls ion of Quality Cuntrul
Circles (QCC) in the Public Service. The guideli n the I of
Quality Control Circles in the Public Service is in the Appendlx to this Circular.

QUALITY MANAGEMENT THROUGH QCC

2. With the launching of the Excellent Work Culture Movement in 1989, the
Government places great emphasis on the roles to be played by both the Management
and the employees in improving quality in Government departments/offices. For this
purpose, the Government encourages the establishment of Work Teams at the
Officer-level and QCC with membership from employees in the C & D categories
to solve problems at the work-place.

3. The contributions of both the Management and also the QCC-members in
problem solving and improving productivity as well as quality are important in the
Government's efforts towards Total Quality Management in the Public Sector.

4. This Circular is effective from the date of its issue.

TaN Skt DaT0™ SERI AHMAD SarJ BIN ABDUL HAMID,
Chief Secretary to the Government
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I.  OBJECTIVE

1. The objective of these Guidelines is to assist Government departments/offices
in implementing Quality Control Circles (QCC) in their respective organisations.

1. THE CON

PT OF QCC

Definition

2

A Quality Control Circle is a small group of workers (6-10 persons) from the
same work unit who meet regularly to identify. sclccl and analyse work-related

problems. The group then put forward sug 1 10 the for
consideration and decision. Subseq ly, they i the decisi of the
Management.

Philosophy

3. The philosophy of QCC n based on the concepts of participative management

and refers to which
gives importance to people and their fetlmga This is because people are the most
valuable asset of a fice. F means that cvery
worker regardless of hn/her position in the organi is given the y
to make meaningful contribution to the ice. QCC is, th a

mechanism whereby workers are able to participate in the problem-solving process
leading to improvement of quality and productivity in their department/office.

Objective

4. The objective of QCC is to improve and upgrade quality of work through:
fa) The problem solving capability of the workers;
(h) Team work:
) The cultivation and assimilation of positive values and work ethics;
(d) Involvement and interest in work:
(e) High motivation for work; and

(f) Awareness of responsibility towards oneself, the group, the department/
office and the nation.

Basic Principles Of QCC

5. QCC is based on the following basic principles:

(a) Workers are recognised as the most valuable resource along with other
management resources;

(b) Development of workers as useful bers of the d fi

(c) Participation and support from all levels;
(d) Team-work;
(e) Constant encouragement of creativity; and

(f) The projects are related to daily work.



Bencfits of QCC
6. Numerous benefits can be obtained through the implementation of QCC. Among
these are:

(a) Closer relationship between the workers and Management;

(b) Cultivation of cooperation among workers:

(¢) Job satisfaction;

(d) Increased motivation to work;

(e) Building of self-confidence;

(f) Development of leadership among workers;

(g) Encouragement of creativity among workers; and

(k) Improvement of systems and work procedures.

11. IMPLEMENTATION OF QCC

7. The prerequisites necessary for impl ing QCC are:
(a) Establishment of a QCC structure:
(b) Effective training; and
(c) Effective recognition system.

QCC Structure o

8. The QCC structure as being practised currently consists of components as shown
in Diagram [, namely:

(a) QCC Steering Committee;
(b) Facilitators;

(¢) Quality Circle Leaders: and
(d) Quality Circle Members.

(a) QCC Steering Committee
The Steering C is the i that 1 policies for the
implementation of QCC. It also deliberates as well as decides on the
suggestions forwarded by QCC for solving problems.

(b) Facilitators
Facilitators are chosen from among Heads of Divisions or workers selected
by the M These ili are responsible for one or more
QCC. The roles of the facilitators are as follows:
(i) Communicating with all levels of management and obtaining
their support and assistance;

(i) Providing training to QCC leaders and assisting in training of
QCC members where required:

(iii) Maintaining an open and supportive environment;

(iv) Ensuring QCC members direct their activities to work-related
problems:

"




DIAGRAM 1: QCC STRUCTURE

QCC Steering Comitlc:—l

l
[ [ i

Circle Circle Circle Circle
Leaders Leaders Leaders Leaders

Members

(v) As a mediator in problem-solving;
(vi) As a resource person to the Circle; and

(vii) Evaluating the costs and benefits of the QCC programme and
reporting to the Management.

(c) Circle Leaders
Circle leaders may come from among Unit Heads or selected workers and
have the following roles:

(i) Training members on problem-solving techniques with the
i of the facili where ired;

(ii) Responsible for the smooth operation of QCC activities and

fostering the spirit of cooperation and harmony among members;

(iii) Assisting the Circle members in recordkeeping and in the
ion of a s

(iv) Conducting meetings in an orderly and effective manner;
(v) Showing interest and support to the Circle;

(vi) Encouraging other workers to becomes members;

(vii) Assisting members in problem-solving: and

(viii) Enforcing team discipline.

3



(d) Members
The QCC members have the following roles:
(i) Attending meetings regularly:
(ii) Directing their cfforts towards solving work-related problems;
(i) Identifying problems. contributing ideas. undertaking rescarch
and investigation (where necessary) and assisting the QCC in
problem-solving; and

(iv) Participating in management prescntations.
Quality/Productivity Management
9 With the implementation of the quality program in the Public Service, every

Government agency 1s required to form a quality/productivity management structure
in their respective agencies. The structure is as shown n Diagram 2

DIAGRAM 2: STRUCTURE FOR QUALITY/PRODUCTIVITY
MANAGEMENT

L
Steering Committee on
Quality and Productivity/
Management Meeting |
Quality Coordinator
and Quality Task Force

I

Quality Improvement Teams
(At managenal and staff
levels)




10. In view of the fact that this structure is responsible for the overall quality/
productivity management, the QCC Steering Committce can be replaced by the
Steering Committee on Quality and Productivity/the Management Meeting. Besides,
for an organisation that may have many facilitators, a Chlcf Facilitator should be
appointed to the Task Force on Quality and F . The Chief Facili is
responsible for keeping the Task Force informed on the progrcss of implementation
of QCC.

Training

L1, Training plays an important role in ensuring the effectiveness of the QCC
programme. The members of the QCC should be equipped with skills and techniques
to implement QCC projects. They need to understand their individual roles in
successfully implementing QCC activities. In this context, INTAN (the National
Institute of Public Administration) conducts a series of training programmes for
QCC facilitators. The facilitators who have undergone this training are responsible
for training Circle leaders in their respective agencies. Training for QCC members
is also undertaken by Circle leaders during QCC meetings.

Recognition System

12, In order to cncuuragc pmucmauon by workers in OCC activities and also to
sustain existing QCCs, the N should give gl to QCC which have
successfully brought about improvements or introduced innovations in their work
places. Towards this end an appropriate recognition programme to show appreciation
to the QCC members should be established. Among the forms of appreciation that
can be given are the following:-

{a) The presence of the Management during project presentation;
(b) Letters of Appreciation;
(c) Awarding of mementoes;
(d,
(e) Invitation to attend functions with the Management;
o

(g) Making video recording of QCC presentations;

Certificates of appreciation;

Publishing success stories in bulletins;

(h) Publishing photographs of the winning QCC in bulletins or displaying
them on the notice boards;

(

Providing the opporwnity for QCC members to participate at the National-
level QCC Convention; and

(j) Study tours.

13, Realising the fact-that ition is an i factor in ing QCC
to continue their good work, the Government organises the QCC Convcnnon The
objectives of the Convention are:

(a) To and iate workers i in QCC activities by
providing them wuh lnc opportunity to make presentations;

(b) To prove and convince the Public Service that QCC can be implemented
in the public sector;



(¢) To convince that QCC can assist the Public Service in solving work-
related problems; and

(d) To obtain feedback on the problems faced in the implementation of QCC
in the public sector, with the view to improve the effectiveness of the
programme.

14. At the National-level QCC Convention, the top three QCC are selected to
receive the following Certificates of Appreciation and Awards:

(a) The Chief Secretary To the Government Award;

(b) The Director-General of Public Services Award; and

(c) The Director-General of MAMPU Award.

Factors Leading To The Successful Implementation of Qcc
15. Factors leading to the successful implementation of QCC are as follows:-

(a) Positive attitudes, and i from top This includes
the willingness of the Management to allow time and manpower to be
spent on implementing the programme;

(b) An effective training system;
(c) Support from all levels;
d) Thé' establishment of a recognition system for QCC members;

(e) Provision of facilitics by the such as
projectors, transparencies and meeting rooms;

(f) QCC should be considered as a long-term exercise. As such QCC should
be initiated on a small scale initially to ensurc its sustainability;

(g) The progress of QCC should be publici the org:

(h) The ability of the Steering Cq i to plan, i coordi and
take action on recommendations; and

(i) Carrying out promotional activities through posters, slogans and
pamphlets.

1IV. WORK IMPROVEMENT PROCESS
Steps Involved In QCC

16. The approach used by QCC in improving quality of work is the Plan, Do,
Check. Action—P.D.C.A method. The activitics involved in P.D.C.A are as in
Diagram 3.

Step 1—Plan

17. At the planning stage, QCC members are required to identify and select
projects/problems which need to be attended to. For each project/problem identified
for action, an implementation schedule needs to be prepared to ensurc that the
ject/problem is within the scheduled time period.

Proj



DIAGRAM 3: P.D.C.A. APPROACH

o (a) Project/Problem
Standardisation, Identification

(b) Selection
(c) Scheduling
(4) m
ACTION PLAN
3) )
CHECK DO
(a) Analysis
(b) Alternative
Solutions
(c) Presentation
Evaluation (d) Consideration
and Decision

(e) Implementation

18. Three activities are required at this stage, namely:
(a) Project/Problem ldentification

QCC projects or problems may be seclected at the request of the
or from made by QCC members, facilitators,

other workers or other Circles. Projects or problems which are selected
and solved through QCC are mainly work-related problems. Among the
problems are those on filing systems, work-flows and counter services.

In the process of identifying proj: bl Qcc are
advised not to discuss certain matters such as:

(i) Departmental policies;
(ii) Unions agreements;
(iii) Matters related to discipline;
(iv) Personal matters;
(v) Salaries and allowances;
(vi) Departmental budget;
(vii) Service conditions;
(viii) Job distribution;
(ix) Promotion policies; and
(x) Other matters not connected to work-related problems.

7



(b) Selection of ProjectsiProblems

At the preliminary stage. through brain-storming sessions, Qcc
members may identify numerous projects/problems for remedial action.
However, they are allowed to select only one project/problem for action.
The selection of the project/problem may be through a process of voting
or through prioritisation of projects/problems. The project/problem
selected should be the most important or most critical one which requires
immediate action.

(¢} Preparation of Implementation Schedule

After selecting the project/problem for action, QCC members should
prepare an implementation schedule as in Table 1. The steps involved in
the preparation of the implementation schedule are:

(1) Identification of all activities required:

(i) Estimation of time required for each activity. that is. date of
Ct and date of p

(iii) Identification of important sequences to complete the activity with
the setting of dates for inspection and monitoring of the activity;
and

(iv) Recording of actual achievement as against the planned targets
for cach activity.

Step 2—Do
"9, The activities involved in the step ‘Do’ are:
fa) Problem analysis;
(h) Alternative solutions;
(¢} Presentation to the Management:
(d) Consideration of suggestions and decision by the Management: and

te) Project by the QCC b

(a) Analysis

After selecting the project/problem. QCC 1nembers should analyse the
root-causes of the problem. This can be carried out by using the Cause
and Effect technique and data which has been collected.

(b) Alternative Solutions

This process requires QCC members to identify alternative solutions to
the problem. The advantages as well as tangible and non-tangible benefits
accuring from the suggested solution should be explained one by one.
Financial implications should also be considered. The QCC members
should select the best solution through a system of voting or a thorough
analysis of the alternatives.



TABLE 1: IMPLEMENTATION SCHEDULE FOR

: PROJECT/PROBLEM
i S~
. Month 1991
NG
Actvity T~ |Jan|Feb Mac|Apr Jul |Aug |Sept| Oct |Nov |Dec Notes

Idendification of 7
Project/Problem é

Selection of
Project/Problem

NN

Analysis of
Project/Problem

Alternative
Solutions

Consideration and
Decision

Evaluaton

Acnon For
Standardisation

Key

Actvities

NN

Y

(c) QCC Presentation
When the QCC is ready to present their recommendations to the
Management, it is important that they do so in an effective, confident and
systematic manner. To do so. QCC members require various presentation
skills. Among them are:
(i) Oral presentations;
(1) Preparation of a project report; and
1 (iii) The use of audio-visual aids such as videos, television sets, and
slides.




QCC members making the presentation to the Management must pay
heed to various matters, namely:
(i) The presentation should be made within 20-30 minutes including
the time for opening and closing remarks by the Circle Leader;
(ii) All members should be introduced by the Circle Leader and the
Circle Leader should answer all questions raised at the end of the
presentation;
(iii) All should p
(iv) All information gathered to be used in the presentation should be
in the form of charts, graphs and diagrams;

in the pi

(v) A rough outline of the presentation should be prepared;

(vi) The ion should be ducted sy ically and orderly;
and

(vii) All guests, members of the Steering Committee and members of
other Circles should be invited at least a week before the
presentation.

The QCC project is i g the Circle's
suggestion to the Management. Among lhe bcncﬂ!s to bc oblamnd from
such a presentation are:

('hh improves the relationship between the Management and
workers;

(i) It indicates the concern, support and involvement of the
Management in QCCs;

(iii) It fosters the spirit of cooperation and esprit de corp among
workers; and

(iv) It acts as a token of recognition and appreciation of the efforts
of the QCC members.

(d) Consideration and Decision

Projects or probl to which i have been i will be
presented to lhc The M should give due
consideration to these solutions and arrive to a decision. Where a decision
cannot be given immediately, the Management should indicate the length
of time needed for decision-making.

(e) Implementation

The implementation process involves Qcc mcmbers discussing with

the facilitator on the various ways (0 1
which have been approved. thrc necessary, a trial run can be undertaken.
The bers of the ion should be i of the trial run and
the time period of the project. Even if there is no trial run, members of
the orgamsauon should also be mformcd of the project being undertaken.
The i ion can be d through a bricfing session or a
memorandum/circular letter can be sent to all members of the organisation.

10



Step 3—Check

20. At this stage, the activity to be is ion. QCC bers should
carry out an evaluation of the proposed solution being undertaken. This will indicate
whether the objective of the project has been attained or otherwise. The evaluation
can be cnmcd out through data collection and analysis during the trial run. Once

has been the QCC can decide whether to implement
the proposed solution or otherwise.

Step 4—Action

21. This forms the final stage of the P.D.C.A approach. The activity involved is
the standardisation of the corrective action. As a result of the evaluation undertaken,
QCC members will be able o identify the improvements arising out of the conccuve
action taken. If there are imp: then QCC can
action implemented and make it a part of the procedure or operations of lh:
department/office. A briefing on the new procedure should be given to other
bers of the dep: fice. QCC bers could also check on the possibility
of the causes of the problem recurring or other side effects which may arise.

Conducting Meetings

22. QCC activities are carried out by holding regular meetings. The QCC should
give attention to various matters to ensurc that these meetings are conducted
effectively, namely:

(a) Having an agenda:

(b) ishing pi to be by all QCC members;
(c) Ensuring clear objective-setting for each meeting;

(d) Allocating duties to each QCC member; and

(e) Preparing minutes of meetings.

V. PROBLEM-SOLVING TECHNIQUES

23. In solving problems, QCC members can use various techniques. The use of
various techniques must be supported with accurate information and data. Data and
11 is the most i step in the probl lving process.

Lack of necessary data and m(urmnuon or insufficient data could lead to a situation
where decisions or corrective action cannot be implemented effectively. Data and
should be collected for the g p

(a) To understand the actual situation and to support or reinforce an opinion;
and

(b) To establish the relationship between the problem and its causes.

DATA COLLECTION METHOD

24. Data can be collected using five methods, namely:
(a) Interviews;
(b) Questionnaires;



(¢) Observation;
(d) From reports; and
(e) From complaints by the public.

25. The data collected should be recorded including information on the date of

lection, method of and the individual who the data. The data
musl be recorded in a manner which facilitates its use that is, it must be arranged
in specific categories. For example, it should be categorised according to the four
management resources namely, man, method, material and machine.

Sampling Techniques

26. In data collection, samples are used. This involves the collection of data from
a small proportion of the total population involved. The sampling techniques
generally used are:
(a) Random Sampling
This process involves the random selection of the sample units. The
selection can be made by the use of a random number through table or
lists of names to prevent any bias.
(b) Systematic Sampling

rocess involves the systematic selection of the sample to be used.
For cﬂfnp]: choosing every tenth name from a list of names.

(c) Stratified Sampling

This process involves the selection of the sample according to specific
categories such as age, sex and income group, ctc.

27. QCC members may use various techniques in the problem-solving process.
The techniques generally used include the following:

(a) Brainstorming;

(b) Cause and Effect Analysis;
(¢) Checksheets;

(d) Pareto Analysis;

(e) Bar Charts;

(f) Pie Charts;

(g) Histograms; and

(h) Process Analy:

(a) Brainstorming
Brainstorming can be defined as the methodology used to encourage
every individual in the Circle to express freely their opinions or give ideas
in an open discussion.

Brainstorming can be used to list down all the problems faced by an

organisation, their causes and the potential effects if a certain suggestion
is implemented.

12



To

ensure the success of the i ing process, it is i for

the Circle to follow the following rules:

(1

(i

G

) The subject for brainstorming should be clear and accurate. For
cxample, members may brainstorm to identify the causes and
reasons why a certain task cannot be completed on schedule.

i) Each member will give only one opinionfidea at each turn
regardless of the number of ideas he/she may have.

i) A ion-fi must be maintai to free
expression of ideas.

(iv) Every idea expressed should be written on the black/white board,

flip chart or noted down by a secretary.

(v) At the end of the brainstorming session, all the ideas expressed

(v

should be evaluated one by one and shortlisted.

i) Voting is used to list the ideas according to priority. The
prioritisation is based. on the number of votes received for each
idea.

(b) Cause and Effect Analysis

Th
This
cause

e Cause and Effect Analysis is also known as the Fish-Bone Analysis.
technique is used to analyse problems with the identification of
s of a problem through brainstorming. This technique is easy to use

as it summarises, arranges and explains all the causes of a problem which
has been identified in the form of a diagram. It also allows for the

identi

fication of many possible causes of a problem. There are five steps

in the construction of a Cause and Effect Diagram.

S

tep 1: Identify a Problem

The first step is to identify the problem and to state the problem

accurately. For example the problem identified is “Reports Cannot be
Printed Within The Time Period Specified™. Start the Cause and Effect
Diagram with an arrow pointing from left to right towards the problem
which has been identified, as in Diagram 4.

DIAGRAM 4: PROBLEM IDENTIFICATION

N Reports Cannot be Printed
P Within The Time Period
- Specified

EFFECT




Step 2: Determine the Main Causes

A problem is caused by various factors. These factors can be
ised ding to the of production such as man,
machine, material and method as shown in Diagram 5.

DIAGRAM 5: DETERMINING THE MAIN CAUSES

Material Man
\\
\, Reports Cannot be Printed

rd On Time

/ /
/ /
Machine Method

Step 3: Determine the Sub-Causes under The Main Causes

Through a process of brainstorming, the sub-causes of the problem
are identified and entered below the appropriate main causes. Where
possible, the sub-causes are further broken down into more detailed
sub-sub-causes as shown in Diagram 6.

DIAGRAM 6: DETERMINING THE SUB-CAUSES

\ Going on emergency
leave too often

Attitude

Reports Cannot be Printed
On Time

[ et |
l\




For instance, the sub-cause to the main cause “Man" is “attitude™
and “Going on emergency leave 100 often™ is the sub-sub-cause. This
is because a negative attitude results in an officer going on emergency
leave too often. Once all the sub- an have
been identified, the Cause and Effect Diagram will appear as in
Diagram 7.

DIAGRAM 7: THE COMPLETED DIAGRAM ESTABLISHING
THE SUB-CAUSES

Material Man
Lack of

B P
of printing
supplies
No detailed checking
Attitude
Poor quality
of supplies Going on emergency
leave too often
No training
Reports Cannot be Printed
On Time
— Disruption of
electricity
Insufficent Delay in receiving back
Machines first proof
Delay in the setting
Machines proof-reading division
break down
quently A while

work is in progress

Machine Method




Step 4: Verify Actual Causes

This can be done through two ways, namely through the use of data
or by allowing each Circle member to vote on every cause which they
think is important. If voting is used, the votes should be recorded in
the Cause and Effect Diagram. The actual causes (that is those that
receive the most number of votes) are circled. At this stage, the Cause
and Effect Diagram will appear as in Diagram 8.

DIAGRAM 8: VERIFYING THE ACTUAL CAUSES

I Material ] [ Man ‘
1 \
\——— Shortage Lack of manpower
\ of printing o
\  supplies No
detailed
checking

]

Attitude

Poor
| quality of |
. supplies / Going on emergency
/ leave too often
No training
L
N Reports Cannot be Printed
[ On Time
[ Es S
/— Disruption of /
Electricity
— Delay in receiving back
Insufficient first proof
machines
T Delay in
/ Machines . [ the setting |
/ break proof-reading
/_' down division
/ _frequently / N

Amendments while
work is in progress

Machine Method
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Step 5: Prioritisation of Sub-Causes

Additional data on each sub-cause and each sub-sub-cause which
have been circled are collected to choose one or more main cause.
These causes are then amnged in order of priority through a voting
process. This is shown as in Diagram 9.

DIAGRAM 9: ARRANGEMENT OF SUB-CAUSES ACCORDING
TO PRIORITIES

Material l Man

*‘1 qualnly oH { dclallcd )
<uppl|cs chcckmg
—

Reports Cannot be Printed
On Time
T

\\ Machines Delay in
break | the setting \
AW down |

prool' reading
division /

frcqucml)

Machine Method

Points To Be Noted

In preparing the Cause and Effect Diagram, the following points should
be given attention:
(1) This technique is not suitable in cases where the problem is easy
to solve or its causes/solution are apparent.

(ii) During the brainstorming process to identity the causes of a
certain problem, the focus should be on the causes only and not
on the solutions.
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(iii) Use the questioning technique when Circle members face
difficulties in completing the diagram by, using words such as
“what", “why", “where"”, “when”, “who" and “how™; and

(iv) Use a separate Cause and Effect Diagram for each problem.

(¢) Checksheets

Checksheets are used to record data in a more orderly and systematic
manner ding to the fi y o of the problem or its
causes. The steps involved in preparing a checksheet are as follows:

Step 1: Designing A Checkshect For Data Collection

At this step, members will collect data related to the frequency of

of each sub identified in a p ined format.

For example, the problem identified may be “Loss of Items From

Lodging Rooms™ and the sub-causes leading to this problem have

been identificd as in Table 2. Data on each of thesc sub-causes are

listed according to the week in which they occurred. An example is
shown in Table 2

TABLE 2; FREQUENCY OF OCCURRENCE OF SUB-CAUSES

.
\\Tmu' period October /
No. - Week Total
Sub-causes 3 4 5
|
1 No inspection of 1 11 / 4
the rooms
2. No system of / / 2
records
3. Items are shifted 11 /B ERR 6
from place to place
4. No checking of /1 Lyreryrrn 11 12
inventory book
|
Total 3 4 4 10 3 24
Step 2: Summarising The Data Collected
Data on each of the sub: can be d for a ified

number of days, weeks or months using a checksheet. In view of the
fact that many checksheets will be used in data collection, all the data
gathered should be ised into one ksh as shown in
Table 3.




TABLE 3: SUMMARY CHECKSHEET

Time period 1987
No. Total
Sub-causes Oct. | Nov. I Dec.
1. No system of records 4 13 17 34
2. No inspection of the 2 26 93 121
rooms
3. Items are shifted from 6 15 30 51
place to place
4. No checking of inventory 12 10 5 27
book
Prepared by Mr. A
Date 7 January 1988
Place Lodging Room
Time Period 3 months (October—December 1987)
No. of course Participarts
Staying in 444 persons
Number of Courses 12
Methodology Observation and inspection
Step 3: Relative Freq y and Ci F
The data presented in Table 3 can be rearranged in a descending
order. The relative as well as the cumulative frequency can also be
calculated as shown in Table 4.
TABLE 4: RELATIVE AND CUMULATIVE FREQUENCY AND
AVERAGE OCCURENCE
(Oct.—Dec. 1987)
Total
No Sub-causes (Frequency | Percentage Cumulative
of % Frequency
Occurrence)
No inspection of the rooms 121 44.32 121
2. No system of records 74 27.11 195
3. Items are shifted from place to 51 18.68 246
place
4. No checking of inventory book 27 9.89 273
273 100 —




The use of is more effective if Circle b

(i) Are clearly aware of the purpose of the data collection;
(1) Collect data with care and accuracy:
(iii) Choose an appropriate type of checksheet;

(iv) Design a suitable format as well as instructions on the use of the
form;

(v

Identify the person responsible for recording the data for a specific
time period: and

(vi) Determine the sample size.

(d) Pareto Analysis

The Pareto Analysis is the most frequently used methodology for data
analysis by Circle members. The Pareto Diagram is a special kind of graph
which shows data in the form of vertical or bars in a descending order
of length. This diagram shows the major causes of a problem. The tallest
indicates the most important cause followed by other main causes. With
this, attention can be given to overcoming the major causes of a problem.

The Pareto Diagram can also be used to confirm a certain decision, that
is by comparing diagrams based on information before and after corrective
action has been taken. The effectivencss of the corrective action can then
be established.

The Parcto Diagram is based on the Pareto principle which is also
known as “80—20 Rule". This principle shows that usually a small number
of activities can cause numerous problems, or produce the most results.
As an cxample, 80% of typing errors are caused by 20% of the typists
or 80% of sales of a company are made by 20% of the sales personnel.
This means that scarce resources should be directed towards the most
important areas or aspects.

The Pareto Diagram can be prepared based on the data collected as in
Table 4. The types of data is shown on the horizontal axis whereas the
frequency of occurrence is on the left vertical axis. The cumulative
frequency in the form of percentages is indicated on the right vertical axis.

A Pareto Diagram indicating the frequency of each item is presented
in Diagram 10.
The cumulative frequency curve is plotted as follows:

(i) Start at zero point and connect the line to the right-hand corner
of the first bar, that is at level 121, with a straight line;

(i) Connect the print at level 121 and the point at level 195;
(iii) Connect the point at level 195 to the point at level 246 and
onwards to level 273 or 100% at the right-hand vertical axis.

A legend 1o the Pareto diagram should be prepnrcd to indicate the
sources of data/information as shown in Table 5
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DIAGRAM 10: PARETO DIAGRAM

FREQUENCY

280 — 100%

240 —

220 |

200 /
/
180 — / 195

160 — /" Cumulative
/— Frequency |- so%

Curve

No S No  tems S Ne

system  inspection ~ are shified checking
of records ~ done on _~_  from place” of inventory

" the rooms o place / book

CAUSES

CUMULATIVE FREQUENCY

TABLE 5: LEGEND TO PARETO DIAGRAM

Problemi/Project Loss of ltems in
Lodging Rooms

Time Period 2 months
Date of Completion 1.1.91
Sources Departmental Study
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The purpose ot the legend is to explain the data as well as the sources
from which the data/information was obtained. The data collected must
be accurate because inaccurate data can lead to incorrect or wrong
conclusions.

The Use of the Parcto Diagram

(@)

(ii)

The Pareto Diagram Is The First Step To Improve The Quality
Of Work

The Pareto diagram is i because by ining the
diagram, the reader can be made aware of the main causes of a
certain problem. The tallest column indicates the main cause of
a certain problem.

To Confirm Decisions

By comparing Pareto diagrams before and after corrective
action, circle members will be able to confirm whether the
correct course of action has been taken. This is shown in
Diagram 11.

DIAGRAM 11: COMPARISON OF PARETO CHART BEFORE

AND AFTER CORRECTIVE ACTION HAS BEEN TAKEN

% Improvement

A B C D E
Before Corrective Action

A B C D E
After Corrective Action

(e) Bar Charts

Bar charts can be used to indicate the importance of an event through
the frequency of occurence of a problem. Diagram 12 is an example
of a Bar Chart which shows the number and type of complaints.
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DIAGRAM 12: EXAMPLE OF BAR CHART 1

40 Type of Alsfc]|p
Complaint
» . Total Number |35 |28 (18 |18
TOTAL of Complaints
NUMBER
OF 20

TYPE OF COMPLAINTS

Methodology For Constructing Bar Charts
The vertical scale indicates quantity. If this begins at zero point, then
the highest scale should be given. For example, if the highest figure on
the scale is 978, then the maximum scale which should be used is 1000.
The bar chart need not be drawn to its full extent if big numbers are
involved. It is sufficient to use a partial chart as shown in Diagram 13.

DIAGRAM 13: EXAMPLE OF BAR CHART 2

UNITS

TABLE
MONTH JAN. FEB. |MARCH| APRIL
UNITS 982 765 803 872
A

1000

.

800

N

!

Y

MARCH APRIL
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(f) Pie Charts

Pic charts are used to compare one quantity with another quantity.
These charts are also convenient for comparing a particular data with its
total. The steps involved in preparing a pie chart are as follows:

Step 1

The data collected is converted to percentage form and the number
of degrees. This data is shown in Table 6.

TABLE 6: EXAMPLE OF A TABLE USED FOR PREPARING
A PIE CHART

ITEM A { B & D TOTAL
UNIT 35 32 29 25 121
PERCENTAGE 29 26 24 21 100
DEGREE g 104 94 86 76 360

This data is converted to a Pie Chart as in Diagram 4.

Calculation of percentage and degrees.

Total number of units per specific item

P e: x 100

Total number of units
3
Item A = — x 100 = 29%
121
The calculation using the above formula is made for other items
namely B, C and D.
Degrees: One full circle = 360 = 100%
360
Thus 1% = —— = 3.60 degrees
100
Thus 29% for Item A = 29% x 3.60 = 104 degrees

This process is continued 1o calculate the number of degrees for the
other items namely B, C dan D
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DIAGRAM 14: AN EXAMPLE OF A PIE CHART

Step 2

Two concentric circles are drawn. The smaller circle indicates the
total number of units that is 121 as in Diagram 14
Step 3

The circle should be divided into sectors that is from A to D
according to percentage as shown in Diagram 14.
Step 4

The sectors are arranged clock-wise starting from the 12 o'clock
position. The arrangement is from the biggest/most to the smaller/
lesser. This chart should also provide information such as its date,
purpose and other necessary information.

(g) Histograms
Histograms can be used to present data in an casy and effective manner.

These are used to indicate the freq; of the i
causes. The frequency is shown by lhc hclghl of the columns in the
histograms.
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For example there are complaints in a Government agency that some
of the workers come late to office. A histogram is prepared to depict this
problem. The method of preparation is as follows:

Step 1: Determine The Number of Classes Required

Classes can be different as the arrangement of the data collected
according to specific categories such as time or number of cases.
Usually 5 to 20 classes can be used depending on the number of
observations planned and the degree of accuracy required. In the above
example, based on records from the punch-clock cards, it is found that
there is no case of any worker clocking in after 8.45 a.m. Here, an
arbitrary choice of 9 classes is made considering a range of 45
minutes.

Step 2: Establish Class Intervals

Class intervals are decided through comparison of the highest and
the lowest value in the distribution with the number of classes
sclected. As in the example, anyone arriving in office after 8.00 a.m
is late. The class interval for this example is:

8.45 - 8.00 45
———— = — =5 minutes
9 9

Step 3: Determine Class Boundaries
Class boundaries need to be determined starting with the lowest
taking into consideration the smallest value and building on subsquent
classes. Class boundaries should be selected to avoid situations where
a certain value can be included in a certain class.
In this example, the classes chosen are:
8.01 - 8.05 minutes
8.06 - 8.10 minutes
8.11 - 8.15 minutes
8.16 - 8.20 minutes
8.21 - 8.25 minutes
8.26 - 8.30 minutes
8.31 - 8.35 minutes
8.36 - 8.40 minutes
8.41 - 8.45 minutes

Step 4: Use A Checksheet To Collect Data

Once the class boundaries have been established as in Step 3, data
can be collected according to the various classes using a checksheet.
For the examples being used data can be collected from punch-clock
cards for the past months. On the ption that the M:
has decided that data be collected from punch-clock cards for one day
only, then the data collected using the checksheet is as in Table 7
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TABLE 7: CHECKLIST ON TOTAL NUMBER OF LATE COMERS

(10 June 1991)

Class
(Minute)

Frequency

8.01-8.05
8.06-8.10
8.11-8.15
8.16-8.20
8.21-8.25
8.26-8.30
8.31-8.35
8.36-8.40
8.41-8.45

SEEREERE
SEEREEEE

EEEE

-~
~ ~

i

i1
i

AT T

AT 11
HHT ]

-
-

Step 5: Transfer The

Frequency Table

From The CI heet To A

The information from the checksheet needs to be transferred to a
frequency table before a histogram can be prepared. The example of
the frequency table is as in Table 8.

TABLE 8: FREQUENCY TABLE FOR TOTAL NUMBER OF

LATE COMERS

Class Total Number of
(Minute) Late Comers
8.01 - 8.05 34
8.06 - 8.10 31
8.11 - 8.15 24
8.16 - 8.20 16
8.21 - 8.25 15
8.26 - 8.30 13
8.31 - 8.35 14
8.36 - 8.40 15
8.41 - 8.45 25
Total 187
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Step 6: Preparing A Histogram
Based on the Frequency table above, a histogram can be prepared
as in Diagram 15.

(1) The horizontal axis is a continuous scale showing the selected
classes;

(ii) For cach class, a square vertical column is drawn starting from
the lower class limit to the upper class limit;

(i) There is no space between the columns in a histogram; and

(iv) The vertical axis shows the frequency that is the number of
employees.

A Histogram can be used to draw conclusions and also to confirm
whether a complain is justified or not. In the above example, a total
of 187 employees were found to be late on the date concerned.
However, all 187 arrived before 8.45 am. This indicates that 37.4%
out of the total number of employees were late and therefore the
complaint is justified. From the histogram, it can also be seen that 65
out of the 187 employees who came late, were late by 10 minutes
only. One clear finding is that 25 employees were between 41 - 45
minutes late.

DIAGRAM 15: HISTOGRAM — NUMBER OF LATE COMERS

NUMBER OF LATE COMERS
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(h) Process Analysis

Sometimes the source of a problem found in a division or at one stage
of a process could origi from other divisions or the p ding stage
of the process. In such a situation, a technique that can be used to trace
or identify the specific stage where the problem originates is the Process
Analysis Technique. Process Analysis can be undertaken through Work
Processes or Work Flow Charts.

A Work Process is a sequeatial chain of actions involved in carrying
out a certain activity.

A Work Process ensures quality of work by way of pre-determined
work standards. At the same time, a work process facilitates and
streamlines the daily office routine as well as maintaining the level of
efficiency and effectiveness of an employee's work. By analysing a Work
Process, Circle members will be able to identify weaknesses or problems
arising as well as the officers involved in the process. This is helpful to
Circle members at the problem solving stage.

A Work Flow Chart should be prepared after the Work Process Chart
has been completed. A Work Flow Chart is a graphical depiction or a
diagram on all the actions involved in an activity or procedure. A Work
Flow Chart is useful because it shows clearly each step or action which
has to be taken in order of the correct sequence, that is it shows in brief
the starting point as well as the finishing point. Flow charts also help the
staff to undi d their respective duties and ibilities better as
well as improving coordination between departments. Flow charts can also
pinpoint areas of delay or bottlenecks as well as repetitive work. It also
depicts the overall picture of the activity being undertaken. Specific
symbols that are used in the preparation of a Flow Chart are:

An Action (step) in the work process

Flow

O~ 0O

Decision Making

Simultancous Action

\\/ Storage or No Further Action
) Connector
Y
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An example of a Work Process is as follows:

Some of the Activities of Job Confirmation

Post

Process

Service Clerk

Assistant Director

Head of D&uanmem

Service Clerk

Check the service register every month and identify
those officers who are not yet confirmed in their
posts.

Check personal files and Service Books of those
officers concerned to determine whether conditions
for confirmation have been complied with.

If the officer has not fulfilled the conditions, no
further action would be taken. Instead, the
probationary period will be extended.

If the officer has fulfilled the conditions, refer the
case to the Head of Department informing him that
all conditions have been complied with and the
officer is eligible for confirmation in his post.

Record the recommendation in the file.

For officers who have not fulfilled the conditions,
extend their probationary periods for another 3
months before the date of expiry of their present
probationary periods.

For officers who have fulfilled the conditions and
are ded for confi i prepare the
following forms:

— Job Confirmation Recommendation Form
(as per General Orders 36);

— Statement of Examination Results; and
— Service Statement.
Prepare covering letter and send forms to PSC/

Prime Minister’s Department via the Head of
Service.

Record confirmation in Service Book and give the
original letter to the officer concerned.
Prepare Fin. 8 (7 copies) and distribute to:

— MAMPU's Finance Clerk

— PSC/Prime Minister's Department

— PSD

— Personal File

30




The steps involved in the preparation of a Work Flow Chart are as
follows:

(i) Refer to the Work Process for the activity concerned.

(ii) Prepare a detailed Work Flow Chart based on the Work Process
for that activity.

(iii) Use the symbols specified.
An example of the Work Flow Chart is as in Diagram 16.

Based on the Flow Chart and other information collected, Circle
members: can analyse the causes of problems guided by the following
question:

(i) What are the steps involved?

(ii) Why is this step imp ? Can a good service/product be
produced without undertaking this step?

(iii) Where should this step be undertaken? Can it be carried out in
an casier way and in a shorter time period, that is by rearranging
the seating positions of officers or location of office equipment?

(iv) When should this step be carried out? Is this step part of a
continuous arrangement?

Can it be carried out earlier or later? Can it be further simplified
or combined with other steps?

(v) Who should be carrying out this task? Is it being undertaken by
an officer who has the required skills/expertise or should the task
be transferred to other officers?

(vi) How should this task be implemented? Can it be done in a better
way? Should other office equipment be used or should the office
layout be improved, such that the task can be carried out more
casily by all those involved?

CONCLUSION

28. Government agencies who have not set up QCC to improve the quality of their
output or services should i diately plan for and i the p

in an orderly and systematic way. For those which have already done so, the
Management is responsible to sustain the activity so that it becomes a part of their
corporate culture.
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DIAGRAM 16: EXAMPLE OF FLOW CHART FOR JOB
CONFIRMATION ACTIVITY

Check the service register and
NO obtain the Personal File and
Service Record Book

YES N\ Have contitions for confirmation
We N7 been fulfilled?

Is 1t within the
period of confirmation? | YES

Refer to Head of Department for
recommendation

Keep s it within the
the file period of confirmation?

and the e /

Strvles > Recomimend?

Prepare 8 copics of Fin_ §
and distribute

YES
Prepare statement of service, statement
of examinations passed and recommendation
for confirmation in post and send to PSC
.
NO
Record confirmation in post into
service Record Book and give the
original letter to the officer

Refer the Service Record Book and personal
file to Head of Department for extending
the confirmation period

Take action
10 terminate
service

> Is extention granied?

YES
Prepare the Statement of Service.
Statement of Examination,
Letier of Department and send to PSC

Record the extension with conditions
int0 the Service Book and give the
onginal letter to the officer

Prepare 8 copies of Fin.8 and distribute
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OBJECTIVE

1. This circular consists of guidelines for Head of D in

of the Manual of Work Procedures and Desk File for officers and smff These
Guidelines on Manual of Work Procedures and Desk File are as in the appendix
attached to this circular.

BACKGROUND

2. Manual of Work Procedures is a reference d for the d

It consists of functions, nfﬁcml objectives of the office, clear procedures and the
officers and staff resp le for the impl: ion of each activity. This is the
main reference document that will assist a di to function effi

and effectively. A clear ing of the i and obj will enable

each individual in the organisation to carry out his duucs more cﬁccuvcly Detailed
work procedures as well as clear definition of responsibilities will assist officers
and stsff to carry out their duties more efficiently.

3. Desk File is a refe d for the indivi /i Among other things
this document consists of the organisation chart of the department/office indicating
the position of an individual in the dcpanmcnllofﬁcc. the objective of the
Department and the Division in which the individual is positioned as well as the
relevant work di related to the individual position. A clear understanding
of the role of a department/office. its directions as well as a comprehensive
guideline on its duties, will assist an officer to carry out his duties efficiently and
without delays. The Manual of Work Procedures and Desk File are management
tools that contribute towards the improvement of the efficiency and effectiveness
of the department/office.

Guidelines on Manual of Work Procedures and Desk File

4. The Guidelines on Manual of Work Procedures and Desk File consists of
explanation on the following four aspects:

— Concept and rational for the preparation of the Manual of Work Procedures
and Desk File:

— Contents of Manual of Work Procedures;

— Contents of Desk File;

— Preparation of Manual of Work Procedures and Desk File.

Various examples are attached to facilitate a better understanding of these
documents.

5. The Manual of Work Procedures and Desk File should be reviewed from time
to ime or prefereably once a year, or as and when required. These documents need
to be updated whenever there is a change in government policy and laws that affect
a department/office. Both documents have also to be reviewed when new processes
or duties are created in a department/office as a result of a review of existing
processes and restructuring of duties or the structure of the department/office.

il



6. A review of these two documents have to be carried out 1o ensure that these
are the main reference documents for officers and staff of a department/office at
all times. Updated documents can effectively assist new officers and staff in a
department/office. All officers and staff who are transfered from one department/
office are required to hand over their Desk File as well as a note regarding the
handing over of duties to their replacement.

EFFECTIVE DATE

7. This guideline has to be implemented from the date of issue of this circular.

TaN Sri DATO" SERI AHMAD SARJ BIN ABDUL HAMID
Chief Secretary To The Government
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GUIDELINES ON MANUAL OF WORK
PROCEDURES AND DESK FILE

A. OBJECTIVE

1. The objective of this guidebook is to assist Heads of Departments in the
preparation of Manual of Work Procedures (MWP) and Desk Files (DF) in an
efficient and effective manner.

B. CONCEPT OF MANUAL OF WORK PROCEDURES AND DESK FILES

2. MWP and DF are two official reference documents that Government
Departments should possess. These two di are 100ls
that can contribute towards overall imp in the p ivity of a d

The concept of MWP and DF is shown in Charr 1.

3. MWP is a refe for use at the dep level. It contains
information that gives an overal picture of lhc department, such as its hnsmry the
rationale for its p and off for

implementing these procedures.

4. An officer with knowledge of the history and rationale for the existence of a
department will be better able to undemand what is expected of him. In addition,

his ki ge on the obj and main fi i of the department will enable
him to know which direction to take in cxecuting his responsibilities. A clear
of the of a dey and a clear of activities

between the divisions and unit under them will enable every individual in that
department to have a clear and precise understanding of the - parameters of their own
duties in addition to the duties of other divisi i in the d

The documentation of the steps to be taken and the indication of the officers (staff
responsible for them will give the individual a clear picture of the procedures
involved for all the activities of a department.

5. The MWP sy ically the of a job/ work. Each job
consists of certain processes and procedures. Work that does not conform to these
processes and procedures could lead to delays. A systematic approach has to be
developed to enable work to be carried out accurately and efficiently. It is vital that
processes, pr . officers ponsible for certain tasks and the work
relationships between these officers are determined, arranged and documented to be
used as reference. Clear and systematic work procedures will increase the
productivity of a department. All Heads of Department should be furnished with
a MWP.

6. A DF serves to improve the efficiency and effectiveness of each individual in
a department. For this purpose a DF is designed specifically to give detailed
guidelines on all duties carried out by an individual during a day. The preparation
of an individual's DF is based on his duty list. The network of procedures and
checklists contained in a DF serve as a step to step gu:dc to enable an individual
to carry out his duties efficiently. The DF also the y that

an individual to carry out his duties. In addition a DF contains wnrk norms for each
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task and the regulations governing the responsibilitics of an individual. The
objectives of a department, division and unit together with the organisational chart
indicating an individual's position in his division or unit will give a better
understanding of his role in the department.

7. A DF will enable an officer to understand his role in a department and his
contribution towards increasing its productivity. The DF is a reference document
which enables each officer to carry out his daily dutics and as such should be placed
on his table.

8. Besides serving as a management tool to improve the efficiency and
effectiveness of individuals and departments, the MWP and DF are useful as a
teaching tool to newly appointed officers or officers newly transferred to a
department. Such officers normally have difficulty in understanding their new jobs
and often take time to master their duties. They relied to a great extent on the
experience of staff who have served long in a department as there was no official
relevence document outlying standard work procedures.

9. Prior to the introduction of time MWP and DF, staff of a department relicd on
their own experience and the guidance of staff who have served long in the
department to carry out their duties. More often than not, this knowledge is not
based on standard work procedures but rather on the others’ individual
understanding of the job. As a result, there is a tendency for staff to carry out their
duties without any idea of correct work procedures as well as to be clear about the
scope of their authority. This situation leads to delays in the completion of certain
duties.

10. MWP and DF serve different purposes and have separate forms. As such
departments should prepare both these documents. The differences between these
two documents are shown in Chart 2.

11. The MWP is for reference by all officers/staff and, as such, a department will
only prepare one MWP. The main focus of the MWP is the department, and the
purpose of its preparation is to increase the overall efficiency and effectiveness of
that department. On the other hand the main focus of the DF is the individual, and
it is aimed at increasing the efficiency and effectiveness of duties carricd out by
individuals. A DF has to be prepared for each individual/post in a department.

12. The advantages of the MWP and DF are as follows:

fa

Record all work procedures and regulations to be used as an official
reference document;

(b) Standardise work procedures;
(c) Ensure rules of the department/office are adhered 10 ;
(d,

Reduce operational errors;
(e) Reduce the need for training of new staff;

(f)

Facilitate the transfer of staff between departments;



CHART 2

DIFFERENCES BETWEEN MWP AND DF

=

Reference document at Reference document at the
the departmental level level of an individual/post

Based on the functions Based on the duties and
and responsibilities of a resposibilities of an individual
department

| |

L
One MWP for one One FM for each post
department
|
Contains Overall Contains information/
information on all guidelines for the execution
activities in a department of duties related to post

(g) Facilitate studies on work systems and enables improvements to systems
to carried out:

(h) Reduce the need for training of new staff;
(#) Clarify the authority and working relationships between staff.
13. It is to be expected that the MWP and DF, if prepared well and used as a
2 4 : 5 s

in the of a dep 's duties and i
will increase the efficiency and effectiveness of that department.

4




C. CONTENTS OF MWP

14. The MWP consists of 8 main subjects as shown in Charr 3.

CHART 3

CONTENTS OF MANUAL OF WORK PROCEDURES

Background of
Department/Office

List of Objective of
Forms Used Department/
Office
\
\
Work Flow MANUAL Crparlzation
Chart For OF WORK Deofonesi]
Main Activities PROCEDURES e
Office
/
/
Work Process Functions
For Main of Department/
Activities Office
Activities of
Functions
BACKGROUND OF DEPARTMENT/OFFICE
15. The b of a dep /office states the backg
blish of that d ! ion such as the aims and objectives

of setting up the department together with the related acts and laws will be contained

in it




16. Information contained in the background can be a basis on which to develop
the action strategy of a depnnmcnl/ol’(ue It is :\kc lhc main suurcc of rcf:rem:c
for the creation of the structure, and obj; of ad / office.
In addition, the above information will also assist rescarchers and others who are
interested to know more about the department/office.

17. The background of the Federal Agricultural Marketing Authority (FAMA) is
given as a sample below:

FEDERAL AGRICULTURAL MARKETING AUTHORITY
(FAMA)
Background

The Federal Agricultural Marketing Authority (FAMA) was set up on 30
September 1965 in accordance with the Act of Parliment 49 (1965) and the
Act of Parliment 141 (Amendment) 1974.

Strategy

In accordance with the aspirations of the National Agricultural Policy, FAMA
has developed a strategy to enhance its contribution towards the marketing of
agricultural products through:

(a) Encouraging the participation of farmers in marketing
(b) Increasing its market share in local and overseas markets
(¢) Upgrading mnrkclmg practices at the farms and the markets

(d) Upgradi on

(e} Increasing the number of marketing outlets

OBJECTIVE OF DEPARTMENT/OFFICE

18. The objective of a department/office is a statement of what is to be achieved
by the department/office in line with the purpose of its establishment. The objective
of a department/office is of utmost imponance because it gives a clear picture of
the direction of a department/office and is the basis for the suatcgnc management
process. As such, top must late the obj of its department/
office, explain this objective to their staff and ensure that this objective is achieved.
The objective of a department/office is also the basis upon which the objective of
a division/unit is developed. The purpose of developing the objective of a
depantment/office is as follows:

(a) It gives clear directions to the department/office such that all efforts are
in line with the purpose of its establishment;

(b) It is the basis for the ing and of p pmjecls
and activities that have to be carried out by a dep:mmemlolﬁce in order
to meet customer needs;



(c) Itis the basis for the evaluation of the effecti ofad
in order to upgrade its performance;

fice

(d) Provides direction whereby the objective of a department, office is the
basis for the formulation of specific and detailed objectives at the lower
levels;

(e) To establish long term priorities of a department/ office.

19. The ing are some of the objective of a ice:

Example |

Objective of The Royal Customs and Excise Department

“To collect federal indirect taxes and to control in an efficient and effective
manner certain importation, production and services and to cradicate
smuggling"”.

Example 2

Objective of the Federal Agricultural and Marketing Authority (FAMA)

“The objective of the Federal Agricultural and Marketing Authority is to
upgrade the marketing of agricultural products. A wide range of agricultural
products are entrusted with FAMA and this includes almost all product
produced by farmers with the exception of padi, rubber, oil palm, tobacco,
pineapples and seafish”

ORGANISATION CHART OF DEPARTMENT/OFFICE

20. The organisation chart of a dep gives a pictoral presentation of
the structure, functions, activities and hicrarchy of the department/office. The
organisation chart of a department serves as a framework and guide for carrying
out its activities and to enable it to achieve its stated objective. To an officer in
a department/office its organisation chart is of utmost importance in explaining the
following aspects:

(a) The activities carried out by a departmentloffice

The distribution of activities 1o be implemented is indicated by the creation
of Units/ Sections/Divisions. Usually each Unit/Section/ Division is only
entrusted with certain activities. For example, the Service Division is
usually only entrusted with the implementation of service matters whilst
the Salary Division on the other hand is only entrusted with salary matters.
Examples of Unit/Section/Division created based on activities are
Administration, Finance, Research, Training and others.



(b) Chain of Command

The Chain of Command reflects the level of hicrarchy of a department/
office. The levels of hierarchy will assist in ascertaining the heads who
are responsible for giving direction, making decisions and controlling
specified tasks. Knowledge of the hierarchy will hasten the decision
making process.

21. To the department/office on the other hand, the structure and organisational
chart of the department/office is very useful in assisting management to plan for
the following:

fa) the addition or reduction of staff;

(h) expansion of the functions of a department/office;
(c) planning of staff training; and

(d) ch ing of i

22. The organisation chart of departments/offices differ due to the differences in
their activities, functions and the roles they play. It can also undergo changes from
time to time in line with developments that may occur in the department/office. As
such the orgnaisation chart contained in the MWP and DF should be updated.
Examples of organisation charts i.e. for the Department of Environment and Federal
Agricultural Marketing Authority (FAMA) are shown in Chart 4 and Chart 5

FUNCTIONS OF DEPARTMENT/OFFICE

23. The functions of a department/office are the duties carried out by that
department/office to achieve its objectives. These functions are dependent on
activities of the department/office or activities common to all departments/offices.
Examples of the functions of departments/offices are as follows:

Functions specific to a department/offic

Example |
Department : National Registration Department
Function : Registration

Example 2
Department : Immigration Department
Function ¢ Issue of Passport

Functions common to all departments/offices:

(a) Service
(b) General administration
(¢) Finance
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FEDERAL AGRICULTURAL MARKETING AUTHORITY (FAMA)

CARTA 5: ORGANISATION CHART

Mimisiry of Agricelture
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Office Fianning
- KedahPertie Corporsic Finance
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i — Planaing Management
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ACTIVITIES FOR FUNCTIONS

24, Activities are jobs carried out under each function. In carrying out an activity
manpower, equipment, materials, time and cost are involved.

Examples of specific activities are as follows:

Example |
Department @ National Registration Department
Function : Registration
Activities : (a) ldentity cards
(b) Marriages
(c) Birth Certificates
(d) Citizenships
(e) Deaths
Example 2
Department @ Immigration Department
Function : Issue of Passport
Activities : (a) New Malaysian International Passport

(b) New Malaysian Restricted Passport
(¢) Malaysian Diplomatic Passport

(d) Malaysian Official Passport

(e) Group Passport

Examples of common activities are as follows:

Example 1
Function : Service
Activities :  (a) Filling of posts
(b) Confirmation in post
(¢) Placement on the pensionable scheme
(d) Covering a post
Example 2
Function : General Administration
Activities : (a) Punch Card System

(b) Correspondence
(c) Departmental Security
(d) Departmental Cleanliness

1



WORK PROCESS FOR ACTIVITIES

25. A work process is a network of actions that have to be carried out sequentially
and according to specified i in order to impl an activity. It is
important to record these processes to provide clarity to a worker on the steps to
be undertaken when implementing an activity. The advantages of a clear work
process are:

fa) Overcomes mistakes in operations and regulations while handling a job;

(h) Gives a complete picture of the steps to be undertaken when carrying out
a job;

() Assists in supervision;

(d) Enables checking and changes to be made to work processes whenever
updating is required:

(¢) Eliminates the repetition of instructions;

(f) Shortens training time for new employees;

(g) Maintains the level of efficiency and effectiveness of an officer;
(h) Facilitates and ensures the smooth flow of daily operations;

(i) Ensures the attainment of quality in work vis-a-vis specified work
standards.

26. Steps in the preparation of a work process are as follows:

(a) Check the list of activities in order to identify acitivitics for which work
processes have to be prepared;

(b) List the sequence of actions for each activity;
(c) Begin cach process with a verb;

(d) State the d of officers P i for each of the steps.

Example of a work process is as follows:

(a) Activity = Confirmation in a post

Post Process

Service Clerk Checks service register to ascertain officers who have not
been confirmed in their posts.

Checks Personal file and Record of Service of officers
concerned and ascertain whether all conditions for
confirmation have been fulfilled. Sends Personal File to
the Assistant Director of Service.

12




Post Process
Assistant If officers have not fulfilled conditions:
pureetongl — Keeps file and Record of Services Book if
probationary period has not been exceeded.
— Requests Service Clerk to take action for extension
of probationary period if exceeded.
If others have fulfilled all conditions, sends personal files
to the Head of Department with a note stating that all
conditions are fulfilled and thus can be recommended for
confirmation.
Head of Records recommendation in personal file.
Department

Service Clerk

If officers have not fulfilled conditions for confirmation,
extends probationary period (refer to process for the
extension of probationary period)

For officers recommended for confirmation, prepares the
following forms:

— Recommendation for Confirmation [n a Post
— Statement of examination passed
— Statement of Service

Prepares covering letter and sends above forms to PSC
through he Head of Service

Records confirmation in Service Book and sends original
copy of covering letter to officer concerned.

Prepares Fin. 8 (7 copies) and sends to the following:
— Finance clerk
— PSC
— PSD
— Personal File

(h) Activity

Maintenance Service for Machines and Cars

Post

Process

Store Clerk/
Finance Clerk

Receive request for maintenance service from Machine
Operator/Typist/ Driver

13




Post

Process

Store Clerk/
Finance Clerk

Driver

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance_Clerk
»

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Store Clerk/
Finance Clerk

Maintenance of Cars

Identity the workshop to carry out maintenance based on
the list of workshops issued by Central Contract Division.

Sends car for maintenance Service.

Maintenance of Machines.

Ensure machine has a service maintenance contract.
If contract exists (warranty period/Central Contract)
check maintenance contract schedule.

If warranty period has expired. ensure if maintenance
contract is in the Central Contract.

If yes, call company appointed by Central Contract.

If not in the Central Contract sign on service contract.
Get the cost for repairs from the company carrying
out the repairs.

Issue the Local Order to the company.

Receive the Local Order and invoice from the company
and ensure:

— Repairs have been carried out in a proper manner.

— ltems recorded as replaced in the invoice have
actually been replaced.
Verify invoice and return to the company concerned.

Record on the Register of Bills and Register of Repairs.

Make payment.




WORK FLOW CHART

27. The work flow chart is a pictorial or graphic presentation of actions involved
in an activity or prosedur. A work flow chart is necessary as it clearly shows each
step or attion to be undertaken and the sequence in which it is to be undertaken

with a begining and an end. With a flow chart staff will be able to understand their
duties and responsibilities.

28.  In addition, a flow chart will also be able to show where delays, bottlenecks
and repetitive work occurs. It also gives an overall picture of activities carried out.
Various symbols are used in the preparation of work flow charts. These symbols
are as follows:

‘:] Action (step) in the work process

b o

Decision Making

Simultaneous action

Connector

29. The work flow chart should be prepared after the preparation of the work
process. The steps in the preparation of the work flow chart are as follows:

(a) Refer to the work process for that activity
(h) Prepare the work flow chart based on the work process of that activity

fc) Use the various work flow chart symbols

Example of a work flow charts are shown in Chart 6 and Chart 7.

FORMS

30. A form is an important management tool for office administration. Forms are
used for:

(a) Storing and recording of information

(b) Enable the recording of information in an orderly and systematic manner;

c) Enable the recording of information that is necessary and important only.
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CHART 6: ACTIVITY—PROCESSING OF MALAYSIAN PASSPORTS

\

]

Receive and check Application Form

Check black list

Need investigation?

WES Conduct

investigation

Collect payment and
allocate passport

Register application

Paste photograph/Cancel old
passport (if any)

Stamp passport

Emborse photograph

Type/Merge passport (if any)

Signature of officer

Issue passport to applicant

Store forms




o

CHART 7: WORK FLOW CHART FOR APPLICATION TO
BRING IN FOREIGN LABOUR TO WORK IN THE PLANTATION
AND CONSTRUCTION SECTORS IN MALAYSIA

Return document

10 original

applicant to NO
be completed

and a copy to

the Immigration

Department

Receive application from Immigration
Department for comment

Study applicatu nd request applicant
10 furnish proof of efforts to obtain
local labour as follows:

(a) Cutting of advertisment in papers
(b) Posters

() Confirmation letters from Head
of Village

(d) Repont from Labour Department

Receive documents related to original
application

Check 1o see if application is complete

Complete

Prepare recommendations based on
report and submit to the Director
General for his decision

Make a decision based on
recommendations

Send decision of application o officer
for purposes of informing applicant

Inform Immigration Department of
the decision.




31. With samples of forms used, the following objectives can be achieved:
(a) Enable further clarification of procedures;

(b) All forms used by the department, office and their purpose can be gathered
for reference : and

(c) Officers are better able to understand procedures and forms used in the
implementation of their duties.

Example of a form (Form for Application of Replacement Identity Cards) is shown
in Chart 8.

D. CONTENTS OF DESK FILE

32, Dest File consists of 14 main subjects which are illustrated as follows in
Chart 9

OR ISATION CHART OF DEPARTMENT/OFFICE

33, Explanation on organisation chart of Department/office showing its functions
is similar to ghe explanation given in the Section on the contents of Manual of Work
Procedures.

ORGANISATION CHART OF THE DIVISION/UNIT

34. The organisation chart of a Division is a part of the chart of department/office.
In the Desk File only that part of the Division's organisation chart that concerns
the individual/staff is required. For example, if the individual is a Service Clerk,
then only the Organisation Chart of the Service Division has to be included in the
Desk File. The individual's position should be indicated in the organisation chart
of the Division/Unit. This chart is essential to give the individual a better
understanding on the following aspects:

(a) The activitics implemented by the Division/Unit

(b) The colleague that can take over his duties while attending courses, on
outstation duty or on leave

(c) Immediate superior who can be consulted in case of problems arising
during the course of duty.

(d) His position in the Division/Unit

An example of the Division/Unit's organisation Chart is in Chart 10

35. The objective of department/office has been explained in the Contents Section
on Manual of Work Procedures.
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CHART 9: CONTENTS OF DESK FILE

Objective of

Department/
Office
Daily Duty Objective Of
List Division/Unit
\ /
\ /" | organisation Chart
Work Norms \ // of Department/
/ =
/
List of ya Organisation Chart
Forms f A On Position Of
Used Officer
List of . — Duty List/
Commmittees £ \ Authority and
Represented ’/.' / ,\\ Relationship
/ \
/ \ A
List of Laws/ / / L Administrative
Regulations o \ Procedures
/
Checklist Work Processes




CHART 10: ORGANISATION CHART
GENERAL ADMINISTRATION AND FINANCIAL DIVISION

-
DIRECTOR GENERAL

GENERAL ADMINISTRATION
AND FINANCIAL DIVISION

ASST. DIRECTOR

ADMINISTRATION
FINANCE SERVICE DOCUMENTATION
UNIT UNIT UNIT
SENIOR CLERICAL SENIOR EXECUTIVE EXECUTIVE
OFFICER OFFICER OFFICER
FINANCIAL| | SALARIES STORE ADMINIS. | [ RECORDS | | SERVICE CORRES- DOCUMEN STORE LIBRARY

CLERK AND TRATION CLERK CLERK PONDENCE TATION CLERK | |ASSISTANT|
MAIN CLERK CLERK CLERK
TANCE
CLERK




OBJECTIVE OF DIVISION/UNIT

36. The objective of the Division/Unit is derived from the objective of the
department/office and is stated as a short term objective which must be achieved
by the Division. Each activity undertaken by a Division/Unit has to contribute to
the overall i of the dep: ffice objective. The obj
Division/Unit has to be stated accurately, clearly, can be achieved and is quantifiable
so that management can make decisions and evaluate the progress more effectively
based on the objectives. The aim for preparing the objective of Division/Unit are
as follows:

(a) Provides clear directions to all divisions for the achievement of the
department/office objectives:

(b) Acts as a basis for planning and development of program, project and
ivities that nced to be undertaken by a division/unit so as to achieve
ives of the

(c

Acts as a basis for effective evaluation of a division/unit for the further
imp of the p of the divisi

(d) Sets long-term priorities of division/unit;

(e¢) Enables a manager to evaluate the effectiveness of a plan so as to make
the necessary changes if necessary: and

(f)

Provides a mechanism for coordination between supervisors and staff.
37. Several examples of objectives of Division/ Unit are as follows:

Example 1

Objective of Identity Card Division, Registration Department

“To register and issue identity card to those subjected under the laws of the
National Registration Act 1956 efficiently, and with quality”

Example 2

Objective of System Unit, Pensions Division, Public Services Department

“To ensure the pensions system function cfficiently and effectively so that
retirement benefits under the pension scheme are paid out to those cligible
speedily™

23



DUTY LIST/AUTHORITY AND THE INDIVIDUAL’S RELATIONSHIP
WITH OTHER OFFICERS

38. Duty lists gives an accurate and detailed explanation on the duties,
responsibilities and the authority of the officer in carrying out his duties. Each
individual should have a duty list. It is important to inform the office bearer his
dyties, responsibilities, knowledge or skills that are required of him. Each duty list
should consist of the following aspects:

(a) Name of Department/Office/Division/Unit

The Name of Department/Office/Division/Unit in which the officer is
placed has to be clear.

Example:
Department : MAMPU
Division ¢ Administration and Finance,

(b) Substantive Post
The Substantive Post of the officer has to be stated:
Example
Post : Service Clerk
£
(c) Duty and Responsibility
The duties and responsibilities of an officer has to be listed clearly and
in detail.
Example:
Post : Service Clerk
Duties and © @ Manage appeals on changes and salary
R bilitie 1

. Manage the preparation of the annual
confidential reports, statement of
service and others.

39. The officer must be informed on the authority given to him. This would
facilitate in carrying out his duties or making decisions based on these limits.

40.  An officer's working relationship with other officers should be made known.
This would help the officer to complete a task. The work relationships of an officer
can be divided into four types namely.

(a) Work Relationship with superiors

fb) work Relationship with subordinates

(c) Work Relationship with colleagues

(d) Work Relationship with officers of other agencies.

24



41. Duty lists, authority and work relationships should be included in the Desk
File because:

(a)
(b)
(c)
(d)

(e

It clearly explains the officer's duties and responsibilities;
Assists management in planning suitable courses for the officer;
Assists officer in carrying out his duties and responsibilities;
Every individual officer knows the limits to his authority; and

Clearly defines the relationship between an officer with other officers
within the department/office or officers in other departments/ offices.

An cxample of the Duty list, authority and relationships with other officers is
illustrated in Chart 11.

ADMINISTRATIVE DIRECTIVES FOR EACH ACTIVITY

42.  For each activity there are several administrative directives that officers in a
department/office should know. These directives of department/office should be
adhered to in performing each activity.

Example:

(a)

(b}

(d)

(

R

o

Activity : Confirmation in Post

Administrative Directives:

Confirmation of posts in Public Service takes | to 3 years from the date
of commencement of service. This is possible if the staff fulfills all the
stipulated conditions in the scheme of service;

All matters pertaining to confirmation of an officer in a post should
be accompanied with a letter of recommendation form the Head of
Department;

An officer who is not confirmed within the stipulated time duration is
not eligible for an annual salary increment until he is confirmed in his
post:

A confirmation of the time duration for confirmation is necessary in
cases where the officer has not passed all the examinations.

Application for extension of time duration for confirmation has to be
made to the authorities that have been appointed through the Head of
service with the support of the Head of Department

It is the responsibility of the Head of Department to submit his
recommendation to the relevant authority which has been appointed
through the Head of service regarding the extension of time duration
for confirmation, three months prior to the expiry of the time duration
for confirmation,




CHART 11y

DUTY LIST, AUTHORITY AND RELATIONSHIPS OF OFFICER WITH

OTHER OFFICERS IN GENERAL ADMINISTRATION AND

FINANCE DIVISION, MAMPU

Duties of Superior officers which
have work relatinships

Duties and Responsibilities

Authority

Duties of other officers who
have work relanonships and types
of these relationships

ASST. DIRECTOR OF ADMINISTRATION
All matters concerning service,
appointments, confirmation in posts,
entry into the pension scheme, acting
and covering of posts.

Orricers v MAMPU

Obtains personal information,
qualification and address for service
record.

Sexior Execunive OFFicrs
Al matters concerning confirmation
in posts. appointments and others.

Sentor Crerk

All matters concerning service,
appointments, confirmation of acting
on posts and othets.

>

. To manage all appointments,

. To manage the preparation of

. Other duties.

confirmation in posts. entry in
the pension scheme, promation/
acting

To manage all appeals on salary
adjustments and changes

To prepare monthly/quarterly

reports on the position of
staffing/transfers of personnel

annual confidential reports,
service statement and others.

To manage disciplinary action

- Receives Confidential
Reports from all
officers

~ Obtains the confidential
files for purpose of
taking action.

Cuenks
1. Records Clerk—handles and
records all changes in the
Govemment Service Record
Book.

Correspondence clerk—
handles and takes action on
Personel File.

TyrisT
Types all letters.

Orvice Boy
Makes photocopies when necessary

Relationships outside service clerks.




| &

WORK PROCESS FOR ACTIVITIES RELATED TO THE OFFICER

43. The concept of work process has been explained in the content section of the
Manual of Work Procedures. For the Desk file, the list of the approval officer's
post and the list of laws and directives should be included in the work process.
Examples of work process for the Desk file are in Diagram 12, Diagram 13,
Diagram 14 and Diagram 15.

DIAGRAM 12: WORK PROCESS FOR PROCESSING THE
APPLICATION OF IDENTITY CARD FOR CHILDREN

OF 12 YEARS

Work Process

Approval
Officer

Sections
of Laws/
Directives

oW

Receive from JPN 1/2, documents,
copies of documents, stamps and
photograph

Check document

Stamp documents as certified

Check form JPN. 1/2 based on
documents submitted

Fill in the type of application, status,
article in the Federal Constitution
for citizens by operation of laws

and enter it into JPN 1/2

Fill in JPN 1/8 for application of
adopted children

Fill in JPN 1/4 for applications
whose names are different from that
in the birth certificates

Fill in JPN 1/1

Fill in JPN 1/9 and copies

Enter the number of JPN 1/9 into
JPN 1/1, JPN 1/2, 1/4 and 1/8
Obtain the thumb print the

applicant on JPN 1/1 and JPN 1/9
Obtain the thumb print of the sponsor
in JPN 1/2 and the sponsor's signature
on JPN 1/2, 1/4 and 1/8

Affix the photograph of the applicant
on to JPN 1/1 and JPN 1/9

Punch a hole on the photograph in
IPN 119

Federal
Constitution
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DIAGRAM 13: WORK PROCESS FOR DUTY OF

MANAGING THE CONFIRMATION IN POST

Work Process

Approval
Officer

Sections
of Laws!
Directives

[

Check list of officers or staff who
are to be confirmed in the posts every
month.

Check Personal File and Record of
Service of officer concerned and
ensure that he has passed his
examination regarding the service and
department and has been in service
for at least one year.

For those officers who fulfill the
above mentioned conditions, send their
personal files to the Head of Division
with a note stating that all conditions

fulfilled and thus can be
recommended.

Prepare Recommendation form,
statement of service and statement of
examinations passed in 3 copies.

Send Recommendation From to Head
of Department/ Division for support
and to obtain signature.

Prepare letter and send

R d Form, of
passed and of
service in 2 copies to PSC through
the Head of Service.

Enclose | copy of the Recommendation
form, statement of examinations passed
and statement of service into the
personal file of the officer concerned.

Receive letter of confirmation
(2 copies) from PSC and enclose 1
copy into personal file of the officer.

Give the original letter to the officer
concerned.

Head of
Section

Head of

Department,
Director of
the Division

Officer
concerned

General
Orders
Chapter A
Clause 36




Approval Sections
Bil. Work Process Officer of Laws/
Directives
10. | Fill in the statement of changes Fin. 8
(5 copies) regarding the date of
confirmation, total salary and
allowances to be received and name
of posts.
I1. | Obtain the signature of 2 authorised Assistant Refer to the
officers for validation. Director of sample of
Administra- signature
tion, Senior
Executive
Officer,
Senior
Clerical
Officer,
Assistant
Director of
Administra-
tion.
12. | Write a letter and obtain the signature
from the Assistant Director of
Administration for submitting the
statement of changes.
13. | Send the statement of changes with the
forwarding letter to the folowing:
I copy to PSD
1 copy to PSC
1 copy to Central Records, PSD
1 copy of the Statement of changes 1o
be enclosed into the personal file of
the officer concerned.
14. | Minute the personal file to the Records | Records
Clerk so that details of the Clerk

Confirmation can be recorded into the
service Book.
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DIAGRAM 14: WORK PROCESS FOR CONDUCTING

EXAMINATIONS FOR TRAINEE NURSES

Approval Sections
Bil Work Process Officer of Laws/
Directives
1. | Prepare the draft questions. Duty List
and respon-
sibilities of
Nursing
Tutor.
2. | Send the examination questions to Head
Head (at Least one week prior to the
date of the examination).
3. | Determine
3.1 Date of Examination
3.2 Time of Examination
3.3 Place of Examination.
»
4. | Prepare the answer papers for the
examination.
5. | Arrange the classrooms.
6. | Condi vise the ex
7. | Collect the answer scripts.
8. | Submit the answer scripts to the Head. | Head
9. | Submit the answer slip to the
examiner.
10. | Examine the examination answer
scripts,
I1. | List the marks and the results.
12. | Prepare the students progress report. Head
13, | Send it to the Head
14, | Enter the examination marks into the

student personal record and the
Register.
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DIAGRAM 15: WORK PROCESS FOR DUTY OF INCLUDING
PARTICULARS OF CHILDREN IN THE MALAYSIAN

PASSPORTS OF FATHER AND MOTHER

Approval Sections
Bil. Work Process Officer of Laws!
Directives
1. | Receive the application from
IM. 74 Pin. 7/87.
2. | Check the details of the applicant to
make sure it is complete.
3. | Send the form to the Checking Immigration
Section of Black Lists Officer
Black List.
4. | Receive the application form that
has been approved by the Checking
Section of Black Lists
5 Stamp and attach photograph onto
the application form
6. | Make an entry in the appropriate
space, that all documents are complete
and have been accepted.
7. | Sign the section that indicates receipt

with name stamp and date.
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44. To prepare the work process, the following actions have to be undertaken:-
Check duty list to identify the types of work that require the preparation
of work process;

(a

(b
(c) Start with a verb for each process;

(d) List the officers that should be referred to: and
(e) List the laws and directives related to the duties.

Prepare the sequence of action for the work:

WORK FLOW CHART

45. Work flow chart has been explained in the MWP. The Work Flow Chart for
the Dest File of an officer should be obtained from the MWP for those activities
involving him. The steps in the activities which involve the officer should be
indicated. Thus, the officer concerned will know his responsibilities and role in
carrying out each activity. Examples of work flow charts for Desk File are as in
Diagram 16, Diagram 17, Diagram 18 and Diagram 19

CHECKLIST

46. Checklist is a tool for planning and control of work. It is short and accurate
and states the actions that have to be taken in an activity. It can be in the form
of a statement, question and answer or a reminder of a type/area of an activity that
has to be garried out. As far as possible, the checklist has to be arranged in a
sequence Of actions.

47. Checklist functions as an action plan in implementing an activity. It's
significant importance especially for activities like processing applications, security
checking, checking quality, planning and controlling the implementation of
develop projects, p i for i and seminar, selection
and intake of staff, training and planning progress of work. Checklist needs to be
prepared because:

(a) It serves as a reminder and check on actions that have to be undertaken

in the implementation of daily activities;

(b) It prevents carelessness, forgetfulness, error and duplication of work:

(c) It provides the basis for security control especially involving a technical
activity like air and sea travel schedules. processing equipment in
‘assembly line” and maintaining quality;
It provides a supervisory tool for easy reference in determining the
performance levels, to monitor delays and enables early action to be taken
if there is a problem;
It provides a check on all important aspects that have to be taken into
consideration prior to approval for example the preparation of cabinet
paper, proposal paper or that related to the processing of licences/permit/
approval;
(f) It serves as a tool for controlling and coordinating actions that have to

be done by various units; and

(g) It instills discipline in carrying out a duty.

(d

(

s

Examples of checklists are as in Diagram 20, Diagram 21 and Diagram 22
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DIAGRAM 16 : FLOW CHART FOR THE APPLICATION OF
IDENTITY CARDS FOR CHILDREN OF AGE 12 YEARS

Reccive From JPN 172. copies of
documents, stamp and photograph

Check documents
Requests for
o s it complete?
documents

NO
YES

Stamp documents as certified

Check form JPN 172 based on
documents

Request NO
for / 1s 1t correct?
correcuons
YES
File in the code for type of application.
status, articles under the Federal Constitution
for citizens by operation of Law
Fill in JPN 178
Fill in JPN 1/4
Fill in IPN 1/1
Fill in JPN 19 dan salinan
Enter No_ of JPN 19 isto JPN 1/1,
PN 172, JPN 1/4 a0d JPN 1%

Obeain the Thumb Print of spplicant on
PN 11 and PN 19

% Obtain the thumb prnt of the sponsor on
% JPN 112 and the spoasor’s signature on

JPN 172, 0PN |14 and JPN 118

Affiz photograph of applicant oo JPN /)
Nore and JPN 1S9
Work Process which

mvolves the counter clerk Punch a bole on the JPN 119




DIAGRAM 17: FLOW CHART FOR CONFIRMATION IN POSTS

Check the service register and
obtain the Personal File and
Service Record Book

Have conditions for confirmations
been fulfilled?

Is it within the

period of confirmation? | YES

Refer to Head of Department for

recommendation
Is it within the
period of confirmation?
79
& NO Recommend?
YES

Prepare statement of service, statement
of examinations passed and recommendation
for confirmation in post and send to PSC

Record confirmation in post into
service Record Book and give the
oniginal letter to the officer

Prepare 8 copies of Fin. §
and distribute

Refer to Service Record Book and personal
file 10 Head of Depurtment for extending
the confirmation period

Take action NO X <
w temimae | kN9 1 Butension sramed?
service S A

YES

Prepare the Statement of Service,
Statement of Examination,
Letter of Department and send to PSC

Record the extension with conditions
into the Service Book and give the
Work process which onginal letter 1o the officer
involves the service clerk.

Nore:

Prepare § copies of Fin.8 and distribute




DIAGRAM 18: FLOW CHART FOR CONDUCTING EXAMINATION
AT THE NURSES TRAINING SCHOOL AT GENERAL HOSPITAL,
KUALA LUMPUR

Receive the order to conduct exams

Inform the trainces on the date, time and
place of exams

Prepare the draft questions

Submit the exam questions to the head

Choose the suitable questions

Prepare the answer papers

Arrange the classrooms for the exams

Conduct/supervise exams

Collect the examination papers

Submit the examination papers to the Head

Choose the examiners

Examine the answer scripts

List the results of the marks

Prepare the progress reports

Submit the progress reports ta the Head

Read the report

Instruct 10

5 it satisfactory?
make changes 1 &

Nore:
Enter the examination marks into the

777 Work process which

% ol ves the ior personal files of the students and register
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DIAGRAM 19: PROCESS FLOW CHART FOR INCLUDING
PARTICULARS OF CHILDREN INTO THE MALAYSIAN
PASSPORT OF MOTHER OR FATHER

Obtain
sdditonal
particulars

Reject
application

NO
\/

-
§

Work process which mvolves the Immigration Officer

Receive the application form

Check the particulars of the applicant

Is it complete?

Send to checking Unit of Black Lists

Conduct investigation

Passed?

Stamp and affix photograph

Emboss the photograph

Type the particulars of the children

Register the application

Obtain the signature of the officer

Submit the passport to the applicant

Keep the application form
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DIAGRAM 20: CHECKLIST FOR DUTY OF A RECEPTION
NURSE AT THE OPERATION THEATRE

e

ACTION

Asks and determines the name of
patient.

Determines whether permission has
been granted for the operation.

Determines whether the permission to
operate is valid.

Examines the patient to make sure she
is not wearing false objects or
jewellry.

Asks the patient if she has taken any
food or drinks.

Ensures the operation theatre is
clear.

Asks the patient if injection has been
administered prior to being sent to the
operation theatre.

INDICATE ( ) REMARKS

OO0 oogogo

Norte: The patient should be asked these questions politely and in a manner that

is easily understood.
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DIAGRAM 21: CHECKLIST FOR DUTY TO PAY MONTHLY
SALARIES

o

w

&

-

=

©

ACTION

. Determines place and time.

. To book in advance the meeting room

for purpose of counting money.

To book in advance the Security
Police Guard at least 6 people
(from Bank Negara to General
Hospital, Kuala Lumpur).

. To book in advance the Security

Police Guards (to guard while
counting and payment of money).

- To book in advance vehicles (at least

3 vehicles).

. Prcparcxnd sends the list of currency

denominations to Bank Negara and
fixes the time to collect the cash.

- Prepares the list of officers to pay the

salary at least 20 people.

- Ascertains the salary bag, coin box

and cash envelope are ready.

Obtains signature of authorised
officer for cashing the cheque.

. Ascertains the keys of the strong

room and the cash box is with
officer responsible.

. Ascertains the place for payment of

salary is complete with tables and
chairs.

CHECK (

UDOO000OO00Oo oogg

REMARKS
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DIAGRAM 22: CHECKLIST FOR THE MANAGEMENT
OF SEMINAR

ACTION

Early Preparations

1. Set up a coordinating Committee.
2. Set up Sub Committees for:
fa) Secretarial Work

(b) Preparation of Auditorium

(c) Accommodation and Transport

(d) Banquet/Food
(e) Security

(f) Publicity

Secretariat Committee

3. Determine:
(a) Theme
(b) Subject
(c¢) Date

(d) Place

discussed
5. ldentify panel members

6. Determine the invited guests and
special guests

7. Prepare the guidelines for
the seminar

. Identity areas of the papers to be

CHECK (

[

Oooddo

U ddoodoo

)

REMARKS
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ACTION CHECK ( ) REMARKS

8. Obtain the agreement of the ordinating
committee on the following:

(a) Theme

(b) Subject

(c) Date

(d) Place

(e) Panel Members

(f) Invited guests and special
guests

(g) Participants

(h) Guidelines of seminar

Coordingging Committee

9. Prepare the cost estimates

10. Obtain approval from Treasury

Secretariat Committee

11. Book in advance the place
for the seminar

12. Get the confirmation of those
attending:

— Invited Guests
- Special Guests
- Panel Members

13. Send the guidelines of the seminar
1o paper presenters

14. Send out the invitations to the
participants

15. Collect the seminar papers

00 oodd 0O go oggbodod
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ACTION CHECK ( ) REMARKS
16. Prepare:

(a) Program Book

(b) Program

(c) Folder

(d) Name Tags

17. Receive replies from the
participants

0 0ood

18. Prepare the list of participants
who are attending together with
the facilities required

0

19. Obtain information on qualification D
and experience of panel members

20. Prepare the list of panel members I:]
with their particulars

21. Prepare the list of invited guests/ D
special guests

22. Send the list of invited guests/
special guests to Ceremonial Division,
Prime Minister's Department

0

o

3. Appoint staff to serve in the
secretariat:

(a) Typists

(b) Stenographers

(c) Machine operators
(d) Office Boys

(e) Drivers

24, Determine the things to be sent to
the Secretariat Room:

(a) Machines

U0 0OoOood

(b) Stationary
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ACTION CHECK ( ) REMARKS

25. Send things to the Sccretariat Room:
(a) Machines
(b) Stationary

26. Prepare the duty list for the
Secretariat Team

27. Brief the Secretariat Team

28. Make preparations for Rapporteurs:

(a) Determine the number required
{h) Appoint the Rapporteurs

(¢) Conduct a briefing

29. ‘\':kc preparations for the usherers:
(a) Determine the number required
(bi Appoint the usherers
(c) Conduct a briefing

30. Appoint the announcers for the
function:

(a) Opening of the seminar

OO0 OO0 gog oodd

(b) Closing of the seminar

31. Make preparations for the services
of Workshop Assistants:

(a) Determine the number of
Workshop Assistants

(b) Appoint Workshop Assistants

(c) Conduct Briefing

oo




32.

w
x

ACTION

Prepare the draft of welcoming
address for:

(a) Sponsor
(b) Official Opening Speech

(c) Official Closing Speech

. Obtain the approval of the draft

paper of welcoming address from
the coordinating committee for:

(a) Sponsor
(b) Official opening address

(c) Official closing address

. Send the draft speech to the

relevant authority

Obtain the approval of the relevant
authority

36. Print the speech

. Send the speech to:

(a) The person giving the speech
(b) The Publicity committee

Keep the speech for distribution
to the participants

OO0 O00oogoo ogo

REMARKS
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LIST OF FORMS RELATED TO THE DUTY OF AN OFFICER

48. The concept of forms has been explained in the Content Section of MWP. The
aim of having the list of forms in a Desk File is to inform the officer the forms
that are involved in his dutics. For example the list of forms involved for the officer
on duty at the Application of Identity Cards Division is as follows:

(a) Form for Registration of Application of Identity Cards (JPN 1/1);
(b) Form for Application of Identity Cards (JPN 1/2); and
(c) Form for Application of Replacement of Identity Cards (JPN 1/3)

LIST OF LAWS AND DIRECTIVES REQUIRED

49. The lists of laws and directives that are required in a Desk File are extracts
of the official orders which need to be referred to by an officer. Only those orders
that are in use should be enclosed in the Desk File. The list of laws and directives
are necessary because it:

(a) acts as a basic reference for carrying out an activity legally:

(b) Saves time in reviewing all orders that are required, which are ususally
Kept in various division/unit in a department/office; and

(c¢) enables other staff to make reference when necessary.

50. The method to prepare the list of laws and directives is as follows:
(a) Collect all laws and directives which are related directly to the post
concerned. Laws and directives like General Circulars, Treasury Circulars,
General Orders, Specific Acts, Office Administrative procedures, Orders
and others;
(b) Prepare the list of laws and directives by noting down the number, year
of issue, date and brief title of each order:
Enclose the extract of laws and directives that are related to the respective
posts.

(

a

Examples of the list of laws and directives are as illustrated in Diagram 23 and
Diagram 24

LIST OF COMMITTEES REPRESENTED
51. The list of committees to be enclosed in a Desk File covers all committee

represented by the officer d. These should be in for
at least six months.

52, The aim of listing these committees is to make the officer concerned aware
of the committee in which he/she is represented thus enabling him/her to make the
necessary planning and p i prior to ding these i il
This list will also enable officers taking over the position concerned to become
aware of the committees that they have to represent.
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DIAGRAM 23: LIST/EXTRACTS OF LAWS AND

DIRECTIVES REQUIRED BY THE NURSING TUTOR

w

6. Laws

(a)
(b)
(c)
(d)
(e)
(
2]

S

1. General Orders — Chapter B — In-service Allowances

Chapter C — Leave
Chapter D — Discipline

2. Circulars from The Director, General Hospital, Kuala Lumpur

3. Circulars from The Director, Training and Human Resources Division—
Scholarship Allowances and training conditions

4. Circulars from the Principal Matron of Malaysia, Nursing Division,
Ministry of Health

Circulars from the Secretary General, Ministry of Health, Service Division
and Finance Division

and Directives of Nursing Board of Malaysia concerning the

examinations of Trainee Nurses and Registration

7. List of journals/reference books

Nursing Mirror

Nursing Times

American Journal of Nursing
Journal of Nursing Administration
Journal of Nursing Education
Nursing Procedures

Text Books for Trainces
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DIAGRAM 24: LISTS OF LAWS AND DIRECTIVES
REQUIRED BY THE SERVICE CLERK

1. General Orders Chapter A

)

Treasury Instructions

3. Service Circulars No. 6/70 - Retirement Papers and Payment of Pensions,
Retirement allowances or gratuity to a pensioner

4. Service Circular No. 10/70 - Pensions Scheme for Widows and Orphans

5. Service Circular No. 11/70 - New Examinations Syllabus for Internal and
External Services and Malay Administrative Service

6. Service Circular No. 13/70 - Status of Women Officers under the General
Orders Chapter A 32

7. Service Circular No. 14/70 - Examinations for Clerical Services and
Clerical Assistants

8. Scr\'ic.e Circular No. 17/70 - Special E i for Clerical Assistant

9. Service Circular No. 24/70 - Same as SPP 14/70

53. This list should contain information such as name, frequency of meetings and
the kind of representation whether as Chairman, Secretary, Permanent Member,
Associate Member, Invited Member and others.

Example:

List of Committees represented by the Director of Work Systems Division is
as follows:
— C for the Ap of Private M. C

— Member of the Central Tender Board
— Comnmittee for Excellent Services Award, MAMPU
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WORK NORMS

54. Work norm is a time frame or any other measure of performance that has been
established for the completion of a job. Work norms can be used as a guide by
workers in the implementation of their duties so as to be able to achieve performance
standard expected of them. It is also the basis of productivity measurement for a
job. Through imp in the work i either through technological
advancement, staff training, or other motivational- efforts, the work norm can be
adjusted in accordance with these improvement efforts. Work norms assist in the
improvement of work methods for purposes of reduction in wastage and crrors in
work.

55. For the creation of work norms, the following steps can be adhered to:

(a) Obtain work norms for a post from available sources, if any, and adjust
according to the capability of the person holding the post and the
i and i i in that

(b) If work norms are not available from other sources, carry out work
measurement studies in order to create the necessary norms.

Example of work norms is shown in Charr 25.

DIAGRAM 25: WORK NORMS FOR THE DUTIES
CARRIED OUT BY A SERVICE CLERK

No. Type of Work Time Total Units
Taken which can
completed in
one week
1. | Manage appointments 115 minutes 17 units
2. | Manage confirmation in posts 151 minutes 13 units
3. | Manage entry into pensionable posts 195 minutes 10 units
4. | Manage the promotions 95 minutes 21 units
5. | Manage acting on posts 155 minutes 13 units
6. | Preparation of monthly/quarterly 120 minutes 16 units
statements
7. | Manage transfers of officers 185 minutes 11 units

# Total number of units which can be completed if the officer only carries out that task in a week.
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DAILY DUTY LIST

56. Daily Duty list is a format for reminding and planning main activities which
are required to be implemented on that day. This list, as far as possible should be
placed on the table for casy reference. The daily duty list assists the officer before
hand to plan work or carry out an important action, thus encouraging the practice
of ing time efficiently and ively.

57. The Daily Duty List can be prepared either in the evening after office hours
or at the start of work in the morning. Check the activities that have been completed
and make a note for those actions that require follow-up action or are postponed.

S8.  The use of daily duty list can be coordinated with the officer's requirements
and can be prepared weekly or monthly. There are some types of posts which only
require the checklist as a guide to plan work. Thus the daily duty list need not be
used. Example of a format of a Daily Duty list is as illustrated in Diagram 26.

E. PREPARATION OF MANUAL OF WORK PROCEDURES AND
DESK FILE

$9.  The preparation of MWP and DF nced proper planning. The involvement of

top is very imp in the ion of both these books. To

facilitate and assist in the preparation of these books, the Heads of Department/

office should int a senior officer as a Coordinator and a Work Group has to

be set up for preparation of these books.

60. To prepare the contents of MWP, the following actions have to be
implemented:

fa) Determine the objective of department/office:

(b) Prepare the i chart of office:
fe) List the main c s of the dep:

(d) List the activities under each main function;

(e¢) Prepare the work process involved 1n every activity:
(f) Prepare the workflow chart for every acitivity: and
(g) List all forms used.

81. For the p tion of DF. the following steps have to be implemented :
(a) Include the objective of department/office which has been prepared for the
MWP:

(b) Prepare the objective of Division/Unit:

(¢) Indicate the position of the Division/Unit in the organisation chart of
department/office which has been prepared for the MWP:

(d) Prepare the isation chart of and indicate the position
of the officer within the departnent/office;

(e) List the duties, respoasibilities and work relatioaships of the officer
concerned;
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DIAGRAM 26: DAILY DUTY LIST

NAME:

DATE:

NO. DUTIES TODAY

REMARKS
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(f) List all the Admini ive directi for main activities (list of
is as that, prepared for the MWP);

(g) List all work processes which are required under every duty and
responsibility;

(h) List all officers concerned with the approval;

(

(j) Prepare work flow charts for every duty;

Lists all related laws and directives;

(k) Prepare checklist for every duty;
(

(m) List the committces that officers are members of;

Record the existing work norms;

(n) Prepare the format of daily duty lists; and

(0) Make use of the exisitng work norms for the work norm schedule.

62. MWP and DF has to be updated whenever there are changes in the department/
office. The directives, work procedures and forms which are no longer in use
resulting from these changes has to be taken out from this manual and replaced with
new ones. This ensures that the manual is updated at all times and is used by every
officer in the department/office.

F. CONCEUSION

63. This guideli derlines the imp ion of MWP and DF
as well as the subjects to be included into bolh Ih: booh The preparallon of the
MWP and DF has to involve all officers and staff of a department/office. 1t is hoped
that with this guidelines the preparation of MWP and DF can be implemented more
effectively.
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PURPOSE

1. The Circular provides guideli in the i of the N
Incorporated policy at the Ministry, Federal Department, State Government and
District Office levels, including local authorities.

IMPORTANCE OF THE POLICY

2. The Malaysia Incorporaled Policy stresses the importance of coopcrnnon
between the public and private sectors in order to ensure rapid economic growth
and national development. The success of the private sector leading to its expansion
and increased profits will provxde more revenue to the nation through the collection
of various government taxes. It is therefore crucial that the public sector ensures
the success of the private sector.

POLICY IMPLEMENTATION

3. For the cffective implementation of the Policy, it is decided that each Ministry/
Department/Office must take the following actions:

A. CONSULTATIVE PANEL

3.1 A Consultative Panel must be established at each Ministry/
Department/Office at the federal, state and district levels. The
following rules must be conformed with:

(i)  Membership

3.2 The Consultative Panel must be chaired by the Secretary General/
Director-General/State Secretary/District Officer. The Deputy
Chairman must be appointed from amongst the private sector
members. Membership of the Pnnel shall comprise of specified
officers of the Ministr P / Ofice and ives of the
private sector. The private scc(or representatives can be chosen from
amongst of ch of and industry, bussiness
councils, industries, and social, professmml -and other related

il as well as i bers of the Panel
shall be appointed by the Chairman.

(ii) Terms of Reference

3.3 The Consulmuvc Panel serves as a mechanism for bmh sectors lo
discuss the i of G
projects that involve the private sector. The Panel must give due
attention to issues relating to the delivery of services by the Ministry/
Department/Office to the private sector as follows:

(a) the imp of rules, lati and ini
8 ing the activities of the private sector;

(b) the preparation of guldc books to flnlluu greater under-
standing of rules, and




(iin)
34,

(iv)
3.5,

(v
3.6

(c) the determination of criteria for transparent decision making
and the reduction in the resort to discretionary powers; and

(d) the efficient, effective and timely delivery of services to the
private sector.
Scheduled Meeting
Panel Meetings must be held at least twice a year. The date of the
meeting must be determined earlier.
Secretariat

The Secretariat for the Consultative Panel at each agency must be
indentified and an official be designated as a liason between the
agency and the private sector.

Discussion

Agencies must ensure that proposals submitted at the Panel Meetings
must be duly analysed, discussed, decided upon, and subsequently
followed up and followed through.

ANNUAL DIALOGUE SESSION

3.78# Each Ministry/Federal Department/State Secretariat must hold an
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annual dialogue session with the private sector. The purpose of such
a dialogue session is to enable an open discussion with the private
sector on specific government policies, programmes and activities
affecting the private sector coming under the purview of the agency;
the implementation of those policies, programmes and activities; rules.
regulations and procedures; and the general performance of the
agency. The feedback obtained at the annual dialogue sessions must
be used to improve the performance of the cach agency in their given
fields of responsibilities. These annual dialogue sessions are merely
advisory and are without any decision making powers.

. The annual dialogue session, to be chaired by the Minister or Menteri

Besar, shall comprise of the Secretary General/State Secretary, Heads
of Departments and senior officers of the relevant Ministries/
Departments/Offices representing the public sector; and members of
chambers of commerce and industry, business and industries, relevant
social and professional organizations, selected individuals and such
others representing the private sector.

A secretaniat for the annual dialogue session shall be identified to
receive and submit working papers for discussion. The date for the
dialogue session shall be duly scheduled and prior notice shall be
given to cach member.

Ducus:xons and pmpusn.ls made at the annual dialogue sessions shall
10 its Proposals made shall
be studied and lheu' ibility for i ton be

(5]




C. INFORMATION SHARING

3.11 Information required by the private sector in the course of discussions
at Consultative Panel Meetings, annual dialogue sessions and other
forums involving both the public and private sector, shall be given
with the prior lpprovnl of the Head of Dcplnmenl The

of such i ion shall be subj to specific
pollcnes nf the Mlmsu’y/DeplrlmcnlIOmcc. Government's
and the p: of the Official Secrets

Act, 1972.

D. INTERACTION THROUGH FORUMS FOR THE EXCHANGE OF
IDEAS, KNOWLEDGE AND EXPERIENCE

3.12 Government officials are itted to partici in semi and other
fora by bers of and industry, business
counclls. professional bodies and similar organizations if the topics
and issues to be discussed concern the areas under the purview of the
Ministry/Department/Office. The participation of Government
officials at seminars, workshops, training courses is to encourage the
exchange of ideas, knowledge, experiences as well as to obtain
feedback which will benefit the Government administration.

E. SOCIAL INTERACTION

3.13 In order to foster closer relationship between the public nnd private
sectors, Ministry/G Dep Office are permitted to hold
sporting activites with pmncnpauon by both sectors. Tcun sports are
encouraged. The sponsorship and cost for sporting activities must be
borne jointly. In this regard, the private sector means chambers of
commerce and industry, business councils, federations of industrics
and other similar organizations. Competitive sports between Ministry/
Government Department/Office and individual companies are
discouraged.

F. RECOGNITION BY PRIVATE SECTOR

3.14 A Ministry, [Office is permitted to receive ition from
the private sector for its perfomunc: in the efficient and effective
delivery of quality and productive services to the satisfaction of the
private sector. any such ition to be b d
by the private sector to any Ministry/Department/Office must have
prior approval of the Panel on Admmmranve Improvement in the
Civil Service. d on Ministry/Dep ice
by chambers of commerce and industry, business councils, federations
of mdus(nes and similar orgamzanons are lccepllbl: while

by any
Awards for recognition must be in the form of uh]ccu such as
souvenirs, trophies and plaques and not in cash.
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3.15 Recognition from private sector can only be awarded to Ministy/
Department/Office or the division/unit of Ministr Office
and not to any individual of the public service.

EFFECTIVE DATE

4. The Circular is cffective from the date of issue.

TaN Ski DaTo' Sert AHMAD Saril BIN ABDUL HAMID,
Chief Secretary to the Government
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AIM

1. The aim of this circular is to provide guidelines to assist all Government
Departments upgrade their counter services. These guidelines are used as reference
by the of /offices as well as counter staff in their efforts
to upgrade the quality of services. The Guideli For The Impi of the
Quality of Counter Services are in the Appendix attached to this circular.

BACKGROUND

2. Counter Services are an important front line service. The Public who patronise
Government Departments, have specific needs and high expectations of Government
Departments that provide counter services. Counter Services that are fast and
efficient will reduce the customer's waiting time.

3. These guidelines serve as a step to ensure that counter services rendered by
Government Departments satisfy customers and also create quality counter services.

GUIDELINES ON IMPROVEMENT OF THE QUALITY

OF COUNTER SERVICES

4. These guidelines consists of 2 important sections i.e.
(1) The Concept of Counter Services

This section deals with the concept of counter services which comprise
of 3 components. These components are section infront of the counter,
section at the counter and the section behind the counter.

(i) Quality Counter Services

This section deals with the explanation on the goals of counter services
and efforts to incorporate quality into the three component sections of
counter services so as to ensurc that these goals are achieved.

S. Itis hoped that with these ines Government D Offices can plan
and implement efforts to improve quality counter services.

EFFECTIVE DATE
6. These guidelines should be used from the date of issue of this circular.

TAN Sri DATO' SERt AHMAD SARJ BIN ABDUL HAMID,
Chief Secretary to the Government

il
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GUIDELINES ON IMPROVEMENT OF THE
QUALITY OF COUNTER SERVICES

I. AIM

1. The aim of these Guidelines is to assist Government Departments which provide
counter services in upgrading the quality of their services.

II. CONCEPT OF COUNTER SERVICES

2. Counter services facili the G in providing services to the public.
It is here that various services like thc issue of hccnces pcnmls passports, identity
cards as well as certificate of and of revenue,

of ication for ial facilities and other services are provided. The

Conccpl of Counter Services comprise of three components which are as follows:
(a) The Front Section of the Counter which is the Customer.
(b) The Counter Section which is service at the counter.
(c) Section behind the counter which is the Support Services.

This concept is illustrated in Diagram I.

3. The section at the counter is the place where customers wait for services. It
is at the counters that counter staff start meeting and providing services to the
public. This is the place where counter staff receive customers, provide services and
terminate the service. The section behind the counter provides the supportive service
for the counter service.

DIAGRAM I—CONCEPT OF COUNTER SERVICE

SECTION SECTION AT SECTION
IN FRONT OF THE COUNTER BEHIND THE
THE COUNTER COUNTER
s T
E H
R E
v 4
«— 1 — SUPPORT
o
CUSTOMER | __ 5| ¢ v | —> SERVICE
L] N
T
A E
T R

III.  QUALITY COUNTER SERVICES

4. Quality Counter Services are services that fulfill the needs of the customers.
Customers will be satisfied if the service pi is fast, free, easily

and is not burdensome to the customer who is served in a courteous manner. In
order to achieve this, the quality at the three components of counter services as
shown in Diagram I has to be improved. Efforts to incorporate quality at these three
components of counter services is illustrated in Diagram 2.




DIAGRAM 2—EFFORTS TO ESTABLISH QUALITY COUNTER SERVICES

Support Services:
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1V. EFFORTS TO IMPROVE THE QUALITY OF COMPONENTS OF
COUNTER SERVICES

A. INFRONT OF THE COUNTER—CUSTOMER

5. Appropriate and sufficient facilities are to be provided for the customers infront
of the counters. These include:

(a) Notice Boards and Directional Signs
Features of a good notice board and dircctional signs are as follows:
(i) Easily visible;
(i) Accurate and clear; and

(iii) Indicates type, place and lists of requirements for a service.

(b) Enquiry Counters
Enquiry Counters should be equipped with the following:
(i) Easy accessibility;
(ii) Counter staff should be knowledgable; and

(iii) Equipped with forms, ideli and hl di

services.

Enquiry Counters that function effectively will result in the following
advantages:

(i) Facilitate the public in ini i ion without ing at
the service counters;

(ii) Save waiting time for the customers as well as the counter staff.
This is made possible because the customer is able to be obtain
information at the enquiry counters prior to obtaining services at
the counters;

(iii) Reduce the number of customers in the queues by separating those
who require services at the counters from those who have queries.
(c) Comfortable Waiting Area
Features of a good waiting are:

(i) Adequate waiting area;

(ii) Well equipped with ad and le scats;

(iii) The area should be clean, attractive and equipped with fans or air
conditioners;

(iv) The customers should be entertained with music, video clips or
television programs which provide information;

(v) Provide light reading material; and

(vi) Provide public telephones.
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A comfortable waiting area reduces the boredom of customers. To further
enhance the comfort of the ies are provi
such as:

(i) vending machines;
(i) canteens;
(iii) clean public toilets which are in good working condition;
(iv) photocopying machines;
(v) facilities for taking photographs;
(vi) loud speakers; and

(viii) postal agents selling stamps

(d) Queuing System

The qucumg systen comprises of the customers, their arrival rate, the
system of waiting for service and the distribution of crowds. This is
illustrated in Diagram 3.

DIAGRAM 3—CONCEPT OF QUEUING SYSTEM

.

(]

Rate of 0

Customer Arrival of WAITING U Method of

Customer SYSTEM N Dispersal
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E
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() (i) (iii) (iv)

The system of waiting for services has to be given adequate attention
cause this invariably affects the comfort and satisfaction of the customers.
There are at least 5 type of waiting system for services which are usually
practised such as:

(i) Type I — One queue for a service counter
(ii) Type 2 — One queue for multiple counters with similar service
(iii) Type 3 — Multiple queues for multiple counters with similar
service
(iv) Type 4 — Multiple queues for multiple counters which provide

various services

(v) Type 5 — Calling System
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Type I—One Queue for a service counter

In this type the customer queues up in a line to obtain service at one
counter only. This is illustrated in Diagram 4.

DIAGRAM 4—TYPE 1: ONE QUEUE FOR ONE SERVICE COUNTER

Waiting System —
Queuing in one row

Counter

Arrival
Rate of —T> XXXXXXXXXX —> D —T— Dispersal
Customer

One Counter

Type 2—One Queue for multiple counters for similar service.

In this type, the customer queues up in one line to obtain service from
many counters all providing the same service. The customer who is right
infront of the queue can go to any of the counters which is free. This ensures
that customer who come first are served first. This type is illustrated in
Diagram 5.

DIAGRAM 5—TYPE 2: ONE QUEUE FOR MULTIPLE
COUNTERS FOR SIMILAR SERVICE
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Type 3—Multiple Queues for Multiple counters providing similar services

In this type, there are many counters which provide a variety of services.
Each counter provides these services similar to the other counters. Customers
queue up at any of the counters for any of the services they require. This is
illustrated in Diagram 6.

DIAGRAM 6—TYPE 3: MULTIPLE QUEUES FOR MULTIPLE
COUNTERS PROVIDING SIMILAR SERVICES
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This type has diadvantages such as:

(i) The rate of providing service may differ from one counter to another
because of different requirements for each service. This situation can
give rise to customers in some counters having to queue and wait longer
than others. It is also possible that those who come later are able to
be served earlier because of the faster service provided at the counter.

(ii) Counter staff are forced to temporarily close counters in order to attend
to with i cases. Thus, in these queues
are asked to go to other counters for services. This can cause much
inconvenience and delay to these customers.

Type 4—Multiple Queues for Multiple Counters for various services.

In this type there are many counters which offer various services. Customers
can queue in the counters which provide the services they require. This type
is illustrated in Diagram 7.




DIAGRAM 7—TYPE 4: MULTIPLE QUEUES FOR MULTIPLE
COUNTERS WITH VARIOUS SERVICES
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Type 5—Calling System

The Calling System does not require customers to queuc up for services.
Customers can remain seated comfortably after they have been allocated a
number. These numbers are provided at the counters through many methods.
One such method is the use of electronic machines which issues numbers or
customers can obtain these number from special counters. They only need to
be at the counter when their number is called. Loud speakers or electronic
display systems are used for this purpose. Thus, customers do not need to wait
in long queues or crowd around counters for services. This type also reduces
the crowds at counters. This type is illustrated in Diagram 8.

DIAGRAM 8—TYPE 5: QUEUING SYSTEM
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Department/office can choose any type of waiting systems, suitable for
their respective counters. However, as far as possible given the right
circumstances for example, with suitable waiting arca and financial resources,
departments/offices should strive to choose Type 5 i.c. the Calhng System.
The reason is this type is most for the
offices which propose to adopt this system should give consndcrauon to the
following factors:

(i) Strive to provide enough waiting area to accomodate adequate seats for
all the customers waiting to be served.

(11) Place seats at suitable | $0 as to enable to sce clearly
the numbers displayed at the counters, or to hear the numbers being
called by the counter staff.

(a) Suggestion System

Each counter service should establish a suggestion system so as to enable
customers to channel their appreciation or grievances on the quality of services
rendered, and provide suggestions to further improve the services. There are
several ways customers can express their views such as the use of suggestion
boxes. special questionnaire forms placed at the waiting area. Other forms
include having dialogue sessions and discussions with groups of customers or
associations. They are also encouraged to express their views by way of letters.
In this way, customers are made to feel that their feclings are genuinely taken
into consideration. Management can also obtain valuable information from
custofiters so as to upgrade the quality of their counter services.

B. THE COUNTER—SERVICE AT THE COUNTER

6. Efforts to improve the quality of the counter services can be implemented based
on the 4—stage approach as illustrated in the Diagram 9. The stages involved are
as follows:

Stage |—Preparanon

The aim of this stage is to remind counter staff on steps that need to be taken

before the start of the day’s work. These steps are 1o be taken so as to ensure the
smooth functioning of the services throughout the day.

8.

The necessary steps that have 1o be undertaken are as follows:

(a) Ensure that all lights at the counter and the waiting area are switched on:

(b) Ensure that all and such as
public announcement systems and others are in good v-urhng condition:

(c) Ensure that all forms and other documents for carrying out the day’s work
are available in sufficient quantity:

(d) Ensure that working tools such as the date stamp, the acknowledgement
of receipts, and stationery are easily available;

(e) Ensure that there is enough coin and currency change available:

(f) Ensure that the counter and the waitng area is clean and ndy:



DIAGRAM 9—4-STAGE APPROACH TO IMPROVE
SERVICES AT THE COUNTER

STAGE |—PREPARATION

« Ensure:

— Equipment is in working
order

— Counter area is clean and
tidy

— Notice boards and signs
are up-to-date

!

STAGE 4—SERVICE
COMPLETION

STAGE 2—
RECEPTION

QUALITY

+ End service in a SERVICES

pleasant manner

* Receive the
customer pleasantly

AT THE
COUNTER

+ Direct customer
o exit

+ Enquire politely the
type of service
needed

D

STAGE 3—PROCESSING

Provide service efficiently,
accurately and courteously

Serve customers without
discrimination

Explain delays, if any

Direct cases which cannot
be resolved to supervisor




g)

(h)

(n)
(o)

Ensure that public facilities such as seating for the public, trash cans and
others are in good condition;

Ensure that forms/documents that have to be completed by the public are
available in sufficient quantities and there are places for filling of forms
at the Enquiry Counters;

Ensure that the queuing area is clean;

Ensure that the activity board is updated;

Ensure that notice boards consist of up-to-date information and notices;
Ensure that there are enough directional signs which are accurate;

Be present at the counter 10 minuies before the counter is opened, be
dressed neatly and appropriately and name tags should be worn;

Ensure that the counters open at the specified times;

Inform the supervisor in case of any counter staff being absent at the
specified time.

Stage 2—Reception

9. This

providing

serving

stage starts when the counter clerk meets the customers. It is aimed at
uidelines to the counter staff on good practices to be adopted when
tomers.

10. These practices are as follows:

(a)
(b)

(c)

(d)

Receiving customers pleasantly with a cheerful greeting to welcome them;

Making enquiries about the types of services they require in a polite and
clear tone;

Looking at the customer when speaking and paying attention to what is
being said;

If the service is not offered at the counter, direct them to the appropriate
counter and giving accurate direction.

Stage 3—Processing

11. This stage is when the counter staff serves the customer. It is aimed to inform
the counter staff of the ideal way of dealing with customers.

12.  Counter staff have to give attention to the following aspects:

(a)
(b)
(c)
(d)
(e)
o

Provide efficient and accurate services;

Being courteous while speaking to customers to make them feel at case;
Serving customers who are in the queue;

Providing fair services without discrimination;

Always be ready to help and assist without being asked;

Being patient as well as open to suggestions and comments;

10



(g) Informing customers politely if they fill forms incorrectly or fail to bring

the necessary documents;

(h) If delays cannot be avoided give reasons and inform the time duration
needed to settle the matter at hand;

(i) Give acceptable reasons if customer’s needs cannot be fulfilled;

(j) Channel cases that cannot be settled by the counter staff to supervisors/
top management immediately;

(k) lnform the supervisor to open additional counters or to extend counter
service time, if needed;

(1) Inform customers on follow-up action (if necessary).

13.  On the other hand, the following practices should be avoided by the counter
staff:

(a) Allow customers to wait without acceptable reasons;

(b) i half yi

(c) Discriminate against customers;

(d) Give i and i

(e

Challenge, argue, scold or mistreat customers;

(f) Allow wastage of time by conversing or talking for a long time over the
telephone while dealing with customers; and

(g) Read, eat, drink, speak and laugh loudly; and

(h) Dress inapproriately when on duty at the counter.

Stage 4—Completion of Service

14. This stage is when the counter staff completes the service rendered to the
customer. This final stage is aimed to ensure that customers are happy and satisfied.
and would continue to come for services in the future.

15. The following good practices should be applied:
(a) Convey appreciation in a pleasant tone so that customers are made to feel
wanted such as:
(i) “Thank you and see you again”
(ii) “Goodbye and have a safe journcy™
(iii) Other appropriate greetings.

(b) Direct customers to exit points (if necessary).

C. BEHIND THE COUNTER—SUPPORT SERVICE

16. The ability of Government Departments/offices to provide quality counter
services depend largely on the role played by the management ancl staff who render
support services behind these All of
dccnsxcn-mnkmg process and daily administrative matters are carried out at this
section.

1



MANAGEMENT ROLE

I7 The rolc of |s to employ i ly and c{iccnvely
i for ing by using

They are nlsn n:spons|blc for supervision, comrollmg. monitoring and evaluating

all plans and decisions made so as to ensure goals are achicved. Management also

plays an role in the of human 50 as to ensure that

all officers and staff contribute towards the success of all efforts that have been

planned and decided upon.

18.  Departments/Offices which are successful in providing quality counter services
have adopted several good operational principles as a basis. These principles are
as follows:

(a) Establishing a Customer Driven Strategy;
(h) Setting of Perfi in e with the strategy;

(c) P for the i of the strategy;

(d) Improving The Systems and Work Procedures for the achievement of the
strategy.

Establishing a Customer Driven Strategy

19. Thisﬁinciplc places emphasis on meeting the customer's nceds. To achieve
this, it is fmportant to listen, understand and respond to customers® needs.

20. Some of -driven ies are as follows:

(a) One Stop Bill Payment Centre

Through these One Stop Bill Centres the public are able to pay various
types of bills at one place. With this facility customers do not need to
g0 to several places to settle their bills. This can save the customers time,
cost and effort.

(b} One Stop Service Centre

The One Stop Service Centre provides various types of services at one
central place. This saves the customer from going place to place to obtain
services required.

{

One Stop Counters

One stop counters centralise all counter services provided by several
departments/offices at one place. This enables customers to obtain
different services by departments/offices at these centres,

(d) Service at Branch and Mobile Offices

It is not practical to centralise counter services at the Headquarters. It
would be better if these services are also rendered at the branch offices
or mobile offices. This approach allows the service departments/offices be
close to the customers. Thus, it is more convenient for customers to obtain
these services.



(e) Extending of service time of counters

Extending service time at counters facilitates those customers who are
working during the office hours. Extending service time at counters can
be done by opening counters carlier i.c. half an hour earlier than the actual
opening time of counters, extending service time after office hours, for
example till 6 pm. or opening counters during lunch breaks.

(f) Additional Services

In addition to extending the service hours, Government departments/
offices which provide counter services can extend their services by firstly,
opening counters on weekends md secundly. opemng lcmporuy cnunu:rs
to provide iti service/
complexes.

(g) Enquiry Services through telephone

Enquiry services through telephones represent yet another facility
provided by the counter services. Through this system, the customer is
able to make enquiries and obtain information immediately. This system
can be cfficiently handled through computers which have the capacity to
handle enquiries, check and update records so that accurate information
is given whenever required.

(h

Issue of Composite Licences and Forms

The establishment of Composite Licences and Forms is another effort
to combine various licences and Apphcanun forms for several activities
which is by a This facilities departments/
offices to issue licences and process applications forms. It also makes it
casier for customers as they do not need to handle various licences and
complete several different types of forms. This saves the time of

P ices and

(i

Departments/Offices that are easily accessible

Management should take into consideration aspects like location of
counter services. As far as possible, counter services should be located
on the ground floor of departments/offices so that there is easy
accessibility. This is to ensure that customers obtain services casily saving
time and energy.

Setting of Performance Standards, Control and Supervision

21. The setting of p ds in with the strategy is an
important op:nuonnl principal for the acluevcmem of a quality counter service.
With these can eval the o( services
rendered. Feedback on the changi i and de ds of th

should be used as a guideline to evaluate and review the performance sundards set
previously. It is the responsibility of to blish reliable p

standards and control the dunes of the staff in order to ensure that duties are in
accordance with prescribed and per

13



Manpower Management

22. Manpower Management campnses of selecnon, training nnd opumnl
of human and

servlccs employees. In order to achive a qualuy caunlcr service it is important that
counter staff should be selected with special traits. These traits include friendliness,
pleasant, courtcous and emotionally stable when dealing with various types of
customers. Their knowledge and skills should also be enhanced through proper
training and courses, so that they are able to carry out their duties in a professional
manner. They should be provided with sufficient checklist and guidelines which
would assist them in dealing with problems or use their dnscmmn when required.
In order to ensure that high p are by officers and
staff, recognition and the giving of awards should be practised.

23. Efforts to improve the quality of counter services through human resource
management can be done by taking into consideration the following aspects:

(a) Conducting training programs that are aimed at producing quality
personnel prior to their placement and having in-house training.

(b) Conducti; for staff to ge and improve their
capabilities for example by csmbllshmg communication between counter
staff and management to discuss problems faced and ways to resolve these
immediately.

(c) E a system of r ition for officers/staff who have given
egcellent service.

(d
(

Ensuring that there is adequate number of staff in relation to the workload.

Establishing a job rotation system so as to expose the officers and staff
adequately in all areas. Thus improving their capabilities.

R

Improvements in Systems and Work Procedures

24, Improvements in systems and work procedures contribute to the upgrading of
the quality of counter services. Systems and procedures that are short, directives
that are easy, forms that are updated and do not confuse the public, work processes
that are smooth and a conducive work en should be ped to assist
the smooth implementation of strategies that have been formulated for the
achievement of goals.

25. Several improvement efforts related to systems and procedures have been
pl d by depari /offices which provide counter services. These

improvements cover aspects of records forms.

information systems, procedures and work directives.

(a) Records Management

Records Management Systems play an important role in speeding up
the taking of action and decision-making. Records management which is
not systematic can delay the taking of action. The comfort of customers
while they are waiting as well as the pleasant service rendered by the
counter staff will not contribute to the achlevcmcnl of the goals of the
counter service if files or 1 for p ing takes a long
time for retrieval, consequemly service is not provided spccdlly and
customers have to wait a long time. To avoid this, departments/offices

14




(b)

(c)

(d)

(e)

which provide counter services should have systematic records
management system. Several characteristics of an efficient and systematic
Record Management System are as follows:

(i) A concise and accurate indexing/reference system;
(ii) Files are stored near the work place;
(iii) A file movement system that is neat and tidy;
(iv) Files are stored ding to

Usage of forms
Forms are used for various counter services. Most services at counters
require to forms. Forms that casy to

complete will assist cusmmers having dealings with the department/
offices. Features of a good form are as follows:

(i) The form design is easy to understand;
(ii) Adequate space for filling in of information be provided;
(iii) Information required should be clear and concisely stated;
(iv) Completing too many copies of forms should not be done; and
(v) Forms are attached with guidclines on how to complete the forms.

Forms that are difficult to P create b for

especially those who are less educated. A form review study should be
undertaken regularly to update and improve the format as well as the
design of forms.

Management Information System

Management Information Syslem (MIS) mvolv:s the collection,

storage, analysis and the distri of i MIS is ped by

fices for decisi king. The use of computers to handle

this system has the capacity to provide information immediately. This

information can be used by the department/office in strategy formulation,
defining quality dards as well as ping human

Procedures and Work Directives

Procedures and Work directives can be followed correctly if guidelines
like Desk files, checklist of duties, filing systems and others are prepared.
In order io ensure that work procedures are carried out systematically,
office layout which facilitates work flow and easy work directives should
be given consideration by departments/office.

Office Equipment and Furniture

Efforts to improve systems and procedures should also include the use
of equipment and furniture that helps to maintain the quality of daily
work For cxamplc manual based syslems and proccdures can upgrade its

to a or system. For
example the preparation of bills, revenue collection and accounting can
be carried out more efficiently if the system is mechanised or
computerised. In addition, the efficiency of departments/offices can be
improved if daily work like storage of files, processing of data,
photocopying, graphics and correspondence can be handled by machines
or sophisticated equipment.

15



ROLE OF SUPPORT STAFF

26. Support from staff is very important to ensure the success of strategies and
planned actions of the management. Strategy and improvements which are planned
by management is the infrastructure which enables the support staff to carry out
their duties efficiently and cffectively. In order to upgrade the quality of services
they provide, the support staff behind the counter should strive to undertake the
following:

(a) Strive to improve further their skills and knowledge in carrying out their
daily responsibilities;

(b) Conform to the per set by to ensure that
service provided is always up to the standard;

(c) Conform to the directives and guidelines which have been prepared by the
management;

(d) Practise an excellent work culture;

(e) Be prepared to voice views and proposals towards the improvement of
work environment especially where they are directly involved.

V. CONCLUSION

27.  Effortg to improve the quality of counter services should be in line with the
development and changes in the environment. Quality is dynamic. The level of
quality achieved in a day is not the same as that of the following days. instead it
should be improving constantly. Thus, efforts to achieve and sustain a level of
counter service which is excellent should be continuous.

28. It is hoped that with these guidelines for the Improvement of the Quality of
Counter Services, will assist departments/offices which provide counter services, in
upgrading the quality of services of these ices. Impi efforts
must comprise all components that are in front of the counter—customer, at the
counter—service at the counter and behind the counter—support services. Each
component must be emphasized equally in the efforts to improve the quality of
counter services. This is because each component has a specific role in ensuring
its success.
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OBJECTIVE

The objective this Circular is to provide guideline to assist Government
departments on the use of the Work Action Form as a tool to increase effectivencss
in the i ion of activities. The “G ines on the Use of the Work Action
Form” is as in the Appendix attached to this Circular.

BACKGROUND

2. Every activity that is carried out by Government d:parlmcm has its own work
process. The activity should be i and the i should be
coordinated to ensure that all necessary action in managing the activity are being
taken. The creation of work monitoring system, will ensure that the activity are done
systematically and will enable management to monitor cach step in the
implementation.

3. Inspection at several Government departments on the flow of activity reveals
that delayed cases happened in implementing an activity. One of the reasons is that
there is no work monitoring system that enable management to coordinate and
monitor implementation of the acitivity. This has imposed difficulties for
management to know the cause and parties responsible for the delays.

4. Hence, a work mummnng system should be created to enable management in
monitoring each action or work process for every activity carried out by Government
departments. For this purpose, Work Action Form was introduced for every
Government offices/departments to use.

GUIDELINES ON THE USE OF THE WORK ACTION FORM

5. The Work Action Form will be used to monitor the action for every work
process in carrying out certain activity by every Government department/offices.
This form will enable management to obtain lattest information and feedback on
the flow of action for every activity under his supervision.

6. It is hopeful that through this guidelines, the Work Action Form will be used
effectively by Government departments/offices 1o ensure that the implementation of
activity can be monitored so that every step is always in accordance with current
policies and conditions which can contribute towards achieving the objectives of
departments/offices.

DATE OF EFFECT
7. The circular is effective from the date of issue.

TAN Sri DATO’ SERI AHMAD SARJI BIN AsDUL HAMID,
Chief Secretary to the Government

il
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I. PURPOSE

This Circular was introduced with the purpose of assisting Government
Departments in the use of the Work Action Form as a tool for the monitoring of
projects. The use of the Work Action Form will assist management in monitoring
cach step in the implementation of activities and also ensuring that all parties
involved in each of these activities are taking the necessary action.

1I. THE RATIONALE OF THE WORK ACTION FORM

2. This form will provide a guide to officers responsible for carrying out every

activity, i.e. the necessary action to be taken, the time taken to carry out the action
and the subsequent actions to be taken. The statement of dircctives by the next
officer will assist him to carry out his duties effectively and within the time period
specified.

[II. FEATURES OF THE WORK ACTION FORM

3. Government agency should use the format of the Work Action Form as shown
at Exhibit A. The features of the Work Action Form are as follows:

(a) Column A —  Sequence number of work process for each activi

(b) Column B —  Work process or action to be taken for each activity;
(¢) Column C —  Officers responsible in carrying out the task;

(d) Column D —  Date File/Directive is received;

(e) Column E — Date of Completion of activities and signature;

(f) Column F — Instruction to subsequent officers;

(g) Column G — Date of Completion of subsequent action; and

(k) Column H

Notes

Column A

Number of work process acording to sequence number of 1, 2 and so on arc
noted in Column A.

Column B

All work process to be taken for each activity are listed in Column B. Work
process for each activity carried out by departments/offices should be prepared
according to activity and work process contained in the Manual Work
Procedure. For activity that comprise of long work process, more than one
copy of the work action form should be used.

Column C

Officers responsible in carrying out the work process are listed in Column C.
The name of the officer or position can be ranked according to the department/
offices.

Column D

Dates of File/Directive received by responsible officer are noted in
Column D.



Column E
Dates of completion of activities with initial are noted in Column C.

Column F

Instruction to subsequent officers are filled in Column F. All officers
regardless of position held can give instruction. The additional instruction can
be note down on minute paper if the column is not sufficient.

Column G
Dates of completion of subsequent action are noted in Column G.

Column H

Notes on important things regarding the implementation of every work process
in the activity such as causes of delay and others are noted in Column H.

IV. HOW TO USE THE WORK ACTION FORM

4. For every activity, a file in opened and a Work Action Form is attached to the
minute sheet. For those activities involving more than one case, a different Work
Action Form has to be used for each case and attached in a similar manner. For
example, one of the main activities of The Malaysian Administrative Modernization
and Management Planning Unit (MAMPU) is to approve request for the purchase
of equipmient from Government Department. For this activity MAMPU opens a new
file for each department. These files contains more than one request for equipment.
In this case a scparate Work Action Form will be required for each application.

5. Exhibit B shows the example of how to fill in the form and Exhibit C shows
the use of the form.

6. Management has to ensure that all officers faced with problems refer
immediately to their superiors.

7. Management has to use the Work Action Form to monitor from time to time
the following:

(a) All parties responsible for carrying out cach of the work processes in an
activity have carried out the necessary action:
(b) Causes of delays, if any: and

(c) Immediate decisions to overcomé problem.

V. CONCLUSION

The use of the Work Action Form will assist all parties involved in the
implementation of an activity to play a more effective role. By knowing what are
the processes to be carried out. the responsible officer will be able to take the
necessary action effectively. On the other hand. the management will be able to
monitor and take immediate remedial action to sol\e problems. Hence, all planned
activities can be i within the ified time.




APPENDIX A

WORK ACTION FORM
ACTVITY
DIRECTIVE
DATEOF | TO THE
OFFICER | DATEOF | COM- | OFFICER | DATE FOR
~NO WORK RES- | RECEIPT | PLEFION [ CON- COM- REMARKS
PROCESS | PONSIBLE | OF FILE/ [OF ACTION| CERNED | PLETION
IRECTIVE| ~ AND FOR | OF ACTION
IGNATURE| FURTHER
ACTION®
(A) ®) © ) [ G} G Hy
Notes:

*1. If insufficient space use the minute sheet for recording directives.

2. The officer concerned may refer to his superior any problems encountered.



WORK ACTION FORM

ACTIVITY - PRINTING OF MAMPU REPOKT
BY THE NATIONAL PRINTING DEPARTMENT

AppENDIX B

DIRECTIVE
DATEOF | TO THE
OFFICER |DATEOF | COM- | OFFICER | DATE FOR
NO WORK RES. | RECEIPT | PLETION N- CoM REMARKS
PROCESS | PONSIBLE | OF FILE/ [OF ACTION | CERNED | PLETION
IRECTIVE | AND FOR  |OF ACTION
IGNATURE| FURTHER
ACTION®
Y (B © D) E ) 1 H)
1| Make decision | Directorof | 24890 | 20890 | Prepare 28890
for repart to be | Adminis- letter 1o
printed by NPD | teation NPD
—
2 | Preparetener | Documen- | 27890 | 27890 |Dwectorof | 2RK90
and document | aiion . | Admunn
for prnting Officer rration
for signature
3| Signtener Dircctorof | 28890 | 28890 [Sendlener | 29890
Adminis 10d documen
tration 1o NPD.
ol i
N in docket | Documen 089 | 0890 2 3990
No anddae  |unon
of completion | Clerk
of first proal
om NPD
s Documen ve90 | 1990 [Tobe 5990
trom NPD tavon \ proat-read
Clerk
spproved
6 | Check.spprove |Officerwho | 1990 | 5990 | Proceed with | 159.90
dratt dan retm | prepared the Final
ta NPD. cport Printing
(Mt Ahmad)
7| Obuan prmied | Documen: | $9.90 15990 | Record 16990
document wanen receipt of
Clerk document
¥ | Record Stores 15950 | 16990 |Deliver 17950
Socumentin | Clerk . |repoice
Stock Book &L; Mt Ahmad
v | Deliver Documen- 17990 | 17990 -
Report to unien \
Officer Clerk )
Concerned
Note:

If insufficient space use the minute sheet for recording directives.

2. The officer concerned may refer to his superior any problems encountered.




Arpenpix C

METHOD OF USING THE WORK ACTION FORM

FILE COVER

MINUTE SHEET |

WORK ACTION

Kersar Mima N

Helai No.

FORM
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.

PURPOSE

1. The purpose of this Circular is to provide information and guidance to the
Heads of Departments on Total Quality Management in the Public Service. The
Guide entitled “Guide On Total Quality Management In The Public Service™ is
attached as an Appendix to this Circular.

BACKGROUND

2. The Government has always made scrious efforts to improve the quality of the

Public Service. A quality Public Service will be capable of carrying out its
responsibilites efficiently, besides providing excellent services to the public. The
Government has taken several efforts in this direction such as sponsoring training,
seminars and workshops on quality. Manuals on quality management are also
published.

3. The “Guide On Total Quality Management In The Public Service”, is another
effort by the Government in enhancing quality management in the Public Service.
Heads of Departments can use this Guide as a reference in planning and activating
the process of improving quality in their departments. This Guide lays out several
Important management principles to be practised by the Heads of Departments 1o
ensure that the quality movement is c y expanding. M . the

1 ion of these ciples will also create an environment that is conducive
for the inculcation of an excellent work culture.

GUIDE ON TOTAL QUALITY
MANAGEMENT IN THE PUBLIC SERVICE

4. The Guide on Total Quality Management in the Public Service explains two
important aspects relating to Total Quality Management. These aspects are:

(a) TQM Concepts: and
(h) Principles Supporting TQM.

Principle 1 = Top Management Support;
Principle 2 Strategic Quality Planning:
Principle 3 - Customer-focus;

Principle 4 - Training And Recognition;
Principle 5§ = Teamwork;

Principle 6 — Performance Measurement; and
Principle 7 - Quality Assurance.

EFFECTIVE DATE

5. This circular is effective from the date of its issue.
“SERVICE TO THE NATION"

TAN Skt DaT0' SERI AMMAD SARI BIN ARDUL Hawmin,

Chief Secretary To The Government

i



(Appendix to Development
Administration Circular
No. 1 of 1992)

GUIDE ON TOTAL QUALITY
MANAGEMENT IN THE PUBLIC
SERVICE




11

CONTENTS

INTRODUCTION
TQM CONCEPT

PRINCIPLES OF TQM

Principle | -~ Top Management Support
Principle 2 - Strategic Quality Planning
Principle 3 - Customer-focus

Principle 4 - Training And Recognition
Principle 5 - Teamwork

Principle 6 - Performance Measurement
Principle 7 - Quality Assurance
CONCLUSION

Page



GUIDE ON TOTAL QUALITY
MANAGEMENT IN THE PUBLIC SERVICE

1. INTRODUCTION

1. The concept of Total Quality M: (TQM) was i di in the 1920's
when the statistical approach was first used in quality control in the factories in
America. This concept was later i to the in Japan in

the 1950's, at a time when the country was gearing itself towards industrial
development. This concept received a further impetus in the 1980's with the
increasing awareness worldwide on the importance of quality.

2. These changes have directly affected the views and attitudes of managers in the
public and private sectors on quality management. They have realised that the
i i ies and app in quality could no longer
guarantee the production of outputs that conform to the requirements of their
customers. As a result of this, attention was shifted towards TQM which could assist
them in achieving excellence. The application of TQM not only benefits the
customers in that they receive quality products but also benefits the organisation
in terms of cost savings and enhanced operational efficiency. This is the key to the
success of an organisation,

1. TQM CONCEPT

3. TQM is a continuous process that involves the whole organisation and is
customer-driven. This process is aimed at creating a culture of excellence in any
organisation. Hence, TQM can be seen as a process of culture transformation through
which the existing elements of the culture are modified, replaced or strengthened

with better These el values and attitudes, systems and
procedures, i i isation structure and so forth.

4. TQM aims, ulti y. to enable organisations to achieve total quality in all its
operational aspects. Hence quality does not only mean the production of quality
products and services but also all i and activiti i

to an organisation. At this stage, quality will be reflected in many ways in an
organisation such as effectiveness of management, ability of the employees,
efficiency of the operational systems and so forth. The concept of total quality is
explained in Figure 1.

5. There are many important features of TQM as shown in Figure 2. These features
are the objective of TQM; the focus of TQM: strategy of TQM for quality
imp : and the authority ible for I ing it (impl ).

6. The objective of TQM is to provide customer satisfaction. This is attained by
producing outputs that conform to the requircments of the customer and mecting
customer expectations. Every output that is produced must be defect-free or
error—free because defects or errors result in customers being dissatisfied. Hence.
the organisation should also ensure that the right outputs are produced as required
by the customers.



FIGURE I: THE CONCEPT OF TOTAL QUALITY
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FIGURE 2: FEATURES OF TQM
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7. TQM focuses on the development of quality systems and work processes. This
is because only quality work systems and processes can ensure the production of
quality outputs. In this respect, TQM h on and li
Feedback and views of the customers are used for the purpose of designing systems
and work processes to ensure that the final output conforms 1o requirements.
Suppliers are treated as business partners who are collectively responsible for
producing quality outputs. Suppliers play a vital role in supplying quality inputs to
the organisation,

8. The process of continuous improvement is an integral element of TQM where
strategic planned actions are taken towards the attainment of the long term objective
of the organisation. This process involves the total involvement of the organisation
where the organisation’s resources are harnessed towards quality improvement
efforts.

9. The process of continuous improvement in TQM involves 7 integrated steps.
These are as in Figure 3. The steps are as follows:

(a) Determination of imp jecti that will be implemented.

(b) Determination of methods of attaining these objectives.
(c) Engagement in education and training

(d) Implementation of the planned improvement.

(e) ivnlunlion of the effects of implementation.

(f) Standardisation of the work processes which have been improved to be
implemented in other divisions in the organisation.

(g) Continuous implementation of corrective action, if necessary.

10. TQM constantly focuses on control of the cost of quality. This cost is incurred
as a result of wastage of resources, production of low quality products, errors in
work or non-value added activities. Cost of quality can be reduced by prevention,
This can be done by improving the work processes so that there is no opportunity
for errors or defects to occur. Besides this, quality problems that occur are solved
i diately by using a ic problem solving approach. Another important
strategy of TQM is quality assurance. The objective of quality assurance is to ensure
that every output produced by an organisation is of quality and satisfies the
customer.

Il According to the TQM approach, every individual in the organisation is
collectively responsible for ensuring the success of the quality improvement efforts.
The sustenance of any quality improvement effort depends on the total participation
of the employees in an organisation. This 1 t is guided to ensure that time
and energy contributed by the employees is focussed according to the requirements
of the organisation. In this respect. the role of top management is vital. They are
responsible for spearheading and providing effective leadership. Apart from this, the
contribution of work teams is also greatly encouraged under TQM. These wor
teams are effective in contributing creative and i tive ideas and in I i
improvements successfully.




FIGURE 3: MODEL OF CONTINUOUS QUALITY IMPROVEMENT
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111. PRINCIPLES OF TQM

12. Government departments can successfully practisc TQM if they have a
conducive work environment. A conducive work environment will enable the
successful implementation of TQM and ensures that it becomes a way of life for
the organisation. To create such an environment, Government departments must

ise on 7 inciples as depicted in Figure 4. These principles

are:
(a) Support of top management;
(b) Implementation of long-term strategic plan on quality:
(¢) Customer focus;
(d) Providing training and recognition;
(e) Fostering teamwork;
(f) E ishing per c and

(g) Emphasising quality assurance.

13. These principles are universal in nature and therefore are applicable in any
Government department. The departments can take various actions to implement
them ding to the suitability of their i | operations.
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PRINCIPLE 1: TOP MANAGEMENT SUPPORT

14, Under the TQM process, the quality improvement efforts will result in changes
in the ways a department operates. These changes will affect arcas such as the
departmental policy, its phi phy, systems and p d . etc. These
changes will only be effective if the TQM process receives the support of the top

In fact, top itself should activate the TQM process by
virtue of the fact that it holds the power for making strategic and important
decisions. The direct involvement of the top enables quick decisi
making and thus ensures the smooth operation of the TQM process.

15.  Top management support should be clearly visible in that it is ready to take
concrete actions. Some of these actions include:

(a) Formulating a quality policy;

(b) Setting up a quality management structure;
(c) Getting the total involvement of employees;
(d) Disseminating information on quality:

(e) Manﬂging the change process; and

(f) Organising a Quality Day.

(a) Formulating A Quality Policy

16. The quality policy of a department is a statement on the direction and the
quality goals to be attained by the department. It also touches on the philosophy,
priorities, and values as stressed by the department. It functions as a guide as well
as a reference for all level of employees to plan and i pl quality imp

efforts in their respective work. As such the quality policy of a department must
be clearly defined and be easily understood so as not 1o cause any confusion among
the workers. For the awareness of every employee, the quality policy has to be
communicated as widely as possible throughout the whole organisation. The
formulation of a quality policy must be accompanied by an appropriate
impl ion plan. The impl ion plan has to be monitored closely in order
to gauge its progress. A sample quality policy is shown in Table 1.

(b} Setting Up A Quality Management Structure

17. The implementation of TQM invariably involves vital management processes
such as planning, monitoring, i decisi king. etc. In order to ensure
the smooth functioning of these p the dep has to set up a quality
management structure with clearly defined roles and responsibilities.

I8, For the Public Service, it is recommended that the quality management
structure takes the form shown in Figure 5. The management structure consists of:

(a) A Steering Committee on Productivity and Quality:

(b) A Quality Coordinator assisted by a Productivity and Quality Task Force;
and

(c) Work Teams.



TABLE 1: QUALITY POLICY OF A DEPARTME

This Department focusses on customer satisfaction:
o both external as well as internal customers
o for all its products and services

o all the time

g

requires:

o

total involvement of all employees
o total management support

= customers and suppliers working together

°

objectives, standards and systems which conform to the goals of
excellence

attained by:

meeting all requirements

° prevention

°

dﬂing it right the first time
= measuring quality performance
Total quality is to be the hallmark of the culture of this Department. It

will be implemented, monitored, nurtured and maintained by having an
ongoing quality improvement programme.

19.

The Steering Committee on Productivity and Quality is chaired by the Head
of the Department. Its committee members are the various heads of divisions, units
and branches under the Department. The functions of the Steering Committee are

as follows:

20.

fa) To plan quality improvement efforts for the whole department;

(b) To determine the policy and strategies to achieve the quality objectives;

and

(¢) To coordinate and monitor the quality improvement efforts being

implemented.

The Quality Coordinator is usually an experienced and senior officer. Apart
from being responsible for coordinating all the quality improvement efforts, the
Quality Coordinator has also to liaise with other external agencies. In addition, the
Quality Coordinator is also the Alternate Chairman of the Steering Committee on

Productivity and Quality.




FIGURE 5: THE PRODUCTIVITY AND QUALITY
MANAGEMENT STRUCTURE
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21. The Quality Coordinator is assisted by a Productivity and Quality Task Force
whose functions are:

(a) To monitor the progress of the i ion of quality i
efforts;

(b) To assist in the problem solving process; and
(¢) To provide guidance and training to other employees.
22. A Work Team is a specially selected group of employees entrusted with the
ibility to solve a particular problem on quality. Once the problem is resolved,
the Work Team is disbanded. The members of a Work Team are usually those
employees who possess special knowledge and expertise relevant to the problem
under scrutiny,

13



(¢) Getting Total Involvement From Employees

23. TQM can only progress when it involves every employee in the organisation.

With each emp! p the quality princi and values in work activities,
the production of quality outputs is assured. In getting the total involvement from
its employees, the can use (wo ies. These ies are:

(a) Instilling confidence among employees about quality: and

(b) Defining clear roles for employees involved in the quality improvement
efforts.

(a) Instilling Confidence Among The Employees In Quality

24. When employces are confident about quality, they are ever willing to give
their cooperation and will also voluntarily participate in TQM acuvities. They may
also be motivated to change their attitudes and mind-set to conform to the quality
goals of their department.

25. To instil confidence among its employees about quality, the management itself
must be seen to show confidence in TQM. In addition, the management also has
to prove its i n and i in i ing TQM in the
department. Among the measures that can be taken by the management are:

(i) Institutionalising the concepts of TQM as its daily management practices
such as practising the principle of prevention: having zero-defect as its
gerformance standard; and emphasising on the costs of quality;

(1) No comp ising with p mined quality

(iii) Giving emphasis to quality in official speech
ete;

(iv) Taking concrete actions to overcome the barriers to quality improvements;
and

(v) Setting up of control mechanisms at the input level. work process level,
and the final output level.

(b) Defining Clear Roles For Employees Involved In Quality Improvement Efforts

26. The TQM philosophy which makes quality improvement the responsibility of
every employee will only be realised when employees fully understand their
respective roles in the quality improvement efforts. They should also be made aware
of the limits to their responsibilities so that there is no confusion over the issue
of accountability. As such, the management must clearly spell out the role of cach
level of employees so as to be in conformance with the quality goals of the
department. For instance, the role of the supervisor of a work group is as follows:

(i) To guide his/her subordinates on the correct work methods and procedures;

(ii) To inform subordinates on the sources of defects in the output and the
necessary corrective actions:

(ili) To ensure the smooth functioning of the quality systems; and
(iv) To initiate actions to improve systems and procedures, equipment as well
as the working environment under his/her control.

14




27. The role that can be played by the subordinates is as follows:
G

(i1) To use all materials wisely and to operate their equipment correctly;

) To abide by all mutually agreed and written procedures;

(iii) To report to the management any source of problems on quality;

(iv) To propose ways and means to reduce the chances of occurrence of
problems on quality; and

(v) To assist in guiding new employees particularly by being good role models
themselves.

(d) Disseminating Information On Quality

28 Ini ing TQM, it is imperati (hal lhcn: is a sharing of information
and ki ledge among the emp . This i is most useful as they act
as a source of reference and guide cither in the planning of quality improvement
efforts or in solving a particular problem. Thcrefar: it is vital that the management

ensures that all kinds of i ion on quality is di as widely as possible
and cfl’ecuvely i d gl the d This can be done through
the publi of i reports, . video tapes, etc.

29. The types of information that need to be disseminated include:

(1) Achievements of quality impi efforts by the various divisions or
units under the department;

(i) Activities of the Work Teams as well as the Quality Control Circles;

(ii1) Explanation on the basic concepts of TQM and the strategy adopted for
its implementation by the department; and

(iv) Quality policies of the department and the impending changes involved.

(e) Managing The Change Process

30.  Implementation of TQM will result in changes in the existing work methods,
systems and procedures, and even the organisational culture. Thesc changes are
inevitable and they may cause conflicts, tensions as well as confusion among the
employees. Such a situation may be due to various l‘ncmrs such as the vehement
opposition of a group of empl who are not of the potential benefits
arising from the changes. [t may also be due to the existing systems which are
unable to handle the changes. Viewed in this light, the top management needs to
manage the change process well.

3. In ing change, the should on the following five
key aspects:
(i) Mutual agi between and empl

(ii) Mutual trust among employees:
(iii) Skill enhancement of personnel;
(iv) Cautiousness in implementation; and
(v) Flexibility in management style.
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32.  Before introducing any change into the organisation, the management has to
first obtain the agreement of those employees affected by the change. There must
be mutual agreement on the change concept, its principles as well as its objectives.
Apart from secking and considering their views, the management also has to
acknowledge the contributions of its employees. By doing this, any change to be
introduced later will have the full support and commitment of the employees as they
will feel that the change process belongs to them. Also, a sense of ownership is
created among the employees and this will spur them to work even harder to ensure
its success.

33.  Management should also instil a feeling of mutual trust among its employees
regardless of rank and position. Such a fecling will not only strengthen the existing
bond of ion among the empl but also assist in resolving any potential
conflict that may arise in the work place.

34, In ensuring the success of a change process, those employees involved have
to be provided with the necessary training. This is to enable them to acquire new
knowledge as well to enhance their skill levels. Hence, it is the duty of the
management to ensure that this basic requirement is met all the time.

35. Changes resulting from TQM need time to be implemented, especially when
they affect aspects such as values, attitudes and systems which are complex in
nature. In sugh cases, it is wise for the management 1o be cautious and patient in
initiating any change into the organisation. Any sudden change that is hastily
introduced may end in failure as a result of strong opposition from the employees.

36. A flexible management style is also an important factor in managing change
successfully. As the change process will lead to several modifications to the existing
systems so as to conform to the changes in the environment, the management has
to be flexible in order to ensure minimal disruption.

(f) Organising Quality Day

37. Management can display its commitment to quality by organising a Quality
Day cach year. For instance, the Public Service Quality Day is officially fixed on
31 October each year. One of the objectives of having a Quality Day is to provide
an ity for the to further hen the quality values in the
organisation. Through activities carried out on Quality Day, the level of awareness
of the employees on quality can also be increased.

38. In celebrating Quality Day, the management can organise various activities
relating to quality and quality improvement efforts undertaken by the department.
These activities include oath-taking ceremonies: mmmg scssmns such as talks nnd
seminars on quality: exhibition on quality; i and

by Quality Control Circles.
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PRINCIPLE 2: STRATEGIC QUALITY PLANNING

39. Effective strategic planning is imperative for producing quality output. The
process of strategic planning itself enables a department to identify its customers,

prioritise the and y d ine the types of
output.

40. A strategic quality planning process involves 5 important steps as shown in
Figure 6. These steps arc:

(a) External environmental analysis.

(b) Internal environmental analysis.

(c) Formulation of organisational vision.
(¢) Formulation of quality objectives.

(e) Identify of imp) ities.

(a) External Environmental Analysis

41.  External environmental analysis enables a d to identify opp

that can be exploited to achieve quality goals. Besides this, it also enables a
department to monitor clearly potential threats and challenges which can impede the
realisation of departmental goals. Information from such analysis cnables a
department to take early corrective action in overcoming or preventing threats to
the achi of bjecti

P

42. In the external i analysis, a dep. should pay attention to
important environmental changes which have direct implications on the department.
These include changes that effect:

(a) Tastes and preferences of customers.
(b) Government policies, regulations and laws.
(¢) Technology.

(d) Socio-economic situation.

(e) Availability of (e.g P and ials).

) i and/or di of other related agencies.

(b) Internal Environmental Analysis

43, This analysis is aimed at measuring the ability of a department to respond
to the external environment. For example, customers’ preferences, which are
becoming more and more demanding, or obstacles which impede the smooth

ion of the dep It also identifies the of a dep which
can be capitalised on to achieve quality goals, as well as weaknesses which need
immediate attention.
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FIGURE 6: STRATEGIC QUALITY PLANNING PROCESS
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44. This analysis should be comprehensive in nature while focusing on main
organisational aspects such as:

(a) Obj P and activities of the d
(b) Products and services.

(c) Organisational structure.
(d) Value system, philosophy and organisational culture.

(e) Provision of like P , finance, technol and

(f) Information, administrative and other support systems.

(c) Formulation Of A Vision

45.  After lysing the envi , the of each d should
respectively formulate a vision. An organisation’s vision is an official statement of
the desired future state that the organisation wants to attain. The vision reflects the
corporate aspirations and overall strategic direction that will ensure the success of
an organisation.

46. The vision provides duecnon and a focns of reference which is shared by
every member of the all quality activities at all levels
of operations. This will then lead to (h: establishment of a common aim or constancy
of purpose in the department’s quahty activities which in turn results in greater

in its i The vision for ia in the year
2020 is a good example of a vision statement. The Vision 2020 statement is as
follows:

“By the year 2020, Malaysia can be a united nation, with a confident Malaysian
society, infused by strong moral and ethical values, living in a society that
is democratic, liberal and tolerant, caring, economically just and equitable,
progressive and prosperous, and in full possession of an economy that is
competitive, dynamic, robust and resilient.

47. A vision must be formulated carefully to ensure that it is realised as planned.
A good vision should possess the following features:

(a) Clarity.

(b) Easily understood.

(c) Act as a motivation and source of inspiration to staff members.

(d) Challenging.

(d) Formulation Of Quality Objectives

48. Following the formulation of the vision, quality objectives have to be
determined. These objectives expound the quality standards expected of a
department in assuring the attainment of the quality vision. The oh;ecuvei will act
as the basis for the identi ion of quality imp 3
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49. A good quality objecti should four el that is,
quality; quantity; time; and cost. The objective should be:

(a) Specific.
(b) Measurable.
(c) Achievable.
(d) Realistic.
(e) Time-bound.
50.  For example, the quality objective of a department’s counter service can be:

“To reduce waiting time at the counter from 45 minutes to 15 minutes in a period
of six months without incurring extra cost.”

(e) Identification Of Improvement Activities

51. Quality objectives are achieved through the implementation of improvement
activities. As such, departments need to identify appropriate improvement activities
which are in line with their work operations. These activities may be in the form
of a network of actions for: reviewing of the quality system; improvement of work
p d of operati etc.

52. Impr‘cmcm activities need detailed planning in order to facilitate their
An Impl ion Sch is y to enable the

mnnagemenl to monitor the progress of these activities from time to time. When

planning improvement activities, several important factors regarding each activity,

as shown in Table 2, need 1o be explained by the to its staff

These include:

(a) Aim of improvement activities.

(b) Place of implementation of activity.
(c¢) Tmplementation schedule.

(d) Staff members involved.

(¢) Methodology to be used.



)

TABLE 2: INFORMATION OF IMPROVEMENT
ACTIVITIES TO STAFF MEMBERS

. A

. Prace:

. IMPLEMENTATION

SCHEDULE

. STAFF MEMBERS:

. METHODOLOGY:

(a)

(b)

(a)

(b)

(a)
(b)

(a)
(b)

(a)
(b)

What are the improvement activities to be
conducted?

Reasons for choosing an activity.

Where is the place of activity or what work
process will be involved in this activity?
Reasons why an activity needs to be conducted in
that particular place.

When is an activity going to be implemented?

Actions to be taken according to sequence.

Who are involved?

Areas of responsibility of those involved.

Methodology chosen for an activity.

Reasons why a particular methodology is chosen.
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PRINCIPLE 3: CUSTOMER FOCUS

53. Quality is determined by the customer. A quality output is one that can satisfy
the target group namely the customers. Hence, under TQM, departments are required
to focus on their customers in all work aspects.

54. A department needs to know what the requirements of the customers are before
it can produce a quality output. The requirements serve as a basis in determining
the characteristics of an output to be produced as well as the processes involved.
The various steps involved is shown in Figure 7 which include:

(a) Identifying the customers.

(b) Identifying customers’ requirements.

(c) Translating the into of quality outpur.
(d) ishing the involved in

p ing the output.
(e) Implementing the processes.

55. In implementing the various steps, a quality performance system should be
established for each step. This is 10 determine that each step be carried out
effectively. Corrective action can be taken immediately if there are defects in any
of the output.

(a) Identifying The Customers

56. This step will enable a department to focus its efforts and resources towards
providing services to the denti G

have a large number of customers. It is difficult for them to provide services 1o
please everyone. The problem becomes more complex when there are insufficient
resources or when there are other operational obstacles. Therefore, a department can
have a list of customers and categorise them according to priorities and the list can
be referred to when providing services to customers.

(b) I ying C s’ Requi

57. Customers’ requirements vary and differ depending on the types of output,
time, place and a number of other factors. It is therefore important for the
departments to identify customers’ requirements exactly. This can be done through
questi . dial i interviews and getting suggestions from
customers.

58. However, as a gencral guideline, departments can refer to the universal quality
characteristics. Some of the examples are shown in Table 3

(c) Translating Customers’ Requirements Into Quality Output Standards

59. Customers’ requirements that have been identified need 1o be transiated into
quality output standards. The standards must be clear and if possible measurable.
This is 10 ensure that the staff of the is able to und: d the d

For example, if the customers require speedy service at the counter, this requirement
must be translated into a standard which may be 5 minutes, 10 minutes and so forth.
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FIGURE 7 : STEPS INVOLVED IN PRODUCING
A QUALITY OUTPUT
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TABLE 3: EXAMPLES OF CHARACTERISTICS OF
QUALITY OUTPUT OR SERVICE WIDELY
APPRECIATED BY CUSTOMERS
1. Reliability 11, Availability
2. Durability 12.  Simple to understand
3. Safe 13.  Efficiency
4. Functionality 14.  Readiness to assist
5. Timeliness 15.  Integrity
6. Accuracy of facts 16.  Cleanliness
7. Responsiveness 17.  Reasonable cost
8. Courteousness 18. Innovativeness
9. Considerateness 19.  Flexibility
10.  Informative 20. Practicality

(d) Establishing The Processes Involved In Producing An Output

60. The work processes involved in producing an output must be formulated in
line with the standards set in producing a quality output. This will ensure process
capability for providing quality outputs.

61.  Besides this, quality standards for each work process must be determined. This
serves as a guide to the workers as to the standard of the output required. With
this, errors made by the workers can be eliminated.

(e) Implementing The Processes

62. This step involves the implementation of the work processes in order to
produce the required output. The department should also carry out quality inspection
to ensure that the quality standards set are met. Inspection should be carried out
at three stages of the process, that is, input, transformation and final output stage.
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PRINCIPLE 4: TRAINING AND RECOGNITION

(A) TRAINING

63. Training in the ficld of quality is a basic prerequisite towards achieving success
in TQM. This is because the implementation of TQM requires the support and

participation of skilled and workers. K workers make
less human errors, hence ensuring defect-free output. In the course of training, a

p can enli its staff regarding pts of quality quality
policies and ies. An ing of these will
inevitably increase worker i and reduce ition to changes arising

from the implementation of TQM.

64. Since departments operate in an ever-changing environment, training must be
an on-going process to ensure that the staff are well equipped to meet the challenges
brought about by the changes.

65. Training must be done in a systematic manner and in line with the department’s
quality policy. The various steps which may be followed when implementing
training are shown in Figure 8. These steps arc as follows:

(a) Formulate a Master Plan on Training in line with the department’s quality
policy.

(b

(c) Outline the training objective.

Identify an officer responsible for training.

(d) an or 1 to manage training.

(e) Outline training needs.

(f) Organise training programmes and prepare training materials.
(g) Implement and monitor the progress of training programmes.
(h) Evaluate the success of training programmes.

(

Review the effectiveness of training.

(a) Formulate A Master Plan On Training

66. The Master Plan on training is based on the dep 's quality
policy. This plan must be in with the principles and objectives of the
quality policy. All staff members must be well informed of this plan.

(b) Identify An Officer Responsible For Training

67. All departmental heads, managers and supervisors must ensure that their staff
receive sufficient training on quality. In addition to that, staff members who are
trained must be d to di i their dge, in line with the
cascading principle of training. In this way, knowledge on quality will be transmitted
widely throughout the department.




FIGURE 8: IMPLEMENTATION OF TRAINING ON
QUALITY IN THE DEPARTMENT
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(c) Outline The Training Objective

68. The training objective is based on the quality standard of output or service
to be rendered. It should address the following issues:

(i) How can be lained cffectively to all staff
members.

(i1) Work areas that need attention.
(iii) Procedures and regulations which need to be amended.
(iv) Changes to be made in the future.

(d) Establish Organisational Structure To Manage Training

69. If possible, dep should blish an organisati structure to manage
training courses on quality for their staff. For instance, a training section or unit
can be created for this purpose. These training courses should emphasise on
specialised knowledge or skills and should be conducted by experts in their

respective fields.

(e) Training Needs

70. Departments should outline clearly training needs for the various types of
work carried out. Issues that need to be considered include:

(i) Identification of training needs.
(ii) Standard of expertise required.
(iii) Period of training.

(iv) The necessity to expedite training.

(v) Number of people to be trained.
(vi) Person responsible for training.

(vii) Resources needed.

(f) Determine Programmes And Training Materials

71. Py and training ials should be in with the obj;
and needs of the department. These programmes should touch on the following 4
aspects:

— The objective of training (this objective should be clearly specified).

~ Module contents.

~ Training methods.

— Training instructor responsible for the programme.

(¢) Implement And Monitor The Progress Of Training

72. D should i training p as agreed in the Master
Plan. These p should be 1 i so that any problem of

implementation can be attended to immediately.
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(h) Evaluate The Success Of Training Programmes

73. Officers who are responsible for training (ec.g. Heads of Departments,
Managers and Supervisors) should evaluate the results of the training programmes.
Feedbacks from the exercise will act as a basis to improve future training
programmes.

(i) Review The Effectiveness Of Training

74. From time to time, the top of every dep should review
in general the effectiveness of their individual Training Master Plan. This is to
ensure that they are still applicable to the current needs and situation.

(B) RECOGNITION

75. Recognition acts as an important function towards achieving success in TQM.
This is a show of appreciation towards workers who have attained excellence in
their work. Two positive effects can be attributed towards recognition. Firstly,
workers who receive recognition will feel happy that their achievements and
contributions are iated by their dep This will them to strive
further to improve their performance in the future. Recognition will also invoke a
sense of pride in their jobs and this acts as a strong motivation factor. Secondly,
through the act of giving recognition, what constitutes desired behaviour can be
made clear to the workers. This will facili workers in adjusting their

to meet the expectations of the department.

.

76. The of a should blish an appropriate recognition

system in accordance with its needs. The objectives of this system are:

(a) To appreciate excellent performance from a worker or a group of workers
50 that they will be even more committed towards quality improvement.

(b) To reaffirm desired behavioural patterns in the department.
(c) As a departmental declaration of commitment towards quality
improvement.

77. A department needs to establish clear criteria towards giving recognition.
These criteria should be made known to all staff members to avoid any form of
misunderstanding. Recognition can be given in various forms:

(a) Letters of appreciation.

(b) Gifts (Cash/souvenir).

(c) Opportunity to attend a course.

(d) Special privilege to use the department’s recreational facilities.
(e) Presentation of a medal or an award.

(f) Additional leave.

(8) A special ceremony to honour the recipient.

(h) Free membership in the civil service club or departmental club.
(i) Selection of “Best Worker of the Month”.

(j) Publicity in the dep: 's or 1
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PRINCIPLE 5: TEAMWORK

78. T among employ of a dep is a unifying force in ensuring
the success of the dep 's quality imp efforts. T is present
when there is total perati total i and total i by the
employees.

79. The task to improve qunlny should not be dished out on an individual basis.
This is because p work are complex as they cut across
divisions and sys(cms. As such, it is beyond the capability of any one individual.
The only way to tackle such problems is through the use of some form of teamwork.
The use of the team approach to problem solving enables the department to fully
harness both its and The ges of team app h to
problem solving are:

(a) It enables the pooling of a group of people with lhc appropriate
knowledge, skills and ise to tackle probl

yi
(b) Tt enhances the level of job satisfacti and morale of employees as they
are given the opportunity to solve problems together;

(

Problems which cross departmental and functional boundaries can be dealt
with more easily and effectively:

(d) The recommendations from team members are more likely to be
R than indivi "

80. Teamwork enhances three key aspects of the quality improvement process.
These aspects as illustrated in Figure 9 are:

(a) Facili free of i ion and ideas;

(b) Builds up trust among the employees: and

(¢) Improves ication within the dep

81. By involving in team activities, employees have the opportunity to share and
exchange knowledge, experiences, information and ideas with one another. Such
a process enables an individual to come out with new, creative and innovative ideas
on how to improve the quality of work.

82. In an environment where there is active of group
employees quickly develop trust among themselves. With trust, individuals fecl
free and confident to carry out their respective job responsibilities. At the same
time, they are able to make decisions quickly and wxscly, as well as to develop their
talents and ials to make i quality imp;

83. The establishment of trust among the employces greatly facilitates the

communication process within the department. The divisions as well as units can

now communicate freely with one another leading to a sharing of data and

information as well as other resources. Consequently, there will be vast xmpmv:menl

in the performance of the dep due to the i! of coop and
among its divisi and units.
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FIGURE 9: TEAMWORK AS A CONTRIBUTING FACTOR
IN QUALITY IMPROVEMENT
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84, To create a conducive climate for employees to work as a team, management
can take various actions. Some of these actions are:

fa) Quality awareness campaigns;

(b) Organising training sessions;

(c) Establishing structures for teamwork;
(d) Empowering the teams: and

(e) Giving due recognition.

40



(a) Quality Awareness Campaigns

85. The objecti of the paign are to draw the auenuon of xhe
employces and to make them realise the i of in an

The awareness campaign can be in the form of holding a series of talks, briefings,
video shows, and publi of and All in all, the campaign

should appmpnalely emphasise several key aspects such as:
(a) Concept of teamwork;
(b) Gains to individual work performance;
(c) Gains to organisation;
(d) Role of an individual in making teamwork a success; and
(e) Forms of organisational support.

(b) Organising Training Sessions

86. Training sessions have to be conducted to equip employees with the basic
skills and knowledge to work as a team. Through training, they can contribute
positively as team members. In the course of the training sessions, management can
give emphasis on the following skills:

(a) Leadership skills;

(b) Setting of objectives and activities;
(c) Communication skills; and

(d) Problems solving techniques.

(c) Establishing Structures For Teamwork

87. In order to among its employees, the Dep has to
set up various structures such as Work Team, Task Force, Quality Control Circles,
ctc. By being of these ploy can put forward their ideas
and propos for quality imp dlrcclly to the management. They are

motivated to do so because these structures act as vehicles to channel their ideas
or proposals in a more systematic and effective manner. On the other hand, the

can also i the department’s quality policy to employees
through these structures.

(d) Empowering The Work Teams

88. For 11 results, the must emp their Work Teams. As
they are allowed to work freely, empowered teams tend to be faster and more
creative in problem solving. Employee empowerment can take many forms and
among them are:

(a) Effective delegation;
(b) Provision of adequate working facilities and resources;

(c) Having more confidence in employees doing bigger and more important
tasks; and

(d) Allowing Work Teams to be involved directly in the process of
formulating the quality goals of the department.
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/) Giving Due Recogaition

K9, Succeastul Work Teams should be given due recognition by management. By
recogiising thelr achievements, management show their appreciation towards the
coulributions as well as the team spint of the employees. On the other hand. the
cmployees are also more d and more towards
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PRINCIPLE 6: PERFORMANCE MEASUREMENT

90. The quality improvement process in Government departments must be
supported by a good performance measurement system. The system provides
feedback to the management on the progress and achievements of its improvement
efforts. Such information is functional in planning future actions. To ensure the
success of TQM, Government departments have to establish performance
measurement systems for each type of outputs and services produced.

91. A performance measurement system provides important data and information
to mangement on the current performance of a work process which is being
implemented. This information can be utilised in several ways, among which are:

(a) Evaluating present performance of a particular work process.

(b) Measuring process conformance, that is, the extent to which the present
work process meets the preset quality standards and objectives.

(c) Identifying segments of a work process which have quality problems.

(d) Planning for improvement activities to further upgrade the quality of work.

92. In establishing an effective performance measurement system for its outputs,
Government departments have to accomplish a line of actions as illustrated in
Figure 10. These actions are:
(a) Determining control subjects. These are the quality features of an output
the department wants to control.
(b} Specifying quality standards and objectives.
(c) Establishi chinis

g for 8
(d) Setting performance information network.

(a) Determining Control Subjects

93. For cach type of outputs produced, departments should select quality features
that need to be controlled. These features must be in conformance with the needs
and expectations of the customers. And it is these features that the whole exercise
of measurement will focus on,

Examples of control subject: Durability
Timeliness

(b)  Specifying Quality Standards or Objectives

94.  The departments must set quality standards or objectives for each output. This
must be in accordance with the quality features that have been identified. In
specifying such and ives, must ensure that they really
reflect the level of quality 11 which will i o i i
Examples of quality standards and objectives are as follows:

Control Subject Quality Standard/Objective

Durability (eg. equipment) The equipment must have a useful life
span of not less than 10 years

Timeliness (cg. counter service) The counter service must begin its
operation at 8.00 a.m. every working day
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FIGURE 10: SEQUENCE OF ACTIONS IN SETTING UP
PERFORMANCE MEASUREMENT FOR QUALITY

DETERMINE CONTROL SUBJECTS
i.e. quality features the department wants to control

]

SPECIFY QUALITY STANDARDS AND
OBJECTIVES

]

ESTABLISH MECHANISM FOR
DATA COLLECTION

]

ESTABLISH PERFORMANCE
L INFORMATION NETWORK

IMPLEMENTATION OF

QUALITY PERFORMANCE
MEASUREMENT

(¢) Establishing A Mechanism For Measurement

95.  Basically, there are two p in the per system.
One is the unit of measure, and the other is the sensor. For a unit of measure, it
has to be in line with the nature of the quality feature being measured. Examples
of units of measure are shown as below:

Control Subject Unit of Measure

Durability (eg. equipment) Number of years the equipment can
function effectively.

Timeliness (eg. counter Service) The exact time the counter service begins
its operation every day
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96. A sensor is actually a tool or a method used in data collection. It may be in
the form of a machine, a computerised system or even the personnel who are directly
involved in the work process. In fact, questionnaires and interviews with the
customers can also be considered as sensors for measuring customer satisfaction.

(d) Establishing a Performance Information Network

97. It is important that the data and information collected by the sensors are
directly communicated to the decision makers. Such timely data and information
facilitate the decision making process in quality management. Therefore, a

p must blish an i ion network within the organisation so as to
effectively di i i ion on quality per

98.  For certain types of work processes, departments may need to measure the
quality performance of their staff. Such measurement will indicate the extent to
which the staff has d to plish p i work targets. This
feedback is vital both to the staff and the management. The staff may use this
information to further improve their levels of performance. The management, on the
other hand, relies on such information as a means of control and to identify problems
faced by the staff so that remedial action can be taken expeditiously.

99. The i ion of a for the staff requires 4
steps. They are:

(a) Setting performance targets.

(b) Measuring actual performance.
(c) Analysing performance variance.
(d) Activating corrective actions.

100. In setting performance targets for the staff, it is important to note that the
targets must be clear, specific and measurable. This is to ensure that the staff
understand the targets set for them. Fi it also permits to be
done in an objective manner. In addition, every target set must also be realistic and
within the capability of the staff to achieve them.

101.  The of actual per is a process i ing data
on work accomplishments of the staff over a period being cvaluated. The
can be done i y g the year or ing 1o a specific

interval such as every 3 months, 6 months and so on. The frequency of measurement,
however, depends on the management policy.

102.  Variance analysis is a process whereby actual performances are compared
with the performance targets set earlier. In cases, where the variance indicates poor

fi a p ive di is must be conducted. The aim is to identify
the causes of the variance so that they can be corrected.

103.  Based on variance analysis, the departments can plan and implement
corrective actions. The results of the analysis must also be made known to the staff
so that they are aware of their performance. In this way, they can collectively solve
the problems.
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PRINCIPLE 7: QUALITY ASSURANCE

104. It is the ibility of G d to ensure that their
customers are satisfied with their products and services. The customer should also
be confident that they will receive quality products and services at all times from
the departments. This objective can be attained by the departments adhering to the
seventh principle of TQM that is Quality Assurance.

105.  Quality assurance is broadly the prevention of quality problems arising in
the production process of an output through planned and systematic actions. Thus,
it will be assured that the output produced will be defect-free or error-free. Hence,
this will ensure that customers are satisfied with the output as it conforms to their
requirements which will in tumn increase their confidence in the departments.

106. To attain the objective of quality can the
following 3 actions:

(a) Implement quality inspection;
(b) Carry out output planning; and
(c) Training of workers.

(a) Quality Inspection

107. The objective of quality inspection is to identify quality problems or
deviations from standards that have been set in the production of an output. The
problem that has been identified will be analysed to find out its root causes so that
improvement actions can be taken. Hence, any quality problem can be resolved
before the output reaches the customer.

108. Quality i ion involves i ing i ion, process i ion and final
inspection. The aim of incoming inspection is to ensure that quality inputs are used
in the production of outputs. This inspection is vital because the use of unquality
inputs can bring about problems in the work process which will affect the quality
of the final output. These inputs involve materials that are procured from suppliers
or other i systems and p and i ion and data.

109. Process mspccnon is carried out to ensure that the various stages of the

d in the pi ion of an output run smoothly as has been planned
and conform to the qu&lny standards that have been set. This is because when the
work process conforms to the standards set, the quality of the final output will be
in conformance to the quality characteristics required by the department. In terms
of implementation, the inspection will be more effective if it is carried out by the
workers operating the process. This will facilitate them to take immediate remedial
actions when divergence of standards occurs. These immediate remedial actions will
prevent defective outputs from entering into the next work process and create bigger
quality problems for the department.
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110.  Final inspection is the inspection on the final output before it is delivered
to the customer. In this type of mspecuon. me department must ensure that the
output p 1o the as required by the customer. The
inspection at this level is critical because any mistake will result in the delivery
of unquality outputs to the customers. If this occurs, it will not only result in the

being dissati but the dep will also have to incur additional
costs such as handling complaints and gricvances of the customers.

(b) Output Planning

111, Output planning is an effective way of assuring quality outputs. Hence each
stage in the work process has to be planned in detail to ensure that opportunities
for defects arc prevented. This is preventive planning which will assist the
department from incurring quality costs. This planning is very critical at the
following 2 stages of the process:

(a) Stage of product design; and

(b) Stage of process design.
112, The objective of planning at the stage of the product design is to ensure that
the output pi to the i of the Hence the

departmengmust be aware of the requi of the and d ine the
characteristics of the output required.

113.  Planning at the designing process stage is aimed at ensuring that the processes
involved are capable of producing a quality product. It is at this level, that the
processes involved and the quality standards that have to be adhered to at each
process is determined. Apart from the various stages of the process, systems and

and have to be in the manual of work procedure,
ﬂow chart and so forth for the reference of the employees.

(¢) Training Of Employees

114, To enable an organisation to produce quality outputs, an organisation must
have workers who have the necessary skills and expertise. Hence, training is an
important factor in quality assurance. The workers must be trained so that they fully
understand their responsibilities in ensuring that outputs produced by them conform
1o the quality characteristics that are required. Hence, they should carry out a self-

on the work p they are involved in to ensure that standards set
for each process are achieved. Apart from this, training should also be given to
ensure that the workers undemand the philosophy and objective of quality

ion in the ion. As a result of this awareness, the commitment
of the workers towards the quality systems established in the organisation will
be further strengthened. This will in turn ensure that quality work will be
generated.




1IV. CONCLUSION

115. The implementation of TQM is a prerequisite in the pursuit of excellence.
TQM enables an organisation to produce quality products and services. Apart from
this, departments will also enhance their efficiency and effectiveness in achieving
their respective operational objectives.

116. The implementation of TQM is not an ecasy task and involves systematic
p ing and impl i Top i is also a basic
requirement. In this respect, top management should lead all the changes
implemented under TQM and at the same time encourage workers to participate in
the process. Such an environment will enable TQM to be successfully implemented
in all Government departments.
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OBJECTIVE

1. This Circular is to provide guidelines for planning and preparation that can be
used to prepare project paper for submission to the Economic Planning Unit, Prime
Minister's Dep: . for app . The Guideli for D Project
Planning and Preparation is attached as Appendix to this Circular.

BACKGROUND

2. Malaysia’s national development cfforts have been implemented through the
various five-year development plans and presently the country is in the Sixth
Malaysia Plan period (1991-1995). However, up till now there has been no specific
Circular in the form of guidelines for Government officers in project planning and

Ci qi y, the Guidelines will provide a clearer basis for planning
and management of development projects in order that the planning and preparatory
process will be more comprehensive and systematic.

USE OF GUIDELINES

3. These Guidelines will provide methodologies and techniques to assist
Government officers in the preparation of development projects. With this Circular,
the Government hopes that problems in project planning and management such as
shortfalls in development expenditure can be reduced.

4. All Government officers are required to take note that applications for new
development projects will have to be based on these Guidelines.

5. This Circular shall be used with reference to other relevant circulars such as

General Circulars on preparation of five-year Malaysia plans and Treasury Circulars
on guidelines for annual budgetary allocations.

EFFECTIVE DATE

6. These Guidelines are effective from the date of issue of this Circular.

Tax Swri DATO’ SERi AHMAD SAwJI BIN AspUL HaAMID,
Chief Secretary to Government
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PREFACE

The importance of good project formulation and preparation need no furthes
emphasis. Projects are the ‘cutting cdge’ of d P and the task of i ying
and preparing sound, implementable projects should be thought out carefully. It is
important to note that projects are the building blocks of any development
programme and if the projects are not well planned, then the chances of project
delays and failure to achieve development objectives are high.

The purpose of these Guidelines is, therefore, to present a systematic

for ying and paring sound impl; projects in order
to minimise any ings. These Guideli should be used together with other
circulars and instructions issued by the various Central Agencies for the preparation
of project d for of devel plan i budgetary

reviews and monitoring. Hence, the Guidelines will be useful for officials in
Ministries, Departments, Agencies, both at Federal and State levels, who are

involved directly in the pl g and paration of d projects. In
addition, these Guidelines provide useful reading materials for others who are not
directly invol in project ion but i in the overall development
process in Malaysia.

It is 1o be i that these Guideli should serve as an aid for general

project preparation. However, there are numerous types of projects such as
agricultural, industrial, tourism, social, infrastructure projects and others. These
different types of projects require analyses that are specific for the consideration
of their viability depending on each project.
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A. CONCEPT OF A DEVELOPMENT PROJECT

In some scctors, the concept of a project is straight-forward e.g. setting up a
factory to produce toothpaste, land dcvelopmcnl scheme or a large scale canle ranch.
In other cases, there mlgm nol be cl with
the term ‘project’. 1 could mclude the provision of
on-going services e.g. on-going :xlensncm services to farmers and ﬁshennen or to
expand existing investments or services e.g. of iti p or
expansion of existing facilities in a school.

2. In order to come out with an operational concept of 2 development project, an

investment or activity should satisfy four (4) basic conditions, viz:

— It is a separate IDENTITY which allows it to be clearly distinguished
from other investments or activities;

— It has clearly defined DEVELOPMENT OBJECTIVES (explicitly stated
in quantifiable terms if possible) and identifiable costs and benefits;

— It is a COMPLETE project i.e. it incorporates (or provides for) all the
components needed to obtain the projected benefits and achieve the stated
development objectives;

—  There is a clear allocation of RESPONSIBILITY for implementation and
the use of resources.

3. The above diti will facili an i planning syslem in the use of
scarce resources to imise the achi of j and uml
in the evaluation of the project. Hence, it is d that

need to be “projectised” to ensure that the carlier mentioned four conditions are
satisfied.

4. Itis also useful to indicate the position of projects in relation to policy, strategy
and programmes so that a clearer understanding is obtained when identifying and
preparing projects. Figure | indicates the relationship.



mA>mOmm

Zuvu—ZrpITOmZ

Fioure 1

RELATION BETWEEN POLICY, SECTOR STRATEGY.
PROGRAMMES AND PROJECTS

NATIONAL Sets overall policy objectives e.g.
POLICY National Development Policy (DPN)
SECTORAL Policies for the various sectors of the
POLICY economy e.g. National Agriculture

Policy. Industrial Master Plan
SECTORAL Approaches that should be undertaken
STRATEGY to achieve the stated policies of

Government

l

SUB-SECTORAL

When the sector is large and diverse

STRATEGY (e.g. manufacturing),it is necessary
to develop sub-sector strategies
(e.g. rubber products sub-sector)
PROGRAMMES | Relevant programmes c.g. lo promote
resource-based products of rubber
PROJECTS Setting up factories for production

of rubber footwear, gloves, mats, etc.




5. From Figure 1, the following can be noted:

—  Better and more relevant projects would be identified if there is a clearly
defined sector policy and strategy. In fact, it is often very difficult to
justify a project in the absence of an overall sector or sub-sector plan.

—  The planning process is not only one way. In most cases, the policies
percolate down into strategy which in turn is translated into programmes
and projects. It is important to note that there are feedback mechanisms
10 demonstrate that policy should be reviewed and if necessary be changed
as a result of detailed project planning and implementation.

B. THE PROJECT CYCLE

6. De P prog consist ially of an i lated series of

projects. A ding of the role, status, procedures and

methods is. therefore, essential for those charged with the responsibility of planning,

I ing and ing di P projects. To clarify the procedures,

methods and alternatives relating to the planning and management of projects. it
is necessary to have a framework of elements involved in a project.

7. Projects involve investments of substantial amounts of scarce resources which
have an opportunity cost. These resources are committed for specific lengths of time
with the expectation of generating future benefits.

8. This implies that projects have (1) an objective or goal to achieve, (1) an
investment of resources for future benefits, (iii) a definite time limit and (iv) a
specific physical boundary. Projects having such characteristics undergo several
stages or phases of activity which take place between project conception and
completion. The stages or phases constitute a specific sequence that is cyclical in
nature has been referred as a project cycle

() THE INTEGRATED PROJECT PLANNING AND MANAGEMENT
CYCLE (IPPMC)

0. The first basic model of the project cycle, designed in 1970 was the Baum
Cycle to reflect World Bank projects. Since then, different versions were introduced
but basically following the same logic. For the purposc of these Guidelines, the
concept of Integrated Project Planning and Management Cycle (IPPMC) is used.

10, The IPPMC is a conceptual tool which includes all the elements that constitute
the life of a development project from its inception to evaluation after a project is
completed. It has been developed to clarify the procedures of project planning and
implementation. Figure 2 shows the IPPMC divided into four major phases as
follows:

Phase 1 —  Planning. appraisal and design
Phase 11 _  Selection, approval and activation
Phase Il — Operation, control and handover
Phasc IV - Evaluation and refinement



11.  Although a project emanates from a policy decision, its process of project
implementation is in the hands of the project manager/director. Therefore, there is
a vital need to have a two-way communication between the policy makers and the
project manager to ensure that the outcome of the project is in line with the policy
makers® decisions. There should be a i b and dependency
relationship among the tasks and between planners, implementors and policy makers.
Each task is dependent upon and is influenced by the others and therefore the
feedback and response communication link between the various individuals involved
is an important part of the integrated project cycle.

12, The IPPMC emphasises the interdependent and cyclical nature of the process
of project planning and implementation. Nevertheless each task within cach of the
four phases of the cycle is distinct and has to be examined as an individual entity.
The IPPMC is also useful in analyzing how well the various phases and tasks of
a project were undertaken. Figures 3.4.5 and 6 show the tasks to be undertaken in
the four phases of the IPPMC.
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INTEGRATED PROJECT PLANNING AND
MANAGEMENT CYCLE: 4 PHASES

(1) PLANNING, APPRAISAL & DESIGN

(4) EVALUATION & REFINEMENT

lonuoy §

uosinadng

(3) OPERATION, CONTROL & HANDOVER

---- + FEEDBACK PROCESS

5 TWO-WAY INFORMATION AND AUTHORITY FLOW

SOURCE:  Louis Goodman and Ralph Love (eds.).
Project Planning and Management:
An Integrated Approach (page 8)
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Fioure 3

PHASE 1: PLANNING, APPRAISAL AND DESIGN

Tasks

Description

1. Identification and
formulation of
projects

1

translate project ideas into Project
Identification Briefs for preliminary
assessment and shortlisting of viable
projects

2. Feasibility analysis — shortlisted viable projects are developed
and appraisal of further using feasibility studies
the project
- findings are presented as a Project
Document for selection and approval
by the relevant authorities c.g. Economic
Planning Unit for the development plans
™
3. Design — once a project is determined viable

basing on the feasibility study. the design
task has to proceed

includes preparation of blueprints and
specifications for construction, facilities
and equipment; implementation plans/
schedules

designers must bring together the views
of policy and decision makers and
technical experts
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PHASE 2: SELECTION, APPROVAL AND ACTIVATION

Tasks

Description

4. Selection and
approval

pojects are submitted to the relevant
authorities for selection and approval

5. Activation

involves the coordination and allocation
of resources

assigning responsibility and authority for
executing the project in terms of
personnel, legal, financial, organisation,
procurement, and administration matters

an Implementation Plan is necessary to
facilitate above two activitics. For the
Sixth Malaysian Plan, SIAP can be used
as an implementation plan
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PHASE 3: OPERATION, CONTROL, AND HANDOVER

Tasks

Description

&

. Implementation

~ physical construction of the project based
on procedures set down during the two
carlier phases

final review of project design and timetable
taking into account any necessary changes

|

<

. Supervision
and control

~ supervision and control procedures must
be activated to provide feedback to both
policy makers and the project manager

~ use of specific management tools e.g. CPM,
PERT. SIAP to facilitate monitoring
and problem solving

B3

Completion
and¥handover

transfer of completed project to operating
agency

I

~ preparation of Project Completion Reports
(PCRs) especially for foreign funded
projects by World Bank, Asian
Development Bank (ADB)

FiGure 6

PHASE 4: EVALUATION AND REFINEMENT

Tasks

Description

. Evaluation and
follow-up

~ evaluation of the intended and unintended
impact of the project (impact evaluation
study) after the project has been operating
for some time

10, Refinement of policy
and planning

— refinement of policy and planning
procedures basing on the experiences
and lessons learned

The tollowing sections in these Guidelines will further discuss the tasks that have
to be taken to prepare the Project Document and Implementation Plan.




(i) PLANNING, APPRAISAL AND DESIGN PHASE

13. There are three tasks that need to be undertaken in this phase and these are:

Identification and formulation
of the project

1

l Feasibility analysis and appraisal ]

of the project

I Design of the project |

(ii) IDENTIFICATION AND FORMULATION

14.  The task of identifying suitable projects is the most important and crucial siep
in the whole process of project preparation. During this stage, as many projects as
possible should be identificd to provide alternatives to achicve a given objective

Project Identification—Sources of Ideas

15.  Project ideas can originate from a number of sources—from national, sectoral
or regional plans or strategies, from operating agencies and from the intended
beneficiaries.

16. In practice. project ideas often result from the identification of:

—  Unsatisfied demands or needs and the most cffective means to meet
them.

~  Problems or constraints in the development process due to shortages of
essential facilities, services and material or human resources and other
obstacles e.g. trade, balance of payments problems etc.

- Unused or under-utilised material or human resources for their
conversion lowards more p purposes or ly, over-
utilised nateral resources which need to be preserved or restored.

~  The need to complement other investments that have already taken place.

—  The initiative, or the response to government incentives, of local, private
or public entreprencurs who wish to take advantage of the opportunitics
they perceive.

~  The government's desire to respond to local political or social pressure
originating from e.g. growing economic, social or regiona) inequalitics.



The personal experience and knowledge of field officers on the grassroots
nceds and potentials. This requires imagination, creativity, ability and
commitment to analyze the economic and national resources information
of the sector or geographical project area, the existing technologies,
institutions, human resources etc. (In this regard, the Buku Merah Dua
will provide a useful source of information for project ideas).

~  The perception of market potentials through the review of statistical data
and available surveys concerning:

°  products in which the country has a comparative advantage due
to natural resources;

products which would substitute previously imported goods;
°  products required by a growing and unsatisfied local demand
market;

products for which there is export market potential.

Political and strategic considerations.

Project Formulation

17. Project ideas are just statements of how a certain problem can be overcome
or a particular policy objective can be achieved. Promising project ideas then need
to be refjped n an orderly manner. Only the most suitable ones are retained for
further investigation with the option of climinating alternative ideas from further
consideration with a minimum of wasted ume and effort

18. During the project identification stage, a large number of projects are
identified. Preliminary evaluation is conducted and only those ideas that are deemed
as potentially viable are selected for further scrutiny in the next stage of the project
cycle i.c. feasibility studies and appraisal. In order to facilitate the preliminary
screening process, the identified project ideas are formulated. Formulation is done
by the preparation of Project Identification Briefs (PIB). The briefs are short reports
(about 2-3 pages) and describe the elements of the project so as to provide a quick
assessment of the project’s costs and benefits. The format of a PIB is in Appendix
A

(b) PROJECT PREPARATION

19.  After the PIB stage. only selected projects will be developed further and
prepared for submission to relevent authorities for approval in the form of a Project
Document. In preparing this document, a feasibility study of the project needs to
be done. A format of a Project Document is given in Appendix B. The purpose of
the document is to ensure that:-

— The project is in accordance with the country's development objectives
and priority;

—  The project is y d—can be

~ The project is viable.




C. FEASIBILITY STUDY
20. This section outlines techniques that can be used to consider the viability of

the project as required in the Project Document vis-a-vis the various aspects of the
project as in Figure 7 below:

Ficure 7

TECHNIQUES AND STAGES FOR FEASIBILITY STUDY

Market/Demand Environmental Technical Analysis
Analysis Impact Assessment ~ Cost
- Revenue/Benefits

1 Jl, 1

~ Comparing Revenue and Costs of Project

!

Financial Analysis

Economic Analysis
— Impact of Project on the Economy

1

Social/Political Analysis
— Impact on Distributional Objectives
— Political Acceptability of Project

21. The market/demand analysis would provide estimates on the benefits or
revenue derived from the project whilst the technical analysis would provide the
physical requi (site, inery and building and construction)
and hence the cost of the project.

22, The next step would be to compare the benefits/revenue of the project with
its corresponding cost to determine whether benefits/revenue is more than the cost,
This is the purpose of the financial analysis. However, the financial analysis
provides only the net benefits attributable to the project but does not assess the
impact of the project on the economy as a whole.

23. A project utilises resources (capital, land, labour) which are scarce in any
economy. The economic analysis would therefore help us to determine whether the

resources are being ‘best used’ in the selected project.

1



24, The socialipol i analysis iders not only the effect of the project on

the distributi J of but also political acceptability of the
project. Dlslnbuuannl objectives include raising income for the target group,
creating ploy . improving dard of living (reducing mortality rate,

increasing literacy rate) etc.

25, In summary the above analyses focus on:
~ net returns from the project itself (market, technical and financial
analyses);
— impact on the economy (economic analysis); and

— impact on the distributional objectives and political acceptability of the
project (soctal/political analysis).

26. It is also without any doubt that projects would have either a positive or
negative effect on the environment. If the effects are negative (such as air and water
pollution. land erosion. depletion of fish stock. etc.), it would not only incur costs
for any corrective actions but also result in a negative impact on the quality of life.
With the rapid pace of ec ic d the envir I impact nt
1s essential to prevent environmental pmblcms

27. Tt should be noted that due to the specific characteristics of the different types
of projects (agricultural, industrial, infrastructure, social projects), the techniques
outlined Below serve as guides only.

(a) MARKET RESEARCH AND ANALYSIS

(i) Rationale

28. A market research and analysis should be carried out for the following main
reasons:

— 1o establish whether the goods and services to be provided by a new
productive unit are required by the community (the demand), and

~ 1o estimate the volume which it would wish to acquire at given prices.

29. There can be no discussion of profitability or of the other aspects of the
feasibility study if there is no demand. Therefore, the market study includes the
following elements:

— determination of demand for the project’s output and the volume;

— target group; and

— time frame for the demand.

30. This study is equally relevant to projects which produce “marketable” goods
and services (commercial products) and those which do not, such as schools,
hospitals, roads and the like. In the latter case, which are termed broadly as social
goods and are supplied “free' (due to the absence of a market price), it is more
difficult to estimate the volume of demand. This, however, does not mean that a
needs analysis can be ignored.




(ii) Steps in a Market Analysis

31. A market analysis is sometimes conducted prior to a full feasibility study if
this parameter or variable is considered very significant to the success or failure
of the project. It is only after this study that subsequent aspects in the feasibility
study follows. The study secks to determine the following:

he size, nature and growth of total demand for the product;

he supply situation and the nature of competition;
he description and price of the product to be sold;

he different factors affecting the market; and
— the appropriate marketing program for the product

(iti) Demand in Project Study

32.  An analysis of demand is to identify the needs of consumers and determining
whether they are willing and have the capability to pay for a given product.

33, The size, nature and growth of total demand for a product may be determined
as follows:

—  Who and where is the market?
Segment the market according to type, manner of use, income
classification, location, age, etc. The manner of segmenting the market
would depend on the type of product being considered.

~  What is the total domestic demand from the historic point of view?

~ Is there a foreign market?
If so, determine the historical demand.

- Evaluate demand growth patterns in the past and project future demand
by applying appropriate projection methods.

(iv) Supply
34, On the other hand, the supply situation may be determined as follows:
~  Who and where are the direct competitors? Classify them according to
size, product quality, location, performance and market segment
performance. Are there only a few big firms producing the product being
considered? Are there many small firms with no single firm controlling
the market? Or is it an industry of big and small firms? The type of
competition in existence would influence the decision on production
capacity and marketing strategics.
—  Determine historical domestic supply as comprised by local production
and imports.
~ If there is a foreign market, determine the historical supply patterns in the
targeted countries as comprised by their local production and imports.
- Evaluate supply growth patterns and project future supply by applying
appropriate projection methods.

13



(v) Demand-Supply Analysis
35. Once we have the data on demand and supply situations, the following analysis
is done:

— Compare the demand and supply trends;

~  Determine the unsatisfied amount of demand;

— If demand appears to be fairly satisfied by supply. consider:
whether the factors affecting the market may disrupt the equilibrium
5o as to cause demand to grow faster than supply; or
whether the quantity of the product is such that it may create
additional demand or redirect part of the existing demand in its
favour.

o

—  Determine the market share using the proposed production volume (as
determined in the technical analysis) as against the total market size;

~  Conduct a price study;
— Identify other factors affecting the market;

~ Draw up a marketing plan.

.

(vi) Product Description and Price Study
36. In addition, the following are taken into consideration with regard to product
description and price study:

— Name of the product;

—  Properties of the product (physical, chemical, etc.);

—  Uses of the product (as finished product, intermediate goods):

—~  Major users of the product (individual, firm).
37. In economic theory, price is determined mainly by the demand-supply
situation. An increase in demand with supply constant will hike up prices. The
reverse would result in the lowering of prices. There are, however, other factors
which assert some influence on the price. Without any change in demand or supply.
prices may go up if inputs such as raw materials cost rise; or prices may decline

if the government decides to subsidise production. Keeping all these in mind. the
price study may be conducted as follows:

—  Determine the sclling prices of all similar and substitute products;

—  What is the historical pricing of these products (including the range and
fluctuations) and establish the factors that will influence their fluctuations
over time;

— Determine the responsiveness of demand to price changes;

—  Establish the product’s selling price.

14




(vii) Factors Affecting The Market

38. There are certain factors affecting the market that may be quantified or
predicted:

— Demand may be significantly affected by population growth, income

changes. taste, rural/urban de prices of and
complementary products, and i i such as advertising,
promotions, credit policics etc;

—~  Supply may be infl d by the de of substi products, the

entry or exit of firms, sources and costs of production, government
policies, technology availability, etc;

—  Prices may be affected by production costs, price controls, inflation, price
of substitutes, etc.

(viii) Marketing Programme

39. The final aspects of a market analysis would consist of a comprehensive
marketing programme as follows:

—  Determine the types of marketing programme prevalent in the industry and
gauge their respective effectiveness:

~  Draw up a marketing plan that identifics and defines the target market,
the selling price, the packaging, the distribution network, the sales
management mechanism and promotion activities. The important
P of the ing p may best be summarised by the

*4-Ps’ i.e product, price, place (distribution) and promotion;

—~  Design the keting organisation which will i
determine the costs involved.

the plan and

(ix) Conclu$ion

40.  As in other studies, that of the market includes two stages: the collection of
data and the establishment of empirical basis for their claboration and analysis. Data
collection is part of identifying the needs of consumers and determining whether
they are willing and have the capability to pay for the products. In forecasting
demand. one takes into i ion not only production and import figures of the
past, but also such other factors as credit availability, income istribution, p i
growth, price variations, age position, degree of urbanizati taste and
preferences, money supply, GNP etc. Thus, the analysis and claboration stage will
involve analyzing both macroeconomic variables, i.c economic data that add up the
activities of consumers, firms, government and the import-export sectors and
microeconomic variables, i.c data on the level of the individual firm or at least on
the level of an industry grouping. It should answer the fundamental questions of
the study:

— How much can be sold? i.e who and where is the market (total domestic
demand and/or foreign market)?

— At what price?

_  What are the marketing problems of the product? (direct/indirect
competitors, growth patterns etc.).

15



(h) TECHNICAL ANALYSIS
(i) Rationale

41, The technical analysis is used to establish whether or not a project is
technically feasible and provide tentative alternatives to achieve the project’s
objectives. It is an attempt to determine the following:

~  how well the technical requirements of the project can be met;

~  which location would be the most advantageous; and

—  what would be the optimum size of a plant.

(11)  Steps in Technical Analysis
42 The technical feasibility analysis should consider various aspects, and
alternatives of a project as follows:

~  Preliminary research and testing;

~  Sclection of the production process;

—  Specification of operating and assembly equipment;

~  Location, buildings and site layout;

~ Plant layout;

- Supplementary engineering works:

- iﬂ'ici:m‘y:
- Flexibility of productive capacity;
- Work schedules: and
- Size of project.

(111} Preliminary Research and Testing

43, All engineering projects require, a certain amount of preliminary tests and
rescarch. These tests cover widely varied matters: simple strength tests of the site
for the construction of buildings: laboratory or pilot plant tests of the possibilities
of using certain raw materials or processes, and the conditions under which such
uses will be possible; experiments with new crops: metallurgical research into the
treatment of ores, cte.

44, The project itself need only contain a clear summary of the information
regarding these tests and research; the complete text of the respective reports may
be attached as appendices.

(iv) Selection and Description of the Production Process

45. In many cases there are no p ding the d process or
system. but in others complexities and .shcrn:mvc\ arise whu.h should be explained
together with the solutions offered, in relation to the preliminary research. To
provide clarity and better presentation, the process can be described by the use of
simple drawings or flow diagrams.




S ion and il ion of E

)

46. There are two stages in the selection of equipment:
—  choice of the type, in order to draw up the specifications for the bids; and

—  sclection between the various equipment of the type chosen in order to
decide between the bids.

47. Selection of the type of equipment will be influenced by the nature of the
process, the scale of production and the degree of mechanisation, all of which are
closcly mlcr -connected. It may often happen, for instance, that a certain degree of
ion is only appli above a certain production level, and similarly
certain processes lend Ives better to isation than others. The type of
production is thus related to the degree of mechanisation and automation.

48. The analysis of bids for a given technology or engincering is not only a
question of choosing the lowest bid in direct terms, but also entails other
considerations such as:

—  Specifications or suitability for the type of raw materials;
—  Minimum risk of obsolescence;

- C i for technical assi and y transfer;

~  Alternative plant sizes/design flexibility: and
~  Cost factors and operating conditions.

49, Sometimes, the problem is further complicated by financial considerations of
the nationality of the source of supply. Credit facilities, rate of interest, type of
foreign currency required -convertible or not - and other considerations may also
play an important part of the decision.

(vi) Location, Buildings and Site Layout

50. The technical feasibility analysis of a project depends largely on location, as
substantial differences usually exist in the availability, quality and costs of the
various requirements in an alternative location. Projects whose technical
requirements could have been well taken care of in one location sometimes fail
because they are established in another place where conditions are less favourable.
In other words, a project situated in a location that is remote from services and
supply sources such as experienced labour force, market, raw materials, utilities and
other would be ing with di

51. In addition, an engineering pmjecl should include estimates of the size and
characteristics of the buildi quired for production and site layout. For
agricultural projects this will include stables, barns and similar buildings; for mines
they will be the surface buildi for housing hinery, k-shops, ctc. The
problem acquires special mlcrcsl in the casc ol‘ manufacturing industry, because the

ion of the i 1 has an imp bearing on the handling and
flow of raw materials, materials in process of manufacture, and finished products.

17



Receprion arcas, stores, central workshops and other installations must be
funcuonally snuated in relation to the main factory building and transport services.
The other important factor for consideration is future expansions which means
eptable physical characteristics.

adequate land with a

(vi) Plant Layout

52, The efficiency of a project such as a manufacturing operation depends to a
great extent on the layout of the plant and equipment, since this can lead to economy
i movement and the flow of material and processes thereby saving time and money.
Some other factors which need attention 1n plant layout are:
Storage space for raw materials and supplies;
- Space for internal transport:
- Uulities service systems including waste disposal:

1 s tmental

- Future expansion flexibility;

Environmental considerations.

(viii) Sugplcmcmary Engineering Works

53, Projects must often cover additional installations to supply the services needed
for actual production or for the employees/persons who will work on the project.
Consideration of these supplementary works ansing from the project’s technical
requirements - industrial water, electric power and similar items - will be more
exacting than in the case of those needed to serve the population. The quahity and
Quantity of the buildings for housing, camps and welfare services will be more
clastic since in this case the eriterion will be both economic and social, and will
vary with circumstances. A solution has to be sought which is reasonable in cost,
but which will at the same time provide the minimum comfort required by the
workers and employces.

54, This a of various 1 'y projects with the principal or central
project may be indispensable in the case of agricultural, mining or industrial
projects. which because of their nature must be situated close to natural resources
and far from urban centres.

(ix)  Efficiency

55. Once the manufacturing method. the size of the plant and the arrangement of
equipment and buildings has been decided, it will be possible to calculate the volume
of cach type of input required by the project. both for installation and operation.
Once the volume has been determined in physical terms, operating and input costs
can be estimated. Moreover. this volume serves as a useful element of comparison
when ising the 1 d ve and operating efficiency of the
enterprise.




S6. The volume of input according to the physical processes employed, the quality
of the available raw materials and the experience of other plants, can be estimated
with the help of preliminary technical research. In addition to the purely technical
factors. these estimates should also take into account the industry’s gencral

i ¢ and technical organisation and the quality of the labour available.
This may lead to specific recommendations regarding the organization and
administrative structure of the enterprise, training. contracting of advisers, ete. It
may be also necessary to have laboratories for the technical checking of raw
materials, the actual production process and final products as part of the quality
control in accordance with the required specifications.

(x) Flexibility of Productive Capacity

57, The need for flexibility in productive capacity is at times a result of seasonal
demand: at others. it may depend on temporary in the ility of raw
materials, or a tight financial situation, which means that production has to be
started on a limited scale in the first stage. Naturally there are limitations in the

pp h to these p but if the d should exist, sol
should be sought which will tend to facilitate harmonious growth and permit
flexibility of operation with drawbacks, L e and cost.

(xi) Work Schedules

S8.  The schedule of project implementation trom project preparation through plant
start-up and the identification of potential causes of delay are one aspect of technical
study. There must be realistic schedules which not only include all activities from
engineering design through land purchase/acquisition, construction and procurement,
10 testing of equipment and training staff necessary for the successful completion
of the project. These schedules should be arranged in an coherent sequence. The
estimates of realistic schedules in terms of timing and cost are drawn up from
experience with comparable projects in the same or similar environment.

59, The work schedule in a manufacturing project must ensure that the entry into
operation is synchronised with the arrival or availability of the raw materials, Even
if the raw materials are to be produced locally or by the plant itself, or if they are
not perishable, the schedule arrival of material such as the concept of ‘just in time’
should be given serious consideration. Conversely. if some of the materials must
be imported, the work schedule must include the placing of the orders abroad, the
approval of necessary permits, transportation, so that their arrival will be
synchronized with the entry into operation of the enterprise.

(x1i) Size of Projects

60. The size of a project usually means its production capacity during a normal
operating period. Owing to the need for capacity and provision for operating
flexibility to meet demand fluctuations. the normal output will seldom be 100% of
the installed capacity. Size is sometimes expressed in terms of the number of persons
employed, the capital involved. or some other units. However. whatever unit of
measurement this may be, the optimum size and the best location will be those
which will lead to the most favourable financial result.
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61.

Some important factors in considering the size of projects are:
- the volume of demand to be met;

— the relationship between size (or scale of production) and the technique
and investment;

— the relationship between size and location or the geographical distribution
of the marker;

—  the problem between size and financing or capital resources for the project;
and

— administrative experience and capacity.

(xii1) Project Costs

62.  Once the various aspects are given thoughts, it becomes natural to have a fair
idea as to the overall project costs. Basically, details of capital cost (land, building,

y/ equip etc); and develop cost (such as land clearing,
infrastructure), production cost and maintenance cost should be given due
considerations.

(xiv) Conclusion

63.  Sinc#the technical analysis would cover both engineering and non-engineering
aspects of a project, a checklist would definitely help a project officer in managing
his varied tasks, even if a consulting firm has been appointed. The checklist would
include those aspects that have been covered above and, amongst others. the
examination of details such as technical description of the project. relevant project
site characteristics and size, project i hnical life of
project, salvage values, availability of technical supporting staff and impact from
the projeet.

fc) FINANCIAL ANALYSIS
(i) Rationale

64.  The financial analysis is one of the analyses conducted in a feasibility study
and is normally undertaken after the market and technical analyses. The objective
of the analysis is to determine the financial viability of the project and there are
basically two main types of analyses, viz.:

— Analysis of projects with “measurable benefits™ i.e. benefits that can be
valued at market prices. The output of these projects, if sold in the market,
provide the benefits of the project.

~ Analysis of projects with “non-measurable benefits™ i.c. benefits that
cannot be valued at market prices. These are mainly social and security
projects which are undertaken by the public sector to provide essential
services and therefore cannot be valued at market prices.
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65. In the case of projects with “measurable benefits™ it is important to determine
if the benefits produced by the project justify the cost. This analysis examines the
opportunity cost of capital and determines if the project is a justifiable investment,
especially to the individuals or agencies undertaking the investment. If it is not
justifiable, then it will be financially prudent to consider alternative investments to
maximise the use of capital and other resources.

66. In the case of projects with “non-measurable benefits™ it is not possible to
make a direct comparison between benefits and costs. The decision to implement
such projects is usually determined through policy and strategy considerations. The
financial analysis, in this case, examines the various alternatives of implementing
the project and selects the least cost alternative in order to optimise the use of
capital.

(i) Financial Analysis of Projects With Measurable Benefits - Discounted Cash
Flow Technique

67. The major analytical tool of financial analysis of projects is the Discounted
Cash Flow (DCF) technique. This method invalves basically three steps viz.

Step 1 Preparation of the Project Cash Flow J

1

Discounting the net cash flow

{

Step 3 Derivation of Net Present Value (NPV) and/or the
Internal Rate of Return (IRR) of the project

Step 2

(iii) Preparation of the Project Cash Flow

68 The essence of financial appraisal is the forecasting of all costs and benefits
over the lifetime of the project. The appraisal is done at prevailing market prices
and the format in which it is sct out is often described as a *Cash Flow Statement’.
The term cash flow statement is t0 some extent a misnomer. This is because what
one is really concerned with is the flow of resources involved in the project, cash
being merely a convenient way of measuring the flow. In fact, the format is referred
to as a ‘Resource Flow Statement’ to avoid confusion with the ‘Sources and
Application of Funds' used by and which is sometimes
referred 1o as a cash flow statement.




(iv) Costs

69. The cash flow statement includes the following costs as shown in Figure 8:

Fioure 8

TYPES OF COSTS IN CASH FLOW STATEMENT

Type of Costs Items
(1) Capital Costs - land
- (including site prep ion and civil
works)
— plant and equipment (acquisition costs plus
transporation)
- vehicles

|

contingency allowances (physical and price)

(ii) Operating Costs raw materials

costs

» - labour

- utilities

— fuel

transport

~ repairs and maintenance

(iii) Pre-operating expenses incurred before commencement of
Expenses ¢.g. pre-feasibility and ibili
studies, architect’s and surveyor's fees, etc

(iv) Sunk Costs ~ use of capital assets from other projects or
abandoned projects

(v) Warking Capital — stocks (of raw materials), spare parts and cash
requirements to pay bills

— there is no set formula for calculating working

capital requirements. Each project has to be

viewed individually

only the extra requirements over and above

the amounts needed in the previous year are

included

~ the value of working capital in the last year
is a benefit to the project when it is liquidated

IS
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70. However, the cash flow statement excludes the following items as shown in
Figure 9:

Fioure 9

ITEMS EXCLUDED FROM CASH FLOW STATEMENT

ltems

Description

(i)

(ii)

(iii)

Depreciation

Loan repayment
(principle payments)

Interest payment

— to avoid double counting as the cost of the

asset is already accounted for in the capital
costs

a loan is taken out to purchase an asset and
the value is already accounted for in the
capital costs as in the above example

one of the reasons for deriving the cash flow
is to determine the rate of interest the project
can bear

(v) Benefits
71. The basis for benefit valuation of output of project is as shown in Figure 10:
Ficure 10
BASIS FOR BENEFIT VALUATION
Basis Description
(1) Sales value ~ if output is sold through normal commercial

channels

(i)

Imputed value
(using market
price of output)

if output e.g. on the farm, is not sold but is
consumed by the farm family

(iii)

Principle of ‘with’
and ‘without”
project

when project is not completely new but merely
an addition to an existing activity:

the entire output of the project cannot be
treated as the benefit of the project;
— benefit of the project is the change (increase)
in output as a result of the project.
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(vi) Other Considerations in a Cash Flow

72. In addition to presenting the costs and benefits in a Cash Flow Statement, the
following items (as shown in Figure 11) have to be considered:

Fioure 11

OTHER CONSIDERATIONS IN CASH FLOW

Other Considerations Description
in Cash Flow

(1) Salvage value — value of fixed assets at the end of project when
they are sold constitute a benefit to the project

(i1) Life of project ~ based on expected technical life of project’s
major investmenl components c.g. in an
irrigation project this would be determined by
the expected useful life of the upstrecam dam
and irrigation canals;

. ~ based on technological obsolencence e.g.
industrial projects and projects with a high
degree of mechanisation.

(vii) Layout of the Project Cash Flow

73, Given the above information, the layout of the project cash flow is not difficult.
In some cases, cach year of the project’s life is given a separate row and each
heading a separate column. In other cases, the years are given the columns and the
headings the row. An example of a project cash flow is given in Table 1.

(viii) Discounting

74.  Once the cash flow of benefits and costs for the project have been determined
in the manner indicated carlier, it is necessary to ascertain the financial feasibility
of the praject by comparing the costs (which are normally incurred in the first few
years of the project) with the positive net benefits. The net benefits (or net cash
flow) are derived by simply subtracting the total costs from total benefits for each
year of the project.

75. However, in a project it is important to take into account not only the volume
of net benefits but also the time period it occurs. Benefits which accrue very late
in the life of the project are not as valuable as benefits which accrue carlier on in
the project. This is because the benefits which accrue earlier have an opportunity
cost and could be used for consumption or investment.
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76.  One ringgit camned in, say, year 10 of a project is not as valuable as one ringgit
carned in year 1. The latter could be profitably invested (or put into a savings
account) in year 1 so that by the year 10, it would be worth much more than the
original one ringgit (the exact worth would depend on the interest rate or carning
power of the investment) while the one ringgit earned in year 10 will have a face
value of one ringgit only.

77. Thus, benefits and costs that occur at different time periods cannot be just
added to compare total costs and benefits before taking into account the time factor,
since they have different real values. This is precisely what discounting a net cash
flow does. It reduces the annual flows to a single common denominator - the
equivalent value of those benefits and costs as if they had all occurred in the first
year (year 0 or present time period) of the project.

78. The procedure to discount a net cash flow is straight forward once a discount
rate is selected (to be elaborated in paragraphs 80-83). With the aid of discounting
tables, the annual discounted net benefits of the project are obtained by multiplying
each year's net benefits or costs by the appropriate discount factor. (Adopting the
convention of applying a discount factor of 1 to the costs or benefits of the first
year of the project i.e. Year 0).

79. Table 3 which is a summary of Table 1 shows the procedure to discount a
project’s net cash flow when the discount rate is 10% and 15%. Note that the
discount factors (DFs) become smaller as they move further into the future years.
(At 10%, the DF is 1.0 in Year 0 but 0.621 in Year 6 and 0.386 in Year 10). This
means that the benefits become smaller or “less valuable™ the later they occur. In
addition the discount factors also become smaller at higher discount rates. (For Year
1, the DF is 0.909 at 10% discount rate but 0.870 at 15% discount rate). Therefore,
using different discount rates give different values to the discounted costs and
benefits. Note also that the discount factors are normally rounded up to three decimal
places without any significant loss in accuracy.

(ix) The Discount Rate

80. Without entering into theoretical complexities, the discount rate can be taken
to reflect the opportunity cost of capital or cost of borrowing capital in the country.

81. The opportunity cost of capital is the next best alternative available to invest.
Thus if an individual or agency is planning to invest in a particular project, the
financial analysis of the project utilises the opportunity cost of capital as the discount
rate to test if the return on investment of the project is higher than the next best
alternative (which should reflect the same level of risk and uncertainty). This type
of discount rate is often used in projects where the objective is to maximise returns
from the investment.

82. If the cost of capital is used as the discount rate, then the test is to determine
if the return on investment of the project is higher than the cost of borrowing capital
1o finance the project. This is often used in most public projects where the objective
is to provide essential services at affordable prices and not to maximise returns.
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TaBLE 3

NET CASH FLOW DISCOUNTED AT 10% AND 15%

Net Cash Discount Discounted Discount Discounted
Year Flow* Factor Net Cash Flow Factor Net Cash Flow
($°000) @ 10% @ 10% @ 15% @ 15%
($'000) ($7000)
0 - 517.9 1.000 - 517.90 1.000 - 517.90
1 - 582 0.909 - 5290 0.870 - 50.63
2 - 2338 0.826 + 193.12 0.756 + 176.75
3 + 466.7 0.751 + 350.49 0.658 + 307.09
4 + 456.2 0.683 + 311.58 0.572 + 260.95
5 + 458.0 0.621 + 284.42 0.497 + 227.63
6 + 456.8 0.564 + 257.64 0.432 + 197.34
7 + 455.2 0.513 + 233.52 0.376 + 171.16
8 @.4518 0.467 + 211.92 0.327 + 148.39
9 + 451.7 0.424 + 191.52 0.284 + 128.28
10 + 660.9 0.386 + 255.11 0.247 + 163.24

* This net cash flow is obtained from Table 1 which is the Resource Flow Statement for the marble
craft factory.

83. The discount rates are used to provide a quantitative criterion in the selection
of projects and this is discussed in the next section. The Economic Planning Unit
often provides official discount rates to be used for the different sectoral projects
from time to time. The project analyst should not attempt to change the results of
the financial analysis by modifying the discount rates to be used.

(x) Measures of Project Viability: Net Present Value (NPV) and Internal Rate
of Return (IRR)

84. The two criteria that are often used in discounted cash flow (DCF) analysis
to determine financial viability are the Net Present Value (NPV) and the Internal
Rate of Return (IRR).

Net Present Value (NPV)

85. The previous two sections and Tables 1 and 3 showed how to prepare a project
resource (cash) flow and to discount the resulting net cash flow using the appropriate
discount rate. If the resultant discounted net cash flow is added up, this will give
the NPV of the project. Table 4 is a summary of Table 3 with the addition of the
calculation of the NPV.
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TasLE 4

COMPUTATION OF NET PRESENT VALUE (NPV)

Discounted Net Discounted Net
Year Cask Flow @ 10% Cash Flow @ 15%
($°000) ($°000)
0 - 517.90 - 517.90
1 - 529 - 5063
2 + 193.12 + 176.75
3 + 35049 + 307.09
4 + 311.58 + 26095
5 + 284.42 + 227.63
6 + 257.64 + 197.34
7 + 233.52 + 17116
8 + 21192 + 14839
9 + 191.52 + 128.28
10 + 255.11 + 163.24
NET PRESENT + 1718.52 + 121230
VALUE (NPV)

86. If the NPV value is positive, the project is financially viable i.e. the project’s
benefits exceeds the costs taking into account the opportunity cost of such
investment. In other words, the return on investment in this project is higher than
the discount rate used which reflects the return from the next best alternative in
the cconomy. Conversely, if the NPV is negative, the project (in principle) is not
financially viable since the return on investment is lower than the opportunity cost
of capital or the cost of borrowing depending on which factor was used as the
discount rate. (The question of whether the project should be rejected would depend
on further social and economic analyses). As Table 4 shows, the project is viable
at both 10% and 15% discount rates.

Internal Rate of Return (IRR)

87. The IRR is defined as that discount rate at which the total discounted costs
exactly equals the total discounted benefits i.e. NPV cquals zero. The manual

ion is not as i ward as ing the NPV as it is largely done
by mal and error. However, there are a number of computer software e.g. Lotus
1-2-3 which, when inputed with the raw data to develop the project cash flow, can
be used to calculate the NPV at different discount rates and also the IRR.
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Manual Computation of the IRR

88. The procedure for calculating the IRR involves:

discounting a given cash flow so that the NPV changes from positive
to negative or vice-versa;

using a formula to calculate the IRR.

89. Set out below is the calculation of TRR for the cash flow of the marble craft
factory as shown in Table 1.

Step 1 Discount the cash flow at a given discount rate ¢.g. 10%. The resultant

NPV is positive i.c. $1,718,520 (sec Table 4). This indicates that the
i benefits igh the di d costs.

Step 2 A new NPV is calculated using a higher discount rate of 15%. It is
recommended that the new discount rate used be 5 percentage points
above the previous one but never more than that.

When the cash flow is discounted by 15% the resultant NPV is still
positive i.e. $1,212,300.

Step 3 Step 2 is repeated with higher discount rates until the NPV becomes
negative which indicates that discounted benefits is less than discounted
costs. This process is shown in Table 5.

L

TABLE §
DISCOUNTED NET CASH FLOW @ 40%, 45% AND 50%
Discounted Net Discounted Net Discounted Net
Year Cash Flow @ 40% Cash Flow @ 45% Cash Flow @ 50%
(5'000) (5'000) (5°000)

0 - 517.90 - 517.90 - 517.90

1 - 4155 - 40.16 - 38.82
2 + 119.24 + 111.29 + 103.81

3 + 169.88 + 153.08 + 138.14
4 + 118.61 + 103.10 + 9033

5 + 8519 + 7145 + 60.46

6 + 60.75 + 49.33 + 40.20

7 + 4324 + 33.68 + 2686

8 + 30.86 + 2314 + 17.70
9 + 21.68 + 15.81 + 1174
10 + 2313 + 15.86 + 11.24
NPV + 11313 + 18.68 -  56.24
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TABLE 6

NPV OF PROJECT AT VARIOUS DISCOUNT RATES (%)

Discount Rate (%)

NPV

10
15
20
25
30
35
40
45
50

4o+ o+ 4+

+

$1,718,520 (See Table 4)
$1,212,300 (See Table 4)
$ 849,900

$ 583.960

$ 384,500

$ 231,920

$ 113,130 (See Tablel 5)
$ 18,680 (See Table 5)
$ 56,240 (See Table 5)

Step 4 : Referring to Table 6, at a discount rate of 45% the NPV is positive
(discounted benefits is more than discounted costs). At a higher
discount rate of 50%, the NPV is negative (discounted benefits is less
than discounted costs). This means that at a discount rate between 45%
and 50%, the NPV is zero (discounted benefits is equal to discounted
costs). This discount rate is the IRR of the project which can be
calculated by the formula (which is an interpolation assuming a lincar

relationship) as follows:

IRR = Lower Discount Rate + [

[ NPV at the Lower Discount Rate

Absolute Sum of NPV's at the two Discount Rates

18.68
45 + [50-45 X I:—]
18.68 + 56.24
45 + [5 x

IRR

= 46.25% L2

46

%

18.68

74.92

]
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90. It is worth pointing out that if, in the first round, the NPV had been negative,
it indicates that the IRR is lower than that discount rate used. A sccond round of
tests should have been initiated but this time at lower discount rates. For instance,
if the original NPV at 10% was negative, a second NPV should be obtained at 5%
(or anywhere between 5% and 10%) and the process continued until the NPV turned
positive. The IRR would then be calculated by the formula (as in Step 4) using the
lower discount rate (at which the NPV is positive) and higher discount rate (at
which NPV is negative).

91. The test for acceptance/rejection of the project on the basis of the IRR is in
comparison to the discount rate set by the Economic Planning Unit. If the IRR
obtained is higher than the discount rate, the project is in principle financially viable
as it means that cach unit of investment into the project is earning a higher return
than the expected average return in the economy as given by the discount rate. If
the IRR is lower than the discount rate it means that the project, if carried out, is
not going to carn as much as it could (or should) be earning in other alternative
projects, and therefore a closer look should be taken into the design of the project
or other possible projects.

(xi) Net Present Value Versus Internal Rate of Return
92. l(‘ls an unsettled issue which of the two measures is to be preferred in judging

the viability of projects. However, in many ways this is really a non-issue once the
i and limitati of the two are d

93. The NPV provides a measure of the project’s viability in absolute value, while
the IRR provides a relative measure of the project net benefits to the returns in
alternative projects or cost of borrowing.

94. What is important, however, is that both measures will provide in all cases
the same reject/accept decision on projects. That is, if by the test of the NPV a
project is acceptable, it will also be acceptable by the IRR test (if a project’s NPV
is positive the IRR is, by definition, higher than the discount rate) and conversely.
The only instance where the IRR should not be used is when a decision has to be
made on mutually exclusive projects (i.e. deciding whether to plant maize or soya
in the same area, or building a large size versus a small size plant). In these cases,
only the NPV can be used to select the most favourable project.

(xii) Financial Analysis of Projects With Non-Measurable Benefits

95. In the services sector and at times in the infrastructure sector there may be
projects where, while it is possible to quantify the benefits, it is difficult to assign
to them a value in ringgit, e.g. in health projects. In such cases, the methodology
to apply to ensure that the project uses financial resources efficiently is that of
“Least Cost or Minimum Cost Analysis”.
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96.  This methodology can also be used to choose from mutually exclusive projects
where the benefits are equal in all the alternatives but the costs may be as dxﬁ‘crem

as, for instance, in ing between gasoline-p d and diesel-p d trucks.

(xiii) Least-Cost Analysis

97. This methodology, as the name implies, sets or assumes a fixed qualitative
and quantitative objective for the project (i.e. to reach a certain number of farmers
for extension purposes, to provide a certain number of beds in rural hospitals, etc.)
and then tries to minimise the cost necessary to obtain those fixed benefits,

ible with dards of quality and performance. The costs involved
in each of the dnff:rcnl possible alternatives to achieve those benefits would be
obtained in the same fashion indicated earlier.

98. The resulting cash flow formats for each of the possible alternatives must also
be discounted at the discount rate provided by the Economic Planning Unit. In
Least-Cost Analysis, the NPV is the measure used to select the best alternative,
Other i i (quality, per elc.) being equal, the alternative project
which results in the lowest present value of costs should be chosen.

(xiv) Analysis of Risk and Uncertainty

99. The probability that a project will exactly earn the NPV or IRR that is obtained
from the projected cash flow over the entire life of the project is very low.
Regardless of how well the project has been designed and how much care has been
taken in developing the cost and benefit estimates, they will change in the future.
The future is always uncertain.

100. This does not mean, however, that estimating the NPV or the IRR has no
value. It means simply that it is useful to analyze the test of what would happen
to the “earning capacity” of a project if something does change, for instance, a
decline in output prices or the project implementation is delayed. These effects can
be tested by using sensitivity analysis.

101.  Another way of assessing the earning capacity of the project is to calculate
the minimum level of output and sales at which the enterprise would not lose money.
This can be calculated by the Break-Even Analysis.

(xv) Sensitivity Analysis

102.  Sensitivity analysis tests the impact of changes in the more important
variables of a project (such as prices, investment costs, unit costs of the main inputs,
etc.) on the NPV and IRR. This is done by reworking the cash flow after assigning
different values to such variables.

103.  The cash flow in Table 1 has resulted in a NPV of $1,718,520 at a discount

rate of 10%. Assuming there are changes in price and costs of the project, the effects
on the NPV are shown in Table 7.
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TasLE 7

EFFECTS OF CHANGES IN VARIABLES

Increase (+)/
Changes in Variables Project NPV Decrease (=)
in NPV

If there are no changes + $1,718,520 —
(see Table 3)
10% increase in cost of raw materials + $1,586,920 - $131,600
10% decrease in cost of raw materials + $1,850,100 + S$131,580
10% decrease in investment costs + $1,770,310 + $ 51,790
10% increase in price of sales + $2,376,480 + $657,960 °
10% decrease in price of sales + $1,060,640 — $657,880

104. It can thus be observed that the project is very sensitive to changes in the
sales prige. On the other hand, changes in investment costs and changes in the price
of raw faterials do not affect the project’s viability very much. Special attention
should therefore be paid to possible changes in the sales price during the life of
the project.

(xvi) Break-Even Analysis

105. This is another technique that can be used, among other applications, to test
risk especially in industrial sector projects. It does so by providing an estimate of
the minimum level of output (and therefore income) that the enterprise must reach
to break even, that is, to at least cover all their costs.

106. To carry out break-cven analysis, the costs of the project must be divided
into fixed costs and variable costs. The level of production which would equate
costs and benefits is given by the following formula.
PU x No. of Units = FC + [ CU x No. of Units ]
or
FC

No. of Units = —
PU - CU

where,

PU :  Price per unit of output
FC : Total Fixed Costs
CU : Cost per Unit of output
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(d) ECONOMIC ANALYSUS
(i) Rationale

107. A project uses resources (capital, land, labour) to produce output. Resources
are limited or scarce in any country and thus it is important that these resources
are used in an optimum way to increase the output of a country.

108. Economic analysis of a project looks at the effects of a project on the country.
It helps to determine whether the economy is getting more returns by committing
resources in a particular project compared with other projects.

(ii) Difference Fi ial and E ic Analy

109. While Financial Analysis of investment viability focuses on returns
lmcludmg financial payments) to mdmduals who sponsor the project e.g. traders,
par ies, public cor ic Analysis is concerned with
the costs nnd benefits (real resources and true cost) to the economy as a whole.

110. Thus, two adjustments need to be made to the resources/ cash flow table of
the Financial Analysis to derive the Economic Analysis:

— identification of benefits and costs in terms of real resources;

— valuation of identified items at their opportunity cost or true value to
society.

(iii) Identification of Benefits and Costs

111, Only input and output items which constitute real resources are included in
Economic Analysis. Fmanclal or transfer payments e.g. taxes and subsidies are

luded as they or receipts from one sector of the economy
to the other and do not consmulc capacity to increase output. For example, a subsidy
on the production of aluminium ingots only lowers the cost of production to the
manufacturer but in order to increase the physical output of aluminium we need to
increase the input of aluminium.
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112. The flow of the Financial and E ic Analy
Figure 12.

FiGure 12

FLOW OF FINANCIAL AND ECONOMIC ANALYSES

Financial Analysis

Economic Analysis

Capital costs (including financial
payments c.g. taxes, and
subsidies) valued at market prices

Plus

Capital costs (excluding financial
payments) valued at true/
opportunity cost

Plus

O ing costs (

perating costs (i
financial payments) valued at
market prices

Less

» . . .
Revenue (including financial
receipts e.g. subsidies) valued
at market prices

Equals

Net Resources Flow
at market prices

(a) discount
{

Financial Discounted
Resources Flow
(Financial NPV)

or

(b) compute IRR

Financial IRR

financial payments) valued at
true/opportunity cost

Less

Revenue (excluding financial
receipts) valued at true/
opportunity cost

Equals

Net Resources Flow
at true cost

(a) discount
l

Economic Discounted
Resources Flow.
(Economic NPV)

or

(b) compute IRR

l

Economic IRR
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113.  The list of items which are included or excluded in Financial and Economic
Analyses are outlined in Figure 13.

Figure 13

ITEMS IN FINANCIAL AND ECONOMIC ANALYSES

Items Financial Analysis Economic Analysis
Output Included as Benefit Included as Benefit
Machinery & equipment Included as Cost Included as Cost
Land Included as Cost Included as Cost
Construction Included as Cost Included as Cost
Inputs Included as Cost Included as Cost
Labour Included as Cost Included as Cost
Maintenance Included as Cost Included as Cost
Taxes (sales) Included as Cost Exclude
Custom duties Included as Cost Exclude
Subsidies Included as Benefit Exclude
Transportation Included as Cost Included as Cost
Working capital Included as Cost Included as Cost

(iv) Valuation of Benefits and Costs

114.  For Financial Analysis, the market price of an item is a sufficient indication
of its value. In Economic Analysis where the concern is the value of resources to
the economy as a whole, the true or opportunity cost to the economy is the benefit
foregone by not using the 1 in their best ive use. In a
perfectly competitive economy, the market price and the opportunity cost could be
the one and same thing. However, very often the existing prices of inputs and
outputs of a project may not be determined by the free interplay of supply and
demand factors in the market due to fixed prices, subsidics, custom dutics. As a
result, prevailing market prices may not reflect the opportunity cost and/or the real
value to the economy. Hence, market prices have to be modified to reflect the true
cost in the Economic Analysis of a project.
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115, Market Prices can be transformed to Accounting (or Shadow) Prices using
Conversion Factors (CFs).

Accounting Price
By definition; CF =
Market Price

and therefore, Accounting Price = Market Price x CF

116. A list of CFs are available in the *National Parameters for Project Appraisal’'.
The methodology used is based on the Little-Mirlees approach where the numeraire
for the Accounting Price is in terms of world/border prices, The concept of world/
border prices is used to ensure that new projects are viable and competitive in the
world market. The world/border prices refer to the f.0.b. prices on the export side
and c¢.i.f. price on the import side.

117, Any divergence between market and world prices is due to protection i.e.

Market Price of Imports = Import c.i.f. price + Import duties

(e) SOCIAL ANALYSIS
N
(i) Rationale

118, Economic Analysis focuses on the allocative efficiency of the project i.c. the
resources are best used in the selected project. It does not take into account the
distributional aspects of the project.

119, The ultimate aim of development projects is to improve the welfare of the
people. One of the ways is to increase consumption through higher incomes. It is
without doubt that raising the income of the lower-income or less advantaged group
would go towards improving the welfare of this group of people. Economic Analysis,
however, does not distinguish the income from the project going to the
various groups of people. It treats a dollar going to the higher income £roup is just
as important as a dollar going to the lower income group.

120. It is important to know not only that the resources are best used in the
selected project but also the income generated is in line with the income distribution
goals of the government (i.e. the targeted group is getting the benefits).

121, Social Analysis of a project provides an analysis of the income distribution
pattern of the project i.e. who are the beneficiaries and what is the income obtained
from the project.

! For details. please refer to Veitch, M., National Parameters for Project Appraisal in Malaysia, 1986
Copies are available from Economic Planning Unit. Prime Minister's Department.
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(ii) Identifying Beneficiaries and Weighting

122.  The first step in Social Analysis is to identify the beneficiaries of the net
income flows generated by the project. Set out below is a listing of possible criteria
for classifying the different types of beneficiaries:

- income level;

—  public/private sector:

- national/foreign;

—  gender.

123.  Once net project benefits have been identified and allocated appropriately to
beneficiary groups, the next step is to “weight' each group according to some
generally agreed scheme. Some forms of net income, for example, that are received
by the very poor people. might have a higher weight whilst others have lower
weights. An important point is that whatever the weights which are used, they must
be applied to all projects consistently if the Social Analysis is to contribute usefully
to project selection.

(ii1) Social Indicators
124, In cases where it is not possible to apply the approach mentioned above,
some indicators can be used to assess the social or distributional objectives of the
project. These indicators include:

~ value added generated by the project:

~ direct employment created;

— employment created;

— income carned per worker;

— reducing poverty incidence;

— indirect or externality effects.

(f/  ENVIRONMENTAL IMPACT ANALYSIS
(i) Rationale

125. Development in the developing countries is very often accompanied by
deterioration in the environment e.g. air and water pollution, erosion, siltation etc.
These deteriorations not only have a negative impact on the quality of life but also
incur costs for any corrective actions.

126. Experiences of many developed countries have recently shown that this need
not be so if environmental considerations are incorporated mlo the dcvclopmcnlzl
planning process. To a large extent many of the i
with various development can be avoided or minimised (hrough the adoption of
preventive action. This is opposed to the early periods of development which lacked
sound environmental concerns and created problems requiring curative actions.
Environmental Impact Analysis is essentially a planning tool to prevent
environmental problems.
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(ii)  Activities Subject to Environment Impact Assessment

127.  Under the Environmental Quality Act (A ded) 1985,

Impact Assessments are required for selected activities. The list of activities are
outlined in the Environmental Quality (Prescribed Activities) (Environmental Impact
Assessment) Order 1987. Ni ies are p d and these include
activities related to:

— agriculture

—  airport

— drainage and irrigation

- land reclamation

- fisheries

~  forestry

—  housing

-~ industry

~ infrastructure

- ports

— mining

- petroleum

—~ power generation

- Quarrics

- railways

—  transportation

— resort and recreational development
— waste treatment and disposal
— water supply

(iii) What is Environmental Impact Analysis

128.  Environmental Impact Analysis is generally considered as a planning tool
which could assist planners in anticipating future impacts of a development project,
both beneficial and adverse, with a view to maximising beneficial impacts and to
mitigating adverse impacts on the environment.

129.  The procedure for Environmental Impact Analysis is outlined in *A Handbook
L G e

of Impact A i prep by the Dep: of

Environment. The procedure consists of three major steps:
Step 1: Preliminary assessment of impacts due to the development of the
project. This is usually initiated at the pre-feasibility study stage of

the project.

Step 2: Detailed assessment for these projects which have significant
envi impact predi in the preliminary
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Step 3: Reviews of Steps 1 and 2 above. The review of the preliminary
assessment is done internally by a technical committee in the
Department of Environment. The Detailed Assessment is reviewed
by an ad-hoc Review Panel comprising external experts. The
recommendations arising out of the reviews are then transmitted to
the relevant project approving authorities for consideration in making
a decision on the project.

130. The steps involved in the il Impact A are shown in
Figure 14.

D. PLANNING FOR IMPLEMENTATION

131. Project implementation starts from the time the project is approved in
principle under the development plan until it is operational.

(a) PROJECT ACTIVATION

132, Activation involves the and of that serve
to make the project operational. Thus activation tasks are directed to:

— establishing a project team;

— obtaining required manpower;

~  securing necessary authorization in terms of funding and other necessary
support.

133. Project activation would require the management to develop an
implementation plan that will address to issues such as planning of project
impl, ion and to h an effective organisation structure. Under the
planning of project implementation, the project has to establish objectives and set
their priorities. A Project Work Breakdown Structure will have to be done so as
to develop programmes and activities necessary to achieve the objectives. Apart
from that certain scheduling for implementation has also to be done. The scheduling
will translate the project plan into definable, timed step toward specific objectives.
The schedule will also present the planned clements in activities and a timescale

Ct ble to The scheduling will ine the input required -
quality and quantity-and function or task to be performed. The scheduling shows
the starting and finishing time of the various major component activities that must
be completed before the project can start operation.

134.  Financial activation is another important aspect that has to be taken into

id during the activation phase. Funds and budgeting in adequate amounts
have to be available timely for the project to be efficiently and cffectively
implemented. In requesting for funds and budgeting, procedures by Treasury
Instruction and other circulars by Treasury and the Economic Planning Unit has to
be abide to.
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FiGure 14

OUTLINE OF ENVIRONMENTAL IMPACT ASSESSMENT
PROCEDURE

PROJECT
INITIATOR

PRESCRIBED
ACTIVITY?

PRELIMINARY
ASSESSMENT

NO
i DETAILED*
ASSESSMENT

1

REPORT
REVIEW
(DOE)

REPORT REVIEW
(REVIEW PANEL)

r MORE h
NO DETAILED | iNFoRMATION |
ASSESSMENT REQUIRED N

REQUIRED?

APPROVING
AUTHORITY

DETAILED
ASSESSMENT
REVIEW
DOCUMENT

* CONSULATION WITH DOE ON TERMS OF REFERENCE

PROJECT
APPROVED?

Source: Department of Environment,
A Handbook of Environmental Impact
Assessment Guidelines (Page 7)
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(b) ORGANISATIONAL AND MANPOWER ANALYSIS

135.  This is concerned wuh how and by whom the pro]ecl should be ex:culed and
operated so as to bli ility and . The of
an efficient organisation and management is one of the k:ys to the success of the
project. The organisation and management will have to indicate which entities are
responsible for various aspect of project execution and operation and that they Iuvc
adequate powers, staffing, equi and finance to the various

Thus the various entities have to be provided with legal status, function and power.

(i) Project Organisation

136. The project can be operated by three organisational structures namely:
~  Functi O i
- Projectised Organisati and
- Marrix Type Organisational Structure.

Functional Organisational Structure

137. This traditional model is most prevalently used and it is hierarchical in
structure (pyramid). This system is usually applicable where projects are small in
terms of size and cost and involve one or two functional departments.

Projectised Organisational Structure

138. This organisation is the opposite to functional structure and requires a
scparate organisation. It is usually self: ined and consists
of all functional units. This type of isation will achieve a si of purpose
and have a clear perception of goals.

Matrix Type Organisational Structure

I39 This is a 1ti-di i form cf wuh the standard vertical

ical structure ined with a structure of a project
manager. This structure lies between lhc funcuonsl and projectised structure und
tends to imise the hs and mini the & of both the proj

and functional structures. By this structure it is possible to retain clear perccplion
of project goals without the need to set up a separate body as in projectised form.
The major weakness is lhal the man at the project level is answerable to two bosses
ie. vertically to his 1 dep head and hori. y to the project
manager/director.

(ii) Project Manager/Director

140. A successful project organisation needs a project manngcr/dnrcclm with broad
skills of a general manager. So in ing a project certain criteria
have to be taken into consideration such as the project manager/director is not only
a technical person but also an administrator, leader and manager. He must be able
to combine technical knowledge required in the project with management abilitics
for leadership of the entire team.
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141.  Wherever possible the project i should be i in the
planning stage as early as possible.

(iii) Staffing
142.  The staffing of the project office is critical and certain issues, have to be
addressed such as:

~  What type of staff is required:

- When will the staff be required;

—  Where will the staff be required;

—  What are their duties: and

~  What sort of training is to be given.

(c) SCHEDULING TECHNIQUES FOR PROJECT IMPLEMENTATION

143, of pmjccl i requires careful planning,
which includes sched to of inter-related activities.
Hence, the need to prepare a detailed Prujecl Implementation Plan.. The first step
in doing so is to identify components and activities involved in the project. This
can be done by breaking the project down using a Project Breakdown Structure
(PBS).

144. Thegidentified components/activities are then scheduled to provide a
framework for coordination, monitoring and control of the resources used. These
scheduling techniques include the Bar (Gantt) Charting and Network Analysis.

(1) Project Breakdown Structure
145. PBS is a systematic method of identifying (in a hierarchical and structured
manner) the various activities involved in implementing a project.. PBS diagrams.
are used as a first step in the preparation of Bar (Gantt) Chart and network analysis
for projects. In developing a PBS the following points should be noted:

— Subdnv:dc lhc project into discrete and logical work packages or activities.

— of ibilities for all i i tasks 1o specific
isati and isati (c.g. division, sector, officer-in-
charge).
— Check proposed PBS against the reporting requirements of organisations
involved.

146. Figure 15 presents a sample PBS of a health project. Level 1 indicates the
main project as a whole. Level 2 involves breaking down the project into its main
components or sub-projects. Level 3 involves breaking down each of the individual
p into major imp ion activities that must be carried out from the
inning of project impl (i.e. after the project or its funding has been
approved, involving pre-construction activities) until total completion (i.e. post-
construction stage). Level 4 shows the dclailcd functional activities that would be

d by the i ing agency. t, for the purpose of preparing the
Project Implementation Plan it is sufficient to identify major implementation
activities down to Level 3.
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147. The second step in preparing Project Implementation Plan is to estimate dates
to start and to end each of the major implementation activity. These data can be
incorporated into the SIAP Form S4a, as in Figure 16.

(ii) Bar (Gantt) Chart

148 The Bar (Gantt) Chart i i bars cach rep ing the major

ion activity. The inning and end parts of the bar |ndlcnlc the
schgdul:d start and finish times of the major activity. The horizontal axis indicates
the time scale. Figure 17 presents the Bar (Gantt) Chart of one of the components/
sub-projects of the health project.

149. In terms of monitoring, the current progress of each activity is denoted by a
bar (under column “S" or “Actual”) to show the portion of the task completed at
a particular time (milestone). Horizontal bar in a “float” form denotes the activity
is still being implemented while a “solid" bar denotes completion. The difference
in length between the scheduled bar (under column “R™ or “Planned”) and the actual
or on-going bar denotes the progress of project implementation (ahead of schedule,
on-schedule or behind schedule).

150. The Bar (Gantt) Chart is simple and effective in showing status of project and
component acuvm:s. pnmnnly for slml:gnc purposes. However, it would not be
able to show explicitly the dep among the activities. Hence
a Bar Chart cannot impute the effects o( delays in individual activities on the overall
project completion. Thus, the need, where appropriate, to use the Network Analysis
technique.

(111) Network Analysis

151. A network analysis is a logical diagram showing the relationship of activities
involved in completing a project. This is an advantage over the traditional Bar
(Gantt) Chart as the network diagram will be able to show the inter-dependencies
among the various activitics and the effects of their changes on one another. There
are two techniques used in network analysis i.e. Critical Path Method (CPM) and
Program Evaluation Review Technique (PERT).

152. The difference between CPM and PERT is in estimating the time (duration)
taken to complete an activity. In CPM, the activity performance time is deterministic
and based on past cxpcncnce In PERT., the activity performance time is based on

p y. The d time is esti as follows:
a+d4m+ b
Expected time = —
6
where: a = optimistic time
m = most likely time
b = pessimistic time

(Note:  The formula is a weighted average with more weight given to ‘m’ ie.
the most likely time)
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Ficure 15

PROJECT BREAKDOWN STRUCTURE

SETIA Code 3400417006 KUANTAN
GENERAL HOSPITAL
Level 1
______________________ T —————
003A WATER 0018 X RAY 003C 003D O003E WATER 003F MHU & 003G MAIN
SUPPLY DEPT CONSTRUCT 3 2 BLOCKS OF PUMP/TANK MORTUARY BLOCK
CONNECTION BLOCKS OF NURSES'
CLASS “G' HOSTELS
Level 2
CONSTRUCTION POST CONSTRUCTIO!
|- Site Determination Site Tukcover Machinery and Equipment
—Land Acquistion -Site Preparation L Fixtures
- Project Brief f-Construction Works
—Devign - Facilities/Utilities
—Tender L-Handover
Level 3

Preparation of Tender Documents (TTD)
Specification of Warks
Preparation of Billy of Quantity (BQ)
Advertising Tender

- Tender Evaluation
Isuance of Letter of Acceptance (LA)




Ficure 16

INTEGRATED SCHEDULING SYSTEM

FORM S4A Construction
& Infrastructure

Project No: Component No: (if applicable)

3400417006 0030

Name of Project: RM6 Allocation:
KUANTAN GENERAL HOSPITAL 140,000,000
Name of Component: Component Cost:
CONSTRUCT 2 BLOCKS OF NURSES' HOSTELS 4,750,000
User Agency: Expenditure:
MINISTRY OF HEALTH MALAYSIA (till now)
Implementing Agency: 0

Y
PUBLIC WORKS DEPARTMENT PAHANG

Codes:  State District Ministry  Dept. Parlimentary State Assembly

Constituency Constituency
PO7S

06 0604 25 251F
Planned Dates Actual Dates Per-
Activity centage
Start | Com- |Revised| Start | Com- |of Imple-
plete plete
I. SITE DETERMINATION 05/89 | 05/89 05/89 | 05/89 | 100%
2. LAND ACQUISITION 0%
3. PROJECT BRIEF 06/89 | 08/89 06/89 | 08/89 | 100%
4. DESIGN 09/89 | 12/89 0989 | 12/29 | 100%
5. TENDER 01/90 | 04790 01/90 | 04/90 | 100%
6. SITE TAKEOVER 05/90 | 05/90 0590 | 05/9 | 100%
7. SITE PREPARATION 06/90 | 07/90 06/90 | 07/% | 100%
8. CONSTRUCTION WORKS| 08/90 | 11/91 | 04/92 | 08/90 %
9 FACILITIES 1M 1291 | 05/92 %
10. HAND OVER 1291 12/91 | 06192 0%
11. MACHINERY AND 0%
EQUIPMENT
12. FIXTURES 0191 1191 | 06/92 | 61/91 0%
Name of Reporting Officer DR. SATVINDAR KAUR
Post & Address PLANNING AND DEVELOPMENT DIVISION, MOH
Telephone No 03.25400%%-229
Reporung Date 30/04/91 Date © 0/509)
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153. The network analysis also involves computing the critical path through the
project logical network and identifying the critical tasks which must be completed
as scheduled if the whole project is to be completed on time. It will also help to
identify non-critical tasks whereby delays in completion of such tasks will not delay
the project completion unless they are so delayed so as to cause a shift of the critical
path i.e. the non-critical tasks became critical tasks.

154. chcnhcless unlus time is xhe essence in completing the project or the pmjecl

1 is sub d by a planner or it is
consxd:md sufficient if the Bar (Gmll) Chart technique is used in preparing the
Project Implementation Plan.
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APPENDIX A

CONTENTS OF A PROJECT IDENTIFICATION BRIEF
(About 2-3 pages)

I. BACKGROUND OF THE PROJECT

This provides a brief background of the proposed project including the location
and present conditions. It also describes the development constraints and also the
I Is for d P and how the prop { project relates to national, state
andfor sectoral objectives.

1. PROJECT OBJECTIVE

This states clearly the objective to be achieved through the implementation of
the project. It would be preferable if the objective is stated in precise quantifiable
terms wherever possible

1. PROJECT COMPONENTS

This defines clearly the various components that must be included in order o
achieve the stated objective, Here basic available technical alternatives should be
given with estimation of outputs with identification of technologies already available
and their potential for improvement,

IV ESTIMATED PROJECT COSTS

This part provides a rough estimate of the total project cost including capital
costs and operation and maintenance costs. This is not a detailed costing exercise
but an indication of tlie magnitude of costs involved and therefore unit costs could
be used to derive the total cost estimates.

V. PROJECT'S EXPECTED OUTPUT AND BENEFITS
This part will provide the size and nature of the demand or market for the

project’s product or services and also the intended or expected beneficiaries -
including the number and type or targel areas.

VI PROJECT JUSTIFICATION

This part should provide the justification for selecting this project including some
rough estimates on financial/economic returns and the achievement of certain stated
policy objectives.
Vil ADDITIONAL REMARKS

This part should indicate any major constraints ot other general factors that are
likely to have an important impact on the proposed project.
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AppENDIX B
PROJECT FORMAT

I. SUMMARY AND CONCLUSIONS

The main purpose of this section is to give the essential elements of the project
very briefly - project priority. purpose, location and size, main components,
disbursement periods, costs, organisation, beneficiaries and Jjustification.

Il. BACKGROUND AND OBJECTIVES
(a) Relationship to National and Sectoral Objectives

This section should look at the project sense i.e. from the economic and
social perspectives. This includes looking at the overall development,
social objective such as the National Development Policy (NDP) and the
sectoral policies and strategies.

(b) Development Constraints and Potential of the Sector or Area

This section provides the basic argument for selecting this particular
project. This is done by relating the project 1o the constraints faced by
and potential of the sector. Some of the issues considered are:

— Significant features of a sector or geographical area;
ic, c ial, etc.) and

¥ — Constraints (
to remedy them;

~ Sectoral or regional studies upon which the project is based.

{c) Specific Project Objectives
Summarise major qualitative and quantitative aspects of the project
including the cost, scale and risk of the project.

(d) Planning, Coordinati and Tmpl ion R ibili of the
Various Agencies Involved in the Project

Indicate clearly the organisation responsible for the planning,
coordinating, implementing, financing and scheduling for implementation
and the actual steps involved in the process.

1. PROJECT DESCRIPTION
(1) Physical Description of the Project

Detailed and quantifiable description of physical objectives and also
description of the physical environment such as location, climate, soils,
land use, etc.

(i) Project Components

Describe the project in terms of the various components that are needed
1o ensure that the project, when completed, will be able to produce the
expected outputs to meet the project objective. The components may
include land, infrastructure, buildings, machinery, etc,
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IV. ORGANISATION AND MANAGEMENT

This part details out the project organisation and procedures for project
implementation. This could also recommend the organisation needed to operate and
maintain the project once the i ion phase is leted

V. FEASIBILITY
(i) Technical Feasibility

This study looks into the technical or engincering aspects of the project,
mainly the physical and technological di i to ine whether
it is technically implementable. It also outlines the form that activation
and implementation will take place and estimates the scheduling of project
inputs and outputs to satisfy both immediate and long term developmental
goals. It also examines the various technical i and esti

both capital and operating and maintenance costs.

(ii) Marker Feasibility

This analysis determines the potential demand for the project’s output and
provides indications on output projection, p ial market outlets, price
estimations and total project revenue estimations which are given on an
annual basis. These are done in the case of projects where the projects’
output is sold to general benefits. In the case of social projects, a needs
analysis is done to determine the effective demand for the service to be
provided by the project.

VI. FINANCIAL AND MANPOWER REQUIREMENTS
(i) Domestic and Foreign Cost Estimates

Accuracy of cost estimates is critical and forms the basis for determining
the financial, economic and social viability of the project and its funding
requirements. However, some uncertainty should be reflected in the
contingency allowances. All costs should be broken down based on foreign

and local currency and also show actual expected cash
expenditure.

—  Capital and Investment Costs
This should include working capital, starting up expenses, and
technical services to prepare studies and to train local personnel.

- or Operating or P Costs

These are costs required for continuous operations such as raw
material, labour, etc.
(ii) Contingency and Escalation Allowance

This allowance should be included to the cost estimates and should be
based on the degree of confidence of estimates and price escalation. 10-
15% should be the percentage in the Malaysian context.
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(iii) Phasing of Costs

The pattern of capital expenditure is based on the implementation
schedule. It will indicate the capital expenditure that will be incurred by
the project.

(iv) Financial Requirements

This section will include expected financial plans in terms of borrowing
and repayment and will provide the budget institution on the budgeting
implication of the project. It should also include the financing plan based
on (i) proportion of total investment cost, by categories 10 be financed by
loans or equity and (ii) foreign exchange and local currency cost.

(V) Manpower Requirements

This section will indicate the manpower requirements for the project that
needs 1o be budgeted for.

VIL. PROJECT JUSTIFICATION—BENEFIT AND RISK
(i) Minimum Financial Returns for Project Approval

This section discusses whether a project should be implemented or the
resources be used for an all project. In ining the financial
and cconomic viability of projects, the criteria of Net Present Value (NPV)
and Internal Rate of Return (IRR) is commonly used. The Economic
Planning Unit (EPU) indicates, from time to time, the minimum acceptable
IRR for the different kinds of development projects undertaken by the
public sector and the government companies. In the case of projects which
have multiple objectives e.g. employment generation, eradication of
poverty, restructuring society etc., the various indicators have to be clearly
indicated and quantified to justify the viability of the project.

(i) Financial Analysis

The section determines the financial viability of the project from the point
of view of the project participants which could be an agency or groups
of people e.g. farmers. The project cash flow is prepared and the Net
Present Value (NPV) and the Internal Rate of Return (IRR) of the project
calculated. In addition, a sensitivity analysis is carried out to determine
the sensitivity of the various variables that determine project viabulity
With regards 10 projects where the benefits of the project cannol be valued
n monetary units ¢.g. social projects, minimum cost analysis 15 done to
determine the cheapest and most cost effective way to implement the
project. Other analyses that could be carricd out here include project
liquidity, return to equity participa financial and cost
recovery.




(iii) Economic/Social Analysis

This analysis determines the economic viability of the project to the nation
in terms of the efficient use of resources. In projects where the benefits
can be valued in monetary terms, a benefit/cost analysis is done to
determine the Economic Net Present Value (ENPV) and also the Economic
Internal Rate of Return (EIRR) of the project. This will determine whether
it is worthwhile forshe nation to implement the project.

In some cases, however, there may be other objective besides the efficient
use of resources. In this case, these other benefits should be quantificd
so that the project can be appraised to d ine its suitability for
implementation. Some of the factor often considered are:

—~ Value Added

~ Employment Impact

~ Foreign Exchange Earning

— Income Distribution

~ Eradication of Poverty

— Restructuring of Society

— Indirect or Externality Effects

(iv) Environmental and Other Effects

This section should qualify the impact of the project on the environment—
erosion. pollution etc., and also other benefits resulting from the project.

(v) Risk
Describe any issues that might hinder or delay the implementation of the
project e.g. technical, social, land isition, etc.

VIII. PROJECT IMPLEMENTATION

Describe clearly the responsibility for implementing agency. The scheduling of
the various activities and the implementation timetable in the form of a Bar (Gantt)
Chart should be provided.
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ArpenDIx C
MINI HYDRO PROJECT

A. Background of Project

During the FMP period, NEB's original plan for the Mini Hydro project was
the implementation of 22 projects under Scheme 22. The balance of 82 projects
i.e. 41 projects in Region I (West Coast of Peninsular Malaysia) and 41 projects
in Region II (East Coast of Peninsular Malaysia), will be financed by loans
from the Asian Development Bank (ADB) and World Bank. However, the
implementation of Scheme 82 had been reviewed due to budgetary cuts by
Government. The life span of these projects is expected to be 30 years.

2. The implementation of the Mini Hydro scheme is in line with the
Government's policy of improving the standard of living of the rural population.
The provision of electricity supply as a basic amenity will contribute towards
the achicvement of the objectives of the New Economic Policy (NEP). Basing
on a study done, this project will save energy costs compared with other sources
of energy.

3. A major problem in the economic development of the rural society is the
vicious gycle of poverty. However, this cycle can be broken through the use
of clcclg appliances in economic activities and assistance (in the form of
advisory services and capital) provided by Government agencies.

4. To implement this project, NEB will work together with other agencies
such as district offices, Department of Drainage and Irrigation and other
government agencies and the private sector to ensure that the objective of the
project is achieved.

B. Feasibility Study

5. This Project is given priority by Government in its efforts to provide
clectricity to the rural areas. In this regard, Government has approved two

i ies/ groups in Peni Malaysia to identify and carry out
a feasibility study on the Mini Hydro Project so as to analyse the benefits/ costs
of the project in the two regions concerned. The identified Project can be divided
into three:

~  Projects that will be connected directly to the grid network;
—  Projects that are far from the grid network but will replace diesel engines:

~ Projects that can provide electricity to areas that are not accessible to
other sources of electric power in the future.

6. The feasibility study from the technical view point and least cost analysis
had been carried out and the technical decision is based on the economic size
of the project. The study is also based on the internal rate of return, sensitivity
analysis and benefit/cost ratio of the 3 types of project.
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The following table shows the capacity of the Project:

State No. Capacity Project Cost
Kw ($ Million)
Region 1
Kedah 11 3,425 31.2
Perak 23 6,465 62.2
Selangor 6 2,050 12.7
N.Sembilan 1 210 39
Region II
Johor 3 355 4.6
Kelantan 12 5270 413
Pahang 14 5.020 41.0
Terengganu 12 5,760 38.7

82 28,555 235.6

r
}

. Project Benefits and Justification

Financial and Manpower Requirements

7. The Mini Hydro Department, NEB estimated the implementation cost of the
scheme as follows:

- Scheme 22 $53.0 million
—  Region I $110.0 million
~ Region II $125.5 million

Projects in Region I will be financed by loans from ADB and grant from the
Norway Government whilst projects in Region II will be financed by World
Bank loans. The local cost will be financed by grant from the Federal
Gov The esti d financial requi for the Fifth Malaysia Plan
are shown in Tables I-A, I-B and II.

8. The cost for Scheme 22 will be financed by grant from the Federal
Government.

9. The staffing requirements for the feasibility study and construction stage
comprises the consultants and outside contractors as well as NEB staff (as
project manager). The implementation work will be handled by the staff of the
Mini Hydro Department.

10. The justification and benefits of the project are based on the economic
analysis such as benefit/cost analysis, sensitivity analysis and also the internal
rate of return.

59



11. Basing on the study done, it is found that the project will provide electricity
at minimum cost with the following justifications:

— Cost savings from the replacement of diesel sets;
—  Direct benefits to the rural population through the use of electricity;

—  Projects that are connected to the grid network have a higher benefit/
cost ratio. Projects that are far from grid network will eventually be
d directly and provide more electricity; and

~ These projects have an internal rate of return of 10%.

12. Apart from the above justi i there are ifiable benefits e.g.
improvement in the standard of living through the use of electricity.

Domestic Users

13. There are savings in cost as the existing source of energy (kerosene) has
a higher cost per KW than hydro power. A survey of the users also showed
electricity supply can help improve the standard of living and economy of the
rural society.

Business, Users
14. The.busin:ss users in the rural arcas are the sundry and coffee shops. With

the supply of el . these b can be using
appliances such as refrigerators and others.

Industrial Users

15. Industries in rural areas use diescl engines as a source of energy power.
Consequently, the benefits to the industrial users will be the savings in cost
using electricity.

The mini hydro projects are located in the rural areas that are still left behind
from the overall economic development of the country. The development in
these areas can be speeded up with the use of electricity in the economic
activities.

Project Implementation

16. NEB has set up the Mini Hydro Department to implement the mini hydro
projects. Until now all the projects under Scheme 22 have been implemented.
For Regions I and I, the G has app: the i ion of 16
projects under Phase I for the period 1984-86 and the balance of 66 projects
are proposed to be implemented during the period 1986-1989.
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TaBLE I-A

DEVELOPMENT AND OPERATING EXPENDITURE
($°000)
Ministry/State Energy, Telecoms & Post
Department NEB (Rural Electricity Supply)
Name of Programme/Project 41 projects under ADB loan and Grant from Norway Gavemment
Expected Expenditure Breakdown of Development
Total Expenditure
Type of Expenditure Project
Cast 1988 1987 1988 1989 1990 Total Local Cost Forelgn
193690 Cost
th 2) 3 ) 5 6 [ @ ) o)
Development Expenditure
Coastruction EPRE) 8.400 8100 5328 3839 25667 1791 774
Machinery & Equipment sn 10,100 10.600 10272 181 - 34783 12,083 2,700
tavestment = = - - - - - - -
Land Acquisition 650 100 200 200 50 - 350 550 —
17,089 4000 4000 5,000 1000 - 14000 7.000
Torar Deveaorant Cosm 104012 2,600 22,900 20,800 8700 - 75,000 36556 3444
Operating Expeodicure
Wages and Salaries
Travel and Transporation
Public Utilities (water electricty
and
Reatal
— 9 =
i 9958 2000 3.500 3000 500 000 9.000
Maisenance and Repairy
Oher economic services and.
Octers
Toras Orexare Corry 3500 3000 0 - 9.000 9.000 -
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TasLe I-8
DEVELOPMENT AND OPERATING EXPENDITURE

Ministry/State Encrgy. Telecoms & Post
Depantment NEB (Rural Electricity Supply)
Name of Programme/Project 41 proyeets under 10h IBRD Loan
Expected Expenditure Breakdown of Development
Total Expenditure
Type of Expenditure Project
Cost 1986 1987 1988 1989 1990 Total Local Cost Foreign
198690 Cost
o 2) 2] ) 5) ) @ 18) 9) (o)
Development Expenditure:
Construction 38297 5200 15,400 10,000 — = 30,600 2242 8358
Machinery & Equipment 55301 13,600 15,800 13,500 3830 - 46730 26730 20,000
Investment - - - - - - — - 0
Land Acquistion 1169 500 200 100 - - 800 800 0
Others 2008 4,000 5.000 8.000 1,000 = 18,000 14000 4000
Tarar Deveonet Costs 111830 23,300 36,400 31,600 4830 E 96,130 6.m 32358
Operating Expenditure:
Wages and Salanes
Travels and Transportation
Public Uilities (water electricity
and others
Reonl 13,788 2700 4000 4,000 1088 - 11788 11788 -

Suppliers and Materials

Muintenence and Repairs

Other economic services and
entertainment

Others

Toras Orexanna Costs

13788 2,700 4000 4,000 1088 -

1788




TasLe 11

DEVELOPMENT EXPENDITURE ACCORDING TO STATE

Ministry
Department

Name of Programme/:
Project

($°000)

Energy, Telecoms & Post
National Electricty Board

82 mini hydro projects financed by IBRD, ADB and
Grant from Norway Government

State
)

Total 1986-90
(2)

Johor

Kedah

Kelantan
Melaka

Negeri Sembilan
Pahang

Perak

Perlis

Pulau Pinang
Sabah

Sarawak
Selangor
Trengganu
Federal Territory
Multi State

4,600 (IBRD)
31,200 (ADB & Norway Grant)
41,300 (ADB & Norway Grant)

3,900 (ADB)
41,000 (IBRD)
62,200 (ADB)

c o oo

12,700 (ADB & Norway Grant)
38,700 (IBRD)

Total 235,600
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Arpenpix D
ELECTRICITY SUPPLY TO FELDA AREAS

A. Background and Objective

Electricity supply to FELDA areas is part of Government's efforts to speed up
rcgmnal dcvclapmcnl in the cnunlry Sufﬁmcm electricity supply can help the

of the Ppro, organised by
FELDA in its various dcvclopmcn( schemes.

2. Electricity supply to FELDA areas is through connection to the distribution
network with capacity of 33 KVB and below.

B. Project Description

3. The major components of the project are as follows:
—  Project planning;
~ Purchase of materials;
—  Physical works; and
—# Connection of electricity supply.

These projects are short-term projects which take one to three years to
implement. From the technical viewpoint, the time taken to complete the project
depends on local conditions and planning required.

4. A large part of the implementation of these FELDA projects will be given
to local contractors. The management of these projects will be handled by the
staff of the Rural Electricity Supply Department, NEB. This Department will
not face any prob in staff requi as the Department is
experienced in implementing rural electricity supply projects. The staffing
requirements will be filled stage by stage basing on the priority of the project
and the staff training programme.

5. The cost for implementing the electricity project in the FELDA areas is
estimated to be $88.4 million for the Fifth Malaysia Plan period. Please refer
to Tables I (A to I) and I1. The cost will be financed by grant from the Federal
Government,

C. Financial and Manpower Requirements

6. NEB has estimated that it requires $88.4 million to implement the electricity
project in the FELDA areas. This cost is 100% local cost and will be financed
by grant from the Federal Government. There are no provisions for interest
payments as the project is not financed by borrowings.
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7. A large part of the project implementation will be given to local contractors.
However, planning, design, operation supervision and maintenance will be
carried out by NEB staff.

Benefits and Justification

8. For the Fifth Plan period, NEB plans to supply electricity to 106 FELDA
schemes throughout Peninsular Malaysia providing benefits to 44,618 users.
The direct benefit to NEB is the revenue from the sale of electricity but the
more important benefit is the surplus benefit to the users in using clectricity
connected directly to their homes replacing the existing source of energy. Apart
from this, the users can also benefit from the use of electrical appliances which
can improve their standard of living.

9. The surplus benefit is due to the savings in cost in using electricity
compared with the cost of using existing source of energy (kerosenc and diesel).
The users will also have a more comfortable lifestyle enjoying facilities on a
longer time basis compared with the use of kerosene, coal and others. The
savings in cost in using icity for lighting purp is esti d 10 be $7.78
per month per user compared with the cost of kerosene.

Project Implementation

10. The Rural Electricity Supply Department will be responsible for the
monitoring and of the i ion of the projects. A large part

of the construction works will be given to contractors.
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TaBLE [-a
DEVELOPMENT AND OPERATING EXPENDITURE
($'000)
Ministry/State Eserity. Telecoms & Post -
Depantment NERB (Rural Electricity Supply)
Name of Programme/Project Rural Eletricity Supply —Felda N Periis
Expected Expenditure Breatdown of Development
Total Ependiture
Type of Expenditure Project
Cont 1980 1987 1988 1989 1990 Local Cosr Foreygn
Cost
o 2 “w 2 15 ) (k4] ) o,

Development Expenditure

Construction 240,000 45,000 48,000 48,000 48,000 45,000 240,000 240,000 -

Machinery & Equipment 600,000 120,000 120,000 120,000 120,000 120,000 600,000 600,000 -

Invesiment . = = — — -

Land Acquistion 60,000 12,000 12,000 12,000 12,000 60,000 60,000 =

Ohers 120000 24000 24000 24000 24000 120,000 120,000 —

Toraw Devriomast Costs 1,020,000 204,000 204,000 204,000 204,000 1.020.000 1,020,000 -

Operating Expenditure

Wages and Salanes 90,000 18,000 18,000 18,000 18,000 15,000 90,000 90,000 —_

Travel and Transponation. 90.000 18,000 18,000 18,000 18,000 18,000 90,000 90,000 —_

Public Utilties (water, electricity

and others)
Reneal
Supplies and Materials

Maintenance and Repairs

Other Economic Services and
Entenamment

Others

Toraw Omsarine Costs 180,000 36,000 36,000 6,000 36,000 36,000

180,000
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TABLE [-B

DEVELOPMENT AND OPERATING EXPENDITURE

(3000

Munistry/State Energy, Telecoms & Post
Department NEB (Rural Electncity Supply)
Name of Programme/Proyect Rural Electnicity Supply—Felda Kedsh
Eapected Expendinure Hreatdown of Development
Total Expenditure
Tipe of Expenditure Project
Cont 1086 1957 1988 1959 1990 Toual Local Cast Fareign
1986-90 Cost.
i [} 3 ) 5 ) 7 el 9 10

Development Expenditure

Construction 250,000 0,000 50.000 0,000 0000 50,000 250,000 250,000 -

Machinery & Equipment 625000 125,000 125,000 125,000 125,000 125,000 625,000 625,000 -

Investment - - = - — - - - -

Land Acquistion 62,500 12,80 12500 12500 12,500 6250 -

Others 125000 25,000 25,000 25.000 25,000 125,000 -

Torar Devesomant Conts 1062500 212500 212500 212500 212,500 1.062.500 1062500 -

Operating Expenditure

Wages and Salancs 03750 18750 18750 18750 187% 18750 9750 9,750 -

Travel and Transportation 93750 18750 18750 18750 18750 18750 a3.750 91750 -

Public Utilinies (water, electncity

and others)

Rennal

Supplies and Materials

Maintenance and Repain

Other Economic Services and

Onhery

Toras Ovexam Cosy 187,500 wsw 3100 37500 37.500 17,500 187,500 187500 —




TabLE [-c

DEVELOPMENT AND OPERATING EXPENDITURE

($°000)
-
Munistry/State Encrgy, Telecoms & Post
Depaniment NEB (Rural Electncity Supply)
Name of Programme/Propect Rural Electncity Supply —Felda Perak
Expected Expendiure Breatdown of Development
o Expenditure
Tspe of Expenditure Project
Con 1956 1987 1988 1os9 1990 Toul Local Cost Foreign
198690 ast
o 2 &l 4 I 1) 1) L 9 (10
Development Expenditure.
Construction 465,000 468,000 468000 468,000 468,000 2340000 2340000 -
Machincry & Equipment 1.170,000 170,000 1.170,000 1.170.000 1170.000 850,000 $.450,000 -
Investment - - - — — - — -
Land Acquistion 17,000 17,000 17,000 117,000 585,000 585,000 -
Othens 234,000 234,000 214,000 234,000 1,170,000 1,170,000 -
Taras Drvisomvnt Costs 9,548,000 1,989,000 1,959,000 1,989,000 1,986,000 9,945,000 -
Operating Expenditure
Wages and Salanes 77500 175,500 175500 175,500 175,000 §71.500 877.500 -
Travel and Tramsportation 577,500 175,500 175500 175.500 175,500 877,500 §77.500 -
Public Utiliues (water, electnicity
and others)
Rental
Supplies and Materials
Maintenance and Repairs
Other Economic Services and
Entertainment
Others
Totar Ommarwve Conts 175,000 351,000 351,000 351,000 381,000 1,755,000 1,755,000 -




TabLE I-D
DEVELOPMENT AND OPERATING EXPENDITURE
$'000)
Ministry/State Energy. Telecoms & Post
Depantment NEB (Rural Electricity Supply)
Name of Programme/Project Rural Electncity Supply —Felda Selangor
Expected Expenditure Breatdown of Development
Total Expenditure
Type of Expenditure Project
Cost 1988 1987 1988 1959 199 Total Local Cost Foreign
1986.90 Cort
o @ i “ 2] ) ” ] ) (10)
Development Expenditure:
Construction 500,000 100,000 100,000 100,000 100,000 100,000 50000 500,000 -
Machinery & Equipment 1250000 250,000 250,000 250,000 250000 250,000 1,250,000 120,000 -
Investment = - - — — — — - -
Land Acquistion 125,000 25000 25,000 25000 25000 25,000 125,000 125,000 -
Ouers 250,000 50,000 50,000 50,000 50,000 50,000 250,000 250,000 -
Totat Devionaxt Costs 2125000 425,000 425,000 425,000 425,000 425,000 2,125,000 2125000 —
Operating Expenditure:
Wages and Salaries 187,500 37500 37.500 37.500 37.500 37000 187,500 187.500 -
Travels and Transportation 187,500 31500 37.500 17.500 37.500 37.500 157.500 187,500 -
Public Utilities (waser, electricity
and others)
Reatal
Supplies and Materials
Mainteasnce and Repairs
Ocber Economic Services snd
Others
Toras Orexamwa Cocts 375,000 75.000 75,000 75.000 75,000 75,000 375,000 375,000 -




oL

Jabuac I-e

DEVELOPMENT AND OPERATING EXPENDITURE

(8'000)
Ministry/State Encrgy, Telecoms & Post -
Department NEB (Rural Electncity Supply)
Name of Programme/Project Runal Electricaty Supply —Felda N Sembilan
Expected Expenditure Breakdown of Development
Total Expenditure
Type of Expenditure Project
Cost 1986 1987 1988 1989 1990 Total Luxal Foreign
1986-90 Cost Cast
i 2 7] “@ 15) 6 o ) ) o)
Development Expenditure
Construction 4,300,000 560,000 860,000 860,000 $60,000 60,000 430000 4300000 -
Machinery & Equipment 10,750,000 2150000 2150000 2150000 2050000 2150000 10,750,000 10,150,000 —
Investment — - — = s - — - =
Land Acquistion 1,075,000 215,000 208000 218,000 215000 1.075,000 =
2,450,000 430,000 430,000 430,000 430,000 2150000 —
Torat Devmioat Costs 18275000 1.655.000 165500 6850w 18,275,000 18,275,000 -
Operating Expenditure:
Wages and Salaries 1,612,500 122,500 322.500 122,500 122,500 322000 1612500 1612500 -
Travel and Transpartation 1,612,500 322,500 22500 22500 322500 322500 1612500 1612.500 =
Public Utilties (water, electricity
and othery)
Rental
Supplies and Materials
Maintenance and Repais
Other Economic Services and
. Entertainment
Others
Tamas Orerating Cosrs 3225000 645,000 645,000 615,000 615,000 645,000 3,225,000 -

3,225,000
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JADUAL I-F

DEVELOPMENT AND OPERATING EXPENDITURE

($°000)
Ministry/State Energy, Telecoms & Post
Department NEB (Rural Electarty Supply)
Name of Programme/Project Roral Electncity Supply —Felda Johor
Expeced Expenditure Breatdown of Development
Towal Expenditure
Type of Expenditure Project
Coxt 1956 1987 1988 1989 1990 Tota Locai Cast Forelgn
1986.90 Cost
m @ @ “ 5 1t ) ) ] (10
Development Expenditure:
Construction 4,120,000 824000 524,000 524,000 824000 424,000 4,120,000 -
Machinery & Equipment 10,300,000 2000000 2060000 2000000 2000000 2060000 10,300,000 -
tavestment — - = - — = = E
Land Acquistion 1030000 206,000 206,000 206,000 206,000 206,000 1,030,000 -
Othens 2,060,000 412000 412000 412000 412000 412000 2,060,000 -
Torat Destionaxt Costs 17.510,000 1500000 1502000 3502000 302000 3502000 17510000 -
Operating Expenditure:
Salanes and Wages 1,844,000 309,000 309,000 309,000 309,000 309,000 1,545,000 1,845,000 -
Travels and Transporiction 1,544,000 309,000 09,000 309,000 309,000 309,000 1.845,000 1.545.000 -
Public Utilities (water, clectricity
and others)
Reatal
‘Supplies and Materials
Maintensnce and Repsirs
Other Economic Services and
‘Entertainment
Octers
Toras Orexa Comms 3,088,000 618,000 618,000 618,000 618,000 618,000 3.0%,000 3090000 -



w

Jabuat 1.6

DEVELOPMENT AND OPERATING EXPENDITURE
5

000)
Ministry/State Energy, Telecoms & Post .
Deparment NEB (Rural Electncity Supply)
Name of Programme/Project Rural Electncity Supply —Felds Pahang
Espected Expenditure Breatdown of Development
Total Expenditure
Type of Expenditure Project
Cost 1986 1987 1988 1089 1990 Total Local Cast Foreign
198690 Cast
o 2 @) “ 51 ) ] ) ® (0)
Development Expenditure
Construction 5,394,400 1076880 1,078,850 178,880 1078850 1,078,880 5,394,400 =
Machinery & Equipment 13,486,000 2679200 2679200 2679200 2679200 267200 13,396,000 -
Investment - — — — - — — -
Land Acquistion 1,348,600 269,720 29,720 260,720 . 1348600 -
Othens 539,440 539440 539,440 2,697,200 -
Toras Devionast Cosrs 22,926,200 4567240 456720 4567240 22836200 -
Operating Expenditure:
Wages and Salanies 20,022,900 404,580 404,580 404,580 04580 404,580 2022900 20,022.900 -
Travels and Transportation 20,022,900 404580 404,580 404,580 404,580 404580 2022900 20022500 -
Public Utilities (water, electricity
and
Reotal
Supplies and Materials
Maintenance and Repairs
Other Economic Services and
Entertainment
Others

Tataw Orsamne Costs 40,045,800 E09,160 809,160 809,160 809,160 209160 4045800 40,045,500 —
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Japuar I-n
DEVELOPMENT AND OPERATING EXPENDITURE
($°000)
Munisiry/State Energy, Telecoms & Fost
Department NEB (Rural Electncity Supply)
Name of Programme/Project Rural Electricity Supply — Felda Trengganu
Expected Expenditure Breakdown of Development
Total Expendinire
Type of Expenditure Project
Cost 1986 1987 1988 1989 1990 Total Local Cost Foreign
1986-90 Cont
m 2 ) “ 5 16) & 8) 9 {10)
Development Expenditure
Coastruction 150,000 0000 30,000 3 30.000 30,000 150,000 150,000
Machinery & Equipment 375,000 75.000 78,000 75000 75000 75,000 375,000 375000 -
Investment — - —_ — —_ —_ - —_ —
Land Acquistion 37,500 7500 7500 7.500 7500 37500 37500 -
Others 75,000 15,000 15,000 15,000 15,000 75,000 75,000 -
Torat Drsstomaxt Cosmy 637500 121,500 127,500 121,500 127.500 637,500 631500 -
Operating Expenditure.
Wages and Salanes 56250 1250 1,250 11250 2% 11,250 36250 56250 -
Travel and Transporation 56250 1250 nso 1250 1250 1250 56250 56250 -
Public Utilities (water, electricity
and others)
Rental
Supplies and Materials
Maintenance and Repairs
Ocher Economic Services and
Entertainment
Othens
Torat Oremarn CosTs N300 2500 250 22500 22500 22500 1250 112,300 -



¥L

Jabuad I-1

DEVELOPMENT AND OPERATING EXPENDITURE

($°000)
Minsstry/State Energy. Telecoms & Post -
Department NEB (Rura Electncity Supply)
Name of Programme/Project Rural Electricity Supply —Felda Kelantan
Expected Expenditure Breatdown of Development
Total Expenditure
Type of Expendinure Priect
Cast 98 1987 1988 1989 1990 Total Local Cost Foreign
195690 Cost
m 2 ) “ ) ) o @ © 10y
Development Expenditure.
Construction 400,000 50,000 800,000 80,000 80,000 £0,000 400,000 400,000 -
Machinery & Equipment 1,000,000 200,000 200,000 200,000 200,000 200,000 1,000,000 1,000,000 -
Investment —_ — — - - — — — -
Land Acquistion 100,000 20,000 20,000 20,000 20,000 20,000 100,000 100,000 =
Others. 200,000 40,000 40,000 40,000 40,000 200,000 200000 —_
Tt Deveioeant Costs 1,700,000 140,000 .00 340,000 40000 1.700.000 1700000 -
Operating Expendituce
Wages and Satancs 150,000 30,000 30,000 000 3000 3000 150,000 150,000 -
Travel and Transportation 150,000 30,000 30,000 30,000 30,000 30,000 150,000 150,000 -_
Public Unlties (water, electrcity
and others)
Rental
Supplies and Materialy
Maintenance and Repuirs
Orher Economuc Services and
Ean
Others
Toraw Orexarinvg Costs 300,000 60,000 60,000 60,000 60,000 60,000 300,000 300,000 -




Ministry
Department

Name of Program/Project

TabLe 11

DEVELOPMENT EXPENDITURE ACCORDING TO STATE
($°000)

Energy, Telecoms & Post

National Electricity Board

Electricity Supply to FELDA Areas

State Total 1986-90

(1) 2)
Johor 20,600
Kedah 1.250
Kelantan 2,000
Melaka =
Negeri Sembilan 21,500
Pahang 26,972
Perak 11,700
Perlis 1,200
Pulau Pinang —
Sabah =
Sarawak -
Selangor 2,500
Terengganu 750

Federal Territory
Multi State

ToTAL

75

88,472
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OBJECTIVE

1. This circular contains guidelines to assist Heads of Decpartments in
i ing the Micro A ing System (SPM). The objective of SPM is to
determine the cost of outputs produced by G

BACKGROUND

2. The Government has undertaken various measures to improve productivity in
the public sector. The outcome of these measures has to be assessed based on
various aspects, one of which involves determining the cost of outputs. Ministries/
Dep that are impl ing the i Budgeting System (MBS) are
required to furnish this cost information under the respective programme
agreements.

3. In essence, SPM is accounting in detail. The focus of SPM in Government is
the costing of outputs at the departmental level. SPM would be useful to
management for comparing planned costs with actual costs, and in knowing changes
in trends in the cost of outputs. Concomitantly, this system is expected to heighten
cost consciousness among public sector managers.

4. SPM is another step towards heni ing at the

P level. Its imp ion would further improve the strategic planning
process and engender the optimal utilisation of resources. In general, the
implementation of SPM would further enhance accountability in the Public Service.

THE SPM MANUAL

5. This manual introduces the concept of SPM, basic requirements to implement
SPM, the SPM model and the strategies and methods of implementation.

IMPLEMENTATION

6. SPM will be implemented in stages in all Ministries/Departments. The training
required for its implementation will be carried out by the National Institute of
Public Administration (INTAN) in peration with the ian Admini:
Modernisation and Management Planning Unit (MAMPU), the Accountant General’s
Department and the Financial Management Systems Unit, Federal Treasury.

7. Controlling Officers or other officers who require additional information in the
implementation of this circular in their respective agencies should contact the
A General’s Dep: L

DATE OF IMPLEMENTATION
8. This manual is to be implemented from the date of issue of this circular.
* SERVICE FOR THE NATION *

TAN Ski DATO" Sekt AHMAD SARil BIN ABDUL HAMID
Chief Secretary to the Government
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MANUAL ON
MICRO ACCOUNTING SYSTEM (SPM)

OBJECTIVE

The objective of this manual is to provide guidelines for the implemention of
the Micro Accounting System (SPM) in Government agencies.

THE SPM CONCEPT

2.1 SPM is a part of ing at the level. This
system which will determine the cost of outputs produced by Government
agencies will enable the management in these agencies to know the actual cost
of producing a particular output. The cosl information generated by SPM wxll
also assist in the pl p ion, control and 1
processes.

2.2 SPM provides a new dxmenslun in the planning and controlling of costs
at the level. The ing System (MBS) which was
introduced by the Government in the 1990 budget year, requires planning and
control of inputs, outputs and impact of all activitics. MBS requires
measurement and cvaluation of Government programme as a means for

hancing quality and p ivity in Government agencies. One of the
requirements of MBS is to identify the cost of producing outputs under each
project, program, activity or sub-activity. It is the aim of SPM to provide this
cost information.

2.3 While ising the i of

under MBS, SPM focuses on the cost involved in producing outputs, thn is by
comparing planned and actual costs of outputs. Through this comparison, cost
components that exceed or are below the budgeted amount can be identified and
corrective measures taken.

24 In iti cost i i d by SPM will also allow
management to know the changes in lrcnds of costs for similar outputs. This
is important because the cost of outputs normally changes over time. Output
cost may increase from year to year due to an increase in the cost of inputs
or it may decrease over time duc to improvements in the process of producing
outputs. This information on changes in output cost should be used by

to improve p! ivity by taking steps to reduce the cost involved
in producing outputs.

2.5 Information on the cost of outputs could also be used by management as
a basis for setting a price for charging consumers for a particular good or
service. In this respect, the agency concerned could set the price at a level
above the cost of producing a particular good/ service or otherwise, depending
on the type of output and the purpose for which it is produced.



BASIC REQUIREMENTS FOR IMPLEMENTATION OF SPM

In line with the implementation of SPM as an output costing system, certain
changes which are considered as basic requirements in the costing process have
to be i duced. These basic req are as follows:

3.1 Identification of Output

3.1.1 In implementing SPM, from the outset it 1S important that the
outputs that should be costed are identified. An output could be defined
as a product or a service that is produced under a project, program, activity
or sub-activity by a Government agency. Generally speaking, an output
should have certain specific characteristics, such as being clearly definable
and measurable.

w
15

Coding System for Output

3.2.1 To facilitate the costing process, codes have 10 be assigned to
outputs. The coding structure that is adopted for identifying outputs should
serve the specific needs of the department implementing this system. It
could either be numeric for example 102" or alphanumeric, for example
Al2, and so on.
§Example 1: Ouiput of Agency Involved In Training

Code 001 - Training carricd out.

Code AO1 - Participants trained.

Example 2: Output of Agency Involved In Services to the Public
Code 002 — Driving tests carried out.
Code BO2 — Identity Cards processed.

Example 3: OQuiput of Agency Involved In Projects

Code 022 - Roads maintained in kilometers.
Code C23 - Drainage channels maintained in
kilometers.

3.3 Identification of Activities Involved in Producing Output

The activities or processes that have to be carried out in order to produce
a given output should be identified. These activities or processes will form
the basis for identifying inputs that are used to produce the output. In
addition, the support activities to the main activities such as services,
personel and so on should also be identified and coded.

w
=

Identification of Inputs

The inputs for eacn activity or process involved in producing output should
be identified. They should then be listed systematically by showing their
linkages to the various activities and processes and the output that is

2



3.6
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3.8

produced. Examples of inputs are materials, labour and others, such as the
usage of capital assets.

Coding of Inputs

The inputs that are identified should be given specific codes. These codes
would facilitate the ing of cost i ion as they serve as reference
numbers for the input elements used in producing the output. In a manual
system, other than the input code and the number of units of inputs used,
information on the unit cost of inputs should also be recorded to enable
the calculation of input costs. In the case of a computerised system, it
is sufficient if the input code and the number of units of inputs used are
keyed in. The calculation of the input costs in this case would be carried
out automatically.

Record Keeping System for Inputs

Costing of outputs under SPM, will be based on the cost information
obtained from the Capital Asscts Register, Office Supplies Register,
budget records, vote book, personel records and so on. These records
should be constantly updated and should contain financial information as
well as information on the resources used to carry out activities related
to producing an output.

New Forms

3.7.1 To cost outputs, suitable forms and financial records have to be
introduced to capture and record the cost of inputs used in producing
outputs.

3.7.2 The type of forms that should be introduced to record the actual
cost of labour, materials and other resources used in producing the outputs
are as given in this manual. These forms which are designed for the manual
system might have to be modified if a computerised system is used.

Str the Fi i of ibility Centres/Cost Centres

3.8.1 All costs involved in producing outputs should be traced and
recorded at the Responsibility Centres/Cost Centres (RC/CC) which could
be divisions or units that carry out the operation of producing outputs. The
RC/CC structure has already been developed under the Program and
Performance Budgeting System (PPBS) and the respective RC/CC codes
were set up under the New Accounting System introduced by the
Accountant General’s Department. These codes should be updated, if
necessary, to identify the organisational unit that is responsible for
carrying out activities that produce the output. In cases where the
divisions/units have not been assigned RC/CC codes, these codes should
be assigned, prior to the implementation of SPM.



3.8.2 The gathering and processing of output cost would involve
additional work for existing personel. As far as possible, this additional
workload should be carried out by the cxisting personnel who perform
accounting and financial duties. In this regard, Heads of Departments are
encouraged to review the division of work among their existing personnel.

3.9 Training
All 1 involved in the i ion of SPM at the various

agencies should be given the necessary training. This training should be
given to three different categories of personnel as follows:

(a) All p 1 i d in ing and imp ing SPM;

(b) All personnel who are required to fill in input forms; and

(c) P who are involved in and p ing output
costs.

All the three groups mentioned above should be provided with an insight
into all matters related to SPM, such as the identification of outputs, coding
of outputs and inputs, activitics that are i Ived in producing outputs, the
use of new forms as well as other related matters.

3.10 Computer Facilities

The use of computers will facilitate the capture and gathering of
information from registers and records mentioned in paragraph 3.6. These
registers and record systems should be able to interfacc with SPM. A
computerised system will reduce the need for manpower and the use of
forms. It would also speed up analysis and the generation of reports.

THE SPM IMPLEMENTATION MODEL

4.1 In order to obtain the total cost of an output, it is necessary (o identify
all the resources used to produce the particular output, to capture the costs of
the resources used and finally to compile and consolidate the cost components.
This can be depicted diagrammatically as shown below:
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COST COMPONENTS
5.1 In general, the cost of production of an output can be classified into two
main COmpOl‘lE"l!:

(a) Direct costs

(b) Indirect costs

Direct Costs

5.2 The direct costs of an output refers to all cost elements which are directly
identifiable to a specific output such as salaries and allowances of employees
directly involved in producti and also ials directly d in the
production process. In principle, direct cost components should be charged
directly to the output concerned.

Indirect Costs

5.3 Indirect costs refers to costs such as maintenance, telephone, water.
electricity and rental that have to be incurred in producing an output although
such costs cannot be directly linked to the specific output. Nevertheless this
indirect costs must be charged to the output to arrive at the actual cost of the
output. Indirect costs have to be apportioned to the various outputs based on
an appropriate apportionment basis.

L
CALCULATION OF DIRECT COSTS
6.1 Direct Labour Cost

6.1.1 Employees who are directly involved in producing an output should
be identified and their working time recorded using the Time Sheet given
in Appendix I.

6.1.2 The Time Sheet will capture information on the time taken by
employees who are directly involved in producing the output. This
information should be used as a basis for calculating the labour cost -
which equals the total time taken multiplied by wage rate per hour.

6.1.3 The information required for filling up the form in Appendix |
should be supplied by the employ directly i dinp ing the
output, as follows:
(i) The employee will fill in this form everytime he or she performs
duties related to producing a specific output.
(iii) The Time Sheet that has been filled up should be handed over
the clerk who is responsible for calculating the output cost, on
weekly basis.

6.1.4 The clerk should then compile and consolidate all information on
the form given in Appendix 1 in preparing the “Time Sheet Summary By
Output” form given in Appendix 2. Information in Appendix 2 will give

the total wages of all I directly involved in p ap
output.




6.2

6.1.5 The wage rate is obtained by dividing the total salary and other
fixed allowances received by each employee by the total annual working
hours. An example for calculating the total working hours per year is as
follows:

Total weekly working hours 385  hrs.*
x 52 weeks
Total annual working hours 2,002 hrs
Less:
Public holidays: 13 days x 7 hrs. per day = 91 hrs.
Annual leave: 30 days x 7 hrs. per day = 210 hrs.
Total annual working hours 1,701 hrs.

Hence, wage rate per hour and labour cost can be calculated as follows:
Wage Rate Per Hour = Total annual salary
1,701 hrs.

Labour Cost = Total time consumed x wage rate
per hour.

Direct Material Cost

6.2.1 Direct material cost used in producing an output is calculated based
on the quantity of material used. The formula to calculate dircct material
cost is as follows:

Direct Material Cost =  Quantity of Material x
Unit Cost

For materials issued from stores, their costs are to be determined using
weighted average cost. This method can be easily implemented using a
computer.

6.2.2 To facilitate issuance of stocks from stores and to enable cost of
such stocks to be identified to outputs, all requests from stores will have
to be done using the *Stock Requisition Form' as shown in Appendix 3.

* Note

Monday - Thursday (4 x 7 hrs.) = 28 hrs.
Friday 5 hrs. 45 min.
Saturday + 4 hrs. 45 min.

Total 38 hrs. 30 min.



6.3

6.2.3 Agencies should make a few minor ammendments to the present
stock record by including the purchase cost figures as indicated in
Appendix 4.

6.2.4 For materials purchased and used directly in producing a given
output, the total cost of such purchases should be charged completely to
this output. The form given in Appendix 3 should be used for this purpose.

Other Direct Costs

6.3.1 Other than labour and materials, there are also certain other costs
such as ‘employee travelling cost’ that can be directly linked to a given
output. An appropriate method depending on the peculiarity of the type
of cost involved should be used to capture these costs.

6.3.2 The ‘employee travelling cost’, should be given the relevant output
code in the monthly travelling claim form as shown in the example below:

Date

Time Placel Ousput | Distance
Purpose Code (km) Total

W Departure Arrival

10.5.91

9.00 am. 10.00 am. | From office 136 60
to Shah Alam,
Sclangor Darul
Ehsan

6.4

6.3.3 From the information contained in the form, the employee is
required to prepare his travelling cost summary for the output by using
the “Employee Travelling Cost Summary” form shown in Appendix 5.
This form should be prepared on a monthly basis and it should be handed
over to the clerk responsible for compiling the cost of outputs.

Assets Utilisation Cost

6.4.1 Costs arising from the utilisation of certain assets such as
machinery and motor vehicles that are acquired and utilised specifically
to produce a specific output should be measured based on the time utilised.
Examples of such ry are the hi used to produce identity
cards and driving licences.

6.4.2 The cost of utilising capital assets should be determined by taking
into i i preciati i and the cost of operations.
Annual depreciation can be determined by various methods such as the
straight-line method, decreasing balance, units of output, provision for

8



maintenance, annuity and others. (A guideline on the methods of
calculating depreciation will be issued separately). Departments should
select the depreciation method that is most suitable to their respective
departments.

6.4.3 Cal ion of annual d iation using the straight-line method
is done by dividing the purchase cost of an asset by its estimated life span.
(Basic information such as the purchase cost and date of purchase can
be obtained from the Capital Assets Register). Maintenance and
operational costs for a given machine can be estimated based on the

il record and i in previous years. The total cost as
determined above should be divided by the annual total hours of machine
utilisation to obtain the machine utilisation cost per hour. The annual total
hours of machine utilisation can be estimated from previous years'
utilisation record and experience. The following formula should be used
to calculate machine utilisation rate:

P Cost + Mai
Machine Utilisation Cost + Operational Cost
Cost Per Hour =

Annual Total Hours of Machine
Utilisation

The employee operating a given asset should record the information
regarding the cost of utilisation of the asset per hour and the total machine
hours used to produce the output as shown in Appendix 6.

CALCULATION OF INDIRECT COSTS
7.1 Supporting Staff Cost

This cost covers emolument of staff at the cost centres (or divisions) that
provide support services to the Cost Centre that produces the output. This will
include the emolument of The Head of Department and his deputy. Supporting
staff cost should be allocated to outputs based on a suitable weightage method.

Example: Assume that the monthly cost of supporting staff for the
Administration Division of Agency “A" is $50,000 and this cost
can be distributed by employec groups: Group A = $20,000,
Group B = $10,000, Group C = $10,000 and Group D = $10,000.
The Agency produces 2 outputs, that is Qutput I and Output 11. Total
manhours used to produce Output I = 150 hours and Output II =
100 hours.



Alternative 1: Prorata Cost Allocation Method

Output 1 Output 11
Group A $ 10,000 $ 10,000
Group B 5,000 5,000
Group C 5,000 5,000
Group D 5,000 5,000
$25,000 $25.000

Alternative 11: Weightage Cost Allocation Method

The weightage used in this example is based on the number of manhours of
direct labour used in producing the output.

150 man hours

Weightage Output | = 0.6

250 man hours

100 man hours
Output 11 = = 04

. 250 man hours
Supporting Staff Qutput 1 Output 11
Cost
I
Group Cost Weightage Cost Weightage Cost
A $ 20,000 0.6 $ 12,000 0.4 $ 8,000
B 10,000 0.6 6,000 .04 4,000
C 10,000 0.6 6,000 0.4 4,000
D 10,000 0.6 6,000 0.4 4,000
$ 50,000 $ 30,000 $ 20,000
7.2 Computer Utilisation Cost

7.2.1 The cost that should be taken into account is all costs involved in
operating a computer system such as the hardware, software, licensing
rights to use prog products, mail and other operating costs.
A suitable weightage method should be used to allocate this cost to
outputs,




7.2.2 As an example, assume that to operate a computer system in
Agency “A", cost information as given in Appendix 7 is provided. The
following cost allocation methods could be used in this case.

Alternative 1: Prorata Cost Allocation Method

Total Computer Cost For 1 Year
Cost for Output I =

Total Output

Total Computer Cost = Annual Cost (depreciation for hardware
For 1 Year and software + maintenance + licensing
rights)
= $900,000

Therefore, computer cost for:

$900.000
Output I = ———— = $450,000 per year
2
Output I = $450,000 per ycar (same as computer cost for
Output I).

Alternative I1: Weightage Cost Allocation Method

In this example, the weightage used is based on the number of manhours
of direct labour used in producing the outputs.

Weightage for Output I = 150250 = 0.6
Weightage for Output II = 100/250 = 0.4
Cost for each output is:
Output I : 0.6 x $900,000 = $540,000 per year
$900,000
(or monthly: 0.6 x ——— = $45000)
12 months
and
Output II : 0.4 x $900,000 = $360,000 per year
$900,000

(or monthly: 04 x ——— = $30,000)
12 months

11



7.3 Materials and Assets Utilisation Costs

Cost of materials and assets utilisation which are in the form of indirect
costs should be aggregated as a “pool cost”. These costs should be
captured using the form given in Appendix 8. This *“pool cost” should then
be allocated to outputs using any one of the methods explained carlier that
is suitable for this purpose.

7.4 Other Costs

Other cost elements include office rental, telephone and electricity bills.
Information on these indirect costs should be obtained from the relevant
payment vouchers. The clerk who is responsible should summarise each
cost element as given in Appendix 8. The costing process in SPM would
require these other costs to be allocated to outputs using the methods
already explained above.

CAPTURING AND CONSOLIDATING COSTS
8.1 The information required for costing purposes should be compiled in two
(2) stages as follows:

(a) Capture information on the usage of each type of resource used for
producing output; and

(b) Calculate the total cost of each resource used and also allocate the
indirect costs to the output.

8.2 The stages involved in compiling the required information are as shown
below:

Stage 1 Stage 2

. Calculate the cost of resources
used.

Record the usage of each resource:

~ Resources that constitute ii. Allocate indirect costs.

the direct cost elements.

— Resources that constitute ili. Prepare the cost statement for
the indirect cost elements. each output




8.3 For Stage I, the i

that should be

piled and the sources from

which it could be obtained are as given below:

Types of Information

Sources of Information

. Utilisation of labour/employce
manpower.

i. Materials consumed.

iii.

Utilisation of machinery.

iv. Other direct costs.

v. Computer cost.

vi.

Other costs.

°

o

°

Time sheets filled in by employees
in an agency.

Record of issuance of stores/
inventory which is prepared by
the clerk/storekeeper. (For this
purpose, cach item issued should
be linked to the relevant output).

Utilisation record for the asset.
This record should be updated
cach time the asset is utilised for
a particular output.

Summaries prepared by specific
clerks, such as the clerk who
handles travelling claims.

Acquisition record and record on
computer maintenance prepared
by the clerk responsible.

Summaries prepared by the
clerk responsible.

8.4 The process in Stage 2 should begin immediately after the information on
resources usage is obtained from Stage 1. The process in Stage 2 has to be
carried out by a specific unit or an employee specially assigned to this task.
The actions that should be taken in Stage 2 arc as follows:

(i) Calculate the cost for each resource used in producing the output. The
quantity of resources used can be obtained from the input forms and
summaries prepared in Stage 1.

(ii) Calculate the direct costs and charge it to specific outputs.

(iii) Calculate the indirect costs and allocate it to outputs by using a suitable

method.

(iv) Prepare cost statements for each output. In the statement, details relating
to cost elements should be shown.

to the

fficer(s)

(v) Submit the cost

ible for the p

output who should then scrutinise it and then forward it to top

management.




8.5 The format for cost reports could be in the form shown in Appendix 9 and
10. Appendix 9 gives an example of a Cost Sheet showing break down of cost
components for output by type of costs and cost centres. Appendix 10 gives an
example of a Cost Summary that summarises total cost and unit cost by the
types of costs involved.

ANALYSIS OF OUTPUT COST

9.1 Although the primary objective of SPM is to cost outputs that are produced
by Government agencies, the process should not stop once the cost of the outputs
are obtained. Other than to create awareness of output cost, SPM should also
be used by management as a tool to control cost by comparing the actual cost
with the planned cost.

9.2 Analysis of variance between actual cost and planned cost should be
carried out using the following model.

Analysis Results
Comparison between actual 1. Favourable if AC is less than
%ost (AC) and planned cost PC, ie. AC < PC.
(PC).
2. Unfavourable if AC is more than
PC, i.e. AC > PC.

9.3 A favourable variance between the actual cost (AC) and planned cost
(PC), means that the agency is able to produce an output at a cost which is
lower than the cost planned. On the other hand, if AC is more than PC, the
actual cost is more than the planned cost. If this unfavourable variance is
significant, the agency concerned should take action to scrutinise each element
of actual cost to find out the source of this variance.

9.4 Once the source of the unfavourable variance is identified, action to
control cost should be taken immediately. Among the remedial actions that
could be taken are:

(a) Job rescheduling;

(b) Improving existing work procedures;

(c
(d

(e) Rearranging the time-table for periodic maintenance of vehicles/
machinery; and

Reducing wastage of resources;

Staff redeployment;

(f) Use of new technology.
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9.5 The cost of producing similar output might differ in different regions/
states duc to differences in the cost of inputs. Actual cost also might differ from
the planned cost duc to changes in the planned cost for materials, labour and
others with the passage of time. Analysis of output cost would enable
management 1o identify the causes for any changes in cost and take remedial
steps, where necessary.

. IMPLEMENTATION STRATEGY

10.1 The success of SPM as a costing system under the present financial
system would require full involvement by all Heads of agencies. A suitable
implementation strategy is also necessary to guarantee its success.

10.2 As SPM is a new system, it is neccessary to be prudent when
implementing it in Government agencies. The process of costing outputs could
be carried out on an incremental basis. For instance, in the early stages, the
gathering of cost information could be focused on the direct cost components.
After this is carried out successfully, the agency concerned could take further
steps to capture the indirect cost components.

10.3  The main factors to be id in fc lating the i
strategy are as follows:

10.3.1  Setting Up of a SPM Steering Committee

The Head of the agency should set up an SPM Steering Committee
which will be responsible for taking the neccessary actions 1o
make SPM a success. The membership and responsibilities of this
committee are as given in Appendix 11. However, if the agency
already has other committees such as the Steering Committee on
Quality and Productivity, a new committce on SPM need not be
formed. The responsibility for ensuring the success of SPM could
then be carried out by the existing committee.

10.3.2  Appointment of the Chief Facilitator

The success of SPM would to a great extent depend on the ability
and initiative shown by the Chief Facilitator. As such, it is
neccessary that the Chicf Facilitator to be appointed be a senior
officer. The person appointed should be at least the Deputy Head
of the agency. The functions and responsibilities of the Chief
Facilitator are as in Appendix 12.

10.3.3 SPM Working Group

The Working Group should comprise officers who have the
initiative and zeal in making this system a success. Members of
the Working Group should be given the neccessary training and
guidance to enable them to carry out their duties effectively. The
duties and responsibilities of the SPM Working Group are as in
Appendix 13.



10.4 Stages of Implementation

10.4.1 The implementation of SPM in an agency should be carried out
in stages, as follows:

10.4.1.1 Srage I
Phase 1

During this stage, the Chief Facilitator and the Working Group
should be given the ncccessary exposure and training in
determining the agency's outputs. The Working Group with the
guidance of the Head of Agency and the Chief Facilitator should
prepare a list of all the outputs of the agency.

Phase 11

After the agency has identified all its outputs in Phase 1, it
should then proceed with the identification of all the relevant
Responsibility Centres/Cost Centres (RC/CC); the activities and
processes involved in producing outputs and the linkages between
inputs and outputs. This phase should be considered as the
preparatory phase for ensuring that the costing process is carried
out systematically.

Phase 11

Implementation of this phase would involve the process of
costing outputs that have been identified for costing by the Head
of the Agency. During the initial stages of SPM implementation,
it is suggested that the agency carries out costing of only its main
outputs that contribute towards the achievement of the agency's
objectives. Implementation of SPM could be extended to include
other outputs later.

10.4.1.2 Stage I

This stage would involve the use of computers to facilitate the
itoring and g ing of cost i ion. Using a p
system would facilitate the capture of direct costs at cost centres
while simplifying the calculation and apportionment of indirect

costs to the respective outputs.

11. CONCLUSION

This manual provides a general overview of the steps involved in costing outputs.
Other issues such as the cost of office buildings which are peculiar to certain
Government agencies have not been dealt with in-depth. These issues would be
addressed later once the implementation of this system is deemed to be progressing
smoothly.
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APFENDIX |

TIME SHEET FOR WEEK: ...

Name:

Division:

Wage Rate Per Hour:

Date Job Qutput Output Starting Ending Total Working
Description Code Time Time Time
Hours Minutes

ToraL
‘WORKING

Time
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Output:

Output Code:

Division:

TIME SHEET SUMMARY BY OUTPUT
-

APPENDIX 2

Name

Wage Rate
Per Hour

Weeks

Total
Hours

Total
Wages

Notes

(Signature of Clerk)
(Name:

GrAND TOTAL
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Division: ..

STOCK REQUISITION FORM

Output:

Output Code: ...

ArPENDIX 3

To Be Filled Up By Person Who Makes Request

To Be Filled Up By Stores Division

No. Ttems Quantity Quantity Cost ($)
Ordered Supplied
Per Unit Total
Name: Name:
Date: Date:




0z

ArpPENDIX 4

OFFICE SUPPLIES STOCK REGISTER

-
Min./Dept:
Division:
Type: Unit of
No. Order Received From/ Unit Date Quantity Receiver
No. Issued To Cost
Received Issued Balance Name Signature




EMPLOYEE TRAVELLING COST SUMMARY FOR MONTH:

Name:

Division: ...

Output Code

Amount ($)

ToTAL

21
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ASSET UTILISATION SUMMARY

APPENDIX

-
Output:
Output Code:
CC Code:
No. Date Machinery! Utilisation Cost Total Hours Total Cost of
Vechicle Code Per Hour Utilised Utilisation
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INFORMATION ON COMPUTER SYSTEM MAINTENANCE COST AT AGENCY ‘A’

ApPENDIX 7

Hardware Expected Depreciation Software Average Maintenance Annual Total
Cost Life Span Cost Software Expenses Programme Annual

Cost Product Cost

License
(3)+(5) +
(6) +(7)
1) ) (3) (4) (5) (6) (7) (8)
s $ s s H $ s

2.5 million 5 years 500,000 250,000 50,000 250,000 100,000 900,000




AppENDIX 8

STATEMENT OF INDIRECT COSTS/OTHERS
MONTH: .............

Officer p

Date Description Amount

Sus-TotaL

ToraL Cost

|
|
2 |
|
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ACCOUNTANT GENERAL’S DEPARTMENT
PAHANG BRANCH

APPENDIX 9

Cost Sheet
Output: Vouchers Processed Date Started: 1-5-1991
Output Code: A06 Date Ended: 31-5-1991
Completed Units: 15,198 vouchers
Cost Direct Materials Labour Indirect Costs)
Centre
Date Ref. Amount Date Ref. Amount Date Ref. Type Amount
Checking 0 10-5-91 RMK 20 $2,638.00 31-5-91 PKO 15 Support $7.127.00
Division 17-5-91 RMK 21 $2.500.00 Services
24.5.91 | RMK22 $2,500.00 31591 | PKO 16 | Computer $5.931.00
31-5-91 RMK 23 $2,500.00 31-5-91 PKO 17 Others. $ 71.00
o $10,138.00 $13,135.00
Computer 1-5.91 BPB 6 $110.00 10-5-91 | RMK 30 | $1,986.00
Division 1-5-91 BPB 7 $ 60.00 17-591 | RMK 31 $1.900.00
24591 | RMK 32 [ $1.900.00 [
31-5-91 RMK 33 $1,900.00
$170.00 $7.686.00 o
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ArPENDIX 10
ACCOUNTANT GENERAL’S DEPARTMENT
PAHANG BRANCH
Cost Summary
Output: Vouchers Processed

Dated Started: 1-5-1991
Output Code: A06

Date Ended: 31-5-1991
Units Completed: 15,198 vouchers

Direct Materials Labour Indirect Costs Total Cost
Cost Centre
Total Unit Total Unit Total Unit Total Unit
Checking Division 0 0 $10,138.00 $0.67 $13,135.00 $0.86 $23,273.00 $1.53
Computer Division $170.00 $0.01 $7.686.00 §0.51 0 0 $7,856.00 $0.52
TotaL $170.00 $0.01 $17,824.00 | $1.18 $13,135.00 | $0.86 $31,129.00 $2.05
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ArpeNDIX 11

SPM STEERING COMMITTEE

Membership
Chairman : Head of the Agency
Co-Chairman  : Chief Facilitator
Members : All relevant Heads of Divisions
Secretariat : SPM Working Committee

. Responsibilities

(a) Planning for the successful implementation of SPM.
(b) Supervise and give guidance to the SPM Working Committee.

(c) Monitor and coordinate the implementation of SPM.

27



ApPENDIX 12

RESPONSIBILITIES OF AGENCY’S CHIEF FACILITATOR

1. Responsible for the overall implementation of SPM.

9

Supervise and guide the SPM working committee.

3. Resolve problems arising from the implementation of SPM.

4. Report to the SPM Steering C i on i and pi
encountered from time to time.

28



ArreNDix, 133

RESPONSIBILITIES. OF THE WORKING, COMMITTEE;

Act as iat for the imp) ion. of SPM4,
" for ing,and ii ing, SBM
R ible for idi ining/guid. -10. those L Ly with, the

impiemcnmdon of SPM;inthe-agenc;

Reporting to the ChicefiPagilitator;on. the-progress .of {SPM jimplentation, from,
time to time.



actual cost

capturing of cost

components

coding

cost

cost allocation

cost components

cost consolidation
+

costing

cost sheet

cost summary

depreciation

direct costs

indirect costs

input

Management
Accounting System

GLOSSARY
The cost measured based on actual resources utilised
The process of recording usage of each type of resource
that forms cost elements and calculating the total cost for

cach of the cost clements.

Use of symbols by specific method to facilitate
identification, storage and processing of information.

The amount of resources given up for some product or
service,

The process of distributing indirect costs to outputs by
suitable methods.

The basic categories of cost clements, that is direct
material, direct labour and indirect costs.

The process of gathering all cost elements by direct and
indirect cost components to obtain the cost of output.

The process of determining cost of products produced and
services provided.

A report showing output costs by respective components.

A report showing total and unit output costs by respective
components.

Systematic allocation of capital asset cost throughout its
life span.

The cost elements that are directly identifiable to an output.

The cost elements that have to be incurred in producing
an output but such costs cannot be directly related to an
output.

Resources utilised in producing output.

The process of identifying, measuring, accumulating,
analysing, preparing, interpreting and presenting
information (financial and operational) that is used by
management to plan, evaluate and control in an
organisation and to ensure accountability of its resources.
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New A i

A

System

output cost

Modified Budgeting
System (MBS)

planned cost
prorata cost
allocation method

selling price

unit cost
weightage
weighted cost
allocation method

weighted average
method

ing systems impl d by A General's
Department (AGD) beginning in 1987 covering accounting
systems for AGD branch offices at state/regional level,
Self-Accounting Departments (SAD) and AGD central
systems.

Total cost of a product or service that is produced.

The Budgeting system implemented by Government
agencies in stages beginning in 1990 to improve budgeting
process under Program Performance Budgeting Budgeting
System (PPBS).

The expected cost that may be based on previous years
record and experience and other factors.

A method of allocating indirect costs to outputs by equal
distribution based on the number of outputs produced.

The amount charge by an organisation for some products
or services it sells to others.

The cost of a unit of output.

A figure used to assign rclative importance to a
measurement or an estimation.

A method of allocating indirect costs to outputs based on
suitable weightage.

A stock valuation method whereby value of stock at any
particular time is obtained by dividing total cost of stock,
including opening stock and purchases, by the number of
units of stock available.
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GOVERNMENT OF MALAYSIA

DEVELOPMENT ADMINISTRATION CIRCULAR
‘ No. 4 OF 1992

MANAGING PUBLIC COMPLAINTS

PRIME MINISTER’S DEPARTMENT
MALAYSIA
30 JULY 1992

Circulated to:

Secretaries General of Ministries
Heads of Federal Departments
Heads of Federal Statutory Bodies
Hon. State Secretaries

Local Government Authorities




OBJECTIVE

1. The objective of this circular is to inform all Government agencies ‘and relevant
authorities on the new system of ing public ints and their respes
roles in implementing this system. The details of the system are in the appendix
attached.

AGENCY RESPONSIBLE

2. The Public Complaints Bureau in the Prime Minister's Department is entrusted
with the responsibility of managing the new system of public complaints.

MANAGING PUBLIC COMPLAINTS

3. Under the new system, the role of the Public Complamls Buman is to receive
and i igate public plaints on any G ive actions or
decisions which are allegedly unfair, against the present laws and regulations
inclusive of misconduct, misappropriation, abuse of power, maladministration and
the like.

4. The results of investigation will be tabled to the Permanent Committee On
Public Complaints for its deliberation and decision. The Committee can direct
Secretaries General/Heads of Departments/Heads of Federal Statutory Bodies/Heads
of Local Authorities/Heads of the relevant agcncncs to be presenl and provide
explanations on a particular laint in its The decisi of the
C i shall be impl d by the Ministry/Federal Department/Federal
Statutory Body/Local Authority/Agency concerned. The Public Complaints Burcau
is responsible for monitoring and providing feedback to the Committee on the
corrective actions taken or currently being undertaken by the relevant authorities.
Henceforth, the Public Complaints Bureau shall become the focal point for the
public to forward their complaints and seek redress on any alleged administrative
unfairness in their dealings with the Government machinery.

EFFECTIVE DATE OF ENFORCEMENT

5. This circular is effective from the date of its issue. With it, the General Circular
No. | of 1978 is hereby repealed.

TAN Skl DATO" SERI AHMAD‘ Sarit BIN ABpuL Hamip,
Chief Secretary to the Government
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1. DEFINITION

1. “Public complmms are complamls made by the public on the actions of any
ing privatised agencies and public utilities of
monopolxsuc nature) which are allegedly unfair, against the existing laws and
regulations inclusive of misconduct, misappropriation, abusc of power,
maladministration and the like.

2. Public complaints cover all aspects of Government administration but exclude
matters relating to established Government policies, and those under the jurisdiction
of the Anti-Corruption Agency, Legal Aid Bureau, Sp«:ml Cabinet Committee on
Gi and Public A ts C

1. PUBLIC COMPLAINTS BUREAU

3. The Public Complaints Burcnu in the Prime Minister's Deplrlmcnl is
ible for the i and of public 1 Its
funcuons and responsibilities are:

(a) to receive public i on any G ini. ive actions
which are alleged to be unfair, against the existing laws and regulations
inclusive of misconduct, misappropriation, abuse of power,
maladministration and the like;

(b) to investigate public complaints which are deemed to be valid;

(c) to report the of i igations and make dations to the
P C i On Public C ints and the relevant authorities;

(d) to forward the decisions of the Permanent Committee On Public
laints to Ministries/Federal D cderal Statutory Bodies/
Local Authorities/Agencies concerned for the purpose of corrective

actions; and

(e) to monitor the corrective actions taken by Mmmnes/Fedenl Departments/
Federal Statutory Bodies/Local Authorities/Agencies and
y submit such feedback to the F C i On Public

Complaints.

I1l. PERMANENT COMMITTEE ON PUBLIC COMPLAINTS

4. The membership of the Permanent Committece On Public Complaints is as
follows:

(a) Chief Secretary to the Government—(Chairman);

(b) Director General of Public Service;

(c) Director General of Anti-Corruption Agency;

(d) Senior Deputy Secretary General of Prime Minister's Depnnrncnl, and

(e) Director General of ysi Admini ive and
Management Planning Unit.



The terms of reference of the Committee are:

(a) 1o formulate policies on the system of managing public complaints;

(b) to consider and make isi on the reports/s of public
submitted by the Public Complaints Burcau:

(c) to direct Secretaries General/Heads of Federal Departments/Heads of
Federal Statutory Bodies/ Heads of Local Authorities/Heads of the
agencies concerned to attend its meetings and give explanations on a
particular complaint/case; and

(d) to direct Ministries/Federal Departments/Federal Statutory Bodies/Local
Authorities/Agencies concerned to take corrective actions to solve a
particular complaint/case.

5. The Pe Ci On Public Compl may, from time to time
delegate its power of investigation, by means of administrative directives, to the
Public Complaints Bureau to conduct detailed investigations on complaints which
involve Ministries/Federal Departments/Federal Statutory Bodies/Local Authorities/
specific agencies. Such power of investigation includes:

(a) requesting and obtaining information;
(b) ch?king of files, records and other related documents; and

(c) seeking explanations from the officers concerned.

1IV. HOW TO FORWARD COMPLAINTS

6. The public can forward their ints to the Public Ci ints Bureau by
way of:

(a) sending letters without postage stamp directly addressed to:
Director General,
Public Complaints Bureau Of Malaysia,
P.O. Box 9000,
50505 Kuala Lumpur; and/or

(b) come in person to the Public Complaints Bureau, or to its temporary

stations on scheduled dates.

7. The Public Complaints Burcau will set up temporary stations manned by Public
Complaints Burcau personnel at various districts to enable the public to foward their
complaints.

V. METHOD OF MANAGING PUBLIC COMPLAINTS

8. Upon receiving public complaints, the Public Complaints Bureau will then
undertake the following:

(a) issue an acknowledgement letter within two weeks from the date of receipt
of a letter of complaint;




(b) undertake iminary i igation to in the validity of the
complaint;

(c) submit on the int to the C i for ids

(d) carry out detailed i igation after iving del ion of the power to
investigate from the Committee;

(e) table the outcome of i igation to the Ci i for its di

(f) forward all p di ints to the relevant Secretary
General/Head of Federal Department/Head of Federal Statutory Body/
Head of Local Authority/Head of Agency concerned:

(g) monitor and cnsure that Mi ies/Federal Dep ederal Statutory

Bodies/Local Authorities/Agencies concerned take corrective actions; and

(h) keep records of all complaints received. The records shall contain basic
information such as the dates of receiving complaints, dates of
acknowledgement letters, the latest position of the complaints, the
decisions of the Committee and the required follow-up actions.

VI. ROLE OF MINISTRY/FEDERAL DEPARTMENT/FEDERAL
STATUTORY BODY/LOCAL AUTHORITY/AGENCY

9. All Ministries/Federal Departments/Federal Statutory Bodies/Local Authorities/
Agencies concerned are required to note and take actions on all public complaints
as follows:

(a) to issue a letter of acknowledgement within two weeks from the date of
receiving a letter of complaint either from the public or referred by the
Public Complaints Bureau;

(b) to issue an interim reply stating the causes of delay in providing answers/
explanations within the specified time and to state the umc period required
for providing such answer: i 1o the

(c) to give full cooperation to the Public Complaints Burcau during the
conduct of investigation into a complaint:

(d) 1o undertake corrective actions as decided by the Permanent Committee
On Public Complaints;

to submit from time to time, progress reports on the corrective actions
taken to the Public Complaints Bureau; and

(f)

to keep records of all complaints received directly or referred by the Public
Complaints Bureau. The records shall contain basic information such as
dates of receipt of complaints, dates of issuance of acknowledgement
letters, the latest si ion regarding plai the decisi of the
Committee and corrective actions taken or currently on-going.




10. “Public Complaints” should be a permanent agenda in the management
meetings of every Ministry/Federal Department/Federal Statutory Body/Local
Authority/Agency.

11, Secretaries General of Ministries/Heads of Federal Departments/Heads of
Federal Statutory Bodies/Heads of Local Authorities/Heads of Agencies should
appoint an officer to liaise with the Public Complaints Bureau on public complaints.
The Liaison Officer should be from the Management and Professional group in
Ministries/Federal Departments/Federal Statutory Bodies/Local Authorities/
Agencies, and possess sufficient expertise and knowledge regarding the tasks of his/
her department. The names and designations as well as the telephone numbers of
the Liaison Officers have to be given to the Public Complaints Bureau. Any change
in the appointment of the Liaison Officer and such related information should be
made known to the Public Complaints Bureau immediately.

VII. ANNUAL REPORT

12. The Public Complaints Bureau shall prepare an Annual Report on public
complaints for circulation to the public.
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OBJECTIVE

1. This Circular contains the guidelines for the implementation of Morning Prayers
in Ministries, Federal Departments, State Governments and District Offices.

BACKGROUND

2. The launching of the First Malaya Plan in 1961-1965 when all districts used
The Red Book System, saw Morning Prayers being used as the mechanism for the
coordination of development projects at the district, state and Ministry level. This

an to solve various problems encountered at all
lcV:ls of administration. Since the system of Morning Prayers has proven to be
beneficial, it is appropriate that this system be revived and its scope extended to
increase the efficiency and effectiveness of the Public Service.

OBJECTIVE OF MORNING PRAYERS

3. The objective of Morning Prayers is to instill an awarcness of the predominance
of national interest over dcpanmcmal mu:rcsls Its aim is to resolve on the spot any

during the i of and
pro;ccls and the issuing of hccnccs and permits. Through this mclhod obstacles are
identificd and corrective actions taken immediately. Thus, the process of
coordmallon and monitoring |s done continuously to ensure that development
projects are 0 Similarly, icati for licences,
permits and approvals are given due consideration whereby Morning Prayers
represent a one-stop forum between departments that will enable them to make fast
decisions and thus prevent the occurence of backlog of work in the departments
concerned. This will develop and foster coordination among thc dcpanmcnls as they
move in tandem towards g national

)

MEMBERSHIP

4. The membership of Morning Prayers is as follows:
(a) Ministry Level
Chairman  :  Sccretary General of the Ministry.
Members @ Senior officers of the Ministry.

Heads of Dcparuncms and Heads of Statutory Bodlcs of
the Ministry i in de proj g of
licences and permits.

The actual membership of the meceting is to be determined
by the Chairman.

Secretariat @ A Division to be determined by the Secretary General of
the Ministry.

(b) State Level
Chairman :  State Sccretary.

Members @ Senior officers of the State Government.



Heads of Departments and Heads of Statutory Bodies at
the state level i in proj ing of
licences and permits.

The actual membership of the meeting is to be determined
by the Chairman.

Sccretariat @ A Division 1o be determined by the State Secretary.
(c) District Level

Chairman :  District Officer.

Members @ Senior Officers of the District Office.

Heads of Departments and Heads of Statutory Bodies at
the district level involved in development projects/issuing
of licences and permits.

Heads of Local Authoritics involved in development
projects/issuing of licences and permits.

The actual membership of the meeting is to be determined
by the Chairman.

Secretariat : A Division 1o be determined by the District Officer.
Note : For the State of Sarawak, Morning Prayers arc to be held
- at the Division level and are to be chaired by the Resident.

FREQUENCY AND DURATION OF MORNING PRAYERS

5. Meetings are encouraged to be held each Monday or Saturday depending on the
state. However, the Chairman may choose any day convenient to hold the meeting.
As far as possible, the duration of the meeting should not exceed one hour.

AGENDA OF MORNING PRAYERS

6. The agenda of the Morning Prayers is as follows:
(a) Opening address of the Chairman;

(b) Impl ion of develop p r

(c) The issuing of licences and permits; and

(d) Other matters related to the and administration of the
or ion’s policies, p and activitics.

FUNCTIONS OF MORNING PRAYERS

7. Morning Prayers represent a one-stop forum between departments and have the
following functions:

(a) To study the 1 ion status of d projects
and the issuing of licences and permits;

(b) To identify problems encountered;

2



(¢) To take steps 1o clear the backlog of work: and
(d) To determine corrective actions,
MINUTES OF MORNING PRAYERS

8. The minutes of Morning Prayers should be brief and encompass the following
matlers:

(a) Status of the i ion of P j and the
issuing of licences and permits; and

(b) Decisions of the meeting.

9. All departments and agencies must comply with the decisions of the Morning
Prayers. The minutes should be in the format as in Appendix A.

PROBLEM SOLVING

10. At the district level, problems that cannot be resolved or delays that still
persist arc to be referred to the State Sccretary as Chairman of the State
Development Working Committec.

11. At the state level, problems that cannot not be resolved or delays that still
persist are to be referred to the Honourable Chief Minister as Chairman of the State
Development Council.

12, At the ministry level, should problems arise that cannot be resolved or delays
that still persist, corrective actions are 1o be referred to the parties concerned,
including other Ministrics, Central Agencies and the Honourable Minister of the
Ministry concerned. Problems that still could not be resolved are to be referred to
the Working Committee on National Development and if necessary, to the National
Development Council.

IMPLEMENTATION OF CIRCULAR

13, This Circular is to be j with ion No.1 of
1991 - Machinery for the Courdmduon of Implcmcnlalmn of the National
Development Policy.

EFFECTIVE DATE

14, This Circular is cffective from the date of issue.

Tax Ski Dato’ SERI AUMAD SARJ BIN ABDUL HaMID,
Chief Secretary to the Government



APPENDIX A
FORMAT OF MINUTES OF MORNING PRAYERS

MlNUTFS OF MORNING PRAYER

(State the serial number of meeting and year)

Date
Time

Venue

ATTENDANCE

(List down the names of members of the meeting in order of seniority beginning
with the name of the Chairman),

ATTENDANCE BY INVITATION

(List down in order of seniority, the names of officers who are not members, but
have beeh invited o the meeting).

SECRETARIAT

(List down in order of seniority, the officers in the secretariat attending the meeting).
L. OPENING ADDRESS OF THE CHAIRMAN
1. This scction contains the important issues highlighted by the Chairman.

II. CONFIRMATION OF MINUTES OF MEETING

2. Confirm the minutes of the previous mcclmg cither by adopting the minutes
with or without . State the if there are any.

IIl. DISCUSSION ON THE STATUS OF PROJECTS AND/OR THE ISSUING
OF LICENCES/PERMITS

3. Matters 10 be recorded in this section should be in the format as in Appendix
Al

IV. OTHER MATTERS

4. This section records other matters discussed in the meeting not included in the
agenda.



V. CONCLUSION

5. This section records the following:
(a) The time the mecting was adjourned;
(b) The note of thanks from the Chairman; and
(c) The datc of the next meeting, if decided.

VI. NAME OF DEPARTMENT/DIVISION/UNIT THAT PROVIDED THE
SECRETARIAT FUNCTIONS FOR THE MEETING

(The name of the department/division/unit to be stated on the left side of the
minutes).

VII. DATE

(State the datc when the minutes of the meeting were prepared).



APPENDIX Al
REPORTING FORM

IMPLEMENTATION STATUS OF PROJECTS ANI)/O‘ THE ISSUING OF LICENCES/PERMITS

Serial Number of Meeting:

Date of Mecting:

Name of Project/Licence/ Status

Issues Encountered Decision of
Permit

Follow-Up Action

Meeting and Agency
Responsible

(B) (©) (D) (E)

(F)




(a

b

(e

(d)

(e)

f)

L—01893

EXPLANATIONS OF THE REPORTING FORM ON THE
IMPLEMENTATION STATUS OF PROJECTS AND/OR
THE ISSUING OF LICENCES/PERMITS

Column A—Serial Number of Project/Licence/Permit

The number of the project/licence/permit are listed serially in Column A.
Column B—Name of Project/Licence/Permit

The name of the project/licence/permit is listed in Column B. For
development projects, the name of the project should be as reported in the
Integrated Scheduling System (STAP).

Column C—Status

The status of the project/licence/permit is reported in Column C. The
nformation reported should be current. Where actions are still outstanding
as they have been referred to other relevant partics, such information
should be recorded in Column C.

Column D—Issues Encountered

All problems encountered by the project/licence/permit have to be reported
briefly in Column

Column E—Decision of the Meeting
All decisions of the meeting are recorded in Column E. Where there are

differences in among the , such opini are to be
recorded in Column E.

Column F—Follow-up Action and Agency Responsible
Follow-up actions and the agency responsible for each of the decisions

are to be recorded in Column F. The Secretariat will report on the progress
of the follow-up actions at the next meeting.

DICETAX OLEN PERCETAKAN NASIONAL MALAYSIA BERHAD, 18U PEJARAT, KUALA LUMPUR
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OBJECTIVE

This circular provides guidclines for the award of the Excellent Service Awards in
the Public Service. The guidelines are in the Appendix attached 1o this circular.

BACKGROUND

2. The Government expects public servants (o strive continuously to develop a
high quality and excellent Public Service. Various measures have been taken to
cnsure the fulfilment of this aim. Giving ition and iation to

services rendered, through the Excellent Service Award as provided for under the
General Circular Letter No. 2 of 1983 is one such measure to motivate public
servants 1o give their best at all times.

3. The Government will continue to implement the Excellent Service Awards. This
circular on the award of the Excellent Service Awards is 1o take into account the
current developments and changes including the implementation of the New
Remuneration System with the aim of ensuring an award system which is orderly
and casy to implement. It is hoped that this system will foster healthy competition
leading to the improvement of the quality of service rendered by public servants.

REVOCATION

4. With the issuc of this Circular, the General Circular Letter No. 2 of 1983 is
revoked.

EFFECTIVE DATE

5. These Guidclines are effective from the date of issuc of this Circular.

Ay

TaN Sri DAT0" SERI AHMAD SARJ BIN ABDUL HAMID,
Chief Secretary to the Government
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A. OBJECTIVE

This circular aims to establish uniformity in the award of the Excellent Service
Awards for public servants to ensure orderly, fair and effective implementation.

B. BACKGROUND

2. The Government gives close autention and high priority to providing due
recognition and appreciation to public servants. This appreciation is important to
provide motivation and example to public servants to improve their performance,
in line with the aim of providing quality services.

3. Various measures have been implemented in this area, among which is the
Excellent Service Award as provided for by the General Circular Letter No. 2 of
1983.

4. The Gov crnment will continue the Exccllcnl Service Awards However, in line
with current d and changes incl the i of the New
Remuncration System (NRS), various modifications are required in the
implementation of this Awards system.

C. Definition of Excellent Service

5. In the Public Service, service rendered by a public servant which exceeds
cxpectations and the normal responsibilitics of the job is considered to be excellent
service.  Such service can set an example to be followed and act as a catalyst to
diligence and creativity among other public servants.

D.

SY M FOR THE SELECTION OF RECIPIENTS
FOR THE EXCELLENT SERVICE AWARDS

6. The General Circular Letter No. 2 of 1983 requires that a Selection Panel be
cstablished by a Head of Department to sclect the recipients of the Excellent Service
Awards within that department. The cvaluation is carried out based on the Form
For the Sclection of Candidates specified by the General Circular Letter.

7. Henceforth, the system for the sclection of recipi of the llent Service
Awards will usc the annual performance appraisal system under the New
Remuncration System (NRS).

8. The sclection of recipients for the Excellent Service Awards will be carried out
cvery yecar based on the work performance cvaluation report. Only those public
servants who have achicved the level of excellent work performance and received
a diagonal salary movement will reccive the Excellent Service Award.

9. The sclection of public servants to rccclvc the Excellent Service Award shall
be carried out by the Panel For the C of P and
Salary Movements under the NRS.




10. Government Ministries/Departments/Agencies may organise ceremonies for the
presentation of the Excellent Service Awards. Smaller Departments/Agencics may
have joint functions with their respective Ministries.

11. The award presentation ceremony for a particular year should be held as soon
as possible and not later than the month of April.

12. All public servants arc cligible to be considered for the Excellent Service
Awards except for officers holding Premier and Special Grade Posts (JUSA).

E. TYPES OF GIFTS AND INCENTIVES

13. The public servant who has been selected as the winner of the Excellent Service
Award will receive the following gifts and incentives:

(i) Certificate of Excellent An example is in Appendix ‘A’ Sualc
Service Governments/  Local  Government
Authoritics/State Statutory Bodies may
replace the Federal Government crest in
the Certificate with their respective State

Government crests.

(i) An appropriate souvenir the value of the souvenir should not
" exceed RM300.00.
(ii1) Bonus equivalent to one The mode of calculation of the bonus
month’s salary amount will be specified by the Public
Services Department.
(iv) Seven Days Full Pay This leave is in addition to the annual
Unrecorded Leave vacation lcave and must be used within

the same year in which the Award is
given, except where the leave cannot be
taken due to cexigency of service. This
leave cannot be compensated with cash.

(v) The name and photograph
of the winner shall be
displayed in the office
at a strategic location
or an arca frequented by
the public or visitors.

14. Heads of Departments are encouraged to provide opportunitics as well as give
priority 10 Excellent Service Award winners to further their careers such as through
attending training courses, seminars and conferences which can contribute to
improving their work performances.

15. Itis hoped that this reward system will mutually reinforce other existing reward
systems such as promotions, Federal and State Awards, and scholarship awards
while, at the same time, promoting excellence among the ranks of public servants
in the interests of the Public Service and the nation.




APPENDIX A

Appreciation Hor
Trxcellent Serpice

CBRTIFICATE OF BXCBLLBNT
SBRVICE

It is with pleasure that

awards
this Certificate of Excellent Service
to

for the excellent performance
shown in the year
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OBJECTIVE

The Circular aims at assisting Heads of G D in the

of a Client's Charter to ensure the provision of an effective and efficient service
to the clients. The Guidelines on the Client's Charter are attached as an Appendix
to this Circular.

BACKGROUND

2. To date, the Government has undertaken various efforts to upgrade the Public
Service. All these efforts are aimed at improving the levels of services, productivity

and quality of public scrvants. , have y
been improving and ing their ini ive systems, especially through the
provision of quality services in with i i In

some dep ies have b work norms and quality

standards for their outputs or services.

3. However, such quality standards and norms are confined to departmental use
only. These work norms, and quality standards have not been transformed into a
written i and displayed for public ledge. Ap g idati
the norms and quality standards into a Client’s Charter requircs commitment from
all quarters in the department/agency.

4. All the efforts so far have been reinforced with the launching of the
Development Administration Circulars on quality and productivity. The enunciation

of the Client’s Charter is the highlight of all the efforts of the G
in the up ing and ing of quality of outputs or services. The
Gi ies which have i quality and p ivity

management in the past, have already established a strong foundation to produce
effective Charters.

RATIONALE AND BENEFITS OF THE CLIENT’S CHARTER

S. Itis envisaged that the Client's Charter will bring about numerous improvements
to the Public Service. In fact, the assurances contained in the Charter will ensure
the ion of more discipli prep and i public servants.
Customers will get their value for money either from the charges they pay or from
the taxes.

6. Various benefits will be obtained from the establishment of the Client's Charter.
It will benefit the public at large and also the departments/agencies concerned.

(a) Benefits To The Public

(i) It enables the public to know specifically the quality of service to expect
from the department/agency;

(ii) It enables the public to evaluate the performance of the services
rendered;

(iii) It reduces uncertainties over the delivery of services;



(iv) It facilitates comparisons between agencies which offer similar
services; and

(v) The public will be aware of the quality standards of each department/
agency.

(b) Benefits To The Government Departments/Agencies

(i) The Charter will act as a performance indicator and will enable the

depar 2 to make and

(ii) Discipl and ity in the Public Service will
be upgmdud which in lum wnll contribute to a more transparent Public
Service.

THE CLIENT'S CHARTER

7. This Circular will enable Government agencies to translate quality standards of
outputs and services into a Client’s Charter after taking into account the relevant
processes involved, existing resources and technology available to the agencies. The
Client’s Charter is a written commitment by the Government agencies towards the
provision of services to their clients.

8. The Charter must be displayed in prominent places within the premises of the
office. The information on the Charter has to be disseminated to cnsure that the
public are aware of their nights to the services. Conscqucnlly. pubhc servants will
have to be more sensitive, prep: and ble in g quality services.
Ultimately, the implementation of the Client's (‘ham:r will not be confined to
improving quality and productivity but will also contribute to changing the attitudes
of public servants in ing more disciplined i and it
customers’ requirements.

GUIDELINES ON CLIENT'S CHARTER

9. Guidelines on Client’s Charter for the Public Service will outline the main
features of the Client's Charter. These features include the following:

(a) The Concept of Client's Charter; and

(h) The Implementation of the Client’s Charter.

EFFECTIVE DATE

10, This Circular comes into effect from the date of its issue.

M.

Tan Skl DaTo’ SErl AHMAD SArJ BIN ABDUL Hamip,
Chief Secretary to the Government
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I. OBJECTIVE
1. The objective of these Guidelines is to assist Heads of Government departments/
agencies in the institution of the Client's Charter as a written commitment in the

provision of outputs or services which are of quality, fast, efficient and tailored to
meet the requirements of customers.

II. THE CONCEPT OF CLIENT’S CHARTER

(a) Definition

2. A Client's Charter is a written ¢ il made by a Gi

agency in the deliverance of its outputs or services 1o its customers (mcluslve of
stakeholders). It is an assurance by the Government department/agency that outputs
or services rendered will comply to the standards declared as quality standards.
Generally, quality standards of outputs or services are standards that will fulfil
customer needs and tastes.

3. The overall concept of a Client's Charter is made up of three main aspects as
depicted in Figure 1. These include the definition of a Client’s Charter, focus and
characteristics necessary for the institution of the Charter.

FiGure |

THREE MAIN ASPECTS OF A CLIENT'S CHARTER

. Written Commitment

. Displayed

. Assured Outputs or Services
According to Standards

. Customer Rights

-

-8

. Customers

1| Focus

o

. Attitudes

o

Characteristics

. Clarity

F
. Credibility

. Practicality

. Specific

. Continuous Improvement

~noanom




(b) Focus

4. The Client’s Charter focuses on customers as they are the recipients of the
outputs or services provided by a department/agency. They should be assured of
quality ou(puK or services in line with their rights as cmz:n\ and tax payers.

ies are ible for the provis of services that
have the lulluwm; characteristics such as efficiency. safety. accuracy of facts,
timeliness. trustworthy. accessibility. friendliness and sensitivity as required by the
chents

5. The Client’s Charter of a particular department explains to the customers on
the types and levels of services that they can expect. It is a written commitment
that informs them on their rights to such services. In view of that, the Public Service
has to be responsive and sensitive towards such needs and requirements.

6. The quality standurds of outputs and services are based on the customers’ needs
and requirements. The standards set are in accordance with the department’s/
agency's capabilities. Thus, the Client’s Charter is not a static statement but one
which could be improved from time to time.

7. The implementation of the Client’s Charter does not only emphasize on quality
and productivity but is also geared towards changing the attitudes of public servants.
1t will ensure more disciplined. ethical. and s public servants.
Focus ongthese three factors will improve public trust and confidence in the outputs
and services given by the Government departments/agencics.

(¢) Characteristics of A Client's Charter

8. The formulation of a Client’s Charter by any department/agency amongst others
should include the following characteristics:

(

) Clarity;

(ii) Facilitates Dissemination:
(iii) Credibility:

(iv) Pracucality:

and

(v) Specif

(v1) Continuous Improvement.

(i) Clarity
9. The Client’s Charter must be clear, concise and easy to understand. The Charter
should include only essential and accurate information.

(ii) Facilitates Dissemination

10.  The Client’s Charter of every department/agency should lend itself to easy
dissemination for public knowledge. The dissemination can be made through the
production of brochures, handbills or posters which must be displayed at prominent
areas within the p of the dep y or in public places.

o



(iii) Credibility

I1. To ensure the credibility of a Charter, lhc dcpar(mcm/agcncy concerned has
to match the pledges it makes with its capability. The cap y of cach T

agency will depend on avai such as P logy. finance,
systems and procedures. This will ensure that the stated dcclarauom will be fulfilled
at all times. Thus, this will improve the confidence of customers in the quality of
the outputs or services given.

(iv) Practicality

12. A practical Charter requires planning, research and detailed testing to
determine that an output or a service can be given as per the standards declared.
For example, an al would be plans will be approved
by the Local Authority within two days™. Studics have shown that it is impractical
for a building plan to be approved in less than a week.

(v) Specific

13,0 A specific assurance would be an undertaking that specifies time, number,
venue, or cost of an output or service given. For example, a new identity card will
be ready within three months from the date of receipt of the application.

(vi) Continuous Improvement

14. A particular standard of an output or ﬁcmce is not static. It can be m\prov:d
in tandem with tec| cal d in office

increased efficiency of manpower. financial resources. shortened work procedures
and other factors. For example. a particular District Council initially provides
services for garbage collection only twice a week. When it obtains extra lorries and
manpower it is able to increase the frequency of collection from twice to thrice a
week.

11l. THE IMPLEMENTATION OF THE CLIENT'S CHARTER

15. In the implementation of the Client's Charter, every department/agency has
to undergo five principal stages. These stages are shown below and are depicted
in Figure 2.

A. Formulation of the Client’s Charter:
. Promotion of the Client's Charter:

. Service Recovery;

. Monitoring: and

m o N w

. Evaluation and Improvement.
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A. FORMULATION OF THE CITIZEN'S CHARTER

16. In the institution of the Client's Charter, the formulation process is the first
stage towards its implementation. The formulation process will involve various steps
as follows :

Step One Identification of customers and
their requirements

Step Two Gauging the major products or
services of department/agency

Step Three Determining the standards of
the products or the services

Step Four Preparing the Client’s Charter J

Step One: Identification of Customers and
Their Requirements

17.  The customers are the party to benefit from the products or services provided
by the department/agency. Hence. it is of utmost importance for every department/
agency to identify their major customers. These clients can either be external or
internal customers. Internal customers are clients from a division/unit/section of the
same department/agency. Counterparts may also be one of them. External customers
may comprise the general public, other departments or agencies. the private sector,
voluntary organisations and others.

18, The needs and requirements of customers are varied. Generally, customers will
appreciate quality outputs or services. A gst the examples of characteristics of
quality outputs or services widely appreciated by customers are as in Table 1.

s



TasLe |

EXAMPLES OF CHARACTERISTICS OF
QUALITY OUTPUTS OR SERVICES WIDELY
APPRECIATED BY CUSTOMERS

Credibility:
Durability:

Safety:
Functionality;
Timeliness:
Accuracy of Facts;
Consistency:
Availability:
Friendly, caring and considerate;
Innovativeness;
Efficiency;
Integrity:
Reasonable Cost:
Practicality;

Flexibility:

Simple 1o understand; and other charactenstics.




|

19.  The department/agency needs to gauge the exact needs of the clients to ensure
that the products or services rendered will satisfy them. Amongst the methods that
can be used to gauge clientele needs are questionnaires, feedback, dialogue sessions
and interviews with clients.

Step Two:  Gauging The Major Products
or Services of Department/Agency

20. The department/agency should next gauge the major outputs or services that
it provides. This can be carried out through a reevaluation of programmes to ensure
that they are in line with the objectives of the dep gency. Fur example, Thc
Immigration Department has begun a prog on the and coll

of a levy on foreign workers as a means to control the influx of illegal workers
into Malaysia.

21.  This action the d y to reall all its
such as manpower, finance and equ:pmenl in lhe producnon of outputs or services
according to its priority.

Step Three: Determining The Standards Of
The Products or The Services

22, The identified needs of customers have to be translated to standard output
quality. The established standards for the outputs or services have to be realistic.
This 1s to ensure that pledges made are achievable. The d:p.u y has to
take stock of its existing resources logy.

finance, systems and procedures in the produclmn of lhc oulputs or services.
Standards must be clear to ensure that they are easily understood by the provider
and recipients of these outputs or services. As far as possible these standards should
be:

(a) Measurable in terms of timeliness or numbers of outputs produced within
a stipulated time. Examples of such standards are as follows:

The National Registration Department

New identity cards be ready within 3 months
from the date of receipt of the application.




The Inland Revenue Department

1. Tax assessment forms will be distributed to
all tax payers by the end of February cach
year.

Every assessment clerk 1s required to
process 20 tax cases daily.

[

(h) To ensure that the provision of outputs or services are always consistent
Examples of such standards are as follows:

The National Library

A mobile library will be in Kampung A on every
Monday and Thursday between 9.00 am to 12.00 pm.

The District and Land Office

¥ | A mobile revenue collection unit will be in District
B on the Ist day of February, March and April.
Should the stipulated dates fall on a public holiday.
then the collection will be done on the following day.

23, Apant from the standards characterized by time factor or numbers of outputs
as measures, other less quantifiable characteristics can still be used such as
descriptions like. a friendly service. considerate, easy to understand and safe.
Examples of such standards are as follows:

The Immigration Department

. To provide pleasant and clean waiting areas

2. Ensure that all documents are safe during our
custody.

The Inland Revenue Department

. Entertain and settle all assessment problems
courteously.

. Ensure that all important information of tax payers
will be treated with the sirictest confidence.

=




24. To attain standards for the products or services, departments/agencies may use
any of the following techniques.

(i) Time series studies;
(i) Discussions between supervisors and workers;

(iii) Conformance with service of other di gencies giving
similar services; and

(iv) Conformance with standards that are considered as the industry standards.

25. These service standards are important as they will become bench marks for
performance mea of the dep. /agency within a s time period.

Step Four: Preparing the Client’s Charter

26. The depar gency has to ish its Client's Charter based on the
standards of the outputs or services. As a guide. the Charter can be developed based
on the following examples :

EXAMPLE OF A CHARTER FOR THE
DEPARTMENT OF INLAND REVENUE

We are committed to send all assessment forms by
the end of February each year to the correct
addresses within a week. All tax payers have the
right to the following privileges :

“An assurance that all tax assessments will be fair.
impartial and without any prejudice™.

“Tax payers will be given the opportunity to forward
their grievances and appeals™.

“To reduce the burden of tax payments through

instalments™

“To return over charged tax collections within three
months™

“Tax notification will be sent within a month from
the date of receipt of the application™.




EXAMPLE OF A CHARTER FOR
THE LOCAL AUTHORITY

“We assure a friendly service and will always be
ready to assist you when you are unhappy with our

service™.

“We will approve applications for the building of
private houses within a month with a proviso that
applications are furnished with all the nccessary

documents™.

“Garbage collection will be efficiently carried out
three times weekly on the same days and times™.

“We assure the provision of utilities and services
to all areas under the jurisdiction of the Local
Authority™.

EXAMPLE OF A CHARTER FOR THE PUBLIC WORKS
DEPARTMENT OF SELANGOR/FEDERAL TERRITORY

“A five day notice will be given before any water

rationing is etfected”™

“All billing enquiries will be settled within an hour™.

“Any houschold complaint will be looked into within
two weeks™

“An assurance that water supply 1s clean and safe for

consumption at a reasonable cost™.

“To give a just and fair service i distributing water
supply to all customers™.
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EXAMPLE OF A CHARTER FOR THE IMMIGRATION
DEPARTMENT

“We are committed 10 give an efficient, accurate
and friendly service".

“To provide information on the types of travel passes
available and the cost for every pass”.

“To ensure that all travel passes are safe in our
custody™.

“The Malaysian International Passport will be ready for
collection within a week from the date of application
from all Immigration Head Offices. Applications made
at all Immigration Branch Offices will take a month"

“All domestic travel passes to Sabah and Sarawak
will be prod i i as and when

at the Immigration counters either at the Subang
International Airport, Senai or Penang”.

EXAMPLE OF A CHARTER FOR THE REGISTRATION
DEPARTMENT

“Renewal of Identity Cards will be ready within three
months from the date of receipt of the application™.

“Replacement of Identity Cards will be ready within six
months from the date of receipt of the application™.

“To provide a comfortable and clean waiting area”.
“To ensure that every document is accurate and safe”.

“The customers have the right to reject the documents
if errors or defects are detected™.




27. The department/agency has to ensure that every staff understands and upholds
the Client's Charter. This will induce further commitment from the staff in the
provision of excellent services in their quest to achieve the standards stipulated in
the Charter.

B. PROMOTION OF THE CLIENT'S CHARTER

28. The department/agency has to ensure that information on the Client’s Charter
is disseminated to the public. The dissemination can be through the production of

or ill i i in the brochure must be concise. clear,
simple and easy to understand. In addition, the department/agency has to display
posters of the Charter at prominent places within the premises of the office to ensure
that they are visible to the customers.

C. SERVICE RECOVERY

29. There may be i when a depar /: y may not be able to fulfil
the pledges contained in their respective Charters. Should this happen it will
adversely affect the image and dibility of the dep: gency concerned. As

such, thedepartment/agency has to ensure that appropriate actions are taken to
restore the faith of the customers in the capability of the department/agency in the
production of outputs/services as assured in the Charter.

30. Service recovery can be carried out in two ways:
i. Reactive Service Recovery; and

ii. Proactive Service Recovery

(i) Reactive Service Recovery

31. A reactive service recovery means that a department/agency will take
immediate remedial action when a complaint is lodged by a customer on the
dissatisfaction over an output or service.

(ii) Proactive Service Recovery

32. In a proactive service recovery, a department/agency will contact the client
1o inform of its inability to comply to the stated standards in the Charter even before
the client lodges complaints. For example, the National Registration Department has
assured that it will produce a new identity card within 3 months from the date of
receipt of the application. When the Department realises that it cannot fulfil its
promise, then the onus lies on the Department to inform the customer on the status
of the matter.



33. The following steps can be taken by a department/agency to ease the situation
and restore the trust of clients:

(a) To apologise to the client involved either verbally or in writing;

(h) Explanation on the reasons why an output or service cannot be delivered
as stated in the Charter;

(c) To inform the client on the status of the follow-up actions being taken
to overcome the problem.

D. MONITORING

34. Monitoring is to be carried out y by every di y. This
is inherent in gauging how far a dcpnnmem/ngency is able to adhere to the pl:dg:s
made in their respective Charters. The monitoring activities can be carried out as
follows:

(i) Using existing internal mechanisms in the department; and

(ii) By ishing an effecti dback and response system.

(i) Using Existing Internal Mechanisms
in The Department

35. Existing mechanisms such as the Steering Committee on Productivity and
Quality and Work Teams can be used to gauge the performance of outputs or
services. This can be carried out by studying |h= wcekIy/momhlquuarlcrly/annu-l
performance reports prep: by each divisi

(ii) Establishing An Effective Feedback
and Response System

36. Tastes and customers’ expectations change from time to time. Arising from
that, a depar gency has to blish a channel to facilitate customers to express
their opinions on the levels of outputs or services rendered. This feedback system
will ensure the availability of important inputs for the evaluation of standards of
outputs or services. Amongst the approaches to use in obtaining feedback are as
follows:

(a) Client's feedback form;
(h) Suggestion box:

(¢) News monitoring;

(d) Consultancy studies;
(e) Hot line services: and

(f) Client survey.



37. To manage the feedback, an effective response system can be created by:

(a) Setting up of counters to facilitate the public to lodge complaints. These
counters are to be prominently located to ensure that they are clearly
visible to the public. Appropriate and adequate facilities such as complaint
forms and a list of officers/divisions for referral are 10 be provided.

(b) Training of staff on the techniques of handling and resolving problems
faced by dissatisfied clients based on the existing complaint resolution
procedures; and

(c¢) Agencies which handle numerous public complaints have to take necessary
measures 1o equip their response system with appropriate facilities such
as direct or hot line telephone services.

38. Department/agency must ensure that immediate action is taken on every
complaint received as follows:

(a) Creation of a system which records all feedback received and to issue
acknowledgement slips;

(h) Negative feedback should be extended to the respective division/unit/
officers for i di dial action. To any
cffects from the negative feedback, at other times care must be taken to
¥ensure that positive feedback is also conveyed to all the staff through the
publication of news letters or reports. This will ensure that the motivation
level for the staff is not adversely affected; and

(¢) To inform the complainant on the status of remedial action taken.

E. EVALUATION AND IMPROVEMENT

39. Department/agency shall use existing mechanisms to evaluate feedback. These
mechanisms are:

(1) The Steering Committee on Quality and Productivity:
(i1) The Quality Task Force: and

(i11) The Quality Improvement Teams.

40. The creation of a departmental Steering Committee and Task Force will ensure
that the resolution process will be handled systematically. This will enable
supervisors to monitor their subordinates closely. Concurrently, the Quality
Improvement Teams will be committed to work towards the improvement of quality.

41. Involvcmem and commitment from all quarters is necessary to mobilise these

s. The top should lead and determine the direction of the
organisation or create policies which can clearly and precisely define the emphasis
on quality improvement efforts. Therefore, the functions of the Steering Committee
on Quality and Productivity, whose members comprise the head of department/
agency and senior officers, are to plan. determine policy and implementation
strategies. coordinate, monitor, evaluate and determine further improvement efforts
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to undertake in order to enhance the quality of outputs or services at the departmental
level. Involvement of the top management and leadership will be a strong motivating
factor which will compel every staff 1o work as a team in achieving the
organisational vision and goals.

42, Besides that. it is the responsibility of the Head of Department together with
the Steering Committee on Quality and Productivity to:

(a) ldenufy outputs or services which have not achieved the pre-determined
standards and their related problems:

(h) Redefine standards for outputs or services to ensure that they are more
realistic and achievable;

() Identify types of outputs or services that can be expanded. curtailed or
deleted without affecting the achievement of organisational objectives;
and

(d) ldentify methods that could be used to further enhance the existing
standards of outputs or services.

CONCLUSION

43, This Circular will assist every dep: gency in the impl of its

Client’s Charter. The Client’s Charter is a dynamic concept. Arising from that, the
1 ion of the Charter i a need for i study, analysis and

planning.

PRINTED BY PERCETAKAN NASIONAL MALAYSIA BERIAD. HEADQUAKTERS. KUALA LUMPUK
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OBJECTIVE

1. The purpose of this circular is to draw the attention of all Government agencies
to review application forms currently in use and ensure information sought in application
forms is relevant and necessary for decision making. Agencies are requested to
prepare a set of written criteria and a list of essential supporting information as the
basis for approving or rej licati

3

BACKGROUND

2. Provision of certain services by Government agencies is regulated by specific
legislation. In order to enable departments implement provisions of the legislation
with greater clarity, it is ial to dep: policy which
will indicate departmental objectives,

3. Many personnel in an agency or department are involved in the process of
decision making pertaining to various matters such as issuance of licences, permits,

travel documents and etc. Written criteria are i to promote in
the decision making system. Formulation of criteria will reflect the rationality, fairness,
dination and i in decisions made. Written criteria will therefore reduce

the use of discretion in making a decision.

4. Majority of the services provi by G agencies i the use
of application forms. A well designed form will contain information which arc is
relevant and facilitates accurate and timely decision on the application. Forms containing
too much information that is not relevant for decision making will only burden the
applicant and the agency. However, information which is requested for other purposes
must be separated from the application form. Decision on the application must be
given priority to avoid delays in the processing of the application.

5. Besides the preparation of written criteria, a check list must be prepared to

ensure i are pl ly to facilitate the decision making process.
The use of checklists in the p ing of application and decision making is important
to ensure that consistent action is taken on every application. Besides, it will eli

the used for ing additi
check such information.

from the i and the need to

USE OF WRITTEN CRITERIA AND RELEVANT INFORMATION
AS THE BASIS TO APPROVE/REJECT APPLICATIONS

6. The Government has made the decision that every agency must ensure that the
processing of applications must be based on written criteria which are supported
by relevant information in the application forms.



7. Therefore, Government agencics are required to undertake appropriale action in
accordance with the following guidelines:

(i) Formulate written departmental policy statements for each application
activity. The policy statements must be based on stipulated legislation.
Policy statements must reflect the direction agencies take which will
lead to more accurate decisions;

(ii) Prepare written criteria for each applicati activity, ied by
the list of supporting information required. Such criteria will be used
as the basis to approve or reject an application. (A sample of the
criteria and the supporting information is as in Appendix A);

(iii) Review criteria which are too general in order to formulate more specific
criteria;

(iv) Review information sought in application forms to ensure form contain
only information which is relevant and necessary for decision making.
Steps must be taken to review forms currently in use;

(v) Ensure each application form is used to process only the relevant
@ application;
(vi) Examine the possibility of merging many application forms used into
one composite application form;

(vii) Prepare separate checklists for counter clerks who accept applications
at the counter, for officers who prepare recommendations to the
application and for officers who give the approval. The checklists will
standardise steps in the process of checking and considering applications
based on standard criteria. (A sample of the checklist is as in Appendix
B);

(viii) Conditions on the eligibility to apply for each application must be
documented by the agency and disseminated as a guide for public
knowledge; and

(ix) Reasons for rejecting applications must be made known except in cases
involving national security, public interest and the interests of the agency
itsell.

ENFORCEMENT DATE

8. The circular will come into force on the date of its issuance.

Mudd -

(TAN SRI DATO" SERI AHMAD SARJI BIN ABDUL HAMID)
Chief Secretary to the Government



APPENDIX A

Sample Of Criteria And Its Supporting Information

Activity Criteria Supporting
Information

1. Issuance of | 1. Malaysian Citizen . Serial number for
Passport birth certificate or
citizenship certificate.

. Identity Card

ro—

| Number.
i, Clearance from the i. Name.
Black List
il. Identity Card
| Number.
iii. Immigration
Department Record.
2. Registration i. Children:
of Child
Adoption H (a) Not Married i. Marital Status.
Before
(b) Less Than 18 i. Date of Birth.
Years Old
(c) Permanent i. Citizenship.
Resident
Status ii. Place of Birth.
|
3



Sample Of Checklist For Immigration Officer
At The Receiving Counter

AppENDIX B

ACTIVITY

ACTION

Ensure forms submitted are completed fully and
signed.

Ensure the following d are

together with the application form.

(a) Original Identity Card and a duplicate;
(b) Original Birth Certificate and a duplicate;

(c) Original Citizenship Certificate (if available)
and a duplicate;

(d) Previous passport (if available); and

(e) Two copies of a photograph measuring
3.5 cm x 50 cm.

Ensure applicant is present to submit application
and compare the applicant’s phoiograph with the
applicant present.

Ensure the signature of the father/guardian is made
on Application Form PMA for applicants below
18 years and children to be included in the passport.

Check details in application forms are similar to
details in documents as stated in (2).

Place the thumbprint of the applicant onto the
application form.

Ensure photograph is placed in the space allocated
in the application form.

Ensure signature is made in the application form.

Check the black list and information in the previous
passport (if available) and sign the application form.

Submit the application form and the documents
mentioned in (2) to the Senior Immigration Officer.
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OBJECTIVE

1. The objective of this circular is to provide guidelines to assist Chief Executives of
Federal Statutory Bodies in impl, ing the standard puterised ing system
using the Standard Accounting system far Government Agencies (SAGA) package
which has been approved by the Government. Guidelines for its implementation is as
in the Appendix to this circular.

BACKGROUND

2. The Government through several of its circulars has fixed the procedures for the
preparation of Financial Statements and Reports of statutory bodies. These procedures
are meant (o ensure that each statutory body adheres to the principles of accountability
and furnish information related to its financial performance in detail and on a timely
basis. The Government has decided that a standard computerised accounting system
be made available to enable statutory bodies to efficiently prepare financial statements
promptly and on a daily basis.

3. The Government agn:cd that an accuunlmg package available in the market be

modified and ised as a B i s)slcm for usnge by slnlumry
bodies. With the ion of the N ian Ad e i and
Management Planning Unit (MAMPU), the Accountant General's Department, lhcAudunr
General's Department and the ppointed by the G .a

accounting system package was developed. The package was named Standard Accounting
system for Government Agencies or in short SAGA.

GUIDELINES ON THE IMPLEMENTATION OF THE STANDARD
COMPUTERISED ACCOUNTING SYSTEM — “STANDARD ACCOUNTING
SYSTEM FOR GOVERNMENT AGENCIES” (SAGA)

4. This circular contains i ining the i ing system
that is to be implemented through the usage of the SAGA software package. its approach
with regard to implementation, monitoring and application.

IMPLEMENTATION

5. SAGA will be implemented in stages in all statutory bodies according to the guidelines
detailed in this circular. Chief Executives are requested to ensure that this accounting
package is implemented successfully in their respective organisation. Statutory bodies
that require further information on the implementation of this circular can refer to the
Malaysian Administrative Modernisation and Management Planning Unit (MAMPU)
or the A General's Dep:




EFFECTIVE DATE

6. This Circular is effective commencing from date of its issue.

Ml

TAN Skt DATO" SERI AHMAD SaRJI BIN ABDUL HAMID,
Chief Secretary to the Government
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A. PURPOSE

1. Thi: ideli is aimed in isting Federal Statutory Bodies implement

ion of the ing system by using the Standard Accounting system
for Government Agencies plclnge or more conveniently referred to as SAGA. The SAGA
package has been designed to fulfill all the standard moounung and auditing requirements
that has been specified for financial reports to be tabled in the Cabinet Meeting and
the Parliament.

B. BACKGROUND

2. The Govemmcnl decided that every statutory body should take the necessary steps

required to i a standard package. The ing package that

has been selected for this purpose is known as Standard Accounting system for Government

Agencies or SAGA in shon The paclmgc was developed as a joint cooperation between

the and M Planning Unit (MAMPU),

the Accnunum General’s Department, the Auditor General’s Department and the
pp by the G

3. The Government agreed to use one of the standard accounting packages available
in the market which will then be modified to fulfill the needs of the statutory bodies.
With the nvmlnbllny of this accounting package, financial transactions can be recorded

diately and closing of done daily. This is to ensure that accounts of the
statutory bodies are always up-to-date and financial reports can be produced as and
when required.

C. STANDARD ACCOUNTING SYSTEM

4. The standard ing system i duced by the G is a system which
can fulfill the following four objectives:

(a) to provide for the maintenance of a complete and up-to-date set of accounts;
(b) to enable daily closing of accounts;

(c) to provide an imp

and

(d) to provide for the timely submission of Pre-audit Financial Reports.

5. The standardised accounting system will use the standard accounting report formats
spcclﬁed by the Government through the various relevant circulars which are currently

d. Matters to the ion and tabling of Financial Statements
and Financial Reports of Statutory Bodies is in accordance with the Treasury Circular
No. 15 of 1994 entitled “Garis Panduan Untuk Penyediaan dan Pembentangan Laporan
Tahunan dan Penyata K Badan-badan Berk P " and the General
Circular Letter No. 1 of 1995 entitled “Penyediaan Laporan Ri Keduduk
Kewangan Dan Prestasi Badan-badan Berkanun Persekutuan”.

6. The Treasury Circular No. 15 of 1994 amongst others stipulated the necessary

needed to be prep and tabled to the Government and the Parliament
within a period of one yw after the end of its financial year. Further, the General
Circular Letter No. 1 of 1995 requires that a Summary Report on the Financial Position




and Performance be prepared by statutory bodies to be tabled to the Government within
a period of one month after the end of its financial year. Preparation and tabling of this
summary report will ensure that cach statutory body complies with the principles of

ity and submit i related to its financial performance promptly
and on time.

7. The formats that have been ised in the standard ing system are as
follows:

(a) Chart of Accounts as in Appendix A and

(b) Reports on financial performance conforming to the formats as in Appendices
B1-B6 and Appendices C1-C6. Appendices B1-B6 shows the reporting formats
for daily closing and annual accounts for statutory bodies that have subsidiary
companies. Appendices C1-C6 shows the reporting formats for daily closing
and annual accounts for statutory bodies without subsidiary companies. The
details disclosed in the attached formats are subject to modification according
to the nature of business of the statutory body concerned with the approval
of the Accountant General's Department.

D. SAGA SOFTWARE PACKAGE

8. SAGA was dcv«.loped to automate the process nf producing financial reports that
can fulfill lli‘ ified auditing and For this purpose SAGA was
designed to'meet the objectives of the standardised accounting system. Hence, SAGA
is able to produce the required accounting reports at any time.

9. The SAGA package has two main components, namely the Operational Accounting
System (OAS) and the Accounting Information System (AlS). Through the OAS
component, SAGA has all the standard accounting modules necessary for maintaining
the accounts of statutory bodies. Amongst them are the General Ledger, Accounts Payable,
Accounts Receivable, Asset Management, Investment, Inventory, Order Entry, Purchase
Order, Loans, Payroll and Bank Reconciliation modules. Through its AIS component,
SAGA provides modules to facilitate production of the required financial management
reports and the process of preparation of the annual financial statements.

10. Ifaunique rcqulrcmcnl arise ina pnmculnr statutory body, SAGA will be modified
to fulfill this but such di should not be done at the expense of
the standards that has been set.

E. SAGA IMPLEMENTATION APPROACH

11. The implementation of SAGA at statutory bodies will follow the approach as
stated below:

(a) For those statutory bodies which do not have a computerised accounting
system, the process of computerisation of the accounting system of that statutory
body should then use SAGA;

(b) For those statutory bodies which have already computerised their accounting
system but is unable to modify the system to meet the requirements of the
standardised accounting system, that system should be changed to SAGA;
and



(c) For those statutory bodies which have already computerised their accounting
system and is able to modify the system to meet the requirements of the
standardised accounting system, then these statutory bodies do not have to
switch over to SAGA immediately. However, they would have to modify their
accounting system to meet the objectives of the ing system.
Subsequently, they must plan the change over to SAGA within the next five
years. This approach will allow some savings in the cost of compulensluon
of the accounting system for the particular statutory body and thus ensuring
that the existing investment in hardware and software can be maintained at
least for the next five years.

12.  The work flow chart on the acquisition and implementation process of SAGA is
as described in Appendix D.

F. PROCEDURES FOR USAGE OF SAGA

13. To facilitate the implementation of SAGA, a Manual of Operating Procedures is
supplied together with the package. The Manual depicts the procedures of how an
accounting transaction is done in the standardised accounting system. The Manual
together with other technical documents pertaining to SAGA will be supplied to the
statutory bodies when the SAGA package is implemented at that statutory body.

G. MONITORING

14, The process of monitoring the |mplcm:mauon of SAGA at the statutory body is
vital to ensure its effectiveness. Hence, it is the responsibility of every Chief

to monitor the i ion of their ing system closely and continuously.
This is important to ensure that their accounts are always updated and daily closing of
accounts will actually become a culture in their organisation. This monitoring can be
done through the existing internal mechanism of the statutory body.

15.  Any.- enquiries pertaining to SAGA can be referred to either MAMPU or the

Accnuntanl General's D MAMPU is resp for ing the

isition and impl i p in the public sector.
The A General's D ha becn i as the lead agency responsible
for managing and monitoring the i ion of the i ing system,
SAGA.

H. CONCLUSION

16. The implementation of SAGA is a vital step by the Government to increase the
efficiency of financial management and accounting in statutory bodics. The SAGA package
has been designed to fulfill all the i of ing and auditing as

by the G The i ion of the package is very much dependent
on the concern of the Chief Executive of the statutory bodies in tracking and monitoring
the progress of its application.




APPENDIX A

SAGA STANDARD CHART OF ACCOUNTS

[ BALANCE SHEET ]

GEN. 0BJ
CODES

A10999

A20999

A40999

AS50999

A60999

STD. OBJ.
CODES

A11999
A12999
A13999
Al4999
A15999
A16999
A17999
A18999

A21999
A22999

A31999
A32999

A41999
A42999

AS1999
A52999

A61999
A62999
A63999

AT1999
AT2999
AT3999
A74999

DETAILED OBJECT CODES

CURRENT ASSETS

CASH AND BANK BALANCES

SHORT TERM INVESTMENTS

FIXED DEPOSITS

DEPOSITS AND PREPAYMENTS

OTHER DEBTORS  (LESS PROV. FOR DOUBTFUL DEB'II'S)
‘TRADE DEBTORS  (LESS PROV. FOR DOUBTFUL DEBTS)
STOCKS/INVENTORIES

OTHER CURRENT ASSETS

DEFERRED EXPENDITURE

PATENT TRADEMARK

RESEARCH AND DEVELOPMENT

FIXED ASSETS

LAND (COST/ACCUM. AMORT.)
BUILDING (COST/ACCUM. DEPN.)
PLANT & MACHINERY (COST/ACCUM. DEPN.)
OFFICE EQUIPMENT (COST/ACCUM. DEPN.)
FURNITURE & FITTINGS  (COST/ACCUM. DEPN.)
MOTOR VEHICLES (COST/ACCUM. DEPN.)
FACILITIES (COST/ACCUM. DEPN.)
‘OTHER FIXED ASSETS (COST/ACCUM. DEPN.)
SUBSIDIARY COMPANIES

COST OF INVESTMENTS

ADVANCES TO SUBSIDIARIES

ASSOCIATED COMPANIES

COST OF INVESTMENTS

SHARE OF ACCUM. PROFITS/LOSS

INVESTMENTS

MALAYSIAN GOVERNMENT SECURITIES
QUOTED SECURITIES

UNQUOTED SECURITIES

LOAN ADVANCES
CONVEYANCE LOANS
COMPUTER LOANS
HOUSING LOANS
OTHER LOANS

4



GEN. 0BJ STD. 0BJ.

CODES CODES DETAILED OBJECT CODES
AB0999 GOODWILL ON CONSOLIDATION
A90999 OTHER ASSETS
A91999 WORK IN PROGRESS
L10999 CURRENT LIABILITIES
L1199 SHORT TERM LOANS
L1299 TRADE CREDITORS
L13999 OTHER CREDITORS
L14999 ACCRUALS
L15999 FINANCE CREDITORS
L16999 TAXATION
L1799 PROPOSED DIVIDEND
L18999 OTHER CURRENT LIABILITIES
L19999 OVERDRAFTS
120999 LONG TERM LIABILITIES
121999 LOANS
122999 OTHER LONG TERM LIABILITIES
123999 DEPOSITS
L30999 DEFERRED TAXATION
140999 MINORITY INTEREST
E10999 EQUITY
E11999 GRANTS
E12999 RESERVES
E13999 RETAINED EARNINGS
E14999 OTHER FUNDS
E15999 TRUST ACCOUNTS
E16999 SHARE CAPITAL
[ INCOME AND EXPENDITURE |
10999 EMOLUMENTS
11999 SALARIES
12999 FIXED ALLOWANCES
13999 CONTRIBUTIONS FOR EMPLOYEES
14999 OVERTIME ALLOWANCES
15999 OTHER FINANCIAL BENEFITS
20999 SERVICES AND SUPPLIES
21999 TRAVELLING AND SUBSISTENCE
22999 TRANSPORTATION OF GOODS
23999 CCOMMUNICATION AND UTILITIES
24999 RENTALS
25999 RATIONS
26999 SUPPLIES AND MATERIALS FOR MAINTENANCE AND
REPAIRS
27999 OTHER SUPPLIES AND MATERIALS
28999 MINOR MAINTENANCE AND REPAIRS
29999 SERVICES PURCHASED AND HOSPITALITY

30999 -

5



GEN. 0BJ
CODES

STD. OBJ.
CODES

41999
42999
43999
44999
45999
46999
47999

51999
52999
53999
54999
55999
56999
57999

61999
69999

71999
72999
73999
74999
75999
76999
77999
79999

81999
82999
83999

91999
92999
93999
94999

DETAILED OBJECT CODES

CONTRIBUTION AND FIXED PAYABLES
SCHOLARSHIPS AND EDUCATION GRANTS
LOCAL CONTRIBUTIONS

FOREIGN CONTRIBUTIONS

INSURANCE CLAIMS AND COMPENSATIONS
INTEREST ON BORROWINGS

PENSIONS

BENEFITS

MISCELLANEOUS EXPENDITURE
REFUNDS, WRITE-OFFS AND PROVISIONS
OTHER EXPENDITURES
DEPRECIATION/AMORTISATION

DOUBTFUL DEBTS

COST OF SALES

COST OF PRODUCTION  (DIRECT OPERATING EXPENDITURE)
NON CAPITALISED ASSETS

DEVELOPMENT EXPENDITURE

TRAINING

OTHER DEVELOPMENT EXPENDITURE
INCOME

LICENSES AND PERMITS

INCOME FROM SERVICES RENDERED
SALES

RENTALS

INTEREST AND DIVIDENDS

COMPOUNDS AND FINES

CONTRIBUTIONS RECEIVED

OTHER INCOME

NON REVENUE INCOME

REFUNDS ON EXPENDITURE

GRANTS

OTHER NON REVENUE INCOME
SUBSIDIARY COMPANIES’ OPERATING ACTIVITIES
COST OF SALES

COST OF PRODUCTION (DIRECT OPERATING EXPENSES)
OTHER EXPENDITURES

TURNOVER



ArpenDix B1

FORMAT FOR DAILY CLOSING

NAME OF STATUTORY BODY
BALANCE SHEET AS AT 09 SEPTEMBER 1995

Group COMPANY
09/09/1995 0809/1995 09/09/1995 08091993
RM RM M M

CURRENT ASSETS
CASH AND BANK BALANCES [T xxaao xrooo FETTeey
SHORT TERM INVESTMENTS reTeTen Txxaxaan xaxuxaax T
FIXED DEPOSITS xxuxxaxa xxaxxaxn xuxexex PR
DEPOSITS AND PREPAYMENTS oo raaaxaxa xeaaxaxn xxxxaane
OTHER DEBTORS [T [T xxxaaaxa Ty
TRADE DEBTORS Axrouo roreeeey rranaaxs vy
STOCKS xxrroas reveee reveees raxxaxan
OTHER CURRENT ASSETS T rrTeeey xxaxaeex e
TOTAL CURRENT ASSETS xaxxeanx e xaaxaaan FITEIOT
LESS: CURRENT LIABILITIES
SHORT TERM LOANS xuxaaaen X preTeres
TRADE CREDITORS T prereeey e
OTHER CREDITORS [T prEtTTey xaxaaas
ACCRUALS o xxxxxaan xuxono
FINANCE CREDITORS xxxaxaan FrETeTey [ETTTTEey
TAXATION [EE Ty raxaxaxn [T
PROPOSED DIVIDEND FreTeeey preveeeey [EEEY
OTHER CURRENT LIABILITIES preeeeey Txxxxaxn ey
OVERDRAFTS [Ty prETTeeey preTeeey [T
TOTAL CURRENT LIABILITIES axxxxaxn xxxaxaxx xaxxeaxa reTeee
NET CURRENT ASSETS [rereees reveeesy LTI [TTTreTy
FIXED ASSETS Kxxasan xxxxos (I xxaxaxex
SUBSIDIARY COMPANIES preeeees [ TTeey prereee axaxexxx
ASSOCIATED COMPANIES xxaaaaex [ Teeey [T FreTTeeey
INVESTMENTS FITEEET xxoas xxaxaxax axnanan
LOAN ADVANCES xaxasaa xxxxaxax axaxaaax xuxaxax
GOODWILL ON CONSOLIDATION proveees FTTTTeY xexuan T
OTHER ASSETS xaxaxaxa xxxaxaax axaxaon

xuaxaaas xxxnaaxx o
FINANCED BY:
GRANTS PIeTTeey xaxa axuraca pesTee
RESERVES prreeeesy axaxnaax e ey
OTHER FUNDS reTTTeTy PEPTTeey LTy aaxaxaxx
RETAINED EARNINGS FreTeerey auxaxuax ey xaxaxaxx
MINORITY INTEREST FeTeevey Ruxaxeax xuxoxo reeeees
LONG TERM LIABILITIES
LOANS xxxxaaxx preeTeesy txxoaaas
OTHER LONG TERM LIABILITIES FraTeeey reeTeee [ETTReey

reveeeTy roveeeey .
NOTE : THIS 15 CO! AND




FORMAT FOR DAILY CLOSING

NAME OF STATUTORY BODY
AS AT 09 SEPTEMBER 1995

INCOME AND EXPENDITURE STATEMENT

Arpenpix B2

GROUP COMPANY
0910971995 08091995 09195 OBWUINS
RM RM RM
TOTAL INCOME prosse prosees xrrxxaxn roveeen
TOTAL EXPENDITURE — reveTen xxRRaax presre
SURPLUS/(DEFICIT) OF INCOME OVER
EXPENDITURE BEFORE TAXATION ey froseeen axxaxaxx xxxxxxax
SHARE OF PROFITS LESS LOSSES
OF ASSOCIATED COMPANIES prereeeny xxxxxaa ey xuxaxzEx
J— axxxaaa xuxxxxax frvm—
TAXATION frorTeen xxxxxenx xxxxxxex freveTen
SURPLUS OF INCOME OVER
EXPENDITURE FOR THE YEAR
AFTER TAXATION e Rrxxxxxx proveee xxxxxxax
MINORITY INFEREST xraxxRR Tk preseees) A
SURPLUS OF INCOME AFTER TAXATION
AND MINORITY INTEREST frrreeen xuaxsn reseeesy preseeeny
EXTRAORDINARY ITEMS xxxxxxxx e preseeen proveee
SURPLUS OF INCOME AFTER TAXATION
AND EXTRAORDINARY ITEMS aaaa xunaans e axxz
ACCUMULATED SURPLUS OF INCOME
OVER EXPENDITURE BROUGHT
FORWARD froveeen o preveen xxxxxxax
SURPLUS OF INCOME BEFORE
APPROPRIATION xxxxxaxx prevee prose xxxxexex
PROPOSED DIVIDEND Freeeey xaanxaax resey xrxxaxxx
ACCUMULATED SURPLUS OF INCOME
OVER EXPENDITURE CARRIED
FORWARD Ao proceeen xxxaxax xoxxaax
NOTE : THIS 1S C AND




FORMAT FOR DAILY CLOSING

NAME OF STATUTORY BODY

CONSOLIDATED CASH FLOW STATEMENT

AS AT 09 SEPTEMBER 1995

CASH FLOWS FROM OPERATING ACTIVITIES

CASH RECEIPTS FROM CUSTOMERS
CASH PAID TO SUPPLIERS AND EMPLOYEES

CASH GENERATED FROM OPERATIONS
AID
INCOME TAXES PAID

CASH FLOW BEFORE EXTRAORDINARY ITE\
SURPLUS/(LOSSES) FROM D(TRAORDINARV ITEMS

NET CASH FROM OPERATING ACTIVITIES

CASH FLOWS FROM INVESTING ACTIVITIES
ACQUISITION OF SUBSIDIARY, NET CASH ACQUIRED
PURCHASE OF ASSETS

PROCEEDS FROM SALE OF ASSETS

INTEREST RECEIVED

DIVIDENDS RECEIVED

NET CASH USED IN INVESTING ACTIVITIES

CASH FLOWS FROM FINANCING ACTIVITIES
PROCEEDS FROM ISSUANCE OF SHARE CAPITAL
PROCEEDS FROM LONG-TERM BORROWINGS
PAYMENT OF FINANCE LEASE LIABILITIES
DIVIDENDS PAID

NET CASH USED IN FINANCING ACTIVITIES

NET INCREASE IN CASH AND CASH EQUIVALENTS

CASH AND CASH EQUIVALENTS AT BEGINNING
OF PERIOD

CASH AND CASH EQUIVALENTS AT END
OF PERIOD

NOTE : THIS STATEMENT 1S CONFIDENTIAL AND UNAUDITED

09/09/1995
RM

XXXXXXXX
XXXAXXEX

XXXXXXXX
(XXXxXXXX)
(xxxxxxxx)

XXRXXXRX
XXXXXXXX

(xxxxxxxx)
(xxxxxxxx)
XXXXXXXX
XXXXXXXX
XXXXXXXX

(xoxxxxxxx)

XXXXXXXX
XXXXXXXX

(XXXXXXXX)

(xxxxxxxx)

XXXXXXXX

XXXXXXXX

Avprenpix B3

08/09/1995
RM

XXXXXXX
XXXXXXXX

XXXXXXXX
(xxxxxxxX)
(XXXXXXXX)

XXXXXXXX
XXXXXXXX

(xxxxxxxx)
(xxxxanax)
AXXXKREK
XXXRRXX
XXXXRRRK

(xxxxxxxx)

XEXXXXXX
AXXRXXRX
(XXXXXXXX)
(XXXXXXXX)
(xxxxxxxx)

XXXXXXXX



FORMAT FOR ANNUAL ACCOUNTS

NAME OF STATUTORY BODY

BALANCE SHEET AS AT 31 DECEMBER 19X1

CURRENT ASSETS

CASH AND BANK BALANCES
DEPOSITS AND PREPAYMENTS
OTHER DEBTORS

TRADE DEBTORS

STOCKS

OTHER CURRENT ASSETS
TOTAL CURRENT ASSETS
LESS: CURRENT LIABILITIES

PROPOSED DIVIDEND

OTHER CURRENT LIABILITIES
OVERDRAFTS

TOTAL CURRENT LIABILITIES
NET CURRENT ASSETS

FIXED ASSETS

SUBSIDIARY COMPANIES
ASSOCIATED COMPANIES
INVESTMENTS

LOAN ADVANCES

GOODWILL ON CONSOLIDATION
OTHER ASSETS

FINANCED BY:

GRANTS
RESERVES

ER FUNDS
RETAINED EARNINGS
MINORITY INTEREST
LONG TERM LIABILITIES

LOANS
OTHER LONG TERM LIABILITIES

NOTES

APPENDIX B4

GROUP COMPANY
191 190 191 190
RM RM RM RM

xR TxRaEEx AxxRRXXK xrxocx
prreTeeey prereeeny preveeen Freeeees
axxaiann XXERXREX XXRRRXRX RXXXKXRE
X XXX XTTXXRXX prreesesy
X preseee preseeen reeeees
xxxxaxex XXRRXXEX AXXRRXRX AXRXXRX
PrasTeeey prTTestey preresey
xxaraaa preeeees PrrTTee Preree
XXEKIXEX XXTXXXEX xRxXRXR Taxxxxxx
AaxRxxEx XXRAXRKR XXRRAERX TXRAXRRR

resee peseeesy preseessy
xarxxxxx xuaxax presTee Txxxxexx
XXXRXREX peteetety reseeeey XXRRREX
Preseee x x reseenes xxxxxxRx
T preveTeey XXRRXREX Txxaxxax
eeeeeeey TXRXXEXT Eteeteny TXRXXREX
1axaxaan Axxxxaxn rxxRxaRx 1axaxeax
xRRRRRER AxxRRRERX fenseeeey XXRRRREX
PrTeTeTTY FITTRTNEY xxxxxRET xXRRRRRK
preseees) presseeey preseeeey preseresy
PLeteeeey xxxaxaax preeeeeey xxxxx
A RXXEXXER KXXRXREX XXX
xxxxaRex xxXXRTIX XXXXRXLX XXXXRRXX
axxaian xxxxxian RXRRXRET preveeen
xxxRXREX pereeeeey AxXRRIA XXXRXXEX
presereny xxxxaxax XXXXAKIX XXXXRXAX
xxRRIRRX preseTeey xRREXRXX TXRXXRXX
xxxxxax xxxxIRRX xxxxxxTx XRRXRAAX
[ITTETEsy XXRRXXER RXRRAXKR XXEXXEER
xaxToEx TXARRREX preveeesy XXRXXRKX
xuaxxaEx XxaRRRRK AXARXXRX TXRKXRXX
rreTeeey X eeseeeey preseeeey
reeeeeey XAXTXXXX XXX xxuox
xxxRRERR AXRRXRAX XXXRIXXX XXEXXEX
XXRXEEX reseeTey AXEEXXEX XXXKRRX
T X oo X



FORMAT FOR ANNUAL ACCOUNTS

NAME OF STATUTORY BODY
INCOME AND EXPENDITURE STATEMENT
AS AT 31 DECEMBER 19X1

NOTES

TOTAL INCOME
TOTAL EXPENDITURE

SURPLUS/(DEFICIT) OF INCOME OVER
EXPENDITURE BEFORE TAXATION

SHARE OF PROFITS LESS LOSSES
OF ASSOCIATED COMPANIES

TAXATION

SURPLUS OF INCOME OVER EXPENDITURE
FOR THE YEAR AFTER TAXATION

MINORITY INTEREST

SURPLUS OF INCOME AFTER TAXATION
AND MINORITY INTEREST

EXTRAORDINARY ITEMS

SURPLUS OF INCOME AFTER TAXATION
AND EXTRAORDINARY ITEMS

ACCUMULATED SURPLUS OF INCOME
OVER EXPENDITURE BROUGHT FORWARD

SURPLUS OF INCOME BEFORE
APPROPRIATION

PROPOSED DIVIDEND
ACCUMULATED SURPLUS OF INCOME

OVEREXPENDITURE CARRIED
FORWARD

GROUP

Arpenpix B5S

COMPANY

19x1
RM

XXXXXXXX
XXXXXEXX

XXXXXXXX

XXXXXXXX
XAXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

XEXXXXK
XXXXXXXX
XXXKXXEX
XXRXTXXE

XXXXXAXX

XXXXXXXK

19x0
M

XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXK

XXXRERXX
XXKXXXRX
xxxxxExx
RXXXXXEK

XXXXXXXX

XXXXXXXX

m9x1
RM

XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX
XXXXXXXX
XXXXXEXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXEX
XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX

19x0
RM

XXXXXXXX
XAXXXXXX

XXXXXXXX

XXXXXXXX

XXXXKXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

XAXKXXXX
XXXXXXXX

XXXXXXXX

AXXXXXXX



FORMAT FOR ANNUAL ACCOUNTS

OF STATUTORY BODY

NAME
CONSOLIDATED CASH FLOW STATEMENT

AS AT 31 DECEMBER 19X1

NOTES

CASH FLOWS FROM OPERATING ACTIVITIES

CASH RECEIPTS FROM CUSTOMERS
CASH PAID TO SUPPLIERS AND EMPLOYEES

CASH GENERATED FROM OPERATIONS

INTEREST PAID

INCOME TAXES PAID
CASH FLOW BEFORE EXTRAORDINARY ITEM
SURPLUS/(LOSSES) FROM EXTRAORDINARY ITEMS
NET CASH FROM OPERATING ACTIVITIES
CASH FLOWS FROM INVESTING ACTIVITIES
ACQUISITION OF SUBSIDIARY, NET CASH ACQUIRED
PURCHASE OF ASSETS
PROCEEDS F'ROM SALE OF ASSETS

INTEREST RE(
DIVIDENDS RECEVED
NET CASH USED IN INVESTING ACTIVITIES
CASH FLOWS FROM FINANCING ACTIVITIES
PROCEEDS FROM ISSUANCE OF SHARE CAPITAL
PROCEEDS FROM LONG-TERM BORROWINGS
PAYMENT OF FINANCE LEASE LIABILITIES
DIVIDENDS PAID
NET CASH USED IN FINANCING ACTIVITIES
NET INCREASE IN CASH AND CASH EQUIVALENTS

CASH AND CASH EQUIVALENTS AT BEGINNING
OF PERIOD

CASH AND CASH EQUIVALENTS AT END OF PERIOD

19x1
RM

XXXXXXXX
XXXXXXXX

XXXKEXXX

(xxXXXXXX)

(XXXXXXXX)
XXXXXXXX

XXXEXXXX

XXXXXIXX

(XXXXXXXX)

(XXXXXXXX)
XXXXXXXK
XXXXXXXX
XXXXXXXX

(xxxxxxxx)

XXXXXXXX
XXXXXEXX

(xxxXXXXX)

(XXXXXXXX)

(xxxxxXx]

XXXXXXXX

ArpeNDIX B6

19x0
RM

XXXXXXXX
XXXXXXXX

XXXKXXRX
(XXXXXXXX)
(xxxxxxxx)

XREXXRXX

XXXXXXXX

XXXXXXXX

(xxxxxxxx)

(XXXXXXXX)
XXXXXXXX
XXXXXXXX
XXXXXXXX

(xxxxxxxX)

XXXXXXXX
XXXXXXXX
(XXXXXXXX)
(XXXXXXXX)
(xxxxxxxx)



FORMAT FOR DAILY CLOSING

NAME
BALANCE SHEET AS AT 09 SEPTEMBER 1995

CURRENT ASSETS

CASH AND BANK BALANCES
SHORT TERM INVESTMENTS
FIXED DI

DEPOSITS AND PR!']’AYMENTS
OTHER DEBTO]

TRADE DBT()RS

STOCKS

OTHER CURRENT ASSETS
TOTAL CURRENT ASSETS
LESS: CURRENT LIABILITIES

SHORT TERM LOANS

OTHER CURRENT LIABILITIES
OVERDRAFTS

TOTAL CURRENT LIABILITIES
NET CURRENT ASSETS
FIXED ASSETS

LOAN ADVANCES
OTHER ASSETS

FINANCED BY:
GRANTS

RESERVES

OTHER FUNDS
RETAINED EARNINGS

LONG TERM LIABILITIES

LOANS
OTHER LONG TERM LIABILITIES

OF STATUTORY BODY
09/09/1995
RM

XAXXXXXX
XXXXKXXXX
XXXXKXXXX
XXKXXXXX
XXXXXXXX
XXXXXXXX
XAXXXXXX
XXXXXXXX

XAXXXXXX

XAXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXRXXX
XAXXXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX
AXXXXXXX
XXXXXXXX
XXXXXXXX

XAXXXXXX

XXXXXXEX
XXXXXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX
XXRXXXXX

XXXXXXXR

NOTE : THIS STATEMENT IS CONFIDENTIAL AND UNAUDITED

13

Arpenpix C1

08/09/1995
RM

XXXXXXKX
XXXXXXXX

XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXRXX

XXXXXXXX

XXXXXXXX
XXXXEXKK
XXXXXXXX
XXXXXXXX
XXXXXXXK
XXXXXXXX
XXXXXXXX
XXXXXXXK

XXRXXXXX

XXXXXXXX

XXXEXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX

XAXXXXXX
XXXXXXXX

XXXXXXKX
XXXXXXXX

XXXXXXXX
XXXXXXXX

XXXXXXXX



FORMAT FOR DAILY CLOSING

NAME OF STATUTORY BODY

INCOME AND EXPENDITURE STATEMENT

AS AT 09 SEPTEMBER 1995

LICENSE AND PERMITS
INCOME FROM SERVICES RENDERED

INTERESTS AND DIVIDENDS
COMPOUNDS AND FINES
CONTRIBUTIONS RECEIVED

GRANTS

‘OTHER INCOME

PROFITS/(LOSSES) FROM PROJECTS, ETC.
TOTAL INCOME

LESS:

EMOLUMENTS,

SERVICES AND SUPPLIES
CONTRIBUTIONS AND FIXED PAYABLES
REFUNDS, WRITE-OFFS AND PROVISIONS
DEPRECIATION/AMORTISATION
DOUBTFUL DEBTS

MISCELLANEOUS EXPENDITURES
TOTAL EXPENDITURE

SURPLUS/(DEFICIT) OF INCOME
RETAINED EARNINGS BROUGHT FORWARD

SURPLUS OF INCOME BEFORE APPROPRIATION
PROPOSED DIVIDEND

ACCUMULATED SURPLUS OF INCOME CARRIED
FORWARD

09/09/1995
RM

XAXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXK
XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX

XXRXXXXX
AXRXXAXX
XXXXXXXE
XXXXXXXX
XXKXXXXX
XXXXXXXX
XXXXRXXX

XXEXXXXX

XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX

XXXXXXXX

NOTE : THIS STATEMENT IS CONFIDENTIAL AND UNAUDITED

Arpenpix C2

XXXXXXXX
XXXXXXXX
AXXXXXXX

XXXEXXXX

XXXXXXXX

XXXXEXXX
XXXXXXXX
XXXXXXXX
XXRXXXXX
XXXXEXXX
XKXXXXXX
XXXXXXXX

XXXKXXXX

XXXXEXXX
XXXEXXXX

XXXXXXXX

XXXXXXXX

XXXKXXXX



FORMAT FOR DAILY CLOSING

NAME OF STATUTORY BODY
CASH FLOW STATEMENT
AS AT 09 SEPTEMBER 1995

CASH FLOWS FROM OPERATING ACTIVITIES

CASH RECEIPTS FROM CUSTOMERS
CASH PAID TO SUPPLIERS AND EMPLOYEES

CASH GENERATED FROM OPERATIONS
INTEREST PAID
INCOME TAXES PAID

CASH FLOW BEFORE EXTRAORDINARY ITEM
SURPLUS/(LOSSES) FROM EXTRAORDINARY ITEMS

NET CASH FROM OPERATING ACTIVITIES
CASH FLOWS FROM INVESTING ACTIVITIES
ACQUISITION OF SUBSIDIARY. NET CASH ACQUIRED
PURCHASE OF ASSETS
PROCEEDS FROM SALE OF ASSETS

RECEIVED
DIVIDENDS RECEIVED
NET CASH USED IN INVESTING ACTIVITIES
CASH FLOWS FROM FINANCING ACTIVITIES
PROCEEDS FROM ISSUANCE OF SHARE CAPITAL
PROCEEDS FROM LONG-TERM BORROWINGS
PAYMENT OF FINANCE LEASE LIABILITIES
DIVIDENDS PAID
NET CASH USED IN FINANCING ACTIVITIES
NET INCREASE IN CASH AND CASH EQUIVALENTS

CASH AND CASH EQUIVALENTS AT BEGINNING
OF PERIOD

CASH AND CASH EQUIVALENTS AT END OF PERIOD

090971995
M

AXXXRAXL
AXXXRRAX

AXXAXARX
(xxxxxxxx)
(xxxxxxxx)

Axxxrxxx
EXRXRARX

(xxxxxzxx)
(xxxzxxax)
EXRERXER
RXXKRXEX
RAEAEL

(xxxxxxxx)

P
P
(xxxnszres)
(xxxxxxxx)

NOTE : THIS STATEMENT IS CONFIDENTIAL AND UNAUDITED

Arvenpix C3

0820971993
"M

RAXRARRX
RAXEANKR

AXXAANKR
(xxxxaxxx)
(xxxunxxx)

X
AXRRRRLE

prer

Ouxnnnnns)
(uxxnnxas)
AXKXRRER
e
.

(xxxxxzxx)

P
ERAREARE
Oaxaasax)
Gnxxanax)

(xxxxxxxx)
RXZEXEXE
13rxznzx
r123322E



FORMAT FOR ANNUAL ACCOUNTS

NAME OF STATUTORY BODY

BALANCE SHEET AS AT 31 DECEMBER 19X1

CURRENT ASSETS

CASH AND BANK BALANCES
SHORT TERM INVESTMENTS

STOCKS

OTHER CURRENT ASSETS
TOTAL CURRENT ASSETS
LESS: CURRENT LIABILITIES
SHORT TERM LOANS
ACCRUALS

FINANCE CREDITORS
TAXATION

OTHER CURRENT LIABILITIES
OVERDRAFTS

TOTAL CURRENT LIABILITIES
NET CURRENT ASSETS
INVESTMENTS

LOAN ADVANCES
OTHER ASSETS

FINANCED BY:

GRANTS

RESERVES

OTHER FUNDS
RETAINED EARNINGS

LONG TERM LIABILITIES

LOANS
OTHER LONG TERM LIABILITIES

NOTES

19x1
RM

XXXXXXXX
XXXXXXXX

XXXXXXXX
XXXXXXXX
XXKXXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX

XXEXXXXX

XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX

XXKXXXXX

XXXEXXXX
XXXXXXXX

XXXXXKXX
XXXXXXXX

XXXEXXXX

Arpenpix C4

19x0
RM

XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXRXXX

XXXXXXXX

XXXEXXXX

XXXXXXXX
XXXEXXXX
XXXKXXXX

XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXXXXXX
XXXKXXXX
XXXXXXXX
XXXXXXXX

XXXXXXXX

XXXXXXXX
XXXXXXXX

XXXXXXXX



ArrenDiX CS

FORMAT FOR ANNUAL ACCOUNTS

NAME OF STATUTORY BODY
INCOME AND EXPENDITURE STATEMENT
AS AT 31 DECEMBER 19X1
NOTES 19x1 19x0
RM RM

LICENSE AND PERMITS XXXXXXXX XXXXXXAX
INCOME FROM SERVICES RENDERED AXXXXXXX AXXXXXXX
RENTALS AXXXXXXX XXXXXXXX
INTERESTS AND DIVIDENDS XXRXXXXX XXXXXXXX
COMPOUNDS AND FINES RXXXXXXX XXXXXRXX
CONTRIBUTIONS RECEIVED XXXXXXXX XXXXXXXX
G XXXXRXXX XXXXXXXX
OTHER INCOME XXXXXXXX RXXXXXRX
PROFITS/(LOSSES) FROM PROJECTS, ETC. XXXXXXZX AXXAXXXX
TOTAL INCOME XXXXXXXX AXXXXXXX
LESS:

EMOLUMENTS AXXXXXXX XXXXXXXX
SERVICES AND SUPPLIES XXXRXXXX AXXXXXXX
CONTRIBUTIONS AND FIXED PAYABLES AXXXXXXX XXXXXXXX
REFUNDS, WRITE-OFFS AND PROVISIONS XXXXXXXX XXXXXXRX
DEPRECIATION/AMORTISATION XXXAXXXX XXXXXXEX
DOUBTFUL DEBTS AXAXXXXX RXRXXRXX
MISCELLANEOUS EXPENDITURES XXXXXXXX XXXXXXXX
TOTAL EXPENDITURE XXXXXXXX XXXAXXRX
SURPLUS/(DEFICIT) OF INCOME XXXXXXXR XXRRXXXX
RETAINED EARNINGS BROUGHT FORWARD XXXXXXAX XXXXXXXX
SURPLUS OF INCOME BEFORE APPROPRIATION XXXXXXXX XXXXXXX
PROPOSED DIVIDEND XXXRXXXX XRXXXXLE

ACCUMULATED SURPLUS OF INCOME CARRIED
FORWARD




FORMAT FOR ANNUAL ACCOUNTS

NAME OF STATUTORY BODY
CASH FLOW STATEMENT
AS AT 31 DECEMBER 19X1

NOTES

CASH FLOWS FROM OPERATING ACTIVITIES

CASH RECEIPTS FROM CUSTOMERS
CASH PAID TO SUPPLIERS AND EMPLOYEES

CASH GENERATED FROM OPERATIONS
INTEREST PAID
INCOME TAXES PAID

CASH FLOW BEFORE EXTRAORDINARY ITEM
SURPLUS/(LOSSES) FROM EXTRAORDINARY ITEMS

NET CASH FROM OPERATING ACTIVITIES

CASH FLO‘S FROM INVESTING ACTIVITIES
ACQUISITION OF SUBSIDIARY, NET CASH ACQUIRED
PURCHASE OF ASSETS

PROCEEDS FROM SALE OF ASSETS

INTEREST RECEIVED

DIVIDENDS RECEIVED

NET CASH USED IN INVESTING ACTIVITIES

CASH FLOWS FROM FINANCING ACTIVITIES
PROCEEDS FROM ISSUANCE OF SHARE CAPITAL
PROCEEDS FROM LONG-TERM BORROWINGS
PAYMENT OF FINANCE LEASE LIABILITIES
DIVIDENDS PAID

NET CASH USED IN FINANCING ACTIVITIES

NET INCREASE IN CASH AND CASH EQUIVALENTS

CASH AND CASH EQUIVALENTS AT BEGINNING
OF PERIOD

CASH AND CASH EQUIVALENTS AT END OF PERIOD

19x1

AXTXXXXX
XXXXXXXX

XXXXXXXX
(xxxxxXXX)
(XXXXXXXX)

XXXXXXXX
XXXXXXXX

XXXXXXXX

(XXXXXXXX)
(xxxxxxXX)
XXXXXXXX
XXXXXXXX
XXXXXXXX

(xXXXXXXX)

XXKXXXXX
XXXXXXXX
(XXXXXXXX)
(RXXXXXXX)
(xxxxxxX%)

XXXXXXXX

XXXXXXXX

XXXXXXXX

Arpenpix C6

19X0
RM

XXXXXXXX
XXXXXXXX

XXRXXEXX
(XXXXXXXX)
(XXXXXXXX)

XXXXXXXX
XXEXXXXX

XXXXXXXX

(XXXXXXXX)
(XXXXXXXX)
XXXXXXXX
XXXXXXXK
XXXXXXXX

(xxxxxxxx)

provereey
XXXXKKXX

(xxxxxxxx)

(xxxxxxxx)

(xxxoox

XXXXXXXX



ArpENDIX D

GUIDELINES FOR THE ACQUISITION AND
IMPLEMENTATION OF SAGA

YEY
AGENCY
AGENCY

MAMPU/JAN
CONSULTANT

‘The Management of the organisation gives instruc-
tion to implement SAGA

Has the accounting system in the agency been
computerised?

Can the existing system be modified to meet the
requirements of the standard accounting system?

Agency takes necessary steps to modify system
accordingly

Agency informs MAMPU on the need to migrate/
acquire SAGA

MAMPU/JAN/CONSULTANT conduct study to
assess agency’s situation and estimate the cost of
GA

AGENCY

CONSULTANT

MAMPU/JAN

AGENCY

MAMPU/JAN

AGENCY

i

!

I

MAMPU forwards report to Agency

Agency acquires the essential funding needed

MAMPU appoints consultant to implement SAGA

Consultant performs updating of agency's accounts,
modifies SAGA fo usc in agency, updates data of
accounts to SAGA

MAMPU/JAN monitors implementation progress in
agency

Agency conducts parallel run of system for at least
1-3 months

MAMPU/JAN to monitor implementation progress
before advising agency 1o use the system on a live
basis

Agency implements daily closing of accounts

Agency performs closing and preparation of annual
statement of accounts in accordance to existing rules
and regulations
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OBJECTIVE

1. The objective of this circular is to explain and provide guidance on the
implementation of the MS ISO 9000 Standard in the Civil Service Along with this
circular is attached the “Guidelines for Implementing MS ISO 9000 in the Civil
Service”.

BACKGROUND
2. The Government has introduced various quality improvement programmes in
the Civil Service. The objective of these programmes has been to enhance the quality
of service delivery to Among the progra that have been i di

to achieve this objective are the Manual of Office Procedures and Desk File,
Improvement in the Quality of Counter Services, Quality Control Circles (QCOC),
Micro Accounting System, Total Quality Management (TQM) and Clients’ Charter.
These programmes have been successful in improving the capability of Government
agencies in providing quality services to their customers. In addition the implementation
of these programmes has also laid a strong foundation for developing a quality
management system in the Civil Service.

3. Nowwithstanding the encouraging performance of Civil Service agencies, it is
felt that much more can be achicved in improving the quality of their service delivery,
In this direction the Government has decided that the time is right for agencies to

pl a quality system that s universal and based on a standard
that is internationally recognised. For this to be attained the Government has agreed
that steps must be taken for the Malaysian Civil Service to conform to the MS 1SO
9000 standard. The adoption of this standard will further strengthen the quality
management system that already exists in Government agencies.

4. The MS ISO 9000 is a written standard that specifies the basic elements of a
quality system for an organisation so as 1o enable it to provide services that will
meet customer needs. MS 1SO 9000 requires organisations to identify their customer
needs and plan and control the processes that have to be implemented to fulfil those
needs. In addition, the necessary and adequate training must also be provided to all
the staff involved in the delivery of services. Finally, periodic audits must be carried
out to ensure the effectiveness of the processes in meeting the stated objectives.

RATIONALE FOR IMPLEMENTING MS 1SO 9000
IN THE CIVIL SERVICE

5. Generally an organisation implements MS 1SO 9000 to achieve the following
objectives:

* to satisfy customers who mandate a demonstrated quality system based on
MS 1SO 9000 as a pre-condition before they are prepared to purchase products/
services from the organisation; and



* 1o utihse MS ISO 9000 as a blucprint for cfforts to improve the quality
system of the organisation so as to enable it 1o achieve greater effectiveness
and efficiency.

6. The first objective is the main impetus for the majority of Malaysian companies
to adopt the MS 1SO 9000 standard. These companies are aware that for their products
and services to achieve compeutiveness in both the local and overseas markets, they
must be certified to the MS 1SO 9000 standard.

7. In the context of the Civil Service, the objective of achieving greater effectiveness
and cfficiency in the existing quality system should be the principal driving force
spurring Government agencies to implement the MS ISO 9000 standard. The
implementation of this standard will enable Government agencies to develop a quality
management system with the following principles and features:

= a philosophy of prevention rather than detection;
* continuous review of critical process points, corrective actions and outcomes;

*  the development of work methods that are consistent based on the principle
of night first time and every time;

L ‘l“ work 1s based on policies and procedures that are documented; and

« emphasis on the maintenance of quality records as evidence that the necessary
actions have been implemented.

8. The quality system that is developed based on the above principles and features
will inevitably lead to competent management decision making, control of process
input, control of quality costs, reduction in waste and an increase in productivity.

GUIDELINES FOR IMPLEMENTING MS ISO 9000
IN THE CIVIL SERVICE

9. This guideline provides cxplanation on four key aspects related to the
implementation of MS ISO 9000. Firstly, 1t explains the relationship between MS
ISO 9000 and quality. Secondly, it clarifies the requirements under cach element
that have 10 be adhered to by the implementing agency. Thirdly, detailed instructions
are provided on the documentation requirements under this standard. Finally, the
guideline briefly explains the steps for the implementation of MS 1SO 9000.

10. Tt must be emphasised that in implementing the MS ISO 9000 standard, besides
this guideline, Heads of Departments are also required to make reference to the MS
ISO 9000 series of standards issued by SIRIM. An explanation of this series is
provided in the guidelines that have been prepared. Heads of Departments are also
encouraged to make additional reference to books and literature connected with the
MS ISO 9000 standard. Where it is found very necessary, Heads of Departments
may also avail of the services of management consultants to advise and assist them
in the implementation of the standard in their agencies.



REQUIREMENTS FOR AUDITING

11. To ensure that Government agencies are fully committed to the implementation
of MS ISO 9000, the Government has decided that quality auditing must be carried
out on the agencies. Quality auditing on Government agencies will be carried out
through three methods. Internal quality audits or first party audits will be carried
out by the Ministry to which the particular agency reports. The second type of
quality audit called the second party audit will be done by MAMPU. This will be
a compliance audit and agencies which are found to have complied with all the
requirements of MS 1SO 9000 will be issued with a “Malaysian Civil Service 1SO
9000 Certificate™ based on the standard. In addition, the audit report by MAMPU
will form an important criterion for evaluating the overall performance of the agency.

12. Apart from the two types of quality audits, which all agencies will be subjected
to, some Government agencies may apply for third party auditing. Third party auditing
is for the purpose of registration. The third party quality audit on Government
agencies can be carried out through one of three methods. The first is for MAMPU
to carry out the audit in collaboration with SIRIM or other accredited 1SO 9000
auditors. The second is for SIRIM to carry out the audit and the last is for the audit
to be carried out by accredited ISO 9000 auditors.

IMPLEMENTATION SCHEDULE

13. The Government has decided that all Government agencies should implement
MS 1SO 9000 by the end of the year 2000. To achieve this target Heads of agencices
are required to develop an implementation schedule that indicates the phases of
implementation.

IMPLEMENTATION DATE

14. This circular is effective from the date of its issue.

Myl

TAN SRI DATO’ SERI AHMAD SARJI BIN ADBUL HAMID
Chief Secretary To The Government
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Main Parts of
The Guidelines

These guidelines contain five main parts as below:

Parnt Topic Page

1 Introduction Al - A3
1 1SO 9000 and Quality Bl - BS
1 The ISO 9000 Series and Elements Cl - C76
v Documentation in ISO 9000 D1 - D24
v Implementation of 1SO 9000 El - E9
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GUIDELINES FOR IMPLEMENTING MS ISO 9000
IN THE CIVIL SERVICE

PART 1
INTRODUCTION
Contents Of This part contains the following topics:
Part 1
TOPIC PAGE
Objective Al
ISO 9000 Terminology A2
Objective These guidelines seek to give an explanation of MS 1SO 9000

and the way to implement it in the Civil Service. In preparing
these guidelines, reference has been made to the Malaysian Standard
(MS) series issued by the Standards and Industrial Research Institute
of Malaysia (SIRIM), namely MS 1SO 8402:1991, MS ISO
9000:1991, MS 1SO 9001:1994, MS ISO 9002:1994, MS 1SO
9003:1994, MS ISO 9004:1991 and MS ISO 9004:Part 2:1994.
The elements contained in this MS series arc the same as the
1 ined in the internati ly accepted ISO 9000.

The aim of these guidelines is not to replace the MS 1SO 9000
series. It only serves to complement it by giving a more detailed
explanation of the elements contained in the MS ISO 9000 series.
In addition to providing a more in-depth explanation on the
elements, these guidelines also give examples of how cach element
can be implemented in the Civil Service. Consequently, government
agencies when implementing the standard must make reference
to the MS ISO 9000 series, in addition to making use of these
guidelines. Implementing agencies are also encouraged to refer
to books and related literature on ISO 9000. In cases where there
is an urgent nced, agencies can also avail of the services of
consultants involved in the ficld of ISO 9000 implementation.

In the context of these guidelines, the term ISO 9000 refers
to MS ISO 9000.

Note:  The MS 1SO 9000 series can be obtained from SIRIM which is
responsible for issuing the series.

Al



1SO 9000

ISO 9000 has given definitions to key terms used in the series.

These definiti are provided for in ‘MS ISO 8402: 1991 -
Quality Vocabulary’, ‘MS 1SO 9001: 1994 — Quality Systems —
Model For Quality A In Design, Devel Producti

Installation And Servicing’ and ‘MS ISO 9004: Part 2: 1994 -
Quality Management And Quality System Elements: Part 2
Guidelines For Services'. In these guidelines, definitions of key
terms based on these three references are as below:

Quality: The totality of features and characteristics of a product
or service that bear on its ability to satisfy stated or implicd
needs.

Among the product quality ch are

Tean] bil

safety, Y, ility and transportability.

Among the service quality characteristics are accuracy, comfort,
courtesy, efficiency, effectiveness, reliability, honesty, p
responsiveness and security.

Quality Policy: The overall quality intentions and direction of
an organisation as regards quality, as formally expressed by top
management.

Quality Management: That aspect of the overall management
function that determines and implements the quality policy.

Quality System: The or i structure, resp litie
procedures, £ and for impl ing quality

management.

Quality Control: The operational techniques and activities that
are used to fulfil requirements for quality.

Quality Assurance: All those planned and systematic actions
necessary o provide adequate confidence that a product or service
will satisfy given requirements for quality.

Supplier: An organisation that provides a product or a service
1o a customer.

In the context of the Ci
agencies.

Service, the supplier refers to government

Product: Result of activities or processes.

Note: A product may include service, hardware, processed materials, software
or a combination thercof,

A2




Subcontractor: A supplier to the service organisation in a
contractual situation.

Customer: The recipient of a product or a service.

Service: The results generated, by activities at the interface between
the supplier and the customer and by supplier internal activities,
to meet customer needs.

Service Delivery: Those supplier activities necessary to provide
the service.

A3
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PART 11
1SO 9000
AND QUALITY
Contents Of This part contains the following topics:
Part II
TOPIC PAGE
Understanding 1SO and 1SO 9000 Bl
Relationship Between 1SO 9000 and Bl
Quality
Relationship Between 1SO 9000 and B3
QM
Principles of 1SO 9000 B4
Benefits of 1SO 9000 B4
L] di ISO is a ki ¢ - not an acronym - for the International
1SO And Organi for Standardi: which facili the creation
1SO 9000 and voluntary adoption of world wide industrial and manufacturing

standards. This international body developed the 1SO 9000
Standards to ensure that products and services of member countries
secure global acceptance.

1SO 9000 is a written sct of standards which describe and define
the basic clements of the quality system needed to ensure that
an organisation’s products and/or services meet or exceed customer
needs and exp i The impl ion of the will
help ensure that products and services that are produced meet
the required specifications on a continuous basis.

Relationship According to the 1SO 9000 Standard, quality is defined as the

Between totality of features and characteristics of a product or service
1SO 9000 that bear on its ability to satisfy stated or implied needs. The
And Quality features and characteristics are identified based on the needs of

the customer. It is the customer who evaluates whether the product
meels the specifications that have been determined. Thus, quality
really means meeting the needs of the customer. In the Civil
Service, quality service that is capable of meeting the needs of
the customer would among others include features such as
imeli accuracy, poli reliability, i i and
availability.




There are two principal approaches which can be adopted to
ensure that prodics and services meet the needs of the customer.
One is by means of quality control and the other is through
quality assurance. Quality control refers to techr Jues which
are used to identify products that do not meet the required
specifications. The underlying philosophy behind these techniques
15 1o carry out inspections after the product has been produced.

Consequently, the quality control approach to quality can result
in very high costs as a lot of resources would have already been
utilised to bring out the products that do not meet the required
specifications.

The very high costs above can be avoided in the second approach
to quality, namely quality assurance. In quahity assurance the
focus 1s on the process that results in the product and not on the
product itself. By focussing on the process to ensure that only
products and services that meet customer nceds will be produced,
the approach seeks to eliminate the underlying weaknesses in the
process that may give rise to defective products and services, In
short, the fundamental principle in quality assurance is
prevention and not remedial action after the defects have
occurred. It is this quality assurance that is the principal goal
of the ISO 9000 Standard

For an organisation to achieve quality assurance it must have an
cfficient process governed by a well-planned. well-documented,
and well exccuted quality management system or ‘quality system’
i short. The I1SO 9000 standard helps an organisation to achieve
quality assurance by creating such a quality system. The way in
which the 1SO 9000 standard achieves this is briefly summarised
in the diagram on the following page.

ISO 9000 Concept

As shown in the diagram. o achieve the goal of quality assurance,
the needs of the customer must be understood and a quality
system created based on the ISO 9000 standard. The comprehensive
coverage and the detailed documentation requirements of the
standard will help ensure that the input and the process for
producing the output will be controlled and the output verified
S0 as o ascertamn that it meets customer needs. In this way the
ISO 9000 standard will achieve a quality system that ensures
that the products and services of an organisation are of consistent
quality

B2



ISO 9000 CONCEPT

Need for quality
CUSTOMER QUALITY ASSURANCE I
Organisation
DOCUMENTATION QUALITY SYSTEM
7| based on 150 9000 series
o Quality Manual
* Procedures
* Work Instructions JCONTROL| CONTROL{ VERIFY
« Support Documents ¥ ¥
* Responsibilities
* Authorities
[ S ——
Relationship ISO 9000 will help to build a strong foundation for the
Bet impl of Total Quality Management (TQM). TQM is
1ISO 9000 a quality management process that is based on the quality
And TQM philosophy of customer orientation, continuous improvement,

involvement of all aspects of the organisation and an emphasis
on teamwork. Among key organisational areas emphasised by
TQM are management support, strategic quality planning and
process management. 1SO 9000 also covers these areas with a
particular hasis on process

The quality system developed by 1SO 9000 will enhance the

effectiveness and efficiency of process management, thercby
considerably assisting in the implementation of TQM

B3



Principles Of ISO 9000 embodies a few key principles which are
ISO 9000 explained below:

*  Principle One: ISO 9000 is a standard for a quality system.
It is not a product or service standard which describes the
specifications that the product or service must have. An example
will best illustrate the difference. SMR is a standard for a
type of rubber produced by Malaysia. This standard lays
down the specifications that this type of rubber must have
in terms of colour, elasticity and the type of chemicals that
it will contain. ISO 9000 on the other hand, only lays down
the standard for the quality system that produces this rubber.

*  Principle Two: ISO 9000 is based on documentation and is
premised on the following:

- Document what you do;
-~ Do what you document; and

- Prove it

*  Principle Three: ISO 9000 emphasises prevention. The
v objective is to prevent defects in quality and not attend to
them after they have occurred.

*+  Principle Four: ISO 9000 is a universal standard. It is able
to achieve this universality because it only spells out broad
requirements and leaves the manner of fulfilling the
requirements to the organisation. In other words, the focus
of 1SO 9000 is on what needs to be done and not on how
it is to be carried out. For cxample, the standard mandates
corrective action to be carried out but does not delineate the
nature or details of the corrective action itself. Being a universal
standard 1SO 9000 can be implemented in both product based
and service based organisations, including the Civil Service

Benefits Of The implementation of ISO 9000 will bring about various
1SO 9000 benefits which among others include:

* reduces firefighting and frees managers from constant
intervention in the operation of the business. This is achicved
as the staff will be given the means to control their own
operations;

*  provides the means for enabling the right tasks to be identified
and specified in a way that will yield the right results. The
standard requires planning in advance of the work and putting
in place procedures, d: and d which help
people choose the right things to do;

B4
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provides a means of d. g the isation's

in a structured manner that will provide a basis for education
and training of staff and the systematic improvement of
performance. This is taken care of by the documentation
requirements under the standard which not only call for the
quality system (o be documented but also to be continually
reviewed and maintained;

provides a means for identifying and resolving problems and
preventing their recurrence. The standard calls for the installing
of measures for detecting deviations from practices and
specifications, for discovering the cause of the deviations
and for planning and implementing corrective actions;

provides the means for enabling people to perform tasks
right the first time. This is achieved through the provision
of work instructions, effective controls, appropriate and
adequate resources, training, motivation and a conducive
environment;

provides objective evidence that can be used to demonstrate
the quality of the organisation's products and services and
to demonstrate to any external evaluators that the various
operations are under control. The standard enables this by
identifying, producing and maintaining records of key
operations; and

provides data that can be used to determine the performance
of operating processes, products and services and for improving
org ional per and ion. This
is made possible through the collection, analysis and review

of the records generated by the quality system.

BS
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PART III

THE ISO 9000 SERIES AND ELEMENTS

Contents Of
Part 111

The ISO 9000
Series

This part contains the following topics:

TOPIC PAGE
The ISO 9000 Scries Cl
Elements of 1SO 9000 Cc6

The 1SO 9000 series is a set of five individual, but related
international standards on quality management and quality
assurance. The five are 1SO 9000, 1SO 9001, ISO 9002, 1SO
9003 and ISO 9004. Two of the standards, namely 1SO 9000
(Quality Management and Quality Assurance Standards - Guidelines
for Selection and Use) and 18O 9004 (Quality Management and
Quality System Elemrnlr - Gmdelme:) are guidelines for
under. ding and sel. g the for the quality
management system that is to be established. The three remaining
standards, namely ISO 9001 (Quality System -Modzl Sfor Quality
Assurance in Design, Develop . Productiy ion and
Servicing), 1SO 9002 (Quality Systems - Model for Quality
Assurance in Production, Installation and Servicing) and 1SO
9003 (Quality Systems - Model for Quality Assurance in Final
Inspection and Test) are quality system models for quality
assurance.

C1



A brief description of cach of the five standards in the 1SO 9000
series is provided in the table below:

Type Name of Description
Standard
Guide ISO 9000 Guidelines for selection and use of suitable
models.
1SO 9004 Guidelines for quality management and quality
system clements.
Quality Quality assurance in:
Assurance | 1SO 9001 ~  design
Modecls —  production of products or services

- installation and servicing

Quality assurance in:
1SO 9002 — production of products or services

- installation and servicing

Quality assurance in:
ISO 9003 - final inspection
= test

Explanation on the series of standards is as follows:
* IS0 9000 Standard

1SO 9000 Quality Management and Quality Assurance
Standards - Guidelines for Selection and Use.

The ISO 9000 Standard gives an explanation of quality and
s importance. This standard can assist organisations in
selecting suitable standards on quality assurance models for
implementation. The ISO 9000 standard comprises of four
parts as follows:

- ISO 9000 - 1:1994  Guidelines for Selection and Use
(revision to ISO 9000:1987);

- 150 9000 - 2:1993  Guidance on Implementing 1SO
9001/2/3;




- IS0 9000 - 3:1991  Guidelines for the Application of
ISO 9001 to the Development,
Supply and Maintenance of
Software; and

~ 1SO 9000 - 4:1993  Guide to Dependability Programme
* IS0 9001, 1ISO 9002 and ISO 9003 Standards

~ IS0 9001:1994 Quality Systems - Model for
Quality Assurance in Design,
Development, Production and
Installation, and Servicing;

- 1SO 9002:1994 Quality Systems - Model for
Quality Assurance in Production,
Installation and Servicing; and

- IS0 9003:1994 Quality Systems - Model for
Quality Assurance in Final
Inspection and Test.

1SO 9001. ISO 9002 and 1SO 9003 are quality assurance models
that can be used 10 develop a quality system and evaluate as well
as upgrade its cffectiveness. Agencies can choose one of these
maodels based on their activities and duties. 1SO 9001 is suitable
for implementation by agencies that carry out activities beginning
with the design of a product or service until its maintenance.
Agencies in this category will usually prepare design according
to the requirements of each of its customers and these designs
cannot be standardised. On the other hand ISO 9002 is suitable
for implementation by agencies producing products or service
based on generic specifications and uniform requirements by all
customers. These agencies are not required to prepare their own
design for their products or services. 1SO 9003 is not involved
in design, production, installation and servicing. IUis only suitable
for organisations that are involved in carrying out inspection and
final testing.

* ISO 9004 Standard

This standard explains the basic requirements for developing,
implementing and maintaining a quality system that is systematic
and effective. These requirements can form the basis for
implementing TQM. The I1SO 9004 Standard consists of cleven
sections as follows:

- ISO 9004 - 1:1994 General Guidelines;

c3



Elements Of
1SO 9001

- 1SO 9004 - 2:1994 Guidelines for Services;

- 150 9004 - 3:1993 Guidelines for Processed Materials;

- IS0 9004 - 4:1993 Guidelines for Quality Improvement;

- 1SO/DIS 9004 - 5 Guidelines for Quality Plans (draft);

- ISO/DIS 9004 —

o

Guidelines for Quality Assurance and
Project Management (draft);

- ISO/DIS 9004 — 7 Guidelines for Configuration Manage-
ment (draft); and

- ISO/DIS 9004 -

=

Guidelines for Quality Principles (draft).

* 1SO 8402 Standard

Apart from the above mentioned series of standards, another
important standard in the implementation of 1SO 9000 is 1SO
8402:1994 Quality Management and Quality Assurance -
Vocabulary. This standard provides the vocabulary on concepts
and basic terminology used in quality management that have
been internationally accepted.

In these guidelines, explanation of the elements is in
accordance with the ISO 9001 Standard. The I1SO 9001 Standard
specifies 20 elements which are required for a quality management
system. These clements are listed in the following table:

C4




No. ISO 9001 ELEMENTS
1. | Management Responsibility
2. Quality System
3. | Contract Review
4. | Design Control
5. | Document and Data Control
6. | Purchasing
i Control of Customer-Supplied Product
8. | Product Identification and Traceability
9. | Process Control
10. Inspection and Testing
1. | Control of Inspection, Measuring and Test Equipment
12 Inspection and Test Status
13. | Control of Nonconforming Product
14. | Correcuive and Preventive Action
1S5 Handling, Storage, Packaging, Preservation and Delivery
16. Control of Quality Records
17. Internal Quality Audits
18. | Training
19. Servicing
20. Statistical Techniques

The relevant clauses and elaboration of each element appear below.
In the MS ISO 9001 Standard, these clements have been numbered
from 4.1 t0 4.20. The term ‘clause’ has been used to refer to the
divisions of the clements.

Cs



ELEMENT 4.1

Standard

Meaning

Purpose

Elaboration

MANAGEMENT RESPONSIBILITY

4.1.1 Quality Policy

The supplier's with utive ibility shall
define and document its policy for quality, including objectives
for quality and its commitment to quality. The quality policy
shall be relevant to the supplier’s organisational goals and the
expectations and needs of its customers. The supplier shall ensure
that this policy 1s und, d, impl and maintained at all
levels of the organisation.

The term supplier as referred in MS 1SO 9001 means an
organisation that provides a product or a service to a customer.
In the context of the Civil Service, it would refer to government
agencies.

Management with executive responsibility refer to top
management who make policy decisions affecting the whole
organisation

Quality policy refers to the overall quality intentions and direction
of an organisation as regards quality which is formally expressed
by top management. In order to understand quality policy. it is
important to understand the meaning of corporate policy. Corporate
policy normally is a general statement that specifies the broad
parameters within which the organisation should operate in pursuit
of organisational goals. Quality policy, on the other hand is top

’s formal of its to quality when
trying to attain these organisational goals. As such, quality policy
is an important component of the corporate policy.

The purpose of this clause is to ensure that top management
state in writing their intentions on quality, provides direction and
leadership and also is fully committed to the achievement of
these intentions

This clause delineates the role that is expected to be played by
top management. Top management are required to direct and
guide the organisation towards the achievement of the desired
quality as stated in the quality policy. The clause specifies that
the quality policy must be documented.
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An example of a quality policy is as shown below:

“We believe that our total commitment to continuous
improvement will guarantee the future of this organisation
by fulfilling the needs and expectations of our customers and

ployees in a ible and profi way.”

This clause also states that top management have to formulate
quality objectives that will support the achievement of quality
policy. Quality policy needs to be translated into quality objectives
and activities for its realisation. Quality objectives enable
organisations to plan what they want to achieve, identify the
status of achievement and what needs to be improved.

An example of quality objectives is as shown below:

L) quality imp the

*  to meet needs and exp

* 1o achieve total commitment of all employees;

* to improve the skills and capabilitics of all personncl
particularly in their respective arcas of work;

* to inculcate positive values and work ethics; and

* to create a conducive working environment.

Top management have to make sure that the policy and the relevant
objectives are understood by everyone in the organisation.

Therefore, the main y of top 73
quality policy and objectives are to ensure that both are:

~  defined;
— documented; and

- understood by all personncl.

Clause 4.1.1 in the MS ISO 9001 standard is generic and is
suitable for all kinds of organisations, whether they are involved
in producing products such as in the manufacturing sector or
organisations that are involved in providing services such as those
in the Civil Service.

The MS ISO 9004-2 Guidelines (Quality Management and Quality
System Elements: Part 2: Guidelines for Services) specifically
elaborates that the quality policy formulated should explain the
following:

* the level of service provided;
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Standard

+ the organisation’s image and reputation in relation to quality:
+ the objectives of quality service,

« the approaches to be adopted to achieve quality objectives:
and

*  the 1 ible for the quality policy.

4.1.2 Organisation
4.1.2.1 Responsibility And Authority

The responsibility, authority and the interrelation of personnel
who manage, perform and venfy work affecting quality shall be
defined and documented, particularly for personnel who need the
organisational freedom and authority to:

a. Initate action to prevent the occurrence of any nonconformities
relating 1o the product, process and quality system;

b. idenufy and record any problems relating to the product,
process and quality system;

c. initiate, re d or provide through d
channels;

d. verify the implementation of solutions;

c. control further processing. delivery or installation of
nonconforming product until the deficiency or unsatisfactory
condition has been corrected.

Purpose

Elaboration

y refers to what personnel in the organisation are
expected to do and authority refers to what they are allowed to
do.

The purpose of this clause 1s to ensure that top management use
and follow a systematic approach in the implementation of the
quality system. This clause also intends to ensure that top
management delegate authority together with responsibility to
personnel who are involved in activities affecting quality.

The lines of responsibility need to be drawn, and every person
who is directly or indirectly involved with quality needs to be
informed on his areas of duty and responsibility in writing. Every
person has to be informed on what he 1s expected to do (duty
list and responsibiliues) and allowed 1o do (authority). Among
ways to identify and record responsibilities and authority are
through the use of duty lists and organisation charts.
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Meaning

Purpose

Elaboration

An example of a duty list is as shown below:

DUTY LIST AND RESPONSIBILITIES OF
PERSONAL ASSISTANT TO THE DIRECTOR

1. Taking shorthand notes.

%)

Typing work for the Director.

3. Managing files, letters and other documents for the
Director.

4. Making and receiving phone calls for the Director.

5. Arranging and recording in the Director's diary meeting
dates and preparing files for the meetings.

6. Arranging of appointments for the Director.

7. Arranging air tickets and booking of office car for the
Director.

8. Collecting the daily duty lists of all officers in the
Division every month.

4.1.2.2 Resources

1he supplier shall |dcm|fy resource requirements and provxd:
luding the of trained

(scc 4.18), for per of work and

activities including internal quality audits.

Resources refer 1o all inputs needed to implement the quality
system, This will include among others human resources, skills,
finance, materials, methods, machines and technology.

The purpose of this clause is to ensure that top management
provide adequate resources that are needed to implement the
quality system. This is to ensure that the quality system can be
implemented efficiently so as to achieve the stated quality policy.

MS ISO 9004-2, cmph:\siscs more on the pmvim)n of suitable
human resources. T}us is due to the fact that in service organisations,
the beh and pe: of every individual directly impacts
on the quality of services provided. MS ISO 9004-2 emphasises
aspects that relate to motivation such as attitudes, capable personnel,
work that fosters 11 career pl and
development of personnel.
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Standard

4.1.2.3 Management Representative

The supplier's management with executive responsibility shall
appoint a member of the supplier's own management who,
irresp of other resp ies, shall have defined authority
for:

a.  ensuring that a quality
and d in acc
and

tem is established, implemented
with this I I Standard.

b reporting on the performance of the quality system to the
supplier's management for review and as a basis for
improvement of the quality system.

NOTE § The ofa may also include
liaison with external parties on matters relating to the supplier’s
quality system

Purpose

Elaboration

Standard

Meaning

repr ive refers (o a semor officer specially
d by top g with y for ensuring

quality

The purpose of this clause 1s to ensure that top management
appoint a senior officer with authority and accountable to top
to coordi and ad: the quality system

effectively.

In the context of the Civil Service, the management representative
can be the Quality Coordinator appointed by lhc Huad of
Department under the req of D ion
Circular No. 1 of 1992: Guide on Total Quality Managumnl In
The Civil Service.

4.1.3 Management Review

The supplier’s with utive 1 y shall
review the quality system at defined intervals sufficient to cnsure
its continuing suitability and effectiveness in satisfying the
requirements of this International Standard and the supplier’s
stated quality policy and objectives (see 4.1.1). Records of such
reviews shall be maintained (sce 4.16)

Management review refers to a review undertaken by top
management of the organisation of its quality system. It is also
known as quality system evaluation. Although termed as
management review, its scope does not cover all aspects of
management but it 1s only confined to the elements of the quality
system.
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Purpose

Elaboration

The purpose of this clause is to ensure that top management
continually review programmes under lhc quality system so as
to ensure that these p are ly as
well as to achieve lhe quality policy and objectives.

To ensure that the quality system is still effective and appropriate
in meeting the quality policy and objectives, a review needs to
be undertaken covering the following:

*  problems affecting quality and actions to be taken;

*  customer’s complaints;

* operation of the quality system;

* quality audit report;

*  arcas/aspects for improvement; and

+  whether the quality policy and objectives are appropriate to

the current situation and nceds.

This review will enable top to plan and fc |
future strategic action plans.

Chi



ELEMENT 4.2

Standard

Meaning

Purpose

Elaboration

QUALITY SYSTEM

4.2.1 General

The supplier shall blish, d. and a quality
system as a means of ensuring that product conforms to specified
requirements. The supplier shall prepare a quality manual covering
the requirements of this International Standard. The quality manual
shall include or make reference to the quality system procedures
and outline the structure of the documentation used in the quality
tem.

NOTE 6 Guidance on quality manvals is given in [SO 10013

The quality system of an organisation is the network of processes
that leads to the transformation of inputs (information, materials,
energy, clc.) into products or services. In addition to the processes,
a structure is required to manage these processes; procedures to
gurde these processes; and resources required to implement them.
The collection of these items is known as the quality system of
the organisation. The 1SO 9000 Standard provides the basis for
the quality system operated by the organisation.

The purpose of a quality system is to ensure that prudutls and
services produced by an org meet

and are of consistent quality. A quahty system ensures that this
objective 1s achieved through the implementation of the elements
of the MS 1SO 9000 quality system. This clement requires the
organisation 1o identify its customers’ requirements and to plan
and control the processes involved. This clement also require:
the organisation to provide adequate and appropriate training to
personnel who are responsible in implementing these processes.
In addition, cach activity/action involved in the quality system
must be documented as a policy or procedure. All activities that
are carried out follow the policy and the procedures that have
been documented.

To develop a quality system, organisations need to determine the
that will produce products and services to
meel customer requirements, an appropriate organisation structure
and adequate resources which will efficiently manage these
processes. For determining the necessary processes for the quality
system, the steps below can be followed:




Step 1: Identification of core processes
The methodology for identifying core processes are illustrated

in the diagram below which is an overview of the sequence to
be followed for identifying core processes.

Methodology for Developing Core Processes

Plans and Programmes/ Quality
'M'”“’H Goals Strategies l‘" Projects Objectives
(Client’s
Charter)

Measurement Outputs

It can be seen from the diagram that to develop core processes
an organisation must first formulate its mission statement and
translate this mission into goals based on a careful analysis of

el s. For attai these goals, the necessary
pl’ms and slra(cglcs have 1o be developed.

The next step s to break down into specific programmes and
projects. For each programme/project, the quality objectives need
to be defined. These quality objecti must be in
with the quality policy formulated by management. The Client's

Charter is a good example of organisational quality objectives.

Based on the quality objectives the core processes are developed
to produce the necessary outputs. An effective performance
measurement system must also be instituted to ensure that the
outputs satisfy customer requirements.
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Given below are examples of core processes from a training
institution:

~ the process for carrying out training; and
~  the process for carrying out management consultancy studies.

Step 2. Outlining the work flow process

For cach core process. list down the steps or sequential activities
involved (work flow process) in carrying out that process.

Example: the work flow process for carrying out training and

management consultancy studies are as in Diagram 1 and Diagram
2 respectively.

Cl4
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DIAGRAM 1 : BUSINESS PROCESS FOR CARRYING OUT TRAINING

=] [,
t

Ly N Yer (Esternal Training Prograssse)

Yes (Iaternal Training Programme)

Detivery of Detivery of Detivery of
Inbouse Learning | | Iabouse Learning | External Training
Programne by Programme by Programme
Inhouse Traioer | | External Tramer
Fioal Evalustion
of New Reaction
__{ Learning L,
(Design Validation)
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DIAGRAM 2: PROCESS FOR CONDUCTING
MANAGEMENT CONSULTANCY STUDIES

LPlan l‘rm:lichlud)] “mi;:qnu:mw —!

Discuss Directive/Request/|
Plan for Proactive Study

Determine Terms of
Reference

Make
Amendments

Make
Amendments

Data Collection and
Analysis

l

©
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Prepare Study Report

Discuss Report With
Stakeholder/Client

Present Report
To Head Of

Make
Amendments

Yes

Prepare Final
Report

Presentation of Report
To Stakeholder/Client

Make
Amendments

Monitor Progress Of
Implementation
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Standard

Meaning

Step 3: Selection of the MS 1SO 9000 model

For cach work flow process identify the most appropriate MS
1SO 9000 model (MS ISO 9001, MS ISO 9002 or MS ISO 9003).

Example: the processes of carrying out training and management
consultancy studies involve design, so MS 1SO 9001 is the most
appropriate model to be selected

Step 4: Application of the elements

For each step or sequential activity in the work flow process,
identify the appropriate clements of the model selected which
can be applied i that step or activity and apply the standard.
Examples for the identification of elements in MS 1SO 9001 are
as in Diagram 3 and Diagram 4.

Step 50 Preparation of procedures

For cach step or sequential actvity in the work flow process,
prepare procedure(s) and work instructions (where necessary)
for implementing that step or activity if the procedures and work
instructions have not been prepared (See the following for Quality
System Procedures).

4.2.2 Quality System Procedures

The supplicr shall

a. prepare documented procedures consistent with the
requirements of this International Standard and the supplier's
stated quality policy; and

b.effectively implement the quality system and its documented
procedures.

For the purposes of this International Standard, the range and
detail of the procedures that form part of the quality system shall
be dependent upon the complexity of the work. the methods
used. and the skills and training needed by personnel involved
i carrying out the activity.

NOTE 7 Documented procedures may make reference to work instructions
that define how an activity 15 performed

Procedure is a sequence of steps to execute a routine task. Quality
system procedures refer to the second level documentation in
IS0 9000 which document procedures 1o carry out the quality
system.
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DIAGRAM 4: PROCESS FOR CONDUCTING
MANAGEMENT CONSULTANCY STUDIES

I Plan Proactive Study

Recelve Directive/
Request

Discuss Directive/Request/
Plan for Proactive Study
Determine Terms of
Reference

4.3 Contract Review

Make
Amendments

4.4 Design Control

Make
Amendments

Yes
4.6 Purchasing
Data Collection and 4.7 Customer Supplied
Amlysis Product
4.8 Identification and
Traceability m
Note ; 4.9 Process Control
Elements Applisable to AU Activities 4.10 Inspection and
Testing
4.1 Management Responsibility
42 Quality System 4.11 Control of Inspection,
4.5 Document and Data Control Measuring and
4.16 Control of Quality Record Test Equipment
4.17 Internal Quality Audits
4.18 Training




Make
Amendments

Make |

4.12 Inspection and Test
4.13 Coatrol of Nonconforming
Product

4.14 Cornr.lhe and Preventive

Discuss Report with
Stakeholder/Client

41s uuauu Storage,
Packaging,

Preservation
and Dellvery
4.20 Statistical
Techniques
Present Report
to Head of
Department

4.9 Process Control
4.10 Inspection and Testing

to lient 412 1 ion and Test Status

4.13 Control of Nonconforming

Product w
4.15 Handling, Storage,

Amendments

Preservation and Delivery

z Coats
4.11 Control of Inspection, Measuring
and Test Equipment G
| 4.19 Servicing
4.20 Statistical Techniques

Monitor Progress of
Implementation
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Elaboration

Standard

Procedures are the main documents that control the operations
of a quality system. They give clear guidelines and direction on
the nature of the activity which is to be controlled by specifying,
how, when, where and by whom.

Procedures describe how an organisation manages its daily
operations. Procedures describe what should be happening, what
are the inputs and outputs, and what are the intended results of
any acuivity. They also describe the methods and sequence of
activities, provide useful information on who is responsible for
that activity, what tools to use, what needs to be kept and what
performance standards need to be adhered to. Procedures should
indicate who does what, where, when, why and how. Procedures
are documented in the Procedure Document.

In order to conform to MS ISO 9000 requirements, an organisation
may need to prepare two types of procedures as follows:

« procedures for implemenung the requirements of MS ISO
9000 elements (based on ISO 9000 clauses).

Example: procedure to carry out contract review, lraining
and internal quahity audits;

+  procedures for implementing the core process activities of
the organisation (departmental activity based procedures).

Example: procedure for carrying out training and procedure
for carrying out management consultancy studies. For this
second type of procedures, the relevant MS 1SO 9000 elements
will have to be built in. For example, the element of inspection
and testing (Element 4.10) will be applied to the activity of
receipt of forms, where all forms received have to be checked
1o ensure that they are complete.

The manner in which procedures are structured and written will
depend on the type of activity and the complexity of operation.

4.2.3 Quality Planning

The supplier shall define and document how the requirements
for quality will be met. Quality planning shall be consistent with
all other requirements of a supplier’s quality system and shall
be documented in a format to suit the supplier's method of
operation




Meaning

The supplier shall give consideration to the following activities,
as appropriate, in meeting the specified requirements for products,
pm]ccl: or contracts:

a. the preparation of quality plans;

b the identification and acquisition of any controls, processes,

i (including i ion and test ). fixtures,

n-.souru:s and skills lhnl may be needed to achieve the required
quality;

e cmunng the cnmpaubllny of the design, the production process,
Il servicing, inspection and test and
the applicable documentatio

d. the updating, as necessary, of quality control, inspection and
testing techniques, including the development of new
instrumentation;

¢ the identification of any vi
capability that exceeds the known state ol the art, in sufruenl
time for the needed capability to be developed;

f. the identification of suitable verification at appropriate stages
in the realisation of product;

2. theecl of d. of bility for all features
and requirements, including those which contain a subjective
clement;

h. the identification and preparation of quality records (sce 4. 16).

NOTE 8: The quality plans referred 10 [sce 4.2 3(a)] may be in the form of
areference to the appropriate documented procedures that form an
integral part of the supplicr’s quality system

Quality plan is a document setting out specific quality practices,
resources and sequence of activities relevant to a particular product,
service, contract or project. The quality plan will include:

*  astatement explaining how quality will be managed;

* an explanation of how the quality strategy of the Quality
Manual is T d in the of g P outlined
in the quality plan; and

*  the method of verifying that planned controls and procedures
are completed, listing the objective evidence, results and records
that will be sought.
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Elaboration

The purpose of this clause is to ensure that the organisation
incorporates planning and prepares plans for the achievement of
quality. Quality plans may be developed to define how quality
is assured for specific projects, products or contracts. A quality
plan will be based upon the corporate quality procedures and
designed to cater for specific application.

The quality plan is normally prepared for new processes/activities

or and ised products. For processes
which are roulme or have been opcraung for a long time, the
Quality Manual with iated are

adequate to guide the organisation in achieving quality. In the
Civil Service, among the examples of quality plan include proposal
papers and action plan.
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ELEMENT 4.3

Standard

Meaning

CONTRACT REVIEW
4.3.1 General

The supplier shall blish and maintain d dp |
for contract review and for the coordination of these activities.

4.3.2 Review

Before submission of a tender, or the acceptance of a contract
or order (statement of requirement), the tender, contract or order
shall be reviewed by the supplicr to ensure that:

a. the requirements are adequately dcﬁncd and documented;
where no written of is ilable for
an order received by verbal mcnns the supplier shall ensure
that the order requirements are agreed before their acceptance;

b. any differences between the contract or order requirements
and those in the tender are resolved;

. the supplier has the capability to meet the contract or order

requirements,

4.3.3 Amendment To A Contract

The supplier shall identify how an amendment to a contract is
made and y i d to the fi i concerned within
the supplier’s organisation.

4.3.4 Records

Records of contract reviews shall be maintained (sce 4.16).

NOTE 9: Channels for communication and interfaces with the customer's
organisation in these contract matters should be established

A contract, whether written or verbal, is an undertaking given
by an isation 1o its for the p of a product
or service based upon customer requirements. A contract does
not have to be formally written to be binding.

Contract review is the process whereby organisations review
the requirements of their customers and resolve any differences
that may exist before entering into a contract with them, whether
written or verbal.
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Elaboration

Example

The purpose of carrying out a contract review is to ensure that
the or, Q has y blished the requi of

its customers, before entering into a contract with them.

This element requires an organisation 1o establish a system whereby
customer requirements for a product or service are adequately
defined and documented. These requirements must be reviewed
to ensure that any differences in requirements are taken into
account before entering into a contract to produce a product or
provide a service. According to the MS ISO 9004-2 Guidelines,
among the approaches that can be used to review and establish
customer requirements are surveys and interviews with customers
(MS ISO 9004-2, clause 6.1.1). The organisation should also

blish effective i g with its s as this is crucial
to establish what is service quality as perceived by the customers
(MS ISO 9004-2, clause 5.5.1). Through these review methods
customer requirements in terms of the characteristics and
specifications of a service as well as its service delivery
characteristics can be established (MS 1SO 9004-2, clause 4.1).
In addition 10 q s, the ion must take
into account reg y and legal reqi that are related
to a service (MS ISO 9004-2, clause 6.1.2) as well as the
organisation’s capability to meet these requirements. Once the
customer and the organisation have a common understanding of
the product or service to be produced, a contract can be entered
into. Any changes to the contract should be checked 10 ensure
that both parties have a common understanding of the changes.
Records of contract review shall be maintained for reference
purposes.

INTAN before determining the courses to be conducted for a
particular time period. such as one year, will obtain feedback
from government agencies on the types of courses required for
that ume period. The requirements specified by these agencies
will include among others, the subject matter, duration of the
course, date of commencement and the number of participants
By doing this, INTAN can ly the req

of its customers. Taking into account, these requirements as well
as its own capability, INTAN will determine the courses to be
conducted during that one year. Any differences between the
initial request by these agencies and the proposed course
programmes will be discussed and resolved. This whole process
15 the process of contract review. Having resolved all the differences,
INTAN can now enter into a contract with the agencies concerned
to provide the necessary training.
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Standard

Meaning

Purpose

Elaboration

Standard

DESIGN CONTROL

4.4.1 General

The supplier shall blish and maintain d d p d

to control and verify the design of the product in order 10 ensure
that the specified requirements arc met.

Design 1s a creative process that creates something tangible out
of an idea or a i . In order 10 y create a
design, the process of converting an idea or requirement into a
design which can be put into production or service has to be
controlled

Design control is a method of keeping a control on the design
process to ensure that the design created is able to meet its
specified requirements.

The purpose of carrying out controls over the entire process of
designing a product or service is 1o ensure that the final design
produced conforms to the specifications for that product or service.
Design control and the cor di
the following:

g7 g y cover

*  cstablishing the design aims, planning how the design is 1o
proceed. and who is to carry out the design (clause 4.4.2 and
4.4.3);

*  establishing what 1s nceded to be known for the design to
proceed (clause 4.4.4);

*  cstablishing the form of the output from the design (clause
4.4.5);

*  reviewing on completion of the design, whether it has achieved
what was wanted (clause 4.4.6, 4.4.7 and 4.4.8); and

*  modifying the design to include changes, which may occur
atany stage of the process and for any reasons (clause 4.4.9)

4.4.2 Design And Development Planning

The supplier shall prepare plans for cach design and development
activity. The plans shall describe or reference these activities,
and define responsibility for their impl, ion. The design
and development activities shall be assigned to qualified personnel
equipped with adequate resources. The plans shall be updated as
the design evolves.
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Purpose

Elaboration

Standard

Design planning is the planning stage in the design process. At
this stage what is to be done and who is going to do it is determined.

The purpose of this clause is to ensure that all tasks that need
to be carried out are identificd and only qualified personnel equipped
with adequate resources are assigned these tasks.

When designing a product or service, an organisation must plan
for each stage of the design activity, what is to be done and who
is going to do it. Design plans can be in the form of a simple
flowchart showing the steps to be taken and who is to do them.

4.4.3 Organisational And Technical Interfaces
Organisational and technical interfaces between different groups
which input into the design process shall be defined and the

necessary information documented, transmitted and regularly
reviewed.

Or interface is the relationship and communication

Purpose

Elaboration

among different divisi inan or among

Technical interface is the relationship and communication among
groups with different technical expertise within an organisation
or among organisations.

The purpose of this clause is to control the relationships and
communication among different groups that are involved in the
design of a product or service. By doing so the organisation can
cnsure that there is effective transmission of information among
them. This information can then be reviewed and acted upon by
the different groups.

In large organisations there are usually many pecople and
departments involved in the design process. These may include
customers, regulatory bodies and suppliers. It is therefore important
to control the organisational and technical re hips and
communication between them. The organisation should therefore
establish which of these relationships are critical to the current
design and decide how to establish good communication with
the parties involved. It is important that the design records show
what information has passed between groups or divisions within
an organisation as well as between organisations and that this
information has been reviewed and acted upon.
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Meaning

Purpose

Elaboration

Standard

4.44 Design Input

Design input requirements relating to the product, including
appllable statutory and mgulllory mquuemcnls shall be identified,

and their sel d by the suppller for
d ! bi or confli shall
be n:solved wnlh those who are responsible for imposing these
requirements.

Design input shall take into consideration the results of any contract
review activities.

Design input is the input or requirement which must be taken
into account when determining the specifications for a product
or service upon which a design will be produced. In the context
of the Civil Service, when designing a new service, inputs wnll
include among others, the g 's rules and I
pertaining to that service as well as the needs of stakeholders
and customers.

The purpose of this clause is 1o ensure that the specifications of
a product or service are clearly and accurately identified.

All the factors to be taken into account, when producing the
design for a product or service should be carefully considered
and written down. Factors which have 1o be considered include
among others customer needs, statutory and regulatory requirements,
legal requirements, market surveys, past experiences and contract
review activities. The organisation must also ch:ck lo ensure
that none of these requi are i or
conflicting and if they do, it should be resolvcd

4.4.5 Design Output

Design output shall be documented and expressed in terms that
can be verified and validated against design input requirements.
Design output shall:

a. meet the design input requirements;

b. contain or make reference to acceptance criteria;

c. identify those characteristics of the design that are crucial
to the safe and proper functioning of the product (c.g. operating,
storage, handling, maintenance and disposal requirements).

Design output documents shall be reviewed before release.
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Purpose

Elaboration
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Meaning

Purpose

Elaboration

Design output is the tangible output resulting from the process
of g an idea or req In the context of the Civil
Service, the design output for a service to be provided by a
public sector agency can be in the form of a design document.
The design document will outline the characteristics of the service
such as the procedures for service delivery, forms to be used.
number and skills of staff required and the locations from which
the services can be obtained.

The purpose of this clause is to give the organisation a tangible
output that can be reviewed to determine whether or not it mects
its specified requirements.

Design output takes many forms. Besides design documents, it
can also be engineering designs in the form of drawings or a
product design in the form of a simulation or a prototype.

4.4.6 Design Review

At appropriate stages of design, formal documented reviews of
the design results shall be planned and conducted. Participants
at each design review shall include representatives of all functions
concerned with the design stage being reviewed. as well as other
specialist personnel, as required. Records of such reviews shall
be maintained (see 4.16).

Design review 1s the review of design results which is carned
out at appropnate stages of the design process to determine whether
an organisation is able to meet customer needs and other design
inputs

The purpose of this clause is 1o enable the organisation to identify
problems and to develop solutions throughout the design process.

In carrying out design reviews relevant personnel should be
involved. They should include not only the people within the
organisation, but where relevant, those outside of the organisation.
In the context of the Civil Service, organisations outside the
agency which have to be consulted may include the Treasury on
matters pertaining to finance, the Public Services Department on
matters pertaining to personnel and other technical departments
as required.
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Elaboration

Standard

Meaning

4.4.7 Design Verification

AU appropriate stages of design, design verification shall be
performed to ensure that the design stage output meets the design
stage input requi . The design verificati shall
be recorded (see 4.16).

NOTE 10:  In addition to conducting design reviews (sce 4.4 6), design
verification may include activities such as:

= performing alternative calculations;

- comparing the new design with  similar proven desiga, if
available.

= undertaking tests and demonstrations: and
= reviewing the design stage documents before relcase

Design verification is the process of confirming, at appropriate
stages in the design process, whether the design results meet
design requirements. It will determine whether or not the
organisation has got the right design.

The purpose of this clause is to enable the organisation 10 identify
design results that do not conform to specified requirements.
This identification will enable the organisation to make the
necessary changes to a design.

The design plan should indicate the verification method 1o be
used, including who is to carry it out, how it is to be performed
and what records are to be kept.

4.4.8 Design Validation

Design validation shall be performed to ensure that product
conforms to defined user needs and/or requirements.

NOTES: 11, Design validation follows successful design verification (sce 4.4.7),
12 Validation is normally performed under defined operating
conditions.
13, Validation is normally performed on the final product. but may
be necessary wn carlier stages prior 1o product completion

14 Multiple validations may be performed 1f there arc different
intended uses

Design validation is the actual testing of a product or service
to sce if it works. In the context of the Civil Service, it may be
in the form of a pilot run for a new service introduced to assess
its capability 1o satisfy customers.
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The purpose of this clause is to determine whether a product or
service really works and if it is acceptable to the customer.

Standard

Meaning
Purpose
L

Elaboration

Example

Design validation is the process of ensuring that the final product
or service will meet customers’ needs. It is the final stage in the
design process and is i for p ing serious ienci
in a product or service. The results of the validation process can
be fed back into the design process, leading to modifications and
improvements to the product or service.

4.4.9 Design Changes

All design changes and modifications shall be identified,
d d and app! by authorised before
their implementation.

Design changes is the process of making changes and modifications
to the design of a product or service.

The purpose of this clause is 1o control all changes that are made
to the design of a product or service.

Design changes arising from the customer, market, design review,
design verification and design validation must be recorded, reviewed
and approved by authorised personnel before the changes can be
initiated. These changes must be formally documented.

The government in its efforts to upgrade the quality of services
provided to the public came up with the idea of introducing a
service that will enable the public to pay their water, electricity
and telephone bills at one centre without having to go to the
counters at the respective agencies to make payment. This idea
had to be translated into a design before the service could be
provided. In developing the design for this service, the government
had 1o first determine what had to be done and to assign
responsibility for carrying out these activities. Among the activities
identified were, to study the feasibility of such a system, designing
the system. considering the financial implications and determining
whether the agencies involved had the capacity to implement the
system. The agency assigned with the responsibility for designing
the system was INTAN. INTAN in carrying out this responsibility
had extensive discussions with MAMPU, Pos Malaysia (the former
Postal Department), the Water Works Department, Tenaga Nasional
Berhad (the former National Electricity Board) and Syarikat
Telekom Malaysia Berhad (the former Telecoms Department).
Interfaces among these departments were established in the form
of meetings.
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When designing the system, design input requirements were
identificd. Among these were the need to be able to pay utility
bills at one centre, the need to transfer funds between the agencies
for reconciliation of accounts and the need to update customer
accounts.

These design inputs were taken into account in the design for
the service which was known as the One Stop Bill Payment
System. The design was reviewed and verified at various stages
during the design process. Finally, the service was validated by
having a pilot run at a few sclected branches of the relevant
agencics before final modifications were made to the design.
This system was launched nationwide based on the final design.
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ELEMENT 4.5

Standard

DOCUMENT AND DATA CONTROL

4.5.1 General

The supplier shall and maintain d p
to control all documents and data that relate to the requirements
of this I ati S| including, to the extent licabl

documents of external origin such as standards and customer
drawings.

NOTE IS Documents and data can be in the form af any type of media. such
as hard copy or clectromc media

4.5.2 Document And Data Approval And Issue

The documents and data shall be reviewed and approved for
adequacy by authonised personnel prior to issue. A master list
or equivalent document control procedure identifying the current
revision status of documents shall be established and be readily
available to preclude the use of invalid and/or obsolete documents.

This control shall ensure that:
a. the pertinent issues of appropriate documents are availahle

at all locations where o ial to the effective
functioning of the quality system are performed;

b, invalid and/or obsolete documents are promptly removed from
all points of issue or use, or otherwise assured against
unintended use;

¢ any obsolete documents retained for legal and/or knowledge-
preservation purposes are suitably identified

4.5.3 Document And Data Changes

Changes to documents and data shall be reviewed and approved
by the same functions/organisations that performed the original
review and approval. unless specifically designated otherwise.
The designated functions/organisations shall have access to pertinent
background informauon upon which to base their review and
approval.

Where practicable. the nature of the change shall be identified
m the document or the appropriate attachments

C34




Meaning

Purpose

Elaboration

Control of the documents and data means control for the approval,
distribution, d and disposing of these by an officer

p by These d and data include
Quality Manuals, Procedures, Work Instructions, Drawings,
Statutory Requirements and Specifications that are in the
organisation.

The intent of this element is to provide pertinent information to
all personnel in the organisation whose work relate 1o the quality
system.

According to the MS 1SO 9001 Standard, organisations are requircd
to blish pr for g all d and data
that are involved in the quality system. This control procedure
shall cover the methods for preparing, checking, approving,
amending. distributing and indexing all documents and data in
the or . Obsolete d have to be removed and
disposed. This is 1o ensure that:

* developing and ling d should be app by
the authorised personnel;

* all changes in documents should be planned;
*  documents should be distributed to only those requiring it;
* only current documents are distributed for use:

+  all documents received should be understood by personnel;
and

*  all obsolete documents removed.

Document and data can be in the following media:

* wntten documents;

= d held in the P
* documents in floppy disk or compact discs;
*  video and audio tapes; and

+  graphic posters.
When any changes to documents and data occur, the organisation

should make the necessary changes on the media where the
documents are stored.
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Example

An cxample of this element is the procedure for developing,
distributing and maintaining lhe Quality Manual. This proccdure
will have to definc the auth ibil 1

and ity for d
and maintaining the Quality Manual and the detailed steps (hm
have to be followed when or changing it. This p
will state where the Quality Manual can be obtained.

Those distributing as well as those receiving the Quality Manual
should put their si and the respective dates of distri

and receipt of the manual.
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ELEMENT 4.6 PURCHASING

Standard

4.6.1 General

The supplier shall establish and maintain d P d
to ensure that purchased product (see 3.1) conforms to specified
requirements.

4.6.2 Evaluation Of Subcontractors
The supplier shall:
a. cvaluate and select subcontractors on the basis of their ability

to meet qi including the quality system
and any specific quality assurance requircments;

b. define the type and extent of control exercised by the supplier
over subcontractors. This shall be dependent upon the type
of product, the impact of subcontracted product on the quality
of final product and, where applicable, on the quality audit
reports and/or quality records of the previously demonstrated

pability and per of sub

c. establish and maintain quality records of acceptable
subcontractors (see 4.16).

4.6.3 Purchasing Data

Purchasing documents shall contain data clearly describing the
product ordered, including where applicable:

a. the type, class, grade or other precise identification;

b the title or other positive identification, and applicable issues

of d g5, process insp
instructions and other relevant technical data, including

q for app: or lification of product,
p process i and p

c. the title, number and issue of the quality system standard to
be applied.

The supplicr shall review and approve purchasing documents for
dequacy of the ifi i prior to release.
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Meaning

Purpose

Elaboration

4.6.4 Verification Of Purchased Product

4.6.4.1 Supplier Verification At s Premise

Where the supplier proposes to verify purchased product at the
subcontractor’s premises, the supplier shall specify verification
arrangements and the method of product release in the purchasing
documents

4.6.4.2 Customer Verification Of Subcontracted Product

Where specified in the contract, the supplier's customer or the
customer's representative shall be afforded the right to verify at
the subcontractor's premises and the supplier’s premises that
subcontracted product conforms to specified requirements. Such
verification shall not be used by the supplier as evidence of
effective control of quality by the subcontractor.

Verification by the customer shall not absolve the supplier of the
P y 1o provide acceptable product, nor shall it preclude
subsequent rejection by the customer.

Purchasing here means the method of procuring products or
services that are required by the organisation

The purpose of this clement is to ensure that products or services
supplied by the subcontractors conform to specified requirements.
In order to achieve this, it is important to evaluate and select the
subcontractors hased on their capability and past performance to
supply products or services

This element requires organisations to develop and maintain
documented procedures for ensuring that products or services
supplied are according to specifications. These specifications should
be clearly stated. Organisations shall evaluate the subcontractors
based on their past performance and capability in meeting
specifications. Organisations shall determine as to whether they
need to inspect the quality systems of its subcontractor or inspect
the premises of the subcontractor. Purchasing records should contain
data which is clear such as type, class, grade and title or other
identification of the product and shall be maintained.

According to the MS 1SO 9004-2 Guidelines, service organisations
should develop a working rel hip with the subc .
including a feedback mechanism. In this way, a programme of
contnuing quality improvements can be supported and quality
disputes avoided or settled quickly. Organisations shall maintain
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Example

a list of approved subcontractors who can supply products and
services that are required. The perf of these

should be regularly monitored to ensure their continuing
capability.

For example, in the process of awarding the contract to a
subcontractor for maintaining naval ships, the Ministry of Defence

requires the sub to provide i ion on their past
performances. This will enable the Ministry to evaluate the
pability of the sub prior o ding the contract.

The Ministry can also specify in the contract documents that it
reserves the right to visit and inspect maintenance operations at
the subcontractor’s premises to verify the latter's performance.

Another example is the purchase of pharmaceutical products by
the Ministry of Health. The Ministry should sclect subcontractors
(manufacturers of pharmaceutical products) based on the latter's
past performance. It should also clearly state its requirements in
the contract documents. If the Ministry of Health further wants
to ensure the quality of the pharmaceutical supplics, it may also
specify in the contract documents that it has the right to make
visits to the manufacturer's premises to inspect the manufacturing
process.
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ELEMENT 4.7

Standard

CONTROL OF CUSTOMER-SUPPLIED PRODUCT

The supplier shall establish and maintain documented procedures
for the control of venfication, storage and maintenance of customer-
supplied product provided for incorporation into the supplies or
for related activities. Any such product that is lost, damaged or
is otherwise unsuitable for use shall be recorded and reported
to the customer (sec 4.16).

Verification by the supplier does not absolve the customer of the
to provide product.

v

Purpose

Elaboration

Example

Cust -supplied product refers to the material supplied by the
customer Lo the organisation which uses the material as input in
producing the product or service required by the customer. The
material supplied by the customer could be tangible or intangible.
For example in the Civil Service information provided by applicants
when applying for a licence or permit such as name and identity
card number is customer-supplied product. Control of customer-
supplied product refers to how the customer-supplied product
is taken care of by the organisation.

The purpose of this element is for an organisation o ensure that
the customer-supplied material or product is well-taken care of,
This requires an organisation to define how customer-supplied
product should be handicd when it is reccived, as well as how
it will address lost, damaged, or nonconforming product.

According 1o MS SO 9004-2, effective controls in terms of
procedures should be blished S

and inor

for the handling, storage, packaging, delivery, and protection of
the customer-supplied material or product. In its service delivery
to the customer, the Civil Service should exercise properly its
responsibility towards the control of the customer-supplied material
or product which belongs to the customer. This is to ensure that
there is no compromise in the quality of the customer-supplied
material or product. If the product is lost, damaged or unsuitable
for its intended purpose, this condition must be recorded and
reported to the customer.

The Inland Revenue Department requires information such as
personal particulars and details of income from tax payers before
it can come up with assessment of taxes to be paid. This information
is an example of an intangible customer-supplied product. The
department has to verify that the information supplied is right
and accurate. This information has to be properly kept and
controlled. For example updating of information can only be
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carried out ding to blished lations and p d

Anolher exnmpl: is m the case of the Road T\'nnspon Depmm:nl
q g graphs from its before it can issue Driving

Licences to them. These ph itute tangible

supplied products. The Road T\'ansporl Department has to ensure

that the ph phs meet its sp ions and are also handled

and stored properly.
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ELEMENT 4.8

Standard

Meaning

Purpose

Elaboration

PRODUCT IDENTIFICATION AND TRACEABILITY

Where appropriate, the supplier shall establish and maintain
documented procedures for identifying the product by suitable
means from receipt and during all stages of production, delivery
and installation.

Where and to the extent that ity is a specified req

the supplier shall establish and maintain di P

for unique identification of individual product or batches. This
identification shall be recorded (see 4.16).

Product identification and traceability is about knowing what
the product is, where it is, or perhaps both. Examples are the
recording of code numbers, control numbers, bar codes and colour
codes. Product identification refers to the ability to separate two
or more materials or products. For example, files in a government
agency dealing with one subject can be distinguished from another
by the use of different colour codes. Traceability, on the other
hand, 1s about tracking a product as it goes through the various
stages of processing. For example, in a government agency, an
application for a permit might be assigned an application reference
number. This application reference number helps to keep track
of the application as it goes through the various stages of processing.

The purpose of this element 1s to provide identification of products
0 as to facilitate traceability when there is a product recall arising
from the nonconformity of product or customer complaints.

This element requires an organis. o blish and d
procedures for identification and traceability of incoming materials,
in process products and finished products. This element also requires

an organisation to determine if and where traceability is applicable.
An effective identification and traceability system will enable
products to be identified and traced easily.

Product identification is to enable products and services with
one set of characteristics to be distinguished from products or
services with another set of characteristics. Among the methods
of identification include the usage of code numbers, control
numbers, names, labels, serial numbers, bar codes and colour
schemes. Traceability, on the other hand, refers to the ability to
separate a material or product by individual batch, lot or unit.
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Example

Compared to identification, traceability is only required if it is
a specified requirement. Here are some examples of when
traceability may be needed:

* separation of product where shelf life may be important;
+  control of incoming material;

*  subcontractor requests it;

*+  segregation of nonconforming product;

*  lest status determination;

* release of finished products;

*  customer requires it;

+ required by regulatory requirements; and

+ aid for material resource management.

In service organisations, MS 1SO 9004-2 Guidelines recommend
that such organisations should identify and record the source of
any product or service that forms part of the service provided,
including personal responsibility for verification of products and
services to ensure traceability in cases of nonconformity and
customer complaints (MS 1SO 9004-2, clause 6.2.4.5).

At a hospital, all services provided to a patient are identified
through a medical registration number. This number is given
when the patient gets his first treatment at the hospital. This
number shall be d in all records ining to the patient.
Hence, all patients will be identified by their registration numbers
so that appropriate medical treatment can be given to the patient
without any possibility of error. At the same time, the same
registration number will also help hospital authorities to trace
and retrieve the patient’s medical records,
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ELEMENT 4.9

Standard

PROCESS CONTROL

The supplier shall identify and plan the production, installation
and servicing processes which directly affect quality and shall
ensure that these processes are carried out under controlled

it C ! i shall include the following:

a. documented procedures defining the manner of production,
installation and servicing, where the absence of such procedures
could adversely affect quality;

b. use of suitable p i and servicing
and a suitable working environment;

c with odes, quality plans and/
or documented procedures;

d. monitoring and control of suitable process parameters and
product characteristics;

e. the approval of processes and cquipment, as appropriate;
f. criteria for workmanship, which shall be stipulated in the

clearest practical manner (e.g. written standards, representative
samples or illustrations): and

suitable of equi Lo ensure process
capability.

Where the results of processes cannot be fully verified by
subsequent inspection and testing of the product and where, for
example, processing deficiencies may become apparent only after
the product is in use, the processes shall be carried out by qualified
operators and/or shall require continuous monitoring and control
of process parameters to ensure that the specified requirements
are met.

The requirements for any qualification of process operations,
including associated equipment and personnel (scc 4.18), shall
be specified.

NOTE 16 Such processes requiring prequalification of their process capability
are frequently referred to as special processes

Records shall be mai d for qualified p
and personnel, as appropriate (see 4.16).
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Meaning

Purpose

Elaboration

A process is a sequence of operations used o generate and deliver
a product or service. When this process is controlled, a consistent
product or service of acceptable quality is produced. Process
control, therefore, means identifying the processes for which
instructions are necessary and then documenting them. In the
context of the Civil Service, examples of process control would
include work instructions that detail the proper way to address
a customer at the counter and the manner in which a complaint
is to be addressed.

The purpose of process control is to ensure that all processes
which directly affect quality are identified, planned and carried
out under controlled conditions. When the process by which a
product or service is produced is effectively planned and controlled,
it will help to ensurc consistency in the quality of products or
services.

This element requires organisations to identify and plan all processes
which dircetly affect quality and to ensure that these processes
are carried out under 1 d Thus, or

have to identify important processes which need to be documented.
Such documents may be in the form of procedures, instructions,
work flow charts, checklists or work practices. Procedures and
work instructions are only required where the absence of such
documents will adversely affect the quality of service. However,
all procedures need not be documented in great detail because
a competent worker would be expected to know how 1o zarry out
his work. For example, a surgeon should know how 0 do an
operation without referring to written procedures or work
instructions while operating on a patient.

Other req o ensure p are carried out under

lled diti are the i and use of suitable
equipment and maintenance of a suitable work environment. Clear
criteria in the form of representative samples, written siandards
or other kinds of illustrations supplied to personnel performing
the work also help in controlling processes. This clemznt also
states the importance of having a suitable maintenance programme
for i to ensure i process ili

MS ISO 9004-2 Guidelines specifically mentions that process
control in the service sector is needed to ensure that tervices
provided to customers adhere to the prescribed service Celivery
specifications. The organisation should monitor that the service
specification is always met. When deviations occur from the original
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Example

specifications, the organisation should adjust the service delivery
process in order to meet customer spcclﬁcauons In order to
ensure that services provided meet i

should assign specific ibilities to all 1
the service delivery process, that is, from the initial stage of
providing infe ion to till the receives the

service (MS ISO 9004-2, clause 6.3).

There are also processes referred to as special processes, where
the results cannot be fully verified by subsequent inspection and
testing because deficiencies may become apparent only after the
product is in use. According to MS ISO 9001, such processes
require that operators have extra training