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CHAPTER L

INTRODUCTION

Public administration in Malaysia has bemn in
existence for more than fifty years now, - Prior to Indepen=
dence,public administration was solely for the purpose of
serving the interests and needs of the British with very
little emphasis given to the needs of the cpuntry, With
Independence and with the many social,economic and politie-
cal changes that have taken place,public administration
began to acquire a new perspective in an independent nation,
It has been and continues to be peared towards serving the
public and the natiorn.zkxizxxymy Ior it to be able to cope
up with the aspirations of the people and the demands of
modernization,public administration needs to be constantly
improved,and one of the ways of making piblic administraQ
tion more efficient and eftective is by conducting studies
and empirical research on all aspecis of administration,
An important aspect of it is coordination,and this study
which involves observation and analysis of coordinative
offorts within the Ministry of Labour is aimed at wmaking
administration more efficient and effective for the
Ministry,

Much of what is written in the pages to follow
has been derived more from personal experience ior a
little over two years at the Ministry. ilowever,apart from
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vhat is to be mentiorned in Chapter III,there has been a
number of chenges in the staff either through postings

or as a result of retirement. There was therefore a nece-
ssity to conduct interviews with a number of officers ine

cludins the kMinister.

PURPOSE OF STULY

The purpose of this study #s to look at coordi-
pation in terms of policy making process and relating this
process to programme implementation,and to suggest measures
by which bases for effective coordination could be cstab-
lished for the purpose of efficient and effective exccution

of policy and achievement of objectives - hence a better
administration for the Ministry of Labour,

This study purposely excludes the Departments of
Labour,Sarawak and Sabah for the simple reason that they
are both physically far separated from the Ministry Secre-
tariat,and consequent to this it has not been possible to

carry out personal interviews.
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CHAPTER IIX

COORDINATION IN GEUNERAL

Coordination is one of the most important actie
vities of administration, Ilowever small an organization.
is,the need for coordination is ever present, In a big
organization with many divisions or departments within it,
each dealing with a certain important aspect of the orgae
nization but all working for the overall objectives of the
organization,the need for coordination is imperative, No
organization could afford te carry out its programmes and .
activities in uncoordinated and unintegrated manner., It
would lead to wasteful use of resources,both human and
capital and,wherc resources are scarce,their efficient and

offective use is vital to the success of the organization,

Just what is coordination,what are its elements
and under what circumstances coordination is desirable and
necessary? Defore an attemnpt is made to define coordina- .
tion it is worth looking at what administration is in the
first place,since coordination is one of the most impore
tant activities of administration, Administration has
been defined in many ways but to take the simplest (and
meaninszful at the same time),aduinistration is "the process
of aceomplishing work through organized group effurts/

actions for the purpose oi achieving the desired
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ubjectivc(s)." The fact of accomplishing work through

organized group actious means that there is a necessity

to integrate individual actions in order te achieve the
desired objective, While the intogration of individual
actions is a necessary percusory to effective accompli=~
shument of objective,control over individual actions
requires simultaneous attention, Sometimes 1% is very
difficult to distinguish between coordination and control
although there is a subtle difference, briefly,coordinati-
ou is the process of intcgrating actions while control is
the process of directing or regulating actions, ULespite
this distinction however,both are often spoken of ag beiung
integral rather than separate activities,for the purpose

ol coordination and control is the same,i,e. to ensure

thot xmExm in any croup actions,the objective of such
actions is achieved, It must be pointed out ,however, that
where an individual is performing a specific task in isola=-
tion,i.e, not within any organization,the element of coor=

dination does not arise but the need for control may exist,

Wocture .otes on "Departmental Coordination®
by tmche Elyas Umar, rnche Llyas explained that he guoted
th. above definition from an authoritative source but has
quite forgotten the author,tha nan. of the book,its publi~-
sher and the wear of publicatioii.
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In the 1ight of the preceeding paragraph,it is
appropriate now to define whait coordination is, Coordin-
ation may be defined as “"the activity which combines and
integrates functions ar actions towards the achievement of
a desired goal."1 In an organization,in particular where
there exist a nuliber of sections or departments,not only
is coordination desirable and necessary but there is also
a need for individual(s) charged with the responsibility of
coordinating departunental actions in order to ensurc effece
tive and meaningful combination and integration of indivie
dual departmental actions or functions - to achieve the
desired objectiVQ(e) of the orpanization, In the case of
the Ministry of Labour which has four departments under it,
each responsible for o distinct professional functions,coor-
dination is hishly desirable and necessary to ensure hare
mony of individual departmental operations aimed at the

achievement of the overall objectives of the Ministry.

Tl ecture notes on "Departmental Coordination" by
Lnche Elyas Omar, Enche Elyas explained that the guotation
is cited from an authoritative source but he could not
recall the source, .

Herbert A, Simon,in his "Adwinistrative Behavior "
speaks of coordination ag""a process of informing each as
to the planned behaviour of the others®. p 72, He adds that
"eoordination is aimed at the adoption by all the members
of the group of the same decision,or more precisely of
mutually consistent decisions in combination atta%ning the
established goal." p 139 . Herbert A, Simon,"Administra=
tive Behavior",The Free Press,Vew York, 1968,
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Fundementally,coordination has two dimensions,
namely vertiecal and horinzontal, Vertical coordination
refers to the activity of the administrator of the orgsani-
sation,combining and integrating indiwidwal/group actions/
functions of subordinates down the hierarchy. This iuvolves
the downflow of riudelines,instiuctiions,directions,procedures,
rules and resulations and division and subedivision of areas
of responsibilities and functions upon which subordinates
base their decision and line of action, UHorizontal coordie
nation refers to the activity of combinin; and integrating
individual departiental activities which will harmonise
with the overall objectives of the organigation., In a Minise
try with three or four departments under it,horizontal coore
dination involves the Permanent Secretary of the Ministry
combining and integrating the work of individual heads of
departments, The Secretary may,but usually does,dclejate
to his immediate subordinate in the Secretariat the rcspon=
gibility for coordination of departmental activities,

For coordination,both vertical and horizontal,
to take place certain essential elements need to exist.
These include understandihm of the objectives,rules,funce
tions and activities of the organization = objectives,
functions and programmes by the middle-level manageuent and
above,and programmes,activities and tasks by the lower

level management., There ought to be good and efficient
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system of communications both in terms of downflow and
upflow of information,either formally or informally,
‘bove all,to facilitate the smooth functioning of the above
clements there should be a rational organigational structure
g0 as to minimise or avoid complication or duplicity.
Coordination seeks to rationalise the decisione
making process by allowing for easy coomunication from the
top and accurate and sufficiently fast féedback of iniore

mation from below,



CHAPTER TIIX

ORGANIZATIONAL STRUCTURE OF THE MINISTRY

The organizational structure of the Ministry of
Labour has undergone substantial changes,particularly during
the recent period, These change have come about as‘a result
of increasing complexity of departmental activities and cone
sequent upon the need to assign specialised functions to
appropriate departments.

. These changes also underlie the need to improve on
the previously unsatisfactory departmental arrangements
which led to confuslon and overlapping of functions and res=-
ponsibilities,resulting in uncoordinated departuental acti-
vities,

Funderentally,these changes involve a reorgani=-
zation of the departments,with emphasis placed on sepoarating
distimctive professional/technical functions to be under-
taken by specific divisions or personnel, Thus,today the
Ministry of Labour exhibits a hi h degree of division of
specialised functions,assigned to appropriate departuments.
In particular,the establishment of the Manpower Department
in May.1969,1ncorporating the Central Apprenticeship board
(now renamed Training Service) and the Employment Service
of the Department of Labour and Tndustrial Relations,point

to the fact that basically trainine for skill for the une
-



euployed by the Training Service and subsequent emplacement
by the Employment Service are part of thes sawe continuous
process (concerned with "unemplyed labour") which is
entirely difterent from the functions of the Departuent of
Labpur and Industrial Relations which deals with "euployed
labour® as such. Decause Training Service and bmployment
Service are complementary,and their being placed under one
department facilitates effective horizontal coordination,
it was logical thatthese two sections were incorporated
(with the newly-ceeated Labour Market Information Service)
under one department,and that the Lmploywent Service was
detached from the Department of Labour and Undustrial Rew
lations.,

Apart frouw this major change in terms of reorgaw
nization,there is auother notable feature that has taken

place within departuent, ‘This was the establishment of the

Industrial Health Unit in February,1968,within the Lepart=
ment of Machinery., The establishment of this Unit,together
with the introduction of the new Factories and lachinery Act,
1967,point to the need for effective supervision and

regulation of dangers enamating of likely to enamate from

industrial establishments, The rapid industrial develop-

ment that has taken place and will be taking plage in the
country necessitated the establishment of this Unit nd
the introduction of the Act to protect the safety aud

-9-



health of the workers and the puvblic at large.

Today,the Ministry of Labour has under it four
departments in wWwest Malaysia viz,the Departuent oi Labour
and Industrial kelatious,the tepgistry of Trade Luions,the
Lepartuent of Jachimery and the Muupower bepartment. The
present organizational structure of the Ministry is atl
Lable 2.

It is interesting to couwpare the recently exdsting
(table 1),the present (iable 2} and the proposcd (rable 3)
organizational structures of the dindstry of Labour, Table 1
illustrates the unsatisfactory division of functions with,
for example,the Lmployment Service still forming part of the
Departwect of Labour and Industrial telations,and the Central
Apprenticeship board existing as a separate eutity.

Table 2 illustrates the logical move that has
talken place., At this juncture,it is worth looking at Table 1
and Table 2 in respect of the Departuent of Labour and
Indusbrial Relations. ihis vepartient has long been placed
under dual heads,each responsible for labour matters and
industrial relations matters respectively., While these two
subjectematters are quite related i.e. concerned with
employed labour,in terms of area of responsibility a clear
line of distinction needs to be drawn, Labour matters are

largely soverned by their enabling legislations,distinct
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frow enabling legislations governing industrial relations
matters., A move towards scparating this Lepartment into
two distinct departments:bDepartuent of Labour and bepart-
ment of Industrial Relations,is underway,together with the
process of integration of the whole Ministry.

The process of integration has been thought of
and undertaken in accordance with the prineci les set out in
seneral Circular No.,4 of 1959, Apart from the need for
wore effective coordination between and within departuments
in carrying out the prograumes of the Ministry,which has
been made possible to a sreat extent by reorgacization,
intesration serves to further stren;then the basis for
coordination, Integration "involves the separation ¢f the
purely administrative,financial and service matters from
the technical or professional aspects of the Departuents
so that the professional officers may devote their whole
ener;ies and endeavours to the more effective performance
of their duties,while the Ministry Secretariat,stalled with
of ficers experienced and competent in aduinistrative,service
and finaneial matters would provide them with such service.
This would ensure that sufficient attention is given to both
administrative and professional watrers and that there is

sreater coordination of efforts enabling the uinistry to




function wore smoothly and'pffecgiyg;lx“‘ ¥hile basic to

reorcanization and integration is rationalization of
structures and functions of the Departuents and the Ministry
Secretariat,it carnot be underemphasised that the need for

a sound basis of soordination,horizontal as well as vertical,
wns foremost in mind when preparing the paper on integration,
aimed at efficient and effective functioning of the Ministry

as an entity within the totality of government machinery.

“®inistry of Lab our: "A demorendum from the
Ministry of Labour:Integration and Reorganization of the

inistry of Labour," p 3. pate: 19682 The underline (for
emphasis jis mine.

. A s A S
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CHAPIER IV

FUNCTION OF 11, MINISTRY OF LABOUR

The function of the Ministry of Labour is an
antithesis of the functions of the four departments under it.
Of the four departments only one departuent , the Manpower
Department is operating without any enablin~ legislation,

The other departments' operations are governed by their
respective enabling lezislations. In other words,thelr
functions are determined by the nﬁture of the lepgislations
they enforce, Theseviﬁcludelimproving - throush legislation
and the existing machinery for negotiation - conditions of
employment and the velfare and the well=being of the workers,
maintaining industrial peace,fostering the growth of respon-
sible trade unions,caring for workers! safety and health,
providing training fér gainful employment in industry,
asgisting in every possible way to rind employment for the
unemplaoyed and encourazing the migration of workers,skilled
and unskilled from West Malaysia te Sabah, Of late,the
Ministry has taken the responsibility of registering
employd non-citizens and jssuins work permits to them, This
exercise has been made poesible by the coming into force of
the Employment (Restriction) Act,1969.

1t has come to be repeated annually in the Ministry8s

Annual Reports that "the ninlstry is responsible for advising
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the povernment on all policy matters pertaining to 3abour
and is the executive arm of the Government in relation to
the implementation of such policies," It is true that the
Mdinistry is responsible for advising the Government on all
policy matters,but the decision is made by the Cabinet.
The Minister of Labour will provide the background imfore
mation and suggestions for the formulation of a pelicy or
policies by the Cabinet.

It has been the practice that new policies
pertaining to labour have always been made within the
original framework of the Alliance Manifesto which is laid
down before the electorate preceeding a ‘‘eneral Llections,
‘he Manifesto is formulated by a SubeCommittee on Labour
within the Alliance Executive Committee, A broad line of
policy is decided in regard to any aspect of labour matters.
in the recent General Elections,for example,the Alliance
propounded the policy on social security. This was some
lkind of promise to the electorate to earn votes, (nce the
Alliance was returned to power it proceeded with drafting
the necessary legislation (as it is doing now) governing
socinl security, The general nolicy o social security
has already been agreed to by wembers of the Cabinet,

the decision of the Cabinet is passed on to the
inister responsible for labour,who will delezate to the
staff responsible for drafting the necessary leszislation,

-‘l‘-



In the enforcement of the legislations that programmes

and activities of the departments are drawn up which will

form the bases of Ministerial actions.

A simplified diagrammatic represeantation of the

wiiole process is given belows

POLITICAL ADMINISTRATIVE

“Alliance bxecutive |
Committee

- WO e e W S A T Y WSS s

Sub-Committee
on labour

CABINET
Min.of Labour & otncré
Ministers §

§

s ————

s VS O TN i T S <

N

-

IO ISTRY OF BABOUR \

Minister of Labour

'{ o
Alliance Manifest | Permanent Secretary

| containing general |

| labour policy j 0}
DEPT.! ;IPT. DEP]
TRl LT
i'LLL Of4 lCLb/ ield Offlices

h—«»— e

On the basis of policies decided in respect of labour

industrial relations,trade unionsmachinery,training and

euployment that the M*nistry

coordinating

the

prograumes
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GIAPTER V

The Ministry Secretariat is couprised of the
Permanent Secretary,a Leputy Secretary,a Principal Assistant

Secretary,three Assistant Secretaries and the general

clerical stafi,

in vertical coordination it is intended to look
at the lines of responsibility by which the Assistant
secretaries follow when consultationjadvice or decision is
required from the Permanent Secretary,the Leputy,or the
Principal Assistont Secretary or even the Minister himself,

The practice adopted in the - ipistry is the
drawing up of lists of schedule of duties for individual
of ficers. With this schedule of duties,the functions and
responsibilities of individual officers are lald down,and
the line of cormumication pertai in; to particular or
respective subject-iatiers is established, (he schedule
of duties may be considered to foru the basis for vertical
coordination, For example,tike the case of the National
Joint Labour Advisory Council matters which come under the
schedule of duties of both the Permanent secretary and
Assistant Secretary I. Vheu a certain line of action is

required to be taken which is not within the coupetence

16



of the Assistaut Secretary to decide,the matter is referred
to the Permanent Pecretary where in normal circumnstances,
decision is made. Thus,a line of responsibility and
covmunication is established, Similax lines of responsibie-
lities and communication aye established with the Deputy
Secrctary and the Principal Agsistant Sceretary. The three
Assistant Secretaries each will have three lines of respon-
sibility and comunication,depending on whether individual
gchedule of duties coincides with any of those of the three
superior officers.

It must be pointed out that one of the functions
of the Permanent Secretary is to coordinate the activities
of the departwents under the Ministrys ‘he Assistant
Secretaries may be considered the rgubordinate coordinators"
of departmental activities on which bases,schiedules of
duties are assigned to them. A sumnary of the schedules of
duties of oifficers in the Ministry Secretariat is at

Appendix A,
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CHAPTER VI

HORIZONTAL COORDINATION NETWEEM DEPARTMENTS

Horizontal coordination between departments refers

to the need for cooperation and assistance by one department

fron another departument, In most cases,this need seldom
arises becouse basically,deportinental areas of operations
are professionally/technically different,deteruined largely
by their respective enabling legislations,

An occasion,however,did arise, This occured
before the establishment of the Manpower Department when
the now Training Service existed as Central Apprenticeship
loard, As the Board did not have branch offices,it hud to
require the assistance and cooperation of another departument
whieh has branch offices - the labour section of the
Deportment of Labour and Industrial Relations. The Doard
wanted to distribute free its panphlets concerning training
facilities available at the Industrial Training Institute,
‘uala Lumpupr, The Chairman of the Doard had to request
officially to the Commissioner of Labour for assistauce
which was rendered, With the transfer now of the Employment
Service (which has branch offdces in the States) to the
Manpower Department,such cooperation and assistance by the

Training Service is readily available from its horizontal
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counterpart under the same Department, Thus,horizontal ¢
coordination in the form of inter-departmental contacts

is no longer necessary.



CHAPTLR VII

VERTICAL COORDINATION WITHIN DEPARTMENTS

Vertical coordination within a departuent refers
to the exercise of coordination by the head of the departe
ment over his subordinates at the headquarters as well as
at branch offices, <The extent of coordination by the haad
depends on thes size of his department,both in terms of the
pumber of staff and functions, Obviously,the bigger his
department is thr more is required of his coordinative
eiforts to streaumline departuwental operations. In the
order of their sizes the departments under the Ministry can
be arranged as follows: Department of Labour and Industrial
kelationsgyvManpower Dopartmant,bepartment of Machinery and
the Registry of Trade Uniouns.

bepartuent of Labour and Industrial nelations

The labour section of the department has State
Labour Offices in all the States with the exception of
verlis,and branch offices im each State.

The industrial relations gection has three
re ional offices headed by Regional Industrial Relations
Of ficers and has ofiicers stationed at several State Labour
Offices. The Regional Industrial Helations officers are

directly responsible to the Commissioner of Industrial
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Relations at the headquarters. In regard to those officers
stationed at the several State Labour Offices,their position
will be explained in Chapter IX,

The ﬁunfailaonai functions of the State Commissiow
ners of Labour are primarily to enforce the various legis-
lations pertaining to labour (including explainin: the
provisions of the lesislations to employers and workers )
and to conduct investigations as a result of complaints
from workers, These Commissioners are to submit adwinis-
trative reports as well as reports of their activities:
inspections,prosecutions,workmen's compensation cases,etc.
that have been undertaken,to the headquarters. The monthly
returns from the various State Labour Offices include
statistical information on inspections,prosecutions,worknen's
compensation cases,etc, All these will be compiled at the
headquarters,to be submitted to the Mninstry Secretariat
for imclusion in the Ministry's Monthly Reports,

The main function of the Regional Industrial
Zelatios Officers is to render advisory,mdiatory or even
conciliatory service when required by workers or employers
or by both, The monthly returns to the headquarters include
statistical information on the number of disputes between
workers and managewent,strikes by worlkers,lock-outs by

omployers,negotiations between unions and manajement and



collective agreements between unions and management, Sone=
times it is necessary to refer a "difficult“case to the
Commissioner of Industrial Relations who may but usually
does,bring to the attention of the Permanent Secretary and
the Minister,

Manpower DPepartment

Vithin the Manpower Departuent only the Employument
Service has branch offices headed by Employment Cffice
Managers., The function of these officers is to rogister the
unemployed who wish to take up employment and to try to find
suitable employment for then,commensurate with the registrants’
qualification and experience,lf any. These officers also
gsubnit monthly returns to the headquarters in the form of
statistical information relating to the number of people
registered,the number sent for interviews,the nwmber of
recistrants who had obtained employment.

Department of Machinery

The Department of Machinery has four regional
offices headed by Inspectors of Machinery. The function of
these offieers is to carry out inspections on any powers-
dviven machinery so as to ensure conformity with statutory
requirements,to investigate industrial accidents,breaidowi

of machinery,etc.
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Repistry of Trade Unions

The Registry of Trade Unions has four regional
offices whose function includes inspection of trade u.ion
administration,advising and supervision of trade unious,
and submitting monthly returns on the number of registered

trade unions,their meumbership,the number of trade unions

deregistered,etc,
For all these departuents,on the method of coordi-

nation and its effectiveness,Chapter 1X is relevant,

L



CHAPTER VIII

VERTTCAL COORDINATION WITHIN THE MINISTRY

The Permanent Secretary of the Ministry is the
chief coordinator of departmental activities,with the other
Jinistry Secretariat officers his subordinﬁte or delegated
coordinators. A discussion of vertical coordination in the
Ministry Secretariat in terms of the Assistant Secretaries
hein: the subordinate coordinators of departmental activi-
ties was made in Chapter V.

Apart from th;t,vertical coordination is also
effected through the c#lling of individual leads of Departe
ments by the Permanent Secretary to his office either
through minute writing (the usual way) or throush the
tclephone, lieads of Departments are called in for purposes
such as elaboration on issues affecting the responsibility
of the department concerened or for briefing to he Secretary
on a certain matter - all for bases of Ministerial act;on.

A recurrent practice in the Ministry is the
convening of monthly briefings by the Minister of Labour,
At the briefing,all officers of the Ministry secretariat
and Heads of Departuents are present with the Minister
presiding., These briefings usually take place on the first

or second week of the succeeding month, Matters under
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discussion pertain to Ministerial/Departmental programmes
and petivities which are still treated as confidential. A
review of progress is made on all aspects of matters under
discussion, Also,any problems encountered during impleuen=
tation of the programmes will be raised and practical
solution suggested,

At these briefings too,important pronouncesents
are made by the Minister or the Permanent Secretary
re arding certain matters or course of action the Ministry

is oing to take or Departments'should take.

25



CHAPTER IX

A NALY olS AND OBSEL:‘,‘:\TJCK

f. Organizational Structure of the Ministry

The Ministry of Labour was scen to have undergone
a number of changes of which the main onés are reorganizae-
tion and integration, Integration is still in its infant
stuce and nothing positive has emerged as yet, Dasic to the
idea of integration for the Ministry is the rationalization
of structures and functions, This involves reassignuent of
certain functions to appropriate department,and more
important,the assignment to departuents their professional/
Lechnical functions only,leaving service and finance matters
under the care of the Ministry Secretariat. The reassijie
ment of functions has proceeded under the reorganization
process for example,the Bmployment Service has been
tronsferred from the Department of Labour and Industrial
Relotions to the Manpower Department. The rationale behind
this move has already been given at the end of the second
parasraph in Chapter I1L,

Reorganization should also involve the goparation
of the labour section and the industrial relations section

of the Department of Labour and Industrial Relations intvo

026 -



vepartment of Labour and Department of industrial Relations.
Apart from thr reasons already wmentioned in the {irst para-
graph of Chapter III, this move should aiwm at providing an
opportunity to the Junior Assistant Comuissioners of Labour
in particular to ept to either Lepartment,with aptitude and
interest in either matter bein, the criteria for such a move
to take place., Labour matters involve inspections,investi~
gations and presecutions of offenders mainly,while industrial
relations matters invelve the exercise of a lot of tact and
patience in dealing with unious or euploywrs separately or in
dealing with both in ne;otiations,mediation and conciliation.
Thus,these two aspects require guite different sort of

of ficers to deal withyand with scparation it will allow for
the Junior Assistant Coumissioners of Labour to leave labour
work or stay in industrial relations or vice versa.

At the same time this move will sort out the present
complication experienced in several State Labour Offices
where Junior Assistant Commissioners ol Labour dealing with
industrial relations are baseds Administraively they are
subjeet to the authority of the State Comuissioners of
Labour and make use of the generak clerical staff of the
Offices but professionally they are responsible to the
Comuissionre of Industrdal Relations. There was a case in

Negri Sembilan where the state Commissioner of Labour

27



requested the officer to submit his report pertaining to

industrial relations to be incorporated into a report for

the Stte Labour Office. The officer concerned had sent his

report direct to the hegdquarters,and only after the State

Comuissioner of Labour had threatened to put down in writing

stating that the dfficer was unwilling to render his contri-
bution to him that the officer finally agreed,

in order to avoid this sort of incidence in future
s already mentioned in the second pargraph

and for purpose
partuent of Labour and

above,it is sugpgested that the De
Industrial Relations be separated from the top down the line,

y this,each department will and should have its own corps

of officers and supporting staffl,

In terms of dOpartmental coord
ation,reorganiz: tion and integration

inatiou in partie

culayr vertical coopdin
ra definite line of responsibility within a

will allow fo
ing the present cunbersoue admninise

department , thus eliminat
for the Department of Labour and

trative arrangements
t the same time allow for more

[ndustrial Relations and a
ion and integration of individual depart=-

effective combinat

etivities bY the Minist
structure which will,it is argued,

ry Secrctsariat. As for the

mental a

proposed orcanizational

e vertical coordination,somne aspects of it is

facilitat
{on and Reconmendationg.

ment loned under Conclus
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2. Vertical €oordination in the Ministry Secretariat

The schedule of duties forms the basis for the
Assistant Secretaries to proceed with seeing either the
Permanent Seeretary direct,or go through the Deputy or the
Principal Assistant Secretary for further action on a
cophain matter, This arrangemenk has proved to be satise-
fackory in terms of providing lines of responsibility to
the Assistant Secretaries and providing lines of coordl-
nation to the Permanefit Secretary.

It is interesting to compare the present schedules
of duties with the proposed schedules of duties as a result -
of integration. Under the latter,the lines of responsibie
1ity are simplified as contrasted with the crisse-cross
lines of responsibility under the present schedules of
dutied. This new feature will facilitate much more effective
vertical coordination in the Ministry Secretariat., The
proposed schedules of duties are at Appendix B,

3. Vertical Coordination ¥Within Departments

The Department of Labour and Industrial Relations
has under it State Labour Offices and branch offices in the
sttes,and regional offices respectively, UPor the labour
section a lot of coordination is required of the Comnissioner

of Labour in the form of regular visits to the various

-29~



State Offices to see for himself how work is carvicd out,to

find out whether problems are encountered and to ensure

that the law is enforced accordingly, In this way the
be able to see for himself the workload

Commissioner will
they have made towards

of individual officers,the progress
achievin:. a certain target,e.fs the number of inspections
in a month,prosecutions,compensation cases,undertaken, In
the case of State Labour officers,they ousht to visit their
branch offices as regularly as possible for the same purpose
as that of the Commissioner of Labour, These visits would

n constantly to ensure continuity of

have to be undemtake
d receipt of information,c.
relations section has only three

operation an ne. monthly returns,

The industrial
re-ional officess officers in the refions are involved only
when a dispute arises,or when a dispute is likely to arise
in dispute sec

difficult of handling by the officers

one of the parties s their assistamce., When

the case proves to be
ferred to the Commissloner of

concerned,the matter is re
As far as the industrial relations

Industrial Redations.
g very little need for regular

section is concerned there i
visits by the comunissioner to coordinate the work of the

However,with reorgan

e thorough initial briefings by

ization and option,

regional of ficerse

there will be a need to haVv

pecially for those officers who has been

the Commuissioner es

nJOn



“doln  labour work before the officers are posted to the
regional offices,

The Registry of Trade Unions has four re;ional
offices, The Central Region Office for Selangor and the
Last Coast States is situated at the headquarters building
of the Registry. The Registrar of Tarde Unions seldom visits
the other regional offices. With a sense of pride and
satisfaction he explained that those officers heading the
regional offices have been fullt trained as they have been
working directly under him invthe same office at thie head-
quarters for at least six to seven‘years. There is soue
credibility in this assertion., It has been found that
monthly returna from the regional offices have been very
pronpt and long before the target date, The exercise of
coordination by the Registrar theretorc places importance
at the initial stage,i.e, before the posting of the afiicers
to the regional offices and ensuring that the officers
maintain the standard required of them.

The Departmoht of Machinery has four regional
offices, The Ghief Inspector of Machinery Ccotdieds. rggular
visits to these offices,and in terms of coordinating the

activities of the regional officers this has proved to be

the most satisfactdry and surpasses other departuents in

the efforts of leads of Departments coordinating the
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activities of their branch offices, Apart from:this,he

regularly convenes meetings with all the Heglonal Inspectors
to explain any change of pélicy or emphasis of action or to

rive mew divectiond especially in the light of the new

Factarie and Machinery Act,1967.
0f the three components of the Manpower Departe

nent,only the Employment Service has branch officcs in

alnost all the States. With the transfer to the Manpower
Uepartment and with reorganization on the procedures to be
adopted by the service,based on the recommendations of the
L,Le0, Lmployment service Adviser,continuous visits Ly the
Assistant Director of Fuployment wepe necessary while
frequent recall of cmployment Office Hanagers to the headw
quarters was also necessary to explain the new procedures
n and emplacement of registrants,and Lo prow

of registratio
pace to facilitate easy interw

vide rood lay-out of office 8
Low with the enforceuent of

views with the registrants.
,1969,the Employment Offices

the Cuployment (uestriution) Act
workload the work of distributing and

huve added té their
duly coupleted by em
This is a big exercise and

ployers in respect of

roceiving forms

their non-citizen employeess

the first of its kind andertaken in the country. There is

a need to coordinate the
red information is obtained in order to

work of every Luployument Office

50 that the requi
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facilitate fast serutiny of the forms and issuance of work

permits to the employed non-citizens, The Commissioner of

Cmployment and his deputy are constantly visiting the

Employment Offices in the country (while this exrcise pgoes

on) to ensure fsat processing of the forms and no delay in

issuin; work permits.

b4, Vertical Coordination yithin the Ministry

While the existing arrngenents for vertical

coordination,is@s before integration takes place,are satis-
g a further need for a better basis for

factory,there i
ular by the MinistrySSecretaul

coordinative efforts in partic

riat officerse

it is argued here that the
undertaken by the ministry,in

reor;anization and

integration processes eing

ation,are a step towards placing greater

particular integr
responsibility on the permanent Secretary and his delegated
subordinates in exercising coordination of departuental

cause integration in

s from departments,to be placed

activities, Be volves the transfer of

service and finance matter
ecretariat,coordi
center at the place whre

native effort is made

under the Ministry 5

easier by placing responsibility
e exercised. In terms of programmes

coordination ought to b
or which funds are
uinistry Secretariat can view

of a department f required,and perhaps

also for additional staff,the
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this not in terms of that department in isolation but in
terms of the overall objectives of the Ministry. Too often

in the past,with overemphasis of importance by one depart-

ment has led to that department obtaining a bigger share

Ministry's allocation at the expense of another

of the
«gdng greater responsibility

Integration by pl

department,
on the Permanent Secretary and subordinates

of' coordination
e able to eliminate this sort of

in the Secrctariat should b

ananaly in the future.

The Integration p
to be placed undershr the Secres

aper recommends the setting up

of a statistics section
move as at present there is

1 fully endorse this

tariat,
f gtatistical information pertaining to

a dearth for a lot ©

to labour in generaks

natin, centre for all the de

This section should be the coordi-

partments, It will be recalled

that each department compiles monthly returns in the form
ctivities,

n to the statistics

Thege statistical

statistics on its overall a
information will have to be passed 0
h compilation and collation

ed wit

section which will proce
the Ministry secretariat with

for the purpose of feeding

eaningful information to be used for exauple,

ugeful and m
and for the public as well,

, decision,

g for a certair
ends the creation of a post

as basi
per also recou

in the Ministry.

The pa

for one Legal Officer

It is not clear
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here héw the Legal Officer is to be taken imto the Vinisrty,

{r it is a case of direct recruitment,a question is raised

as to the prospect that this ofiicer will have after having

od the Ministry for a number of years, On the other

serv

hand,if there is going to be posting or gecondment from the

Attorney-General's Chambers the possibilty is going to be
the Attorney-General'a Chambers is already short of

it is unlikely that they can post or

s l. Li.] as

legal officers and

second any officer to the Ministiye. since integration will
relieve the departments of their service and finance unatters

they can now devote fully to their professional/technical“

including constant review of the existing legis=

ndments where neces

functions
sary., Lt can be

lations and make ane
t is a matter for the departments throush the

argued that i
0 constantly 1iaise wi

y gecretariat t th the Attorney-

g in their effort
This,in fact,is what the labour

Hindstr
s to revise oOr anend any of

Genwal's Chamber
leuislations.

sent of Labour ai

tlic existing
d Industrial Relations

soction of the peparti

is doinge
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CHAPTER X

CONCLUS ION AND RECOMMENDATIONS

The composition of the Ministry of Labour is such
that each department is professionally/technically distinct

s a result they enforce their own legis=

from another and a

tation (s) and regulations made ghercunder (with the
er Department as was pointed out

exception of the Manpow
y theg deal in different

ause operationall

carlior), Bec
g of the Miniabry,it is highly

arcas but under the aegi
eir activities

all objectives of ¢

imperative that th are 80 combined and integ=~
he Ministry.

cheéeve the over

ommended that:

and integration he accelew

rated as to @

To this end it is rec

g of reorganization

1. The proces
rated, In terms of separating the pepartment of Labour and
g into two distinct departmcnts,such a

industrial Relation
y thr Junior Assistant Comule

ow for option b

s of Laboul’ and will also allow

ce staff of the
4 the labour gecti

move will all
for oprion by the

gsioner
e heat=

common user gervi pepar tment at th

re at presen

on aud the induse

quarters whe
gerved DY the same

jon are being

trial relatione gect
encral clerical staffls Here it is seen that there is an
pibution of typin. work

G
,fortexample,

¢ unfair dist

| staff who ar

element O
ork

e required to do the ¥

amon , the clerica
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of both sections. V¥ith separation of the two sections into

two Jdistinet departments,these staff can be assigned to

either department, The move will also a%k remove complie

cations at State Labour Offices,where as a consequence of

the move,the industrial relations section will have its

own reneral clerical staff instead of at present depending

on the staff of the labour section, (It must be cautioned

here that with separation there may be a need to review

0le set up of the industrial relations section by

th(} wl
State Labour Offices may

which officers at present based at
Lhatever course af action is tuken it is

not be necessarys
i.e.the separation of the two

arsued that the basic premise,

scections etill stands ).
Integration will simplify lines of vertical coor-

sinistry Secretariat of tdcere, In this

dlnation for the
etariat ls required to mulntain

conneetion,the Ministry Secr
m for all the departuental

a comprehensive record syste
rvice matters are now transferred to the

officers since se

A comprehensive
xercise effective disciplinary

gepvice record sysbem will

iecretariat,

enable the Ministry to €
power in terms of promotion and transfer of efficers,espe=

fessional of ficers.
red to draw up staff deve=

cially the pro At the same time the

¢ Departments are requi

leads o
including trainin; programmes,rewarding

lopment programies
promotion in collaboration with the

system (such as
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linistry Secretariat) and performance appraisal. This will

cnsure proper exercise of lcadership by leads of beparte

sents since they are nov deprived of their service watiors

as a result of integratiols

The idea of admin
pepartuents with punitive

igtration here is not S0 puch as

to equip ileads of (disciplinary)

pon them to exercise preater

power as to make it incumbent u

in terms of getting work done by their

loadership capability
p is strenghtened by the

gtaff, This exercise of leadershi
staffl dovelopuent programmea mentioned aboves
mmehdations above are favoured on the

The reco
able opposition to integration

sround that there is consgider
by certain leads of Dopartments because they foel (and rightly
s0) that one of the pases of their authority,ises ¢iscipli-

(the other basi

soimg to be taken away frow them to be

g being professional authbrity) is

Nary powery
placed at the Nn

Hindstry secretariate
gular visits by lieads of Departments

2, There ghould more re
fices in the Sta

ch offices at each dep

to their branch of tcs,and/or rcgulalar
{ heads of bran artunent's

gpued that apprec

convenings ©
jation of auy problen

headquarterse It is ar
commected with carrying out of departuental activities is

tated bY the

the necessity

best facili Head of Mopartment going toO the
for repular visits.

field llil‘.lself - B0
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PERMANENT SECRETARY
le Chief Adviser to the Minister on
rolicy formulation on all operational
activities under his rortfolio.
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PERMANENT SECRETARY
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oxecution of policy as laid down
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Chief Finamciol & Accounting
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