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ABSTRACT

The implementation of the ISO 9000 quality managénsgstem in local authorities is one of the reiais
requirements set by the Malaysian federal govertrsgrce 1996 to ensure improvement within the sesviof
these agencies as a part of the strategies in foanmsng the overall service quality in the publecsor. After more
than a decade, the total number of local autha(iit!) organizations, especially district councilatihave achieved
ISO 9000 accreditation is very limited. This papéll determine and rank the implementation obstaaé ISO
9000 in district councils, since this type of LAganizations is seen as the majority that has faitedeceive 1ISO
9000 accreditation. Study data was collected thfoa random survey with the use of a structuredstioienaire.
The questionnaire forms were circulated among teaembers who are part of the ISO 9000 implementdtion
their respective councils. A quantitative approachs used to analyze the data and based on the sisawytputs,
this study revealed that there are five main oldeaéaced by the 1ISO 9000 implementation team dutie 1SO
9000 execution process in district councils. Thebstacles are negative perception or attitude tasaquality
among employees, lack of involvement, cooperati@h @mmitment from employees, employees’ cultwartb
quality programmes, lack of human resources anl tdcooperation among internal departments.

Keywords: ISO 9000 obstacles, district council, local auttyori

INTRODUCTION

The local authority or local government is the Iswvievel in the system of government in Malaysiatefathe
federal and state governments. According to Hil] fllocal government  in general, denotes aesyainit area
defined by boundaries; a valid entity, structure,rstitution that is accorded powers and dutiespecified in
general and special positions, with a degree dniiial as well as other autonomous powers. As achraf
government, a local authority (LA) still has thewm to collect taxes (in the form of assessmenégpxto create
laws and rules (in the form of by-laws) and to gi&enses and permits for any trade within itsaao&jurisdiction,
in addition to providing basic amenities, collegtiand managing waste and refuse as well as plarenig
developing the area under its authority. LAs in &ala are generally under the exclusive purvievthef state
governments and are headed by a civil servant.

Historically, LA organizations in Malaysia wereftially formed in the 19th century by the Britishl@oists in order
to provide a proper service to the local commusitspecially on urban sanitary aspects. In theip@elrvice
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sector, LAs are considered to be one of the pringamernment agencies established to provide vattgpes of
services. According to statistics released by ltheal Government Department (LGD) [2], currentlyetiotal
number of LA organizations in Malaysia is 149, ofitwhich 99 LAs are operating in Peninsular Malaygtrom
these 99 organizations, 8 LAs have been classd&dity councils, with 34 municipal councils and digtricts
council. Between these three types of LA, the idistouncil is the majority type of LA operatingtwin Peninsular
Malaysia. According to LGD [2], this type of couh@ normally established at small towns or subaorbaeas
which have a population that is less than 150,0@8grating annual revenue less than RM20 milliahiemservices
are more focused on providing basic infrastructares utilities.

As a government agency, district councils are meguio continuously enhance the levels of efficieand efficacy
within its provided services. This scenario mirrdfe findings of Saner [3] who emphasized that jsubl
administrations in all parts of the world are faosdh multiple forms of pressure to innovate andpiove
effectiveness and efficiency. In the efforts torgase the efficiency and effectiveness of the mamagt and the
services provided within LA organizations, the Malian government launched numerous related progesmm
including the implementation of the ISO 9000 gyafitanagement system. The directive to implemestdaility
management system was spelt out in the Civil Adstiation Improvement Circular, no. 2 year 1996 ehérough
this circular the government instructed all its reges, including LAs to implement ISO 9000. In 20QBe
government issued another Civil Administration loyement Circular, no. 2 year 2002, where the gowemt
cancelled the implementation of the MS ISO 900041@&rsion and replaced it with the MS ISO 9000:208Gion,
parallel with the changes made by the governingritional ISO Body. However, orf' January 2010, the
government once again amended the ISO 9000 impkati@m directive. In this new directive, the gaverent
instructed its agencies to proceed with the effartacquire MS ISO 9000 version 2008 accreditategardless of
whether they succeeded in obtaining accreditatimeuthe previous MS ISO 9000 versions. In orden#&ke the
implementation of the quality management systempkm and consequently achieving certification and
accreditation within a reasonable timeframe, thewncircular was attached with a precise and detaile
implementation guideline. In addition to this, thalaysian Administrative Modernization and Manageine
Planning Unit (MAMPU) was specifically appointed the government to guide and advice these agencig=s
implementation process.

Generally, the scope and capability of districtrogls in Malaysia are slightly smaller and limitathen compared
with the municipal and city councils. In some ciratances, this factor has caused district coutwiface various
problems in implementing organisational developmemd improvement programmes. As an example, aiaistr
council which normally operates in rural or suburlaaeas will face some difficulties in acquiring tfacilities that
are needed in implementing the related programmelsiding ISO 9000 implementation. As they are tedawithin
remote areas, district councils do not really eiqmere huge pressure from the local communitiesesting these
councils to implement 1ISO 9000. This is becauseldbal communities are more concerned with expgctivese
district councils to provide basic infrastructurasd utilities, compared to other aspects. From fthancial
perspective, as these district councils have divelg small amount of income, their capabilityimplementing any
quality improvement programme becomes limited. Hwstance, in order to implement 1SO 9000, the top
management of a district council needs to alloeaspecific budget or fund. This fund is neededhzy SO 9000
implementation team to finance implementation regfaents such as training and consultation cosasgeliing
costs, expenditure in purchasing equipment, ovee payment and 1SO 9000 registration fees.

After three versions of the ISO 9000 managemertesysvhich were consecutively introduced by the goreent
to be implemented by its agencies, the total nunobetistrict councils which have obtained accreibta is still

small and limited. According to Yong [4], the staitof ISO 9000 implementation within the civil sewj up to 14
August 2001, indicates that there are only 43 Ldaoisations which have successfully achieved getibn. From
this record, the district councils form the smadllesrcentage of the LA organisations that haveivedelSO 9000
accreditation. This scenario indicates that thera distinct possibility that the ISO 9000 impleta¢ion process
within district councils are wrought with variousdfitulties, barriers or obstacles. Hence, themyirpose of this
paper is to determine these main obstacles that intayrupt the ISO 9000 implementation process istridt

councils and subsequently, to rank these obstaclasding to their significant severity.

1.0 1SO 9000 and The Malaysian Public Sector
ISO is a simplified acronym that stands for theetnational Organization for Standardization, whishthe
international body that establishes the requiraddsards for business and industry practices, ptsaua processes.
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There are various definitions in practice which tenused to explain ISO 9000 or MS ISO 9000 (whsckhe

specific Malaysian designation). According to Kar{b], ISO 9000 is a series of internationally gted guidelines
as to how companies should set up their qualityrasee systems. Narayana and Goudar [6] statéSfa000 is
about the quality assurance of the organizationxgsses as well as the quality system framewagkimed to

enable that assurance. However, since this studycaaducted in Malaysia, it is only appropriatet tha definition

of 1ISO 9000 or MS ISO 9000 is referred to the défins given by the government through its 199@uder. That
definition describes 1SO 9000 as a written standeinéch establishes and lists the basic elementssimeuld be
present within a quality system of an organizatioorder to ensure the services rendered are alftdfil the needs
of the client. ISO 9000 standards were basicallyoduced with the intention to provide guidance tire

management of an organization’ operations in otdedeliver products that satisfy customers’ requieats and
expectations. It can be considered as a “passfmrttompanies intending to penetrate new marketks@ 9000
certification is an added competitive advantager @eenpetitors who are not accredited [7]. ISO 9086fification

can also act as a common language for every orgimizin interconnecting and aligning its operati@s well as
reducing information asymmetries and minimizing ragienal costs [8]. The ISO 9000 series of stansldrave
formalized systems for evaluating the ability ofdinm to consistently design, produce and deligeality products
and services. Certificates issued worldwide arenegéd at more than 95,000; and there are now coiepan over
95 countries that have endorsed the 1ISO 9000 st@®{]. In addition to this, ISO 9000 also repreasea guideline
in building an efficient quality system and providian avenue for companies to continue to learngaod. As a
codebook, ISO 9000 provides a process of knowledggification [10] and according to Bravener [11het
information system required for ISO 9000 is not jaglatabase with predefined reports; rather, théssupport for
trouble-shooting, decision making and knowledge aga@ment.

Generally, government agencies in Malaysia aregat¥d to deliver the best service to their custsnaerd
stakeholders regardless of the cost. In the walteisfobligation, several management ideals or eptschave been
tried to be introduced within the public sectot,vaith the aim of improving the overall service.rdee quality is
usually the perceived level of satisfaction an vitiial experiences with services offered by thesiserproviders
[12]. The term “administrative reforms” have be@menonly used by public servants although in reathgy have
had very little impact on the performance of thélmuservice. “Change management” has also becopepalar
jargon within the public sector circles. Changirg tmindsets is another approach that could achiégleer
effectiveness and efficiencies in delivering thevee to the citizens. A paradigm shift has alserbeonsidered as
an effective tool for higher quality and produdiyviReinventing the government structure has besngived as a
good choice for the public sector to transformlitseorder to meet the ever changing needs ofctietomers, and
as the means to manage the turbulent environmefiiemcing the public sector. Apart from this, mgement is
also an integration factor of fertility and produity of material resources and manpower for thiei@eement of the
organization’s purpose and objective [13]. Last bat least the hottest management concept sincejubkty
movement has been introduced is reengineeringoAtth these management concepts may or may notitaélsu
for the public sector, these concepts have atulatte interests of scholars and practitioners. &ebeand studies
have been carried out, with both success storiesetisas failures quoted and presented in varioamagement
seminars, all in the search for the best managememtice. The reasons why organizations fail arzceed in
implementing change have been discussed intensivedly extensively by scholars and academics. Lehigers
commitment and management support have been igehéi§ a common factor which can determine theesscor
with the lack thereof, cause failure.

The main objective of implementing ISO 9000 in phéblic service is to develop an efficient and difex quality
management system in order to consistently prottidebest service to the public [14]. With this inndy the
Malaysian Government has spelt out the strategyimptementation plan for implementing 1ISO 9000 tigb the
following guidelines: Promotion of ISO 9000; Traigifor government agencies; developing and upggeskiils in
consultancy and auditing; and implementation ofgbality system in government agencies [15]. MAM&tdl the
National Institute of Public Administration Malags{INTAN) were assigned as lead agencies in théementation
of the programme. MAMPU had designed a “Road Map™S ISO 9000 implementation with a targeted eatkd
on 31 May 2000. The awareness and commitment bgildhase of MS ISO 9000 implementation was comglete
on January 1997. As of 30 January 1998, 13 Malaygivernment agencies have been certified with 980D, 18
agencies have applied for compliance audits orr tlespective quality systems, and several othencge have
established their respective implementation teatesitified the core process for certification arad been trained
in documentation. More than one hundred agencie® ladicated that they have already reviewed thes co
processes that can be included for certificatioh witl be ready for documentation skills traininbg]. From 3 July
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1996 to 25 March 1997, 97 one-day seminars foroserivil servants were conducted by MAMPU and INTAN
where more than 5,000 individuals attended the sar®i From March 1997 to July 1997, 17 agencies had
undergone the five-day Implementation WorkshopM& 1SO 9000.

In reality, the concept of quality is quite impartan any service whether within the public or atiw sector. This is
because quality in the level of service is ablayitee a general description of the actual capabditof a certain
organization. It also acts in creating a bettergen@and higher credibility for that organization wsll as its

employees. Therefore, the Malaysian governmenttisie during the 1990s to instruct its agenciesrtplement

ISO 9000 quality management systems within thedpeetive organizations is seen as a correct antbjppate

directive. According to Piret al. [17], the success of achieving ISO 9000 certifaratwithin a public sector
organization is considered “as a tool for improvimganizational images and creating the structtodstegrate
changed responsibilities for public organizations.”

2.0 ThelSO 9000 I mplementation Obstacles

Through previous literature regarding the impleragah of ISO 9000 in organisations, both in theteaghof the

public or private sector, many issues were disawéo have highlighted the obstacles that hindéredSO 9000
implementation process. After a review of the ealiterature, generally the obstacles can bedisteder four

categories relating to organisational behaviour emture, resources, human factors and technigeas. In the
first category of organisational behavioural antture, the related obstacles involve any issuesdhactly show

that the 1ISO 9000 implementation process in anrosgéion is hindered by the weakness and limitatibplanning,

practice, process, system, structure, strategyerg@wice and culture of the organisation itself. nézally, the

smoothness of ISO 9000 implementation is influenmethe organizational behavior and culture fabetause this
factor is seen as the main mechanism that is capaldhitiate any improvement programme, includis® 9000, to

be done within an organization. Another factoteizdership within the organization as the roleeafdership has
always been very important and fundamental in teofical changes, successes and failures of aggniation

[18].

In fact, the implementation of 1ISO 9000 is undehjatelated to the work process that is practiced doy
organization. Therefore, in ensuring a successS@ 9000 implementation process, it must be tiegroper
planning and must fit with the organizational missivision and goal. If it is not, it may to orgaational failure
and the presence of problems that would be dettmhéo the organization itself. Based on previditeyature,
generally there are 9 obstacles that can be relatetthe organizational behavior and culture catggdihese
obstacles are lack of top management support angdndoent [19, 20, 21], lack of training and eduocatiof
employees [20, 21, 22, 23], difficulty in allocatiof responsibilities and authority of personnel][2ack of
necessary guidance for certification [24], lackcobperation among internal departments [23], lacleadership
[19], underestimation of efforts needed for regitm [25], lack of recognition or rewards syste26][and lack of
communication [27].

In the second category of resource constraints;efaded obstacles are those that cover any isgheaveonnection
to lack or constraint of resources that contritiate¢he failure 1ISO 9000 implementation. For insgnkloreno-
Luzon [28] reported lack of resources as part ef ithain difficulties in developing quality cultureithin small
organizations. The term ‘resources’ in this contesfers to a broader definition, covering any reéttluding
human resource, time, financial, equipment andrstidiich are related to the ISO 9000 implementagimotess.
The obstacles within in this category include lackelated information [23, 29], lack of qualifigersonnel [20,
21], lack of financial resources [21, 22, 25, 38tk of human resources [20, 30, 31] and lackro&t[22, 29, 30].

The next category is related to human factors, wltlee obstacles that will be discussed within daitegory are
related to any issues that pertain to negativéud#i understanding, awareness, culture and péoeptithin the
parties involved in ISO 9000 implementation whicvé led to the inability to meet the stipulatedeframe for
ISO 9000 implementation and subsequent certificat/ithin this kind of negative situation, the 1SED00
implementation process will surely be stunted asfitiences target achievement and the motivatfothe relevant
employees. Besides that, the lack of the practiceaking quality a service culture will also hindee 1SO 9000
implementation process as it will be seen as amoagp that will burden or trouble employees as veslithe
organization. The obstacles in this context includsistance to change [20, 22], unclear benefitelhining
certification [22], lack of understanding on thepiontance of ISO 9000 [32], workload increase [22], 3
employees’ culture towards quality programme [28]gative perception or attitude towards quality, [2D, 23],

3677
Pelagia Research Library



Shardy Abdullah et al Adv. Appl. Sci. Res., 2012, 3(6):3674-3684

negative attitude of third parties such as consamersuppliers [21, 29], problems relating to radesttitudes of
quality assessors or consultants [33], lack of Ivement, cooperation and commitment from employ86s 31]
and lack of motivation [26].

The final category gleaned from the literature egwiof ISO implementation obstacles is the techrieddgory. In
this category, the listed obstacles are relatdatig¢dssues that explain how the terms, componemtseguirements
of ISO 9000 themselves have obstructed the impléation process as well as preventing an organisaticeasily
get I1ISO accreditation. This refers to the diffi@st in understanding the concept of 1ISO 9000, theted
terminologies, requirements or certain guidelinesiclear benefits of obtaining ISO 9000 certificatio
misinterpretation of ISO requirements and otherthe concept of ISO 9000 is not fully understobdyill cause
the employees to fail to execute their roles spelfy and force corrective action to be taken. r€ctive action or
consequent repetitive work will dampen the 1SO 9@@Plementation process. Among the obstacles that a
grouped within this category are lack of understagaf the ISO 9000 system [31], difficulty in impgeting 1ISO
9000 requirements [27], difficulty in fulfilling IS clauses and requirements [34] improper contradlafuments
and data [33, 35], difficulty in the development @dcumentation [25, 35], and difficulty in implentery the
quality audit process [29]. Considering all the tabkes that have been discussed within these fatggories,
through the literature review, 30 individual ob$tacacross four categories that normally affedbioder the ISO
9000 implementation process were identified.

MATERIALSAND METHODS

To gain insight into the obstacles of ISO 9000 iempéntation among the district councils in Malaysiasurvey
methodology was employed. The structured questiomfiarm was designed based on the existing liteeais well
as on anecdotal evidence from government agertaefhave experiences in 1ISO 9000 implementationgs®. The
main question asked through this questionnaire regarding the key issues which were the obstaciesumtered
during ISO 9000 implementation. The Likert scaleswaed to facilitate the respondents in answetirgjuiestions
where the answer range was given according to 1Stwongly Disagree”, 2 for “Disagree”, 3 for “Neat”, 4 for

“Agree” and 5 for “Strongly Agree”, as suggested[®3]. A specific additional space was also prodide the

guestionnaire to allow the respondents to stateotimgr barriers which they felt was necessary [ated. Besides
stating their agreement on the listed obstaclepomdents were also required to state the frequeihegcurrence of
the obstacles based on a three-point answer stdie; “never occurs”, 2 for “occasionally occursiica3 for

“always occurs”. The questionnaire was done in-knigual format, incorporating both the Malay lage as well
as English. At the time during the data collectginge, there were a total of 57 district counciierating in

Peninsular Malaysia. As the strategy in distribgitthe survey questionnaire, all the district calsneere initially

contacted; however, only 26 councils agreed tortvelved with this study. These 26 councils werenthisited

directly by the researchers during a period of e starting June 2010 until December 2010. rduthese
visits, the officer who was appointed as the ISO®0nplementation team head was interviewed. Thtisrview

was conducted using all the questions within thestjannaire form. The total time taken by each eesgent to duly
complete the questionnaire form was in the rangé5ofinutes to 1 hour 15 minutes. This study alspleyed a
reliability test using the Cronbach Alpha coeffitieco determine the consistency of the measuregrder to

conclude that the survey questionnaire utilizedhis research is reliable and internally consisteBubsequently,
the collected data was then analysed using deseriptatistical analysis in order to produce restiiat could be
used to determine the main obstacles. In rankiegnthin obstacles, the severity index formula wasino use.

The use of this method has been espoused by vageaarchers such as by Lim and Alum [36]. The rigvi@dex

used is based on the following equations:

Severity Index = (Importance index) X (Fregeyeindex)
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Equation 1
where;

oy + dng + 3ns + 2ny + e
S0y + g+ 0y + g+ 15)

Importance mdex =

where n; is the number of respondents who answered “StyoAgree”, n, the number of respondents who
answered “Agree’n; the number of respondents who answered “Neutral'the number of respondents who
answered “Disagree”, ang the number of respondents who answered “Stronglgdpee”

Equation 2

3y + 2ns + 03

Frequency index = ———
quency 30m + ng + n3)

wheren; is the number of respondents who answered “alwagars”,n, the number of respondents who answered
“occasionally occurs”, ands; the number of respondents who answered “neverstcu

Equation 3
"severity index” = "lmportance index” X "Frequency index”.
Table 2: Thereliability test result
Scale Mean | Scale Variance Cronbach's
. if ltem if Alpha
List of Obstacles Deleted Item Deleted if tem Deleted
1.Lack of top management support and commitment 1588 98.135 .786
2. Lack of training and education of employees 78.4615 95.698 771
3. Difficulty in allocation of personnel responsikidis antauthority 79.115: 96.42¢ .76t
4. Lack of necessary guidance for certification 79.3462 95.275 763
5. Lack of cooperation among internal departments 77.1538 100.855 777
6. Lack of leadership 79.1538 96.775 .764
7. Underestimation of efforts needed for registrati 79.1154 99.786 772
8. Lack of recognition or rewards system 79.5385 98.738 .769
9. Lack of communicatic 79.500( 96.50( .76€
10. Lack of related information 78.8077 97.042 767
11. Lack of qualified personnel 78.5385 98.098 T74
12. Lack of financial resources 78.2308 95.225 767
13. Lack of human resources 77.0385 99.558 776
14.Lack of time 78.038! 102.59¢ .78¢
15.Resistance to chan 78.846. 101.97¢ yads
16. Unclear benefits of obtaining certification 78.6154 96.326 .766
17. Workload increase 78.0385 93.478 764
18. Lack of understanding on the importance of 8900 78.5385 100.338 776
19. Employees’ culture toward quality programmes 77.0385 99.078 T74
20. Negative perception or attitude towards quality 76.8462 108.615 791
21. Negative attitude to quality among the custoamgt supplie 78.846. 100.77! 77t
22. Problem regarding to role and attitude of dyauditor and consultant 79.0000 106.480 .785
23. Lack of involvement, cooperation and commitméoim employees 76.9231 100.874 775
24. Lack of motivation 78.8846 106.506 .790
25. Lack of understanding of ISO 9000 system 78.6538 90.715 .755
26. Difficulty in interpretation of ISO 9000's reigements 79.3077 102.142 q77
27. Difficulty in fulfilling the I1SO cleuses and requireme 79.153¢ 105.09! .78€
28.Improper control of documents and data 79.6154 99.926 J71
29. Difficulty in documentation development 79.3462 95.835 .764
30. Difficulty in implementing quality audit proces 78.9615 105.158 .784
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RESULTSAND DISCUSSION

Reliability Test Result

Table 2 shows the Cronbach’s alpha value correspgrid each of the obstacles where it was revetiatithe
values of Cronbach’s alpha for this study rangenfi@.752 to 0.835. Basically, a higher Cronbachfshalvalue
indicates a higher degree of reliability. Howewazcording to Nunnaly [37] and Litwin [38], the rility value of
0.7 or higher is considered to be adequate. Taexgefor this study, it can be concluded that ey instrument
utilized in this research is reliable and intempalbnsistent.

Background Information on 1ISO 9000 Implementatiod Experience

From the 26 respondents representing the relatdatlicouncils, 100% of the respondents reported the initial
action/steps to implement 1ISO 9000 were starteah fitee end of 1990s. Only 4 councils (15%) were tbtohave
established specific units or sections to handéeithplementation of quality programs, especiallg t8O 9000
quality management system within their respectixganizations. Meanwhile, 22 respondents or 75.5%he$e
district councils were found to have delegated tdsk of implementing quality programs as part oflitiinal
responsibilities to other existing individuals, tsnisections or departments in their organizatidiss result has
also shown that there is a wide range of the redgrats’ experience in implementing quality programsis is
evident through the analyzed data where there Berespondents (31%) who were involved in implenmnti
quality programs, specifically ISO 9000, for mohan 10 years; 11 respondents (42%) with experierargging
from 5 to less than 10 years and 7 respondents)(@fh have been involved for 1 to less than 5 years

Results on Implementation Obstacles
The collected data was subsequently analyzed basettie respective obstacle categories using therigdse
statistics approach. Table 3 shows the resultsisfanalysis.

Table 3: Resultson 1SO 9000 implementation obstacles

Severity
Obstacle Category List of Obstacles Mean Made SD Index
(8h*
Lack of cooperation among internal departments 4]124.00 | 0.8638 0.78
Lack of top management support and commitment 312.00 | 1.3517 0.48
Lack of training and education of employees 2.81 002 1.2335 0.40
Organizational Behaviour an Lf?“’.k of Ie_adership e - 212 200 ] 0.7656 0.7
Culture Difficulty in allocation of personnel responsikidis and authority 2.15 2.00 0.8806 0.25
Underestimation of efforts needed for registration 2.15 2.00 | 0.784§ 0.28
Lack of recognition or rewards system 1.73 1.00 | 0.7243 0.18
Lack of necessary guidance for certification 1.92 .001| 0.9348 0.25
Lack of communication 1.77 1.00 | 0.9808 0.18
Lack of human resources 4.23 5.00 | 0.9923 0.81
Lack of time 3.23 2.00 | 1.2428 0.53
Resource Constraints Lack of financial resources 3.04 3.00 | 1.1487 0.45
Lack of qualified personnel 2.73 2.00 | 1.0792 0.34
Lack of related information 2.46 2.00 | 0.9047 0.18
Negative perception or attitude towards quality agmemployees 4.42 5.0( 0.7778 0.87
Lack of involvement, cooperation and commitmerdnfremployees 4.23 5.0( 0.9511 0.82
Employees’ culture toward quality programme 4.35 005. 0.7452 0.85
Lack of understanding on the importance of ISO 9000 2.73 2.00 | 0.9190 0.40
Human Factors Unclear be_znefits of obtaining certification 2.656 O0Q.| 0.9356 0.38
Workload increas 3.2¢ 4.0C | 1.210: 0.5
Lack of motivation 2.38 2.00 | 0.8527 0.32
Negative attitude to quality among customers anbkers 2.42 2.00| 0.757% 0.33
Resistance to change 2.42 2.00 | 0.7575 0.34
Problems regarding the role and attitude of qualitglitors and consultants 2.2/ 2.00 0.65%23 0.30
Lack of understanding of the ISO 9000 system 2161 .002) 1.1688 0.37
Difficulty in implementing quality audit proce 2.2 2.0C | 0.679¢ 0.31
Technical Weaknesses D@fﬁculty ?n _fquiIIing t_he ISO clauses and reg@ment: 2.12 2.0C | 0.816: 0.217
Difficulty in interpreting ISO 9000 requirements 96. | 2.00 | 0.6622 0.24
Difficulty in development of documentation 1.98 @.0 0.9348 0.22
Improper control of documents and data 1.65 1.00 | 0.6895 0.17
*A value of 1 represents the highest severity level
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For the purpose of this study, the determinatiothefmain obstacles is decided by the followin¢ecid:
i. The mean and mode scores are equal or more thalneof 4; and
ii. The results of the severity index (SI) analysis thingsbigger than a value of 0.5.

Based on the criteria as prescribed above, it wasd that there are 5 main obstacles which havafigigntly
hampered 1SO 9000 implementation in the districinmils. The first obstacle is ‘negative perceptanattitude
towards quality among employees’ (Mean=4.42, Modé&and SI=0.87), followed by ‘employees’ cultuosvard
quality programmes’ (Mean=4.35, Mode=5.00 and S5). ‘lack of involvement, cooperation and commitrine
from employees’ (Mean=4.23, Mode=5.00 and SI=0.8a¢k of human resources’ (Mean=4.23, Mode=5.06 an
S1=0.81) and finally, ‘lack of cooperation amongeimal departments’ (Mean=4.12, Mode=4.00 and SBY.
These findings indicate that 3 of the main obstadee directly related to the human factor, esfigctae
stafflemployees who are directly involved in impkating 1ISO 9000 in their respective district colscirhese
obstacles are ‘negative perception or attitude tdsvguality among employees’, ‘employees’ cultunedrd quality
programme’ and ‘lack of involvement, cooperation @aammitment from employees’.

Perception and attitude of workers in the distcmtincils are believed to have influenced the degfeability and
success in implementing 1ISO 9000 because thedleudtis are capable to foster commitment and matindactors
among these related workers. Furthermore, theterfawill also encourage the workers to execugdr tloles and
responsibilities effectively and efficiently. Neget perception and attitude are able to cause tr&exs to not want
to participate seriously in the 1ISO 9000 implem#ata process. According to Grint [39] and Yung [4@]
committed participation among all workers is coes@ll as a key driver that influences the level wfcsss in
implementing ISO 9000. In realizing 1ISO 9000 immpentation, a form of sacrifice is often requirednfr the
workers, for instance, extra work, more focus, tiddal training and others similar aspects. Kaiaal. [41] have
stated that the consideration or measurement oflogegs’ attitude is rarely made during the 1SO 9000
implementation, and this overlooked aspect hasezhttse attitude and commitment of the employeesa®w and
wane in the course of the ISO certification proogbgch very often lasts for well over a year. Méllet al. [42]
have pointed out that the lack of an appropriagaoizational quality culture will dampen the regdimecessary
changes in attitude and behaviour to reinforcedibgired change towards quality improvement. Indbetext of
implementing 1ISO 9000 within the district councilbe existence of this obstacle was somewhat eggdmcause
most district councils are staffed by employees waee low and/or limited educational backgrounderhmost of
them are employed as general workers. With limkadwledge and relatively low mentality, these waskare
deemed as not being capable to accurately assessS®@h9000 should be implemented within their oigation.
Furthermore, this situation will lead to an impigt of negative perception and attitude towards I&@ 9000
implementation process. As such, their involvemeatild only be to meet the requirements as instcubtetheir
superiors or respective officers.

Besides the perception and attitude of workersy théture in accepting any quality programme isoatonsidered
as one of the human factors that are capable itkehing the 1ISO 9000 implementation process. Worlérs are
not inculcated with the aspect of quality in impkarting their tasks will cause their work performanc become
poor, especially in terms of the required humarchowiccording to Harvey and Brown [43], the elemehhuman
touch is a term which illustrates the level of ilmenent among the workers in an organization. Hd#j and
Savolainen [45] have also stated that the humaoht@lement is an indicator that measures and eagesrthe
highest level of involvement among the workers tasaworkplace development and the learning prodess
increasing the level of competitiveness. In additio this, the barrier of ‘lack of involvement,operation and
commitment from employees’ is seen as the resultimgact when the workers in an organisation hawgatiee
perception, attitude and culture towards the imgletation of ISO 9000. In fact, Abdul Hamid [46] teisessed that
involvement, cooperation and commitment is a negesat must be acquired properly from the staffensuring
that ISO 9000 is successfully implemented in anlglipuiservice organization, which includes the LA&lim [47]
has pointed out that ISO 9000 provides the necggstagration within a quality system that encongessvarious
aspects such as management responsibility, steygmocess, procedures, resources and the like. rided for
integration can only be fulfilled if every membédram organization creates an atmosphere of satjdamong them.
Next, this research also found that the lack of &mmesources is one of the important barriers whlzdtructs the
ISO 9000 implementation process among the dist@mincils. The process of planning and realizatidn o
organizational goals should always be based onepratilization of human resources and the rolehef $killed
workforce has a significant importance in guidihg brganization [48]. Skilled human resources afukdise are
essential for the utilization of the organizatioplsysical assets and investments in increasingffi@ency of the
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organization [49]. In truth, the issue regardingklaf staff in LA organisations, specifically withithe district

councils is not only a new or current issue in Mala alone but is also being faced by a majoribAsiin countries.
UNESCAP [50] has explained that one of the key traitgs to good governance at the local level & lttk of

qualified human resources. In terms of ISO 9000lémentation in the district councils, most of thgpainted

officers were found to be executing the 1ISO 900@viies merely as their ancillary duties and moreg only at

certain times. This is because they have otheciaffpermanent tasks which they feel and percesvbeang more
relevant and significant to them. In some cadesjmplementation of ISO 9000 is seen as lessprfaaity when

compared to the other routine tasks. The implentientprocess is also perceived as being diffiaulvé undertaken
especially when the appointed officers have insigfit knowledge, expertise, experience and intesggtrding the
ISO 9000 aspects. These scenarios will ultimatehtribute towards the failure in obtaining ISO 9GQ@@reditation
within the targeted timeframe.

Last but not least, this study has also identifiack of cooperation among internal departmentsdas of the main
obstacles which disrupts the ISO 9000 implememati@cess within the district councils. As stipatitn the Local
Government Act 1976, the district councils areyfuksponsible to provide various services and uaHercertain
tasks such as sanitary, health, taxation, urbamrldpment and planning, public infrastructure depelent and
others to and for the local communities. Thus, nmovjaing this kind of services, several specifideimal
departments or divisions have been establishedinwitie district councils to enable them in carryiogt their
functions effectively. At times, the establishmehtoo many internal departments or divisions idistrict council
will contribute to conflicts especially in terms ofganizational administration and management aspaaech as
such as job scope overlap, underemployment of fipalivorkers, limited scope of works and othersitit@ermore,
the existence of these conflicts will cause congplam in the aspect of cooperation among the iafetapartments,
especially when these departments are involved ertaim processes that need a unified or multi-ddter
implementation. For example, the process of olbtgirdevelopment approval involves at least 2 or térival
departments such as the planning department, qawelst department and engineering department. \Witho
cooperation from all these internal departments dffiorts to adopt the ISO 9000 quality system wdlvery much
tougher, especially in developing the related wandcedures.

CONCLUSION

District councils are one of type of LA organizatsowhich have been made responsible for numeragsifuns and
roles. Therefore, there are various service-pragdirocesses that need an increase or improvemdstms of
quality levels through the implementation of IS@O0This study has provided one of the most detallscussions
to date regarding the main barriers which are hindethe ISO 9000 implementation process, spedifida the

Malaysian district councils. Most of the major aades discovered through this study, involve the&m aspect,
where it refers to staff weaknesses or shortcomifigs existence of these obstacles is undeniakipga very big
negative impact to the district councils in achigyvisuccessful ISO 9000 certification. This is beeathe human
aspect is a very important element in terms of oesibilities and roles in executing all of the ISED0OO

implementation requirements. If the attitude, pptica, culture and cooperation of the district ccilistaff towards
the implementation of quality programmes are negaiti nature, undoubtedly they will also produce tregative
outputs or impacts.

Hence, it is not surprising that until now, the rhenof district councils that have gained ISO 9@@6reditation is
very small although the implementation activity alsen place for a relatively long time. Using flmelings of this

study as a basis for improvement, the relatedgmréispecially the top management of the distdancils, should
take immediate action in carrying out various siés or programmes that could change employeesépgon,

attitude and culture to become more positive. Thiange will allow the implementation of ISO 9000kecome
easier and the targeted accreditation could beeaedi within the given timeframe. The change ofception,

attitude and culture will further enable the inteddransformation of the public sector to be realjzspecially at
the local government level.

Besides the human factor, the implementation of @00 in the district councils is also facing obtga related to
resource constraint (referred in this study contextack of human resource) and organizational Wielia and
culture (referred in here to lack of cooperatioroaminternal departments) factors. Generally, ttistence of both
these obstacles has somewhat exposed the inteszdness that is present within these districts citgin The
obstacle related to lack of human resource occacsise most of the district councils are foundaweehlimited
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financial resources which in turn has made theniof new competent staff to become more difficMloreover, to

create a new job position in a district councih@® an easy task as it requires the consideratidnapproval from
the Malaysian Civil Service Department. The existenf lack of cooperation among internal departméntaused
by the failure of the top management in a distriztincil to organize their internal departmentsjsibn or units

systematically. Realizing the existence of thesennubstacles, the responsible parties should adpptific

initiatives and approaches to mitigate these barri@ontinuous disregard will cause this situatimibecome more
serious and subsequently the aim of governmenhsare that its agencies practice ISO 9000 qualapagement
systems will merely be an unachieved wish. To athid issue becoming a reality, it is appropridtat tfurther

research be done on the ISO 9000 implementationepses within district councils, specifically toview the

necessary actions or strategies that should bénfuplace to prevent, minimize or eradicate thetatles faced.
Furthermore, a specific research is also needdx tondertaken in order to establish a systemaimdivork that
could be used to ensure ISO 9000 accreditationbeithchieved according to plan.
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