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Abstract 
The vision of one of the prominent SME development agency in Malaysia is to become a premier organization in 
developing local SMEs to grow to be more innovative, resilient, and competitive to compete locally and 
globally. To achieve these, the agency had conducted an assessment exercise identifying the current levels of 
SKAP.  This paper is to highlight the findings of this study which conducted from November 2011 to February 
2012.  The study uses the technique of 360 Assessment Feedback and the survey approach to collect the 
required data and analyzed by using AHP technique. 
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Introduction 
 
In 2004, the Government of Malaysia established National small and medium enterprise 
(SME) Development Council (NSDC), which is the highest policy-making body in 
formulating the strategies for SME development across all economic sectors. NSDC is also 
responsible task coordination among related Ministries and Agencies, partnership 
development among public and private sectors, as well as for ensuring effective 
implementation of the overall SME development programs in Malaysia. 
 
In 2007, the NSDC decided to appoint a single dedicated agency to formulate the overall 
policies and strategies for SMEs, and to coordinate programs across all related Ministries and 
Agencies. As a result, one of the prominent agencies was established on 2nd October 2009, 
under the Small and Medium Enterprises Corporation Malaysia Act 1995, to look after the 
development of SME in Malaysia. The vision of this agency is to become a premier 
organization in developing the SMEs for being competitive, innovative, resilient, and be able 
to compete locally and globally. By doing so, SMEs would be able to enhance wealth creation 
and social well-being of the nation (SME Corp., 2012). 
 
In order to achieve this vision, the agency executed several strategies by stages.  The 
strategies are based on three (3) strategic thrusts:  
 

i. Strengthening the enabling infrastructure: 
Formulate, enact, review, revisit and amend current guidelines, standards, 
requirements, incentives and activities related to SMEs and entrepreneurs. 
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ii. Building the capacity and capability of domestic SMEs: 
Formulate and introduce policies and programs in order to enhance the knowledge, 
skills and ability of SMEs and their employees towards improving their 
performance, for sustaining growth and competitiveness. 

iii. Enhancing access to financing by SMEs: 
Formulate and introduce policies and programs to ensure adequate access in 
financing the support for growth and development of SMEs across all sectors 
(SME Corp. 2012). 

 
The agency believes that the human capital is the most important element for this organization 
in order to achieve its goals. Due to this, the agency has taken pro-active approach to assess 
and analyze “Where They Are?” from SKAP perspectives in identifying the possible areas for 
growth and achieve sustainable advantage.  
 
Objectives  
 
The main objectives of this study were: 
 

i. To identify human capital capabilities from SKAP perspectives and rank employees 
within the divisions.  

ii. To assess the current level of SKAP among middle management employees. 
iii. To propose the recommendations to the agency towards sustainable improvement. 
iv.  

 
Significance of the study 
 
Findings of this study will provide significant inputs for the agency in the following ways. 
The management of organization will be able to: 

i. Measure the individual level of SKAP and produce intra-division ranking.  
ii. Identify the strength and shortcomings among management personnel for each 

division based on SKAP assessment. 
iii. Recommend human capital enhancement/development area to the agency for 

sustainable improvement.  
 
Review of Literature  
 
During the Conference of the U.S. Office of Personnel Management (OPM) National 
Performance Management in 1995, a psychologist’s research team from the Naval Air 
Warfare Center (NAWC) Training Systems Division in Orlando, Florida, described their 
investigation concerning how teams or organizations grow to be effective. They have further 
specifically discussed the knowledge requirements, skill dimensions, and attitudinal factors 
that prevalent for effective teamwork and organization. The findings are illustrated below: 
Skills 
 
Skills are defined as expertness, practiced ability and facility in doing something (Glendon & 
McKenna, 2010) Skill is more than just the following of rule-based actions.  However, in the 
absence of knowledge and attitudes, a "skilled" person may have no ability or capacity to 
react to situations outside the normal condition. 
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The NAWC has developed the following list of skills that characterize effective teams or 
organization. Members of effective team or employees of effective organization should have 
ability to: 
 

i. Assess and monitor the performance of the team/organization or other 
members/employees; 

ii. Be flexible and adapt rapidly to events; 
iii. Step in to correct and/or strengthen the actions of others; 
iv. Exchange complete, timely, and accurate information; 
v. Encourage and build the morale of other team members; 

vi. Resolve conflicts with mutual satisfaction; 
vii. Express themselves clearly and appropriately to others; 

viii. Plan, cooperate, and share in approaches to solving problems; and 
ix. See problems or issues in their context and be sensitive to the environment of the 

situation. 
 
Knowledge 
 
Drucker (1977) and Toffler (1990) chose to equate knowledge to information, and used the 
terms interchangeably. Other scholars like Nonaka and Takeuchi (1995), argued that 
knowledge has two components namely, explicit knowledge and tacit knowledge. In the latter 
sense, knowledge can appear to edge into the areas of skills and attitudes. Normally, 
employees will accumulate knowledge through formal and informal leanings, trainings and 
experiences.  
 
In terms of knowledge, NAWC (1995), believe that members of effective team or employees 
of dynamic organizations should: 
 

i. Possess knowledge of the team's or organization’s mission, objectives, norms, and 
resources; 

ii. Understand the task and the indicators of what needs to be done; 
iii. Understand the logical order to perform tasks; 
iv. Agree on a logical way for dividing tasks; 
v. Understand how to perform specific tasks; 

vi. Know their role in exchanging information, handing off tasks, and other interaction 
patterns; 

vii. Have accurate knowledge and a realistic assessment of the problem to be solved; and 
viii. Understand various teamwork skills that members need to be effective. 
 
Attitude 
 
Attitude defines as a learned tendency to act  in a consistent way to a particular object or 
situation (Fishbein & Ajzan, 1975).  Attitudes have affective, cognitive and behavioral 
intention components.  A competent person must have the capacity to sense and recognize a 
situation, the tendency to act in a controlled and predictable manner and an ability to be 
consistent in acting in a manner relevant to the situation. Attitudes can be changed through 
persuasion as well as a response to communication.   According to NAWC (1995), such 
attitudes can be nurtured and developed. Members of effective teams or employees of 
effective organization should also have: 
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i. A team orientation, where thinking of teams is a natural way to approach issues; 
ii. A shared vision where there is an agreement on what is the ideal state; 

iii. Team or organization cohesion, with a strong sense of the collective "we"; 
iv. Mutual trust and confidence in each other's integrity, loyalty, and character; and 
v. Trust in the teams or organizations collective effectiveness. 

 
Performance 
 
Performance or job performance is considering one of the most the most important construct 
in industrial and organizational (I/O) psychology and human capital management (HCM). 
Campbell (1990) proposed a general model of individual differences in performance, which 
became very influential in I/O and HCM later on. 
 
In his model, Campbell (1990) differentiated performance components, determinants of job 
performance components and predictors of these determinants. Campbell describes the 
performance components as a function of three determinants (1) declarative knowledge, (2) 
procedural knowledge and skills, and (3) motivation.  
 
According to Campbell (1990), declarative knowledge includes knowledge about facts, 
principles, goals, and the self. It is assumed a function of a person’s abilities, personality, 
interests, education, training, experience, and aptitude-treatment interactions. Then, 
procedural knowledge and skills include cognitive and psychomotor skills, physical skill, self-
management skill, and interpersonal skill. Finally, Motivation comprises choice to perform, 
level of effort, and persistence of effort 
 
Measuring organization performance is very crucial for achieving organizational goals. 
Kaplan and Anderson (2007) introduced balanced scorecard tools to measure individual and 
organization performance. Regarding this matter, agency should identify a set of objective 
indicators that help in measuring the performance as accurately as possible.  According 
Herman and Rentz (1998), mission statement and a strategic plan usually used to measure 
organizational performance in balanced scorecard. However, in this study, individual job 
performances of respondents are measured by using agency’s standard annual appraisal form, 
which was completed by their immediate superiors. 
 
Methodology 
 
Respondents 
 
The target respondents for this study were a group of 94 middle management employees 
working in four main divisions.  The organization had identified the respondents earlier 
before the study had taken place.  
Data Collection 
 
A survey was conducted in November 2011. This survey study used the technique of 360 
Assessment Feedback, whereby the questionnaire was divided into three set (self-assessment, 
peers-evaluation and superior-evaluation). 
 
The questionnaire’s set number 1, (self-assessment form), was answered individually by each 
respondents, which consists of two sections. (A and B). Respondents have to declare their 
personnel information such as gender, age, level of education, and working experiences in 



 

Bilgi Ekonomisi ve Yönetimi Dergisi / 2013 Cilt: VIII Sayı: I 

 

Tüm hakları BEYDER’e aittir  29  All rights reserved by The JKEM 
 

Section A, while in Section B they have to answer a set of questions that adapted from 
previous research, These areas reflects the expert usage of measuring employee’s skills and 
attitude.  
 
The questionnaire set number 2 (peers-evaluation form) was answered individually by 
selected respondents which were identified earlier by the agency as peers evaluation. Here, 
skills and attitude were measured from the peers’ perspectives. 
 
Finally, the questionnaire set number 3 (superior evaluation form) was also answered 
individually by immediate supervisor or head of division to measure skills and attitude of 
their subordinates.  
 
Personal administration procedure was used to conduct the survey. A group of employee was 
brief about the objectives of the survey and the method to answer the questionnaire 
accordingly.  The completed questionnaires then were collected and checked for its’ 
consistency. Then the valid completed questionnaires were compute and analyzed using the 
AHP technique. 
Analytic Hierarchy Process (AHP) 
 
AHP is the most useful technique, where teams of people especially those with high stakes, 
solve complex problems that involve human perceptions and judgments, which the resolutions 
would have long-term repercussions (Bushan & Kanwal, 2004). Decision situations to which 
the AHP can be applied that include (Forman, Ernest & Saul, 2001):   
 

i. Choice - The selection of one alternative from a given set of alternatives, usually 
where there are multiple decision criteria involved. 

ii. Ranking - Putting a set of alternatives in order from most to least desirable 
iii. Prioritization - Determining the relative merit of members of a set of alternatives, as 

opposed to selecting a single one or merely ranking them 
iv. Resource allocation - Apportioning resources among a set of alternatives 
v. Benchmarking - Comparing the processes in one's own organization with those of 

other best-of-breed organizations 
vi. Quality management - Dealing with the multidimensional aspects of quality and 

quality improvement 
vii. Conflict resolution - Settling disputes between parties with apparently incompatible 

goals or position. (Saaty, 2008) 
 

The applications of AHP to complex decision situations have numbered in the thousands, 
(Steigue, Duberstein & Lopes, 2003)  and have produced extensive results in problems, 
involving planning, resource allocation, priority setting, and selection among alternatives. 
Other areas have included forecasting, total quality management, business process re-
engineering, quality function deployment, and the balanced scorecard. Many AHP 
applications are hardly reported to the world at large, because they take place at high levels of 
large organizations where security and privacy considerations prohibit their disclosure (Saaty, 
2008).  
 
In order to produce the systematic intra-division outputs as mentioned as above, a SKAP 
weighted (AHP Master Weighted) was calculated based on AHP technique. The AHP Master 
Weighted is shown as below:  
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Table 1: AHP Master Weighted 

 
 
Results and Discussion 
 
The respondents identified by organization were from management level group, that in the 
composition of Senior Managers, Managers, Assistant Managers, Senior Executive and 
Executive. The total numbers of the target respondents involved 10 persons from Economic 
Planning Division (EP), 27 persons from Business Development Division (BD), 13 persons 
from Coordination Division (C) and 44 persons from Business Support Division (BS).  
The respond rates by divisions are varied. All respondents (100%) in EP and BD took part in 
the survey, however for C and BS, only 9 (69.2%) and 27 (61.4 %) respondents participated.  
Since one of the goals of this assignment is to identify human capital capability from SKAP 
perspectives and the division ranked of employees; by using 360 Degree Assessment 
Feedback, it is found that the actual intra-division ranking is inclusively appropriate, if 100% 
of the target respondents took part in the survey at their respective division. Due to these 
circumstances, only EP and BD were available for intra-division ranking. As a result, the next 
discussion will focus only on the findings of EP and BD.  
 
In terms of the respondent’s gender at EP, were 60% (6) females and 40% (4) males. 
However, at BD, 71% (17) were females and males respondents were only 29% (7).   
 
The respondent’s education background at EP shows that 20% (2) of them were master degree 
holders, 40% (4) bachelor holders and the remaining 40% (4) were diploma holders. At BD, 
83% (20) respondents have bachelor degree and the rest 17% (4) are diploma holder. 
 
Further, for the age item, at EP 10% (1) was below 30 years,   70% (7) were between 30 to 40 
year olds and 20% (2) were 40 year olds and above. Whereby, at BD, 17%  (4) were below 30 
year olds, 54% (13) were between 30 to 40 year olds and 28% (7) were 40 year olds and 
above. 
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Findings from EP Division 
 
Table 2: EP SKAP Assessment   

  Exc. = Excellence     AA = Above Average   A = Average       BA = Below Average      P = Poor 
 
According to Table 2, the intra-division ranking of management personnel at EP based on 
SKAP assessment is shown in the last column. The bigger the number in total point (second 
column from right) the higher is the ranking. Respondent EP-2 with the total point of 0.335 
turn out to be the first in the EP ranking, this followed by EP-1 (0.301) and EP-10 (0.272). 
The ranking for the remaining respondents are also shown in the Table 2. 
 
The SKAP strengths and weaknesses among respondents are easily to be identified in Table 2.  
For example, the comparison between EP-2 (ranking number 1) and EP-6 (ranking number 
10) show that they have two differences in SKAP assessment. The first element involved 
attitude; which EP-2 score is excellent, whereas EP-6 score is above average. The second 
element is performance, where EP-2 score is excellent, yet EP-6 score is only below average. 
These differences explain how EP-2 rank was higher than EP-6. In addition, the SKAP 
differences among them influenced their ranking in EP division. 
 
Table 2 also provides the information regarding current level of SKAP for each management 
personnel in EP. This information will help human capital manager to develop Human Capital 
Development Program (HCDP) for each individual in EP division accordingly. 
 
Base on the example above, the human capital manager would be able to transform EP-6 to 
become as good as EP-2 by developing and improving EP-6 attitude and performance. For 
instance, the human capital manager should nominate EP-6 to attend intrinsic-motivation 
development training programs or courses.  
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Findings from BD Division 
 
Table 3: BD SKAP Assessment 

 
Exc. = Excellence       AA = Above Average    A = Average      BA = Below Average      P = Poor 
 
According to Table 3 and 4, the intra-division ranking of management personnel at BD based 
on SKAP assessment is shown in the last column. The bigger the number in total point 
(second column from right) the higher is the ranking. Respondent BD-9 with the total point of 
0.341 became the first of the rank, this followed by BD-5 (0.336) and BD-3 (0.334). The 
ranking for other respondents can also be identified from the Table 3 and 4. 
 
The SKAP strengths and weaknesses among respondents are easily marked in Table 3 and 4.  
For example, the comparison between BD-9 (ranking number 1) and BD-12, BD-16 and BD-
27 (ranking number 22) show that they have some dissimilarity in SKAP assessment. The 
first element is attitude, which BD-9 score is excellent, whereas BD-12, BD-16 and BD-27 
were average and below average respectively. The second element is skills, where BD-9 score 
was above average.  In contrast, BD-12 and BD-16 scores were average and BD-27 score was 
below average. Finally, the third element is performance, which BD-9 scores is excellent, 
while BD-12, BD-16 and BD-27 scores were average. These differences explain how BD-9 
rank is higher than BD-12, BD-16 and BD-27 and dissimilarities in the level of SKAP among 
them influenced their ranking in BD division. 
 
Table 3 and 4 depict the current level of SKAP for each management personnel in BD. This 
information will help human capital manager to develop Human Capital Development 
Program (HCDP) for each individual in BD division accordingly. 
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Table 4: BD SKAP Assessment (Continue) 

 
Exc. = Excellence       AA = Above Average    A = Average      BA = Below Average      P = Poor 
 
Base on the example in BD above, the human capital manager would be able to transform 
BD-12, BD-16 and BD-27 to become as good as BD-9 by developing and improving BD-12, 
BD-16 and BD-27. For instance, the human capital manager should nominate BD-12, BD-16 
and BD-27 to attend intrinsic-motivation, skills and performances development training 
programs. 
 
The findings in Tables 3 and 4 show that management personnel in BD in term of level of 
skills, knowledge, attitude and performance varied. These variations contribute and influence 
the individual ranking at BD. In order to transform BD-12, BD-16 and BD-27 to become as 
good as BD-9, then BD-12, BD-16 and BD-27 need to be improved gradually through HCDP. 
They ought to be nominated for intrinsic-motivation development program courses or 
activities. Beside they also should be selected for high impact courses to increase the related 
skills and performances. In the nutshell, based on Table 3 and 4, the human capital manager 
also would be able to better plan for the future HCDP for each individual in BD accordingly. 
 
Conclusions and Recommendations 
 
Conclusions 
Skills : At approximately 80% of the EP management personnel possess level of 

skills needed above average and the remaining or 20% are at average skills 
level.  At the same time, around 63% of management personnel at BD obtain 
level of skills needed above average, 29% are at average and 8% are in below 
average category.  

Knowledge : Only 20% of management personnel at EP have level of skills needed above 
average and the remaining or 80% are at average.  At the same time, just 
about 17% of management personnel at BD acquire level of knowledge 
needed above average and the balance or 83% belong to the average category. 

 Attitude : Roughly, 30 % of management personnel at EP are at excellence needed 
attitude and the remaining or 70% are at the above average category. 
Furthermore, around 29% of management personnel at BD have excellent 
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attitude, while 54% are above average, 13% are average and the rest are about 
4% which belong to the below average category.  

Performance : In particular,  approximately 20%  of the management personnel at EP 
belong to the excellence category,  70% at above average and  10%  fall into 
the below average category. On the other camp, about 25% of the 
management personnel at BD obtain  excellence level of performance,  33% 
at above average, 38% at average and the balance of about 4% belong to the 
below average category.  

 
Based on Table 2, 3 and 4, there are differences exist among management personnel in EP 
and BD in term of the level of skills, knowledge, attitude and performance. These 
dissimilarities contribute and influence an individual ranking at EP and BD. The individual 
ranking also indicated that the room for improvement is needed for each management 
personnel in the organization. Meanwhile, this essential information shows the human capital 
manager how to develop a good HCDP for the organization and where to start with. 
Potential Benefits to be Implemented by the Agency  
 
Based on the Intra-division of SKAP Assessment, some potential benefits can be adopted and 
implemented by the agency as shown in the Table 5: 
 
Table 5: Potential Benefits to be Implemented by the Agency 

Sources Potential  Benefits   to be Implemented 

Intra-division 
Ranking  of 
Management 
Personnel  

Identify and Select the best employees for award and  recognition    
Identify the suitable candidates for Promotion Exercise  
Identify candidates for  Leadership/Talent  Development Program  
Identify and select the suitable people for Succession Plan Exercise 

Intra-division 
SKAP 
Assessment 
Table  

Identify  individual  strength and shortcoming  
Identify  individual  Human Capital Development Program (HCDP) 
Candidates selection for Intrinsic-Motivation Development program 
Ideas to formulate  Individual Roadmap/Career Development Plan  
Identify and select the suitable candidates for Job Rotation Exercise   

 
Recommendations for the Agency 
 
Immediate Action for Below Average Category 
 
Based on the Intra-division SKAP Assessment, the study has identified the respondents who 
are categorized in the score of below average. Prompt action need to be taken in order to 
reveal the root cause of this phenomenon. The sooner the action takes place, the better results 
will yield for the agency. Otherwise, it will demoralize the subjects, leading to 
unproductiveness, and further portray slothful behavior. 
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Extend Intra-division SKAP Assessment Exercise to the Whole Organization 
 
The scope of this study is only limited to the core divisions that was identified earlier by the 
agency. However, due to the employees’ constraint on time and commitment, complete data 
collections were only available for EP and BD. It is strongly recommended that the agency 
should extend the SKAP Assessment exercise to all divisions, so that a broader and fair view 
of its employees could be captured and understood. This contributes to the enhancement of 
the agency’s ability in determining the needed areas of improvement and to further plan a 
comprehensive and effective HCDP. 
 
Verify the Intra-division SKAP Assessment through Training Need Analysis (TNA) and Task 
Analysis (TA) 
 
Information given by the Intra-division SKAP Assessment portrayed the current level of 
SKAP among management personnel at EP and BD. However, to be more précised and 
detailed, it is highly recommended that more in-depth and rigorous analysis be carried out for 
each employee, especially for those who belong to the category of below average. In this case, 
it is equally highly recommended that a depth analysis approach such as individual TNA or 
individual TA based on SKAP Assessment findings be conducted in addressing specific 
shortcoming for each employee.  
 
Comprehensive Employees Training Program/Road-Map/Strategic Career Development Plan 
 
Based on the Intra-division SKAP Assessment carried out at EP and BD, the strengths and 
shortcomings of each management personnel at respective division were identified 
accordingly. Primarily, human capital manager could easily discover the areas needed to be 
focused on each of them. On top of that, he/she may also use the information from Intra-
division SKAP Assessment to effectively design and propose for the Employee Training 
Program/Road-Map/Strategic Career Development Plan. 
 
Recommendations for Future Research 
Examine the relationships between Skill, Knowledge, Attitude, Experience and Performance 
 
Based on Intra-division SKAP Assessment done at EP and BD, the findings depict a positive 
link between the level of skill, knowledge and attitude of management personnel and the 
performance. This implies the higher the level of one’s SKAP, the higher is the performance. 
Besides, it also influences the intra-division ranking. However, the significant relationship 
among skill, knowledge, attitude, experience, performance and ranking has not yet been 
measured by AHP technique.  
 
Future research is highly recommended to measure the correlation between these variables. 
The significant relationship between each variable will definitely be able to give the right 
ideas to the agency and other similar organizations out there; such as ‘which’ and ‘what’ 
elements or variables that have the strongest relationship with performance? Then, those 
elements should be given the highest priority to be developed, in order to create a higher 
impact on the organization’s performance. 
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Employee Task Analysis (ETA) 
 
Based on the Intra-division SKAP Assessment exercise, the agency has identified the 
strengths and shortcomings of elements among the employees. However, in relation to the 
level of difficulties, the urgency and the frequency of the tasks executed by the employees are 
not yet measured.  
 
ETA is another important exercise that should be done in future; this may evaluate the level of 
difficulties, the urgency of the tasks and the frequency of the tasks executed by the employee. 
Next, the agency would be able to focus and design the precise courses/programs for each of 
employees to optimally enhance their SKAP capabilities. 
 
Furthermore, ETA findings will identify the level of employee’s competencies, by using 
techniques such as the critical incident technique, work diaries, and work sampling (Noe, 
2008). Finally, the agency would be able to achieve high performance, and develop 
knowledgeable, skillful and highly motivated employees. 
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