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ABSTRACT

The conceptual paper proposes the historical evolution of the Malaysian Civil Service from its British colonial
origins to its modern identity as a strategic integrator of national policy. It details how structural reforms led to
the creation of the Public Service Department and the Malaysian Administrative Modernisation and Management
Planning Unit (MAMPU) to improve state efficiency. Beyond historical context, the source examines
organisational decision-making, highlighting the risks of paralysis by analysis when data usage is excessive and
extinction by instinct when it is insufficient. These pathologies are influenced by contextual factors such as
power distribution, leadership styles, and cognitive preferences within an public organisation. To navigate these
challenges, the text suggests a dynamic balancing act that employs technical, structural, and cultural
interventions to maintain administrative equilibrium. Ultimately, this article serves as a comprehensive guide to
understanding both the administrative machinery of Malaysia and the conceptual frameworks governing
effective institutional choices.
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INTRODUCTION

The history of the Civil Service began during the British colonial era with involving a tremendous change which
taking place over the last 80 years. To begin with, it was 1934 whereby the Malayan Establishment Oftice (MEO)
establish at Singapore, lead by Sir John Huggins as a Malayan Establishment Officer (Mokhtar, Samsudin, & an
Mansor, 2022). In 1946, MEO office moved to Kuala Lumpur. Later in 1954, MEO roles and responsibility
integrated with the Establishment Division Federal Treasury and rebrand the department with the name of
Federal Establishment Office (FEO) (Suhendar & Fathurrahman, 2023). As the department renamed, Malayan
Establishment Officer redesign as Federation Establishment Officer. AJ Gracie has been appointed to the position
during that time. At the beginning stage of civil service development in Malaysia, the local people at that time
were absorbed into the civil service through low positions. Malaya's independence on August 31, 1957 was in
itself form a new government Federation of independent sovereign country (Department, 2016). In 1959, Tan
Sri Ahmad Haji Husin was appointed to lead the department, and during this time the position renamed from
Federation Establishment Officer to Federal Establishment Officer (Manaf, Mohamed, & Harvey, 2023). After
a series of changes, Public Service Department was formed on 15 August 1968 and the head of the department
known as Director General of Public Service (Department, 2019).

For the purpose of Federal Constitution, Article 132 (1) clearly stated that the public services are consists of the
armed forces; the judicial and legal service; the general public service of the Federation; the police force; the
joint public services mentioned in Article 133; the public service of each State; and the education service
(Harding, 2024). The Functions of Public Service Commission has been formed as enshrined in Article 144 (1)
of the Federal Constitution. Federal Constitution (2010) clearly stated the jurisdiction and also the common
jurisdiction between all these agencies. It is because, the formulation of the Federal Constitution itself, whereby
the constitution emphasis separation of powers. The formulation of Separation of Power is established in order
to classify the organs of government. The governmental power can be fold into three classification which is the

Page 4143
www.rsisinternational.org



http://www.rsisinternational.org/
https://doi.org/10.47772/IJRISS.2026.100600286

INTERNATIONAL JOURNAL OF RESEARCH AND INNOVATION IN SOCIAL SCIENCE (IJRISS)
ISSN No. 2454-6186 | DOI: 10.47772/1JRISS | Volume X Issue VI June 2026

fundamental function of government, Legislation followed by Executive power and Judicial power
(Constitution, 2010). For the Federal bodies, Parliament is the ultimate legislation power meanwhile it differs
for the state bodies which is State Legislative Assembly. However, the constitution emphasis that in the event of
inconsistent law or provisions between the agencies, the federal laws shall be prevail. The Malaysian Civil
Service is an administrative machinery or executive power in implementing government policies and decisions
to achieve all national objectives and goals (Obianuju, Ebuka, & Phina, 2021).

Malaysian administrative reform did take a serious and earlier step to reform the public service in 1960s. The
government during that period of time did realise the urgency and needs to improve the public service as this is
a administrative machinery whereby this sole function are the main part of the socio economic wellness.
Malaysia do realise the most important structures in developing nation is the administration as this will have
direct implication towards the nation stability. Morevoer, the government holds the high responsibilities on socio-
economic development structuring due to the Malaysia Independence in 1957 when during that time the
Malaysia was marked as lawlessness. This lead to the high pressure on the public sector agencies to role out their
roles and responsisbilities effieceint and effectivitly. The most important roles during that time was the effective
of public sector agencies to strengthen the development planning and implementation of this planning.

Therefore, in 1965 Malaysian government appoint Milton J. Esman as a senior advisor to the Prime Minister's
Department whereby before the appointment he was actively involving in US Government programs (Esman,
1972). The main reason of these appointed was he has the capabilities in highlighting comparative government
in the context of public sector administration. He also emphazies that core values in developing administration
is that "the role of inducing, guiding and managing in developing a nation, economic wellness and societal
change". For the new founded nation like Malaysia, it is a vital role to ensure all the development planning
programs to take place without any hiccups.

Esman (1972) suggest to Government of Malaysia thru his Montgomenry-Esman Report by requesting the
Government to create Development Administration Unit (DAU) in the Prime Minister's Department, so that this
business unit can help to strengthen and monitor administrative leadership for the developing countries like
Malaysia.

DAU was officially established on July ,1966 and the main roles are to assemble and provide training to the
government officers in order to form an effective organisation. This was the instrumental structure laying in the
formation of public service training and development programs at the same time providing the administrative
developments. DAU was later developed into Implementation Coordination and Development Administration
Unit (ICDAU) which serves to coordinate implementation of manpower development and planning projects. In
line with the rapid and dynamic development of public administration, ICDAU was later restructured in 1977.
MAMPU, (2018) stated that the function of administrative modernisation and manpower planning was taken
over by a new agency known as Administrative Modernisation and Manpower Planning Unit Malaysia or
Malaysian Administrative Modernisation and Manpower Planning Unit (MAMPU).

The main function at that time was responsible for administrative modernisation planning and providing services
consultation to all public service agencies; and develop and coordinate the process of human resource planning
and progress (MAMPU, 2018).

However, in 1986 as a result of the restructuring, MAMPU was directed to place emphasis on modernisation
efforts in the field of administration as a management consultant by the government. In 1986, the name MAMPU
was changed to the Administrative Modernisation Unit and Malaysian Management Planning (MAMPU) or
Malaysian Administrative Modernization and Management Planning Unit in line with the objective to bring
about change in public administration to improve the quality, efficiency and effectiveness of administration in
line with the needs of the country (Jamali, Sulaiman, & Dhillon, 2022). This initiative later lead to several
changes in the Malaysia Public Sector. As a non-profit organisation, the Malaysian public service has shown
their performance by delegating the roles and responsibilities in order to continue to deliver a good quality of
service to the public.
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Therefore, the Malaysian public service differentiates the roles and responsibilities into three main roles. At the
top of the role is implementor, this is the roles where the implementer is these whom responsible person assuring
the things are done in place (Tumin, 2024). Implementer also holds the highest responsibilities by ensuring the
ideas and policies into the practical environment. These roles required the people who are delivering the service
efficient and highly disciplined person, and it is because their function such as public health, education, public
safety and security play a vital role in determining Malaysia economic wellness. Next, pacesetting environment
whereby the role of any public sector to set a benchmark of high standards and performance as this is the heart
of economic and social wellness. Pacesetter its a vital role in any nation because it will be the best example and
a guide to a non-profit organisation to follow. This role its a part of the economic wellness in any country as the
public sector most progressive and this will definitely will encourage non-profit organisations to imitated. Public
Service Department (2019) clearly stated in this report pacesetter role steer or control the social wellness and
lead to strengthening productivity level, infrastructure and regulations and thus will contribute towards a greater
engagement in developing the nation.

Public Service Department (2019) stated that the final and most important role of the public sector as a strategic
integrator. Strategic integration is an important role in terms of collecting and reinvent of all the independent
components of organisations function and convert these components into synergistic entities. In other words,
strategic integrator its a part of the continuous improvement in the context of organisational performance so that
it can be sustainable competitiveness and relevant towards the current environment. Moreover, under these
dynamic environments, public sector requires continuous improvements as the strategic integrator and negotiator
so that it will lead to achieving organisational objectives, mission and vision.

Public Service Department (2019) reported that there are 740 number of agencies consists of Federal Public
Service, Federal Statutory Bodies, State Public Service, State Statutory Bodies and Local Authorities as reflected
in figure 1.1

PERCENTAGE OF AGENCIES IN MALAYSIAN CIVIL
SERVICE

LOCAL FEDERAL PUBLIC
AUTHORITIES SERVICE
20% 20%

FEDERAL
STATUTORY
BODIES
12%

Figure 1.1 Percentage of Agencies in Malaysian Civil Service (Public Service Department, 2019)

Public Service Department (2019) stated that as per 31 December 2016 the total number of civil servants is
1,344,194 (93.8%) compared to 1,432,503 employment establishment, excluding the Police Force and the Armed
Forces with a ratio of 1:44. To be more specific, the composition of the Malaysian Civil Service can be
categorised to age group whereby the highest age group is in the range of 31-35 years, 34-40 years and 26-30
years, which is a total of 709,924 civil servants out of 1,267,310 employment establishment (56%), including
3188 civil servants with disability status and excluding Police Force and Armed Forces (Department, 2019).
Besides that, Malaysia Civil Service do have the classification of services based on specific fields, roles and
functions as well as specialisation. In 2016, Public Service Department with the extensive of research on 252
schemes of service had concluded that there are few schemes can be improved and abolished. Therefore, 240
schemes of services are still active in Malaysia Public Service sector (Department, 2016).
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Organizational Decision-Making

The effectiveness of organizational decision-making rests on a delicate balance between two destructive
extremes: "paralysis by analysis"—an unhealthy obsession with numbers, reports, and formal studies—and
"extinction by instinct"—making ill-conceived, arbitrary decisions without systematic study or reflection (Song,
Qiu, & Liu, 2025). This document synthesizes research into the structural and cultural drivers of these
pathologies. It identifies that formal analysis is rarely just a technical tool for information gathering; it also serves
communicative, symbolic, and control-related functions (Broccardo, Ballesio, Yaqub, & Mohapatra, 2025). The
degree to which an organization leans toward one extreme or the other is determined by five contextual factors:
the breadth of participation, the distribution of power, the convergence of opinions, leadership styles, and
individual cognitive preferences (Neiroukh, Emeagwali, & Aljuhmani, 2025). Six specific pathologies emerge
from these configurations: the Dialogue of the Deaf, the Vicious Circle (Mohamed, 2023), and the Decision
Vacuum (Paralysis); and the Dominant Leader, Parallel Power, and Natural Unanimity (Extinction) (Tierney,
2023). Ultimately, achieving equilibrium is a dynamic process where the solution to one pathology often contains
the seeds of its opposite, requiring constant diagnosis and realignment.

The Formal Analysis

While traditional management literature views formal analysis as a tool to reduce uncertainty, it serves four
distinct organizational purposes, within the current framework, information gathering and analysis serve four
primary strategic purposes (Haesevoets, Reinders Folmer, & Brebels, 2025). First, they facilitate uncertainty
reduction by enabling data collection that supports reflection on existing issues and the validation of externally
derived ideas. Second, analysis functions as a tool for communication and persuasion, employed to justify
projects and secure external endorsement once internal consensus has been achieved (Godawa & Ghosh, 2025).
Third, these processes support direction and control, as analysis is initiated to monitor progress, resolve
operational problems, and ensure compliance with established deadlines. Finally, information gathering and
analysis fulfill symbolic and signaling functions, demonstrating the organization’s commitment to rationality
and its readiness to act—even in cases where analytical activities precede final decision-making (Kahsay,
Nordén, & Bulte, 2021).

Contextual Factors Influencing Analytical Quantity

The risk of falling into decision paralysis or organizational extinction is governed by five primary contextual
factors. In general, the more dispersed and diverse the organizational environment, the greater the likelihood of
excessive analysis. First, participation plays a critical role: widespread involvement across different levels and
functions tends to increase the volume of formal analysis (Rachmad, 2024), whereas limited participation favors
decisions based on instinct. Second, the distribution of power within the organization matters. When power is
diffuse, analysis becomes a tool for persuading others; when power is concentrated, a leader may act without
extensive justification (Fei et al., 2021).

Third, the range of opinions and motivations influences analytical intensity. Divergent views necessitate more
analysis to reconcile competing perspectives, while convergent opinions enable rapid, often unreflective,
consensus. Fourth, leadership style has a direct effect: consensual or passive leadership encourages the
production of studies aimed at influencing the decision-maker, whereas autocratic leadership tends to discourage
such analytical efforts (Shelton, Hein, & Phipps, 2022). Fifth, cognitive style also shapes analytical demand—
leaders with an analytical disposition naturally require more data, whereas intuitive leaders rely on “gut feel.”
Taken together, these factors determine the extent to which an organization engages in information gathering
and analysis, with greater environmental diversity and diffusion amplifying the risk of analytical overreach.

Excessive Analysis: Paralysis by Analysis

Within organizational decision-making, an overabundance of analytical activity can lead to a state commonly
termed “paralysis by analysis.” This condition manifests in three distinct pathological modes: the dialogue of
the deaf, the vicious circle, and the decision vacuum.
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The Dialogue of the Deaf

This pathology typically arises in multi-tiered organizations where power and expertise are not concentrated at
the apex (MacDougall, 2022). It is characterized by a seemingly interminable exchange of documents and reports
between hierarchical levels. The core problem is that project proposers deploy analysis primarily to obtain
approval, whereas upper-level managers—lacking either trust or a full understanding of the issues—demand
ever more data as a means of deferring their own decision (Hunt, 2023). For example, a large hospital project
encountered resistance from government agencies that did not share the hospital’s evaluation criteria, which
generated a “cascade of doubt” and an endless succession of requests for additional statistics.

The Vicious Circle

This mode manifests in persistent power struggles among actors at the same hierarchical level, typically across
different functional units. Here, analysis ceases to be a neutral information-gathering tool and instead becomes
ammunition in a battle. Each party produces studies aimed at persuading uncommitted top managers, while
uncertainty at the executive level prevents any clear resolution, thereby fueling further rounds of divergent
analysis (Currie, McCracken, & Venter, 2022). An illustrative case is an arts organization whose attempt to enter
a new market collapsed because functional managers pursued their own objectives, hiring consultants
specifically to undermine one another’s analytical findings.

The Decision Vacuum

In this third pathology, analysts or consultants operate in relative isolation, disconnected both from operational
reality and from the actual decision-makers. Analysis is conducted either for a long-term problem that lacks
immediate urgency or for purely symbolic purposes (Hodgkinson & Sadler-Smith, 2018). The result is
“mountains of paper” that bear no correspondence to concrete strategic choices (Collins, Carson, Amos, &
Collins, 2018).

For instance, one organization commissioned an analyst to design a two-year strategy, yet the resulting mass of
information was never linked to actual decisions, owing to the analyst’s lack of strategic vision and formal
authority. Together, these three patterns illustrate how excessive analysis, far from aiding rationality, can actively
impede timely and effective organizational action.

Insufficient Analysis: Extinction by Instinct

Whereas excessive analysis may produce paralysis, insufficient analysis gives rise to a distinct set of pathologies,
collectively termed “extinction by instinct.” These pathologies emerge when decision-making relies on
unexamined intuition, concentrated authority, or unreflective consensus (Arpin, Leclerc, & Lonca, 2024). Three
primary modes are identifiable: the dominant leader, parallel power, and natural unanimity.

The Dominant Leader

This pathology is driven by concentrated power and a highly directive leadership style, often culminating in
groupthink (Hilton, Madilo, Awaah, & Arkorful, 2023). Subordinates fear challenging a leader who dispenses
favors and is perceived as infallible—or even as a “God.” Under such conditions, skepticism is suppressed in
favor of a singular, frequently flawed, vision (Gatzweiler, Frey-Heger, & Ronzani, 2022).

A key insight captures the dynamic: “If the CEO is not on the right track, it is difficult for someone under him
to say, ‘Whoa...”” Thus, the absence of analytical counter-arguments allows strategic errors to propagate
unchecked.

Parallel Power

In complex organizations, individuals or groups situated low in the hierarchy may possess specialized expertise
or privileged access to information, enabling them to bypass conventional decision-making channels. The
resulting problem is twofold: top managers may make decisions without essential information because
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subordinates withhold it, or specialists—such as medical staff—hold the balance of power, rendering any
“formal analysis” requested by management merely symbolic (Moynihan, 2022). For example, a chief executive
officer attempting a turnaround made poorly conceived personnel transfers due to a lack of detailed knowledge
required to define goals, while lower-level managers, dissatisfied with the requirements, deliberately withheld
the information needed to refine the plan.

Natural Unanimity

When all members of a group instinctively share the same opinion, the prudent manager should be wary. This
pathology arises from a shared culture and strong internal bonds that short-circuit objective evaluation. Such
parochialism becomes a strategic liability when the external environment shifts and formerly common beliefs
lose their validity (Neckebrouck & Zellweger, 2026). A notable illustration is IBM during the 1970s and 1980s:
the company was widely praised for its strong, cohesive culture, yet that same culture later proved to be a barrier
to success in emerging markets (House, 2021). Natural unanimity thus substitutes collective instinct for critical
analysis, with potentially fatal consequences for organizational adaptation.

Together, these three patterns demonstrate that insufficient analysis—whether through leader dominance, hidden
power asymmetries, or uncritical consensus—can be as detrimental as excessive analysis, leading to decisions
driven by instinct rather than evidence.

Towards Equilibrium

Addressing the pathologies of both excessive and insufficient analysis requires a deliberate search for
equilibrium. However, every corrective measure carries the potential to trigger new organizational problems.
The following solutions are organized according to four intervention domains—technical, structural, cultural,
and leadership style—with each pathology matched to a corresponding set of countermeasures.

Dialogue of the Deaf. To counteract this pathology, technical solutions include a shift toward performance-based
outcome controls. Structurally, eliminating hierarchical levels and decentralizing authority can reduce
interminable vertical exchanges. Cultural interventions should focus on stronger socialization around shared
organizational values. Regarding leadership style, setting broad objectives while delegating responsibility for
details helps break the cycle of mutual distrust. Potential nemesis: Decentralization may lead to coordination
losses, and strong socialization risks suppressing legitimate dissent.

Vicious Circle. Technically, conflict resolution methods and soft systems analysis can help surface underlying
tensions. Structurally, clarifying hierarchical responsibilities reduces ambiguity about who decides. Cultural
reinforcement of common values—similar to the previous case—can align functional units. A more directive,
less consensual leadership style may cut through persistent power struggles. Potential nemesis: Directive
leadership, if overapplied, may slide into the dominant leader pathology.

Decision Vacuum. Requiring that analytical work be formally sponsored and budgeted provides a technical
remedy. Structurally, reducing the size of permanent staff groups and creating temporary, mandate-driven teams
prevents analysis from drifting into irrelevance. An action-oriented culture, emphasizing implementation over
endless study, addresses the cultural dimension. Leadership should adopt a less delegatory stance toward staff
groups, maintaining closer oversight. Potential nemesis: Tight control over analysts may stifle creativity and
useful long-term exploration.

Dominant Leader. Forced questioning techniques—such as devil’s advocacy—serve as a technical check on
unilateral decision-making. Structural solutions involve decentralizing decision authority. Culturally, fostering
participative management norms encourages subordinates to speak up. Leadership style must shift toward a more
consensual, less directive approach. Potential nemesis: Consensus-seeking can slow decisions and, in some
contexts, reintroduce the dialogue of the deaf.
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Parallel Power. Technical remedies include stringent approval requirements for decisions that bypass formal
channels. Structurally, developing corporate staff groups can counterbalance localized expertise. Cultural
solutions focus on stronger socialization to common values, ensuring that specialized knowledge serves
organizational rather than parochial goals. Leadership should become more internally informed, actively seeking
out the expertise held at lower levels. Potential nemesis: Excessive formalization may alienate specialists and
reduce the very information flow the organization needs.

Natural Unanimity. Technical interventions again include forced questioning and stringent analytical
requirements. Structurally, enhancing the role of external consultants introduces outside perspectives. Culturally,
organizations must develop tolerance for deviance and constructive competition. Leadership style should
become more externally informed, systematically challenging internal assumptions. Potential nemesis:
Over-reliance on external views may weaken organizational identity and internal commitment.

In sum, achieving equilibrium between analysis and instinct is not a matter of simply applying solutions, but of
continuously managing the trade-offs inherent in any corrective action. Each solution path contains its own
nemesis, requiring organizational leaders to remain vigilant against the emergence of new pathologies (Sinnaiah,
Adam, & Mahadi, 2023a).

CONCLUSION
The Dynamic Balancing Act

The central challenge for management lies in recognizing that formal analysis is not merely a technical activity
but fundamentally a political and interpersonal one. To achieve both rationality and efficiency, organizations
must design approaches that integrate constructive checks and balances with effective mechanisms for arbitration
(Sinnaiah, Adam, & Mahadi, 2023b). Managers are thus required to remain continuously vigilant: the purely
“rational” approach risks abstraction from operational reality, whereas the purely “intuitive” approach threatens
organizational extinction. Moreover, as prevailing organizational fashions shift—whether from scientific
management to human relations, or from reengineering to subsequent doctrines—the pendulum of practice tends
to swing from one pathology to another. Consequently, sustained equilibrium demands ongoing diagnosis and
periodic realignment, rather than any single, permanent solution.
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