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years of excellence with

a string of showrooms

and service centers from

Penang to Johor Bahru, an exclusive interview with the Man-

agingDirector,EncikMohamadAshrafMohamadIqbal un-

veiled the secrets behind Federal Auto's eminence.

As Managing Director of Federal Auto, what are your main
responsibilities?

My ultimate responsibility is bringing in good returns to the
shareholders. People have invested money and I have to decide
how I can help them get the best returns. But that is the desired
end result. The question now is what is the process to arrive at
that end. For us, if you look at selling cars, anyone can sell cars.
Our strategy therefore is to be different in service.

The motor industry is one of the most conservative indus-
tries in Malaysia. If you take the grocery store for example, the
'kedai runcit' has been subject to global competition, by other
commercialized stores such as Carrefour and Makro. The car

industry on the other hand has been protected for a very long
time and we therefore have to change our mindset from being
traders to retailers and the level of service that we afford our
clients should be like a retailer.

Everything that the organization is doing now is focused on
the customer. We ask ourselves, what is it we can do to make it
more convenient to do business with us and make customers
feel that we care for them as individuals, and not merely for
their cars or Volvos. Another issue is how we help them achieve
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a lower cost of ownership. So, these are the three 'C's of the or-
ganization; Convenience, Care and Cost. If my job is to maxi-
mize the returns of the shareholders, this is the key pillar that I

am building on. We go about this by looking at people, their
mindset and processes.

My strategy is to focus on people and process. The right mix
of people, right mindset, right attitude, right culture and give
them processes that will enable them to do the business. The
rest will take care of itself; the profitability will come in by itself.

How do you position Volvo in terms of branding?
We do not position Volvo. Volvo positions Volvo. We are Fed-

eral Auto. We are the retailer and our job or commitment is to
deliver the brand promise to the customer. We have to care for
our customers more that other motor companies care for theirs.

As an example, here we keep in touch with the customer even
after the customer has purchased the vehicle. The customer can
always pick up the phone if there is a problem and we will be
there for him. That is what I mean by continuing the brand prom-
ise. Volvo positions the car, decides which segment and market
it wants, but Volvo has no contact with the customers. Our job
is to look after the customers.

Can you tell me about Federal Auto's performance?
Let me give you a brief history of Federal Auto's performance.
The economic crisis in 1997was a very difficult time for us. Volvo'
came to Malaysia and bought back a lot of Federal Auto. They
bought back the assembly plant, they took back the wholesale
function and importer function. Federal Auto retained the re-
sponsibility to provide a sales and Aftersales infrastructure.

Basically, I was brought in to see how we could turn the busi-
ness around. From a management point of view, there are only
three things you can look at; Capital, Processes and People. I
chose not to look at capital because it is very easy to spend your
moneywhen you have challengesand it is alwaysshort term. I
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have chosen to focus on the people and processes. If you build
the right attitude, mindset, culture and you have the right pro-
cesses, you will get the right performance in your organization.

What advice would you give your Human Resource depart-
ment for effective management of your employees? Our
readers may wish to know the trick of your trade.

There are a number of things to note. Number one, an em-
ployer must understand what level of performance you expect
from the employee in the job. The employee must know what
you expect of him so that he knows if he is performing his job
well. This is where many Malaysian companies suffer. If we do
not know what we expect from the job then the person doing
the job himself will not know and we are unable to measure the
performance.

Secondly, you have to ask yourself, 'If this is what I expect of
the job, is the person capable of delivering?' Ifhe is not capable,
is it because he does not want to or he does not know how to? If

he does not want to, then you have a serious problem, and you
should bid him goodbye. If he does not know, then you train
him because he has the right attitude, he merely lacks the skill.
Of course these things are easier said than done.

The biggest challenge is giving confidence to your manage-
ment and your board because managing for performance is very
important. What do I mean by 'managing for performance?'
Managing for performance simply means getting everyone in
the organizations focused on his/her performance. Every em-
ployee should be getting continuous feedback on tier perfor-
mance and that of the organization. The focus is on winning.

In Malaysia, as income has risen, our cost of employment has
gone up but the productivity has remained the same. This has
been the hardest issue to tackle because we become caught up
in our emotions and we find it difficult to be honest with people
on their performance. If you go up to someone and tell the per-
son that they are performing very well, then the person will be
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motivated to do better. If you go up to someone who is not per-
forming well, and say this is what I expect and what you are
giving me is insufficient, it might be the first time in their life
that they are being told that they are not meeting the perfor-
mance standard. People will generally agree that a person is
not performing but they will seldom approach the employee
about it..

In the absence of clear performance standards, people will
substitute effort. '..1work so hard, therefore I must be perform-
ing'. Most people want to do a good job and they believe that
they are trying hard. What they do not know is how good a job
they are doing because employers are not good at giving perfor-
mance feedback.

Employers should ask themselves; if everybody is trying hard,
why is the company not performing? The problem therefore is
not the employee's; the problem is the management who have
failed in their duty to manage. When you see a non-performer
in the company, do not blame him, blame his boss. A graduate
or a technical person cannot be a non-performer, it is just that
he has not been coached well. In Federal Auto therefore, we are
spending our time coaching people.

Howshould a manager approach this problem? Should they
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give their staff daily appraisal?
I think employees should be getting continuous feedback from
their supervisors. Likewise the managers should be getting the
same from the CEO or MD. It is not a matter of daily or weekly

appraisal but one of continuous feedback so we know where we
stand. It is like flying an airplane, the pilot has to be getting
continuous feedback on the aircraft and its environment as he

flies to a destination. Without feedback and corrections, it is
hard to arrive in the correct place on time.

Although closely associated with the sales and servicing of
Volvo vehicles in Malaysia, Federal Auto continues to grow its
business by expanding its portfolio of auto brands which now
includes Ford.

Federal Auto Cars Sdn Bhd is part of Federal Auto Holdings
Berhad and employs a total of 290 people in Malaysia. .
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