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Foreword

The Mid-Western Health Board is a large and complex Organisation, 
providing a wide range of Health and Personal Social Services to a population 
in excess of 315,000 persons over a geographical spread of more than 3,000 
sq. miles and employing over 3,700 personnel for this purpose. The Board 
set up a small Organisation & Methods unit in the mid 1980’s and the unit’s 
expertise has contributed handsomely to improved efficiency and effectiveness 
in many of the Board’s activities during the intervening years. Experience 
has shown that requests for O&M inputs exceed the capacity of this small unit 
to respond resulting in the requests having to be prioritised.

Given this, it is beneficial for the Organisation as a whole to have the 
opportunity to learn from the O&M studies which have been conducted. 
Managers, at all levels, may, as a result, be able to install remedies which 
have already been specified, to adhere to standards which have evolved and, 
in some situations, be capable of conducting a systematic examination of 
activities in order to resolve problems or grasp opportunities.

This book is, therefore, intended to bring together the experiences of the 
O&M activities throughout the Board since the mid 1980’s, in the hope that 
it will provide Managers at all levels and staff in general with an approach 
to be taken to problem solving and guidelines to good practice. The book is 
not an alternative to traditional O&M services - it should, however, 
complement and supplement services and encourage "self help" in systematic 
problem solving.

I congratulate and thank the author, Mr. Brendan Murphy, Organisation & 
Methods Officer, and the editor, Mr. Tom Hourigan, Management Services 
Officer, on the way they have completed the task. I trust that the reader will 
find the contents useful and instructive.

REGIONAL LIBRARY AND 
INFORMATION SERVICE

D.J. Doherty
Chief Executive Officer
Mid-Western Health Board
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1.0 Introduction

Whilst this publication will help to spread information about good 
practices, it is essentially a complement and supplement and not an 
alternative to traditional O&M studies. Many problems will continue 
to demand not only access to useful data but also the technical skills, 
practical experience, objectivity and time offered by O&M specialists. 
One of the problems in writing this book has been not what to include, 
but what to omit. Additionally, writing a book on O&M which can be 
used by different people with different backgrounds and different levels 
of experience is a difficult task. Any such document is bound to be a 
compromise and, like all compromises, there will be points of 
weakness. It is hoped, however, that the reader will find the contents 
useful and instructive. These contents are largely drawn from the 
O&M Team’s experiences within the Mid-Western Health Board, 
together with the author’s experiences in the Department of Health & 
Social Services (Efficiency Services Branch), N. Ireland, and I trust 
that these contents will be of practical use in improving performanc j 
and productivity. Finally, please note that the subject area is quite 
large and a further reading list has been included at the end for 
additional reference.

2.0 Main Objectives of Book

1. To show examples of good practice and standards based on 
comparative norms established from O&M studies and other 
recognised reference work, which may assist management to 
identify areas for improvement.

2. To bring together expertise and lessons from many studies in a 
convenient and practical form.

3. To direct attention to the most fruitful areas for study by 
identifying key factors affecting performance.
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4. To encourage the collection of soundly based data which can be 
related to a wider interest.

5. To assist the planning and management of assignments.

6. To demystify O&M procedures and highlight the organised 
common sense approach to any exercise which all staff can 
practice.

7. To provide Managers with ad hoc advice on how to tackle some 
problems themselves and, at the same time, help them to look 
beyond the immediate presenting problem and encourage a 
thorough, systematic approach.

8. To pass on information and expertise gained in evaluating the need 
for, and organising the purchase of, a range of office equipment.

9. To give guidance on the general use of other items of office 
equipment, e.g. telephones, filing systems, dictaphones, fax 
machines etc.

10. To give some basic advice on report writing - do’s and dont’s for 
different circumstances.
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3.0 Organisation & Methods - An Overview

Organisation & Methods (O&M) is a term generally used to describe 
an activity or service which advises administrators or managers on 
questions of organisation & methods to enable them to increase the 
efficiency of work for which they are responsible, either by providing 
a better service, or a less expensive one, or both. The present 
definition of the Term O&M is:-

"The systematic examination of activities in order to 
improve the effective use of human and other material 
resources."

The result of O&M work is, therefore, advice. The success of an 
O&M Unit will largely depend on the extent to which advice is 
accepted. Acceptance rests on three things; the intrinsic worth of the 
advice; the skill of O&M staff in formulating that advice and getting 
it accepted; and the value which management attach to O&M work.

Organisation & Methods is traditionally and, by nature, a group within 
the umbrella of Management Services. Management Services are 
defined in the British Standard Glossary as "Specialist groups or units 
established within organisations to assist and advise on improvements 
in executive management functionsThese groups embrace a number 
of disciplines and in the Mid-Western Health Board comprise Computer 
Systems, Computer Operations, Internal Audit and O&M. This 
"Team" is headed by a Management Services Officer. While the 
disciplines identified above are very clearly focused individually, there 
are close links between the exercise of all these disciplines. It is 
recognised that they must integrate and co-operate very closely for the 
Management Services Department to be efficient and effective.

This book is focusing, however, more specifically on the discipline of 
Organisation & Methods and its role in the organisation. It will direct 
itself to identifying not only those tasks which are and can be carried 
out by specialist staff, but will also highlight the individual manager’s 
role, identifying circumstances and occasions when they can and 
should help themselves.
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In concluding this overview, I would state that O&M Assignments vary 
widely; they include studies of small office procedures, reviews of the 
organisation of whole departments (Laboratories, Laundries, Central 
Sterile Services Departments); and specific enquiries, e.g. investigating 
delays, bottlenecks and backlogs of work. The fundamental approach 
to any assignment or situation can be described in three words: 
Systematic Common Sense. With an approach as simple and as basic 
as this, every manager or staff member can carry out an O&M 
assignment.

It is hoped, therefore, that readers will find themselves in a position to 
avail of the information and guidelines in this book to carry out "in- 
house" surveys of their own with and without direct assistance from the 
Organisation & Methods Section. To complement these guidelines it 
is intended that short seminars will be held throughout the Board, 
outlining the O&M approach, advising on the work of the section and 
emphasising how staff can help themselves.
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4.0 Approach & Methodology to O&M Studies

4.1 The Basic Procedure

Improving efficiency is not the preserve of designated Managers 
or Management Services. It is the proper concern of every 
member of the organisation and can depend to a very large extent 
on the day -to-day morale and job interest of individual staff. The 
O&M Team’s job is to provide a stimulus, an independent and 
trained view, technical support and the opportunity to get people 
to accept change for the better.

An essential element, naturally, of the manager’s daily job is to 
deal with problems that arise. Sometimes however, ad hoc 
problems are encountered which cannot be solved without in-depth 
fact finding and analysis which would take up a disproportionate 
amount of the manager’s time. Additionally, familiarity and 
normal pressure of work make it difficult for a manager to 
examine and question in a systematic way all the functions for 
which he or she is responsible. From time to time, there is 
benefit to be derived from mounting a thorough, programmed 
review of a particular Department or Service. In both cases, the 
assistance of Management Services may be called upon, depending 
on management’s perception of the nature of the task and 
resources needed to accomplish it. Whoever undertakes the task, 
there is a fundamental discipline to be observed, whether tackling 
ad hoc, specific problems or programmed reviews.

The basic discipline of O&M can be stated quite simply, although 
the methodology and techniques have become sophisticated and 
refined, the underlying principles remain the same. Based upon 
the axiom that a problem clearly stated is at least half solved, 
most problem solving techniques concentrate on systematically 
exposing all aspects of the function under review by asking some 
basic questions

A. What is Done? Details of the type and quantity of 
"output" from the Department in 
question.
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B, When is it Done? The above data related to the time of day 
or week etc. to expose variations in 
workload.

C. Where is it Done? Workload data related to particular
locations such as rooms or work stations 
within rooms.

D. How is it Done? A narrative or chart showing, in the
required amount of detail, the methods 
and equipment employed.

E. Who does it? Details of the person/grade doing the job.

F. Why is it Done? A challenge to the answers to each of the
above questions in order to elicit the 
reasons for the status quo. Normally, 
this "challenge" is made after the data has 
been collected, in the form of follow up 
interviews with key staff.

From the answers to these questions a complete picture is built up, 
both in narrative and diagrammatically. Flowcharts (more about 
these later) enable the investigator to see at a glance the general 
pattern of work.

Careful analysis of the present procedure is then carried out 
following the secondary line of questioning above. (Section F)

In addition, the following three questions are asked in respect of 
each operation
Can it be eliminated?
Can it be simplified?
Can it be combined?
(Appendix A illustrates the standard form used to facilitate this 
line of questioning.
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Elementary as these questions may seem, they are invariably 
effective in exposing defects and anachronisms in the existing 
system. Any comprehensive review of a Department or Service 
should provide implicit or explicit answers to the above questions 
while also questioning the answers received and exploring 
alternative courses of action.

Developing New Procedures Comes Next. To do this, the 
investigator will require a sound understanding of the procedures, 
people and purposes of the activities he/she is examining. This 
will be possible when the preceding steps have been followed.

When developing new procedures, the requirements in terms of 
people, equipment, accommodation and paperwork must be 
carefully considered, in addition to the actual system. A reliable 
method is for key staff to be presented with the results of the fact 
finding exercise and then invited to respond with suggestions for 
improvements, with only judicious prompting by the investigator 
to help to produce a positive result.

Preparing the report and obtaining acceptance should not be 
difficult if you have discussed your ideas with those concerned 
and kept staff informed during the study. The report should 
really be a formal statement of what has already been agreed. 
The content should follow a fairly standard pattern as is 
described in the relevant section below.

Implementation is a vital stage which demands the enthusiasm 
of management if it is to be done successfully. The 
responsibility for implementing the changes must lie with the 
managers concerned (with the assistance of the person carrying 
out the survey) - see also section on resistance to change. 
Additionally, implementation must normally be planned to cater 
for:-

• New paper work to be printed
• New equipment to be obtained 
•New layouts to be effected
• Staff Changes and Training
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This planning is very important and has to cover a wide range of 
minor details before the timing can be arrived at. Parallel 
operation is usually only necessary to overcome management 
doubts of the system’s capabilities - it can be useful in many 
situations but should'be limited to the minimum possible period of 
time.

The final stage (after a period has elapsed) is the review. This 
is often overlooked but is in fact very important in that it provides 
valuable information in terms of:-
• Success or failure of the methods in achieving the aims in the 

Terms of Reference. (Physical and cost evaluation).
• Areas which can be further improved.
• Staff reactions to change.
• Lessons for the future.

By following the above approach and methodology, any manager 
should be in a position to identify areas for examination, highlight 
problems, critically and comprehensively examine them and 
ultimately propose solutions achieving savings in time, space and 
money.
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5.0 Types of Assignment

The following would be some of the more common subjects for an 
assignment. Each of them may demand different degrees of 
investigation and analysis. In general, it is recommended that the 
reader examines each category closely, placing it in his/her own 
environment. Ask yourself how you would tackle any of these specific 
tasks.

1. Review the organisational structure of a department.

2. Advise on the design and implementation of new systems and 
procedures.

3. Review particular systems, e.g. Payroll, Patient Admissions, 
Postal Procedures etc.

4. Plan the introduction of a new service, function or procedure.

5. Review staffing complements.

6. Review existing forms in use.

7. Investigate specific problems, e.g. delays, overtime costs, 
bottlenecks, backlogs of work, low morale.

8. Examine productivity levels in a particular area.

9. Identify opportunities and make proposals for the 
rationalisation and delivery of common services.

10. Review layout, accommodation and office equipment 
adequacies.
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6.0 Resistance to Change

A great deal of time spent on introducing new systems, working 
methods and procedures can very frequently be attributed to the 
struggle to have the changes established in and accepted by the 
workforce "It is possible to have change without improvement, but 
never to have improvement without change. "

Most people accept this statement and would agree that they can 
obviously benefit from improved methods - that is, until the proposed 
changes-threaten their established routine. At this point, resistance 
starts to build up.

To get ideas translated into action, it is important to understand why 
people - and this includes ourselves - resist change. Some of the most 
common reasons are:-

Fear - of inability to cope with the new situation
- of loss of face or status
- of loss of earnings
- of loss of employment
- of the unknown

Habit - being in a steady comfortable routine - or rut.

Complacency - There’s nothing wrong with the present method, so 
why change it?

Resentment of - Operators, Supervisors and Managers are 
Implied Criticism all likely to identify themselves with the methods 

or processes under their control. No matter how 
constructive, any criticism of a job or working 
method is nearly always taken as a personal attack 
on those associated with it.

Mistrust - of the innovator as an individual, or of the
particular Section of Management which he or she 
represents.
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Few people will admit to being afraid of change, or of being 
complacent, or being in a rut. Their reaction will usually take a more 
"socially acceptable" form, and the comments which follow may well 
be indicators of a deep, underlying resistance to change:-

"Yes, I know about that: we tried it before "

"Look, it just won’t work in our department"

"Anyone can see that it can’t be done that way -1 can prove it. "

"We can’t disrupt production on the off chance that the new 
idea will work"

"The Unions - or the Management, or the Supervisor, or 
whoever - wouldn’t agree

The Innovator cannot really blame people for not welcoming his new 
ideas, any more than he can blame water for not flowing uphill. 
Resistance to change is a fact of life, and while the Innovator must 
learn to live with it, he or she at least can do something to minimise 
the degree of resistance.

How To Do It

A. Involvement
If those likely to be affected by changes are consulted and 
involved as early as possible, they will have an opportunity to 
make some contribution to the new method and so will become 
identified with its implementation. Those closest to any problem 
often know most about it and are in a quite unique position to 
advise on its solution. Of course, consultation of this kind is 
time-consuming but it is often better to spend time in the early 
stages rather than have to re-think the entire problem following an 
unsuccessful implementation of a badly researched solution.

B. Selling
Explanations of the need for change should be given with stress 
being placed on the benefits both to the organisation and to 
individual employees. Attempts to "sell" a new method or 
procedure a few days before implementation is a common 
mistake, being both too little and too late.
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C. Good Communications
If you haven’t good communications, it is a certainty that the 
"Grapevine" will step in to fill the need which we all have to 
"know what is going on". The Grapevine, which flourishes on 
lack of authoritative information and unwarranted fears based on 
rumour and speculation, can very quickly destroy morale.

D. Integrity
In changing methods or procedures, honesty is essential. 
Attempts to manipulate people into accepting change - "conning 
them", if you like - are seldom successful in the long term. When 
mistrust exists, even the slightest change is viewed with suspicion 
but when people are convinced of the integrity of Management, 
quite radical changes can often be made.

In conclusion - in a rapidly changing world, it is becoming more and 
more evident that most people go along with change, provided it is 
properly managed - but people bitterly resent their roles being 
changed when they have been excluded from consultation, ignored in 
discussion, and over-ridden in implementation.

Properly assessed and implemented change is good for any organisation 
and it is appropriate to conclude by quoting Francis Bacon from over 
400 years ago -

"He that will not apply new remedies must expect new evils, 
for time is the greatest innovator".

“Mr. Smith, we fully understand that the arrival of new 
technology in an organisation may sometimes engender 
suspicion and even fear on the part of some of the more 

trad itioncU employees. °

Page 12 Resistance to Change



7.0 Key Factors affecting Performance

7.1 This section identifies a number of key factors which can affect
the performance of essential functions in a range of Hospital
Departments and services. Consideration of these issues can
direct attention to the most fruitful areas for study.

1. Accident and Emergency: Effectiveness of diagnostic
treatment practices. Speed with which these are brought to 
bear on each category of patient. (A combination of clinical 
and administrative appraisal is required here.)

2. Inpatients: Reception and Admission arrangements,
organisation of clerical responsibilities, discharge/death 
procedures, statistical requirements and ward procedures 
involving case notes.

3. Outpatients: Appointment systems, reception arrangements, 
location and layout of Outpatients Department and range of 
specialties.

4. Medical Records: Design of casenote folder, method of
casenote number allocation, system of filing, policy regarding 
"weeding", disposal of casenotes, availability.

5. Patient Master Index (PMI): Storage media, equipment, 
methods of access, essential fields, accuracy of information, 
speed of access, availability of information - limitations, index 
size and means of maintenance.

6. Operating Department: Provisions and utilisation of theatre 
suites, staffing organisation, staff training requirements.

7. Pharmacy: Staffing, accommodation, hygiene and Health & 
Safety.

8. Pathology: Reception of work, work process and results.
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9. Linen Services: Effectiveness (standard of service); 
Productivity (output per unit of resources) and Costs (per 
article supplied).

10. Typing & Secretarial: Human factor (consultation), 
Organisation of secretarial services and equipment.

11. Waiting List Management: Number and location of 
waiting lists, procedures for classifying urgency, 
maintaining waiting lists and calling inpatients.

12. X-Ray: Reporting facilities, organisation of work
equipment usage, clerical and administrative support 
services.

7.2 Working Conditions
It is generally accepted that productivity can often be increased by 
simply improving working conditions for staff. The O&M Team 
has visited many different work places over the years and has 
noted a distinct difference in morale in areas which have had a 
recent upgrading in surroundings. [It is of little use carrying out 
elaborate surveys into working methods and procedures if staff are 
working in cramped conditions, with poor lighting, inadequate 
filing, poor heating, seating and inadequate deskspace. In 
countless studies over the years, bad working conditions were 
listed among the main causes of ineffective time due to 
shortcomings of management.] Physical working conditions 
depend on many factors, including the size of the building/office, 
the number of staff, layout, ventilation, temperature, lighting, 
sanitation, equipment and installation. Additionally, one should 
note the benefit of upgrading waiting and reception 
accommodation to improve matters for the public and attention is 
drawn to the success of the Casualty waiting room upgrading in 
the Regional General Hospital Limerick where the provision of 
good seating, magazines, a television and refreshment facilities 
has alleviated the drudgery of waiting for patients and relatives.
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Surroundings affect physical well being and, thereafter, efficiency. 
In any survey, this aspect should be considered and targeted for 
improvement. Finally, staff themselves can make a contribution 
through "good housekeeping", by keeping their own areas tidy and 
reporting problems as they arise.
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8.0 Model Procedures

The following comments reflect many of the observations and resulting 
recommendations made by the O&M Team in survey reports over the 
past few years. While these surveys were held in specific areas, it is 
felt that many of the issues identified and the subsequent 
recommendations may be applicable to other areas alsc. (See Appendix 
B for complete list of major reports.)

"S’ Signposting should be clear and intelligible to the general public 
and judiciously located in relation to the actual movements of 
patients and their escorts throughout the Hospital/Health Centre 
etc. Internationally accepted standards and colour schemes are 
available and should always be employed.

L®* All policy directives/guidance should be incorporated in 
handbooks as appropriate and made available to staff. (A5 size 
is best for easy finding.

Public waiting areas should be upgraded as required to provide 
comfort and amenities to make waiting times more bearable. 
Even in small waiting areas, basic items like magazines, health 
promotion leaflets, good toilet facilities, a vending machine and 
decent seating can go a long way towards improving matters.

c3‘ Patient privacy and confidentiality should receive the utmost 
attention when upgrading reception and other facilities.

Storage facilities in many wards/departments are inadequate in 
terms of space, access and security. Again, due consideration 
should be given to this issue in any survey.
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Patients Come First. While many surveys emanate from a desire 
to improve service levels to the public, the latter are often 
overlooked when attempting to examine a present situation and 
develop proposals for improvement. The Patient Satisfaction 
System (PATSAT) is designed to establish patient views on our 
services but until such time as this extends throughout the Board’s 
facilities, staff should take steps to obtain patient opinion from 
time to time.

es- Improvements in working conditions lead to a general uplift in 
morale and more productivity. In a number of our facilities, staff 
accommodation is extremely poor in terms of overall space, 
decor, ventilation and equipment availability. Each manager 
should examine his or her own staff accommodation and actively 
seek improvement as necessary.

■■S’ Job rotation practices have been very much to the fore in recent 
years. These enable staff to move around and obtain a greater 
awareness of their colleagues activities as well as developing their 
own careers. This is a trend which should be encouraged and 
extended to all grades of staff where possible.

cs' Many filing systems have been expanded over the years and are 
very much in need of an overhaul. While this topic is covered in 
a later section, it is important to emphasise the necessity to 
"weed" obsolete material on a regular basis and examine overall 
functionality.

cs- \ Medical Rec ~ds Officer should take part in the induction 
training of medical and nursing staff on all sites to ensure that 
they are made aware of medical record policies, organisation and 
procedures.

i®" Junior Medical Staff should, as part of their induction training, 
attend a seminar on diagnostic services, with the aim of giving 
staff clear guidance on the type of service, (including on-call 
services) which are provided by laboratory and radiology 
departments.
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Spare Accommodation is normally at a premium in many Health 
Board facilities. During the course of our surveys we noted an 
accumulation of obsolete and redundant stock and files in many 
areas. These should all be "weeded” and either archived to 
remote storage or disposed of to free up much needed space.

f®" The Linen Services Officer should be contacted for advice prior 
to purchasing items which will require laundering in the Central 
Laundry.

b® Repairs and Manufacture in sewing rooms should only be 
undertaken where an overall cost saving can be demonstrated.

b® Units Should Work towards the standardisation of article 
design/specification, e.g. coats, uniforms etc. to enable items to 
be purchased more efficiently and minimise the costs of 
processing (laundering).

b® All Staff Should Ensure that the demands placed on their 
respective typing services recognise the need for economy. Every 
effort should, therefore, be made to eliminate unnecessary typing. 
Allied to this, the standardisation of paper sizes, the use of the 
"correct" headed notepaper, together with the introduction of 
window envelopes, can also improve typing productivity and 
enhance overall presentation.

<® A Standard Tracer Card (see Appendix C) should be used in 
appropriate filing systems.

■® Associated with any telephone duty is message taking for 
colleagues or senior officers. Many present arrangements allow 
for only ad hoc recording of messages for staff who are absent or 
too busy to take a call. We would recommend a pro-forma 
document (A5 size) for use to alleviate problems of incomplete or 
garbled messages and note taking on "scraps" of paper. It also 
provides a structured procedure for requesting information from 
callers to create a more professional impression - (see Appendix 
D for sample).
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“S’ Log Books are now available for recording usage figures for 
photocopiers throughout the Board. These elicit such information 
as Date, Document description, number of copies, meter reading, 
Department and Signature. They are extremely useful for 
assessing future copiers requirements while monitoring users and 
usage. A Log Book should be placed beside every copier which 
doesn’t have a built in user identification facility. O&M should 
be contacted for copies of same.

Value for Money (VFM) is a term which has gained much 
prominence in recent years. A joint VFM project was established 
in February 1991 between the Mid-Western Health Board and the 
Midland Health Board to examine and implement procedures to 
achieve savings in the purchasing field. This has been very 
successful to date. VFM, however, has a wider remit than 
purchasing, having a brief also to spread the exchange of good 
practices and initiatives throughout both Boards.

In even more recent times a further development is enabling an 
exchange of these initiatives and good practices between all 
Boards.

Exchanging this information should not, however, be the 
prerogative of a select group of personnel only, nor is it intended 
to only operate at senior levels. Every staff member can and 
should play their part.

Formal structures will be established in the near future to gather 
and disseminate information, pursue new initiatives and liaise with 
other groups. The overall objective is to continue the good work 
already initiated, to reach all staff grades and to bring a new focus 
to service-wide opportunities to improve value for money in health 
care and to spread the exchange of good practice across the 
service. All staff views, suggestions or contributions will be fully 
welcomed and examined and everyone is encouraged to come 
forward with ideas etc. which they feel may lead to savings and 
or benefits in kind in their own or other Board facilities.
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Matching Your Service more closely to customer requirements 
can promote significant productivity gains by eliminating 
unnecessary work. For example, one department can be working 
flat out producing reports on various systems and topics. 
Producing these reports could be a significant demand on the 
section’s workload. A typical O&M Survey would examine the 
present arrangements to see if the number of reports produced 
could be reduced. In one particular instance, it was established 
that many of the Managers did not, in fact, require the reports, 
many of which predated their time in the job and they merely filed 
them away "for reference". Others stated that the format was 
wrong and they needed to make additional calculations. As a 
result of this exercise, the number of reports was severely reduced 
and the ones which remained were changed to suit the recipients 
needs. Performance, therefore, improved and customers needs 
were met more closely, while workload and costs were reduced.
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9.0 Fact Finding

As indicated 
earlier, 
various 
techniques are 
employed to 
collect 
information 
for analysis.
While a 
number of 
these are of a 
specialist 
nature
(Rated Activity Sampling, Time Study, Production Study, Process 
Charting etc.) others are frequently used and readily employable by 
anyone. Techniques in the latter category include Job Questionnaires, 
Self-Recording documents, Interviewing, Statistical Analysis and Forms 
review. (See Glossary in Appendix F)

The following paragraphs elaborate on each of the above techniques 
and indicate how they can be employed, together with the benefits of 
doing so.

9.1 Job Questionnaires
A standard job questionnaire is traditionally issued by the O&M 
Team at the outset of many surveys to establish demographic 
details on appropriate staff. Information such as name, grade, 
length of time in job, reporting relationships, duties or where 
work comes from is also obtained and enables the Team to "get 
a feel" for a particular department. These questionnaires are 
freely available from the O&M Section and can be used by 
Department Supervisors and Managers when carrying out an 
"inhouse " survey.

The social sessions are often as informative as the 
formal papers.
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9.2 Self-Recording Documents
Self-Recording Documents are another useful method of 
establishing duties and working arrangements in a particular 
section. These can be pre-printed with the main duties of a post 
already identified, thereby lessening the recording demands on 
staff. Alternatively, a "blank" proforma may elicit more 
information while still obtaining the regular list of duties. Like 
Job Questionnaires, they too have their limitations, in that 
"unproductive" or non-working time is not really identified, nor 
can bottlenecks, interruptions, delays or the general ebb and flow 
of section activities be visualised. Statistical and attendance time 
analysis is, however, available, as is the benefit of committing any 
procedure to paper for examination. A period of at least a week 
is recommended for self-recording exercises and longer periods 
are useful if there are significant fluctuations in workload from 
week to week.

9.3 Interviewing
Some information relating to aims, purposes, relationships, 
authority, attitudes of staff etc. can often only be obtained by 
direct questioning. Accordingly, interviewing is a most important 
part of the O&M Team’s job. The purpose is not only to obtain 
information but to get the help of the person being interviewed in 
finding the most efficient methods of work and in highlighting 
problem areas. Most managers should be familiar with 
interviewing procedures, manner and arrangements. Personnel 
Department should have some ready references and advice for 
those wishing to "brush up" on any aspect.

Suffice it to say that a certain amount of groundwork requires to 
be carried out in terms of courtesy, notification, making a rough 
plan of the lines of enquiry, check list of points to be cleared etc. 
During the interview, one should avoid making judgements, put 
the person at ease, listen well, guide the conversation etc.

Finally, it should be noted that, in addition to arranged 
interviews, informal discussion with staff (and especially with 
Senior Officers) may produce information obtainable in no other 
way, or provide views about operational troubles or personnel 
difficulties.
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9.4 Study of Records - Statistical Analysis

Obtain information about processes, actions or decisions from 
records of current or completed cases, accounting documents 
and notes of meetings, and from completed forms where these 
play a part in the procedures. Some people keep personal 
notebooks, indexes, files and odd records in addition to the 
official ones. It is worth enquiring specially about this type of 
record; many are kept thoughtlessly and are an unnecessary 
duplication; but some provide a valuable pointer - the reason given 
for the creation and maintenance of the record may suggest that 
staff have good reasons to feel that the prescribed records are 
inadequate. Try to show your results in easy to read formats 
(barcharts or histograms.)

9.5 Forms Review/Design
Forms are a basic tool of office work. They assist in the 
functions of receiving, recording, arranging, analysing, processing 
and disseminating information. There is probably no 
administrative procedure which does not require the use of at least 
one form. Hence their importance in administration and the 
reason why their use, control and design justify study. The 
subject of the design of forms is of great importance in all O&M 
work. There are many excellent publications covering this whole 
area - (see bibliography). In any organisation, procedures and 
systems are continually evolving. Even with every effort being 
made to reduce the dependence on paper, some use of forms and 
documents will have to be made. It is, therefore, of great benefit 
at any time to adopt certain minimum standards for the 
development and design of forms. O&M are at present building 
up a catalogue of forms in use in the Regional General Hospital 
Limerick and it is our intention to extend this catalogue 
ultimately to cover the entire Board. In the meantime, we 
would request staff to forward draft copies of any proposed new 
forms for comment and registration.

The comments below should, however, be useful for staff who 
wish to carry out a basic forms review exercise on a limited scale 
in their own areas.

Fact Finding Page 23



A. The first question to ask should be - Is the existing or a 
new form necessary?

B. It is rarely possible to design a form satisfactorily without 
looking at the procedures behind it, nor can procedures be 
studied without looking at the associated forms. Accordingly, 
each copy of a form should be traced to the individuals 
receiving or using it. They should be questioned about the 
use they make of it as well as the purpose it is supposed to 
serve.

C. A form is a functional business document which should fully 
meet its intended purpose. To effectively capture, store and 
present information, it must, therefore, be:-

1. Clearly and meaningfully referenced, (i.e. Title & version 
number)

2. Unambiguous in purpose and content.
3. Easy to complete, send and receive, and easy to read;
4. Acceptable and helpful to all who use it.
5. Economic in its design, ease of printing, issue control and 

retention.
(In other words, it should minimise the work done by both the 
originator and the user.)

D. Standard paper sizes should always be used and a full sized 
draft should, whenever possible, be practically tested in a 
working environment before "final" artwork is prepared.

E. Brief instructions for completion of key parts of the form 
should, where practicable, be included on the form as well as 
being explained in the relevant systems user 
manual/administration instructions.

F. Related information should be grouped together to allow easy 
completion and subsequent use of the form. The highlighting 
of particular areas of the form can be used with considerable 
effect, especially if there is conflict in the layout requirement 
to meet the different needs of the person entering details, 
compared to the person extracting the details or input keying 
such details, at a later stage.
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G. It is very important when a form is completed outside the 
organisation (e.g. by a member of the public) to consider the 
task being imposed. Full co-operation in completing the form 
cannot be expected when this is made more difficult by some 
special requirement, e.g. the need to complete two copies or 
enter the same information more than once. If the task is 
made more difficult, there is a likelihood of errors being 
made, thereby causing more work for those analysing the 
completed form and perhaps even irritating the recipient for 
future contacts.

H. The greater part of the cost of handling this information is 
likely to be in the clerical task of completing and processing 
the forms rather than the cost of the forms themselves. 
Nevertheless, it is necessary to be very conscious of a 
possible waste which may arise in the production of the 
printed form through carelessness or ignorance. Factors for 
consideration are:- paper quality, paper size, quantities, early 
revision (print costs) and colour requirements.

I. Forms review in the Board in recent times has normally taken 
place with the introduction of Computer Systems. 
Traditionally, the introduction of the latter forces people to 
examine existing procedures and associated forms but it is 
advisable to do this sufficiently in advance of implementation. 
While this is obviously an excellent opportunity to eliminate or 
streamline forms, it is recommended that this practice be 
carried out on a regular basis, with or without the introduction 
of Computer Systems.

J. The Board recognises its responsibility, as a public body, to 
facilitate members of the public who wish to deal with it 
through the medium of Irish. As a result, Irish versions or 
bilingual versions of frequently used forms and public 
information leaflets are (or should be) readily available from 
various centres.

Personnel Department at Central Offices can be contacted for 
further advice on this issue.
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It should be clear from the above that forms design, review and 
control is an area in which we should all be interested. The 
comments above should just give the reader a flavour of the 
review procedures necessary when tackling this subject. As with 
all O&M type reviews, an "organised common sense" approach 
will pay dividends. Forms are obviously one of the most 
widespread means of collecting, processing and storing 
information. It is not perhaps surprising that the seemingly 
insatiable appetite of modem society for data of all kinds has led 
us to spend more and more of our time on forms, whether filling 
them in or working on analysis of the information they have 
collected. Whichever way we are affected, we should all be 
concerned with ensuring that forms are well designed and that the 
need for them has been properly considered. (See also Appendix 
E for Forms Design checklist.)

9.6 Activity Sampling

Another method of collecting information to assess workloads, 
utilisation of staff and equipment etc. is the technique of Activity 
Sampling. Data may be collected over representative periods by 
an observer, either by 100 per cent observation during a period, 
or, more economically, by sampling studies carried out according 
to the principles of statistical sampling and the laws of probability. 
Activity Sampling and its allied technique Rated Activity 
Sampling, are two of the most widely used "work study" tools for 
certain areas. The latter can only be applied by trained 
O&M/Work Study personnel as it also uses a rating factor, which 
is basically the process of assessing the worker’s rate of working 
relative to the observer’s concept of the rate corresponding to a 
standard. Factors such as speed of movement, effort, dexterity 
and consistency are taken into account. Basically, therefore, 
activity sampling is concerned with the proportion of time spent 
on a particular activity, whereas the objectives of rated activity 
sampling are identical to other work measurement techniques (time 
study, production studies) - the common purpose being to 
determine a standard time for the job.
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Activity Sampling can be easily undertaken by any observer with 
a limited amount of training. Its definition is:

"A technique in which a large number of 
observations are made over a period of time of 
one or a group of machines, processes or 
workers. Each observation records what is 
happening at that instant and the percentage of 
observations recorded for a particular activity or 
delay is a measure of the percentage of time 
during which that activity or delay occurs. "

From the above, it is apparent that it is a relatively easy 
observation technique to apply and produces not only a record of 
time spent on activities or delays, but also allows the observer to 
note the general "ebb and flow" in an office or area. This can be 
important where irregular interruptions or outside influences 
occur.

In conclusion, activity sampling may be used with advantage 
in the following circumstances

A. To observe several employees over a working period.

B. To assess the proportion of time spent on a particular 
activity or activities.

C. To assess the proportion of idle, ineffective or waiting 
tune.

D. To assess the amount of machine/equipment 
breakdown time.

E. To observe the situation over a long period which 
would be uneconomical to do by other means.
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The effect of spreading the study over a longer period naturally 
produces a more representative and realistic result. Study sheets 
are available from O&M Section and again either preprinted or 
"blank " formats can be used.

9.7 Process Charting
In an earlier section, reference was made to flow charting. As 
indicated previously, recording the facts is an essential step in any 
survey. While the visual method of recording facts is to write 
them down, this is not always suitable for noting details of 
complicated processes and could result in pages of detail which 
are difficult to follow. To overcome this difficulty, certain 
techniques have been developed, i.e. charts and diagrams which 
employ common standards to accurately reflect any situation. 
Very basic charting (outline charting) can be used by anyone to 
give an overall picture of a sequence of operations. Recording 
facts on a chart is greatly facilitated by the use of a set of five 
standard symbols which represent all the different types of activity 
or event likely to be encountered in any work situation. These are 
as follows
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O Operation Indicates the main steps in a process, 
method or procedure. Usually the part, 
material or product concerned is modified 
or changed during the operation. In a 
clerical situation, for instance, an 
operation is said to take place when 
information is given or received or when 
planning or calculating takes place.

□ Inspection Indicates an inspection for quality and/or 
a check of quantity.

Transport Indicates the movement of workers, 
materials or equipment from place to 
place.

D Temporary
Storage or Delay

Indicates a delay in the sequence of 
events: e.g. work
waiting between consecutive operations 
or any object laid aside temporarily 
without record until required (letter 
waiting to be signed).

V Permanent 
Storage

Indicates a controlled storage in which
material is received into or issued from a 
stores under some form of authorisation: 
or an item is retained for reference 
purposes.

When it is desired to show activities performed at the same time 
or by the same person, the symbols can be combined, e.g. a circle 
within a square represents a combined operation and inspection.
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For basic (outline) charting, only the Operation and Inspection 
symbols would normally be used. In addition to the information 
given by the symbols and their sequence, a brief note of the 
nature of each task is made alongside the symbol, and the time 
allowed for it, where known, is also inserted. When the process 
or task has been charted, it can be examined for the purpose of 
eliminating unnecessary activities or combining those which could 
be done together. Examination can be carried out by using the 
questioning technique described in Section 4 of this book.

In conclusion, charting is very useful for recording facts because 
it gives either a complete or "birds eye" view of what is being 
done and, therefore, can help the mind to understand the facts and 
their relationship to one another. Finally, note that details for a 
chart must be obtained from Direct Observation (except for a 
proposed new method) and should not be based on memory.

A basic example of a typical flow process chart follows:
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Flow Process Chart

Operation: Preparation of Letter Person Type: (Secretary)

Distance Symbol Description

0 Receives call from Manager

15 mts.
r*

To Manager’s Office

0 Takes shorthand notes

15 mts.
2

To Secretary’s Office

o Types letter

15 mts.
3

To Manager’s Office (batch of letters)

D Wait while Manager checks letter

15 mts.
4

To Secretary’s Office

0 Prepare letter for posting

The conclusion from the above would indicate 4 operations, 1 delay 
and 4 different travel periods covering a total distance of 60 metres.
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10.0 OFFICE PROCEDURES, SYSTEMS & 
EQUIPMENT - COMMENTS & 
GUIDELINES

10.1 Office Copiers (A 
to Z Comments)

The section is included 
to assist in the effective 
use, choice and 
management of 
copiers. There is a 
requirement at present 
for appropriate officers to contact O&M Section when 
considering either a new or replacement photocopier. O&M 
have built up an amount of expertise which can help the 
individual manager to ascertain the need for a copier, evaluate 
the size, type and features required and, of course, the cost 
and track record of the supplier.

The following comments will pass on some of our experiences 
while also highlighting advice on running arrangements and 
overall management of the equipment.

A. Copier size and specifically speed per minute, dictates the 
volumes that should be processed in a copier.

B. Small copiers with a 15 copy per minute speed or less, are 
expected to cater for less than 4,000 copies per month and 
small runs, i.e. up to 10 or 15 copies per occasion.

C. Mid volume copiers in the 20 to 35 copy per minute range 
are expected to cater for up to 30,000 copies per month (high 
end of scale) and larger copy runs, i.e. 20 to 40 copies per 
occasion.
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D. High volume copiers in the 35 to 55 copy per minute range 
are expected to cater for up to 50,000 copies per month (high 
end of scale) with larger runs, i.e. up to 100 copies per 
occasion.

E. While each of the above ranges can cope with in excess of 
these figures, continual copying at this level will result in 
more maintenance calls and can reduce the lifespan of the 
machine. The pattern of copying is, therefore, very 
important and printing must be considered for runs in excess 
of the figures above.

F. An essential part of buying a copier is to determine the 
volume of copying involved. If the volumes are 
underestimated and you buy too small a copier, you will pay 
the price in additional breakdowns and service calls. 
Alternatively, to buy a copier with a higher capacity than you 
need is to tie up capital which will never be fully utilised.

G. Additional features on a machine usually form a large part of 
a Sales Representative’s pitch. In reality, many features are 
unlikely to be used much - if at all - on day to day routine 
copying applications. Far more important are the issues of 
reliability and productivity which are much harder to 
demonstrate in a showroom. Analysis of the Board’s 
copying needs would indicate that the majority of users 
simply need to make straightforward, size for size A4 copies 
in black and white. Even a relatively basic feature such as 
A3, accounts for less than 5% of copies made. Generally, 
we would advise that all users are polled about the usefulness 
of specific features on existing copiers to get a clear idea of 
requirements.

H. The cost of copying doesn’t end when the machine is 
purchased. Having chosen the right machine at the right 
price, you then have to face the thorny issue of consumables, 
i.e. drums and fuser units, toner and sometimes developer. 
In addition, paper is required and there is the whole issue of 
preventative maintenance, replacement of worn parts and 
repair in case of breakdown. In fact, if you run a mid
volume copier for three to four years, you can easily spend
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around twice as much on consumables and running costs, as 
you did on the initial purchase.

I. Consumables must be replaced regularly, either by the user 
or more frequently, by a trained engineer. Instead of buying 
copier consumables separately, a system has developed 
whereby users pay an all-in-one price to cover all 
consumables and service costs for each copy made. The 
number of copies is monitored by a counter in the machine 
and is recorded by the Service Engineer when he calls. This 
copy cost system has developed largely due to the service
intensive nature of photocopiers. Since you’ll already be 
paying a charge for service, and since a number of 
consumables can only be replaced by a Service Engineer, it 
is logical to combine the two. This system holds good for all 
consumables, except toner (whose vat rate changed in 1991) 
and paper (which is traditionally bought separately 
everywhere).

J. A common mistake in the past was for buyers to put up a 
tremendous fight to get the maximum discount off the list 
price of the copier and then to meekly accept the cost per 
copy figure proposed by the dealer. Because the figures 
seem so small - 1 or 2 pence per copy - it is easy to 
overlook copy costs. Indeed, compared to the 10 pence a 
copy charged by a copyshop - 2 pence seems like a bargain.

K. Copy costs can vary widely from supplier to supplier. 
Before the evaluation process was centralised through the 
O&M Section, it was quite common for Health Board 
facilities to pay between 1.5 and 2.5 pence per copy + 
VAT, with annual increases. On all machines which have 
been purchased in recent years, we are now paying less than 
1 penny per copy + VAT and since toner was excluded from 
the copy charge, we now pay in the region of 0.5 and 0.6 
pence per copy + VAT with no regular increases.

Ignoring copy costs would, therefore, be a serious mistake. 
Over a typical life of three or four years, the actual cost of 
running a copier is likely to exceed the initial purchase price 
of the machine. In general, a copier is likely to cost twice
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as much in running costs over 3 years as it costs to buy, and 
a 0.1 pence reduction in copy costs can make an enormous 
difference.

L. It should also be noted that capital costs of copiers have also 
tumbled significantly since rationalisation of purchasing. In 
the early days, it was not uncommon for us to find 
differences of £1,000 in quotations to different Health Board 
facilities for the same copier. This can no longer happen!

M. Metered costs per copy, copy kits and copy plans are the 
three main methods of paying for photocopiers. To date, we 
have favoured the metered costs as there are pitfalls in the 
other two and variables which are difficult to monitor.

N. It is not uncommon for a supplier to persuade a customer to 
replace their copier much earlier than they really need. Poor 
performance or a deterioration in copy quality is blamed on 
the age of the machine, when in fact it may be due to 
unsatisfactory sendee. Most copiers last from 3 to 5 years 
(and more).

O. Toner usage should now be monitored more carefully as it is 
no longer tied in with the cost per copy. Copies per bottle 
of toner vary considerably due to size factors and the nature 
of the document being copied. We came across one instance 
of a copier "requiring" 42 bottles of toner in one year @ £18 
per bottle, while another similar sized machine "required" 14 
bottles at £8 per bottle. The supplier should be asked to 
state the expected usage and this should be monitored. 
Significant variations should be relayed to the O&M Section.

P. Paper is the other variable factor in this area. At present, 80 
gm. photocopier paper can be purchased for approximately 
£2 per ream (500 sheets) from a number of suppliers. Staff 
should, therefore, check their current outlay on this 
consumable. Note also that paper should not be left loose or 
in an unsealed package beside the copier to avoid dampness 
and resulting paper jams.
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Q. As stated earlier, there are many features available for 
"enhancing" a basic copier. Three of the main ones are 
commented upon in the next three sections.

R. Automatic Document Feeders (ADFs)

These allow you to make copies from numerous originals 
without having to manually place them, one after another, 
onto the glass plates. This saves considerable time and 
energy. ADF’s, however, work at a slower speed than the 
copier on which they are installed, and as a result, you will 
notice a substantial deterioration in a machine’s normal 
"cruising" speed if you’re making several copies of a large 
pile of originals. There are also susceptible to jamming and 
can often skew the originals as they feed them, resulting in 
misaligned copies. Using the correct paper weight 
specification for the ADF is very important as is ensuring 
that originals are in good shape. They also increase the 
basic cost of a copier by anything up to £1,000.

S. Duplex

Duplex copying describes copying from or onto both sides of 
a piece of paper. The latter requires an internal duplex tray 
while the former requires a duplex document feeder. To 
make double-sided copies, the paper is run through the 
machine for the first copy, inverted, and temporarily stored 
in the duplex tray. From there, it is run through the machine 
for a second time to receive its second print. Not all duplex 
trays can accommodate A3 paper and some of those that can 
are only able to take one sheet. Their capacity for A4 is 
often low - 50 sheets is the norm, but sometimes you can 
only make 30 copies in one run. Because of the additional 
paper handling involved in duplex copying, most duplex 
machines operate more slowly in duplex mode. Tests show 
that there is usually a 30%-40% reduction in speed. In spite 
of this, duplex can still be a major productivity aid on high 
volumes and of course, leads to a saving in paper 
requirements. It is, however, considered a bit of a waste on 
machines with copy speeds of less than 30 copies per minute. 
A duplex facility generally costs approximately £1,000 extra 
on a machine.
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T. Sorters

Whereas ordinary copiers come with only one paper 
receiving tray at the output end, copiers configured with a 
sorter come with several output bins. Different sorters have 
differing numbers of bins - the more the better, since the 
number of bins determines how many sets you can make in 
one run before unloading the copier. 10 bin sorters are the 
norm at the low-end of the market, with 20 and 25 bins 
becoming increasingly more common at the mid-volume level 
and upwards. They are obviously a useful means of 
improving productivity - sorters can cost up to £1,000 extra 
on a machine.

U. Log Books are (or should) be placed beside each copier and 
must be filled in on each occasion to enable the user to 
determine present performance, usage requirements and 
future needs of the department.

V. Each Department should nominate a person who will be 
responsible for ensuring that the copier is both used properly 
and properly maintained. This person (and their relief) 
should be familiar with basic maintenance and user 
requirements, e.g. replenishing toner, clearing paper jams, 
how to reduce or enlarge etc. They would normally be the 
contact point for the supplier in the event of breakdown. All 
such nominees should be notified to the O&M Section for 
future reference.

W. Remember - multiple runs are not to be sought from 
copiers on a regular basis. Offset printing facilities are 
available within the Board and should be used for multiple 
copying. Preplanning of requirements can ensure that the 
convenience copying in large amounts is reduced.

X. Copiers represent a considerable investment to the Board. 
They should only be used for their designated purpose, i.e. 
to complement the printing operation. Different machines 
are designed to handle different volumes. Different offices 
have different requirements. The above sections should 
provide food for thought - not only when considering a new
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or replacement copier, but also in considering your present 
arrangements.

Y. Consider now if it is an opportune time to take stock of what 
copiers you have, their present volumes, costs and 
performance. Discover exactly what copying (and printing) 
needs really exist, section by section, whether they have a 
copier and whether or not they should have one. O&M have 
been compiling statistics on the above - updated information 
should be passed on to assist the compilation of an overall 
inventory.

Z. In conclusion, you should be basically looking for consistent 
copy quality, simplicity of operation, reasonable freedom 
from paper jamming, easy clearance of jams if they do 
happen, speedy response from the Engineer in the event of 
a more serious fault and always note reactions of your staff.

The photocopier is an essential piece of office equipment that 
no major department can do without. Choosing the right 
copier is no easy task, as is ensuring regular maintenance, 
while monitoring use (and abuse) is extremely important. 
We have made considerable advances in this area in recent 
years in terms of reduced capital and running costs, the 
introduction of correctly specified machines and a general re
education of users. There is still room for improvement. 
Making a copy is a relatively convenient task. Staff should, 
therefore, continually ask themselves do they need to make 
so many copies. Are they all being used? Are they all 
necessary? Finally, please note that O&M are available to 
assist as necessary but you, the individual managers, can 
achieve even more by adhering to the guidelines above.

A number of the above sections have been reprinted by kind permission of What 
to Buy for Business Magazine.
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10.2 FAX Facts

The fax machine has become an integral part of modem office 
life. Instead of relying on the post, it is now possible to 
instantaneously transmit business letters and documents at the 
touch of a button. In the paragraphs below, we have 
endeavoured to pass on some of the experience gained to date in 
evaluating the need for a fax machine, establishing the size and 
type required, together with comments on current costs and 
future developments.

Basics
Fax machines work by scanning text and graphic images, 
converting them into electronic pulses and then transmitting them 
over the phone lines. They are then reconstructed into duplicates 
or "facsimiles" of the original by the receiving fax machine. 
Speed and accuracy of the transmission can depend to a large 
extent on the quality of the telephone line used. Most businesses 
prefer to set up their fax machine on its own telephone line 
which can be dialled like any other. For home/small business 
environments, it is possible to connect a fax and telephone 
together, switching between the two as need be. Like ordinary 
telephones, fax machines work on the public switched telephone 
network (PSTN), either on a single direct line or on a multi-line 
telephone system. A PABX (private automatic branch exchange) 
multi-line telephone system allows you to designate an extension 
number for your fax machine. With some PABX systems the 
caller will have to verbally ask the operator to connect them to 
the fax machine, but with others you can dial direct. Using an 
extension of a PABX saves the trouble and expense of installing 
a separate dedicated line.

All intersite phone calls and faxing between Health Board 
facilities who are linked via the Limerick City telephone network 
are free of charge.

Office Procedures, Systems & Equipment Page 39



Legality of Faxes
There is an ongoing debate about the legality of facsimile 
messages which shows no sign of ending. Most people assume 
that while telex messages are a legally binding form of data 
communications, fax messages are not. That isn’t strictly true. 
Neither forms of electric communication are legally binding. 
The reason for this is that faxes are a copy of the original and the 
transmission report isn’t proof that the document has been sent 
or received. However, if a document is drawn up between the 
relevant parties confirming that they all accept the legal validity 
of fax messages that pass between them, it should stand up in 
Court.

Types of Fax
There is currently a huge variety of fax machines on the market, 
geared towards many different applications. Machines can be 
distinguished in many ways (high end and low end, standalone or 
networked, desktop or mobile, memory or non-memory), but one 
of the key distinctions is between those that print on thermal 
paper and those that print on plain paper. Thermal paper faxes 
account for the vast majority of all faxes currently in use 
although it is anticipated that in the next few years, plain paper 
machines will gain much more prominence. The latter have been 
slow to take off largely because they carry a considerable price 
premium. The general view is that plain paper faxes have a 
number of advantages (any type of office paper can be used, the 
document will not fade, better photocopying facilities etc.), but 
that their growth in popularity arises more from the wishes of the 
fax industry to sell expensive, high end equipment than a burning 
desire by the customer to switch to plain paper.

Key Factors in Choosing a Fax
One of the key factors in choosing the right fax lies in its paper 
handling and printing capabilities. For instance, buying a fax 
with just a 30 metre paper roll when your office receives 500 
faxes a day, will soon tire your patience and destroy the print
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head. Conversely, if you go for a high end plain paper machine 
but only receive a handful of fax messages a day, you’ll be 
wasting your money. Before you buy a fax machine it is 
important to establish your send/receive/size ratio - i.e. the 
number of faxes you send in relation to those you receive, as 
well as their size. If you send or receive a huge number of faxes 
per day, then you’ll need the productivity features which are 
usually only offered in heavy duty machines. Examples include 
an automatic paper cutter, an auto dialler, a 100 metre paper roll 
(good for around 330 A4 pages), a 20 or 30 sheet document 
feeder for sending multi-page documents and even data memory 
for storing faxes or for error correction. Similarly, it is pointless 
buying an upper end model if you only need to send a few faxes 
occasionally. Machines in the basic category are currently 
obtained for around £400 while the others can rise to around 
£2,000 with £1,000 being a reasonable cost for a fairly well 
featured machine.

Warranties & Service
All machines come with an initial 12 month warranty, although 
it is important to obviously examine the "coverage", i.e. parts 
and labour, parts only etc. Some users have not opted for 
service contracts and pay a call out charge plus parts as required. 
Although these machines are quite robust and many breakdowns 
occur through user error rather than equipment malfunction, the 
"no contract" option can work out more expensive.

Progressing Trends
Like many other pieces of office equipment, the fax machine 
scene is not standing still.

A. Fax Groups
In order for one fax machine to "talk" to another, it must 
adhere to a similar standard or "group". Fax groups affect 
the transmission time of an A4 page. They have progressed 
over the years from Group 1 through to Group 3 and now 
Group 4. The latter is designed to work with the new high
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speed digital telephone networks. Group 4 is much faster, 
has less interference possibilities and results in better quality 
documents and cheaper phone bills. It obviously requires 
fully digital phone lines and will be gaining much momentum 
in the future.

B. Laser Faxes
Laser faxes are fundamentally the same technology as laser 
printers, which is itself similar to that used on photocopiers. 
Print quality is much superior to that of a thermal transfer or 
ink jet machine, especially on anything involving graphic 
images. They require a number of consumables, therefore 
increasing costs. Other comments on these plain paper faxes 
are included above with current costs being a prime 
consideration.

C. PC Interfaces
These are usually found on high end machines whereby an 
RS232 interface allows you to connect your fax machine to 
a PC so that you can use your fax as a printer or to 
download faxes straight from your P.C. It comes into play 
for fax networking but has obviously many potential benefits. 
It is gaining momentum although as yet there has been little 
standardisation across the market with different suppliers 
offering fundamentally different products.

When to Fax
There are obviously a number of documents produced daily which 
are subsequently faxed to "internal" and external locations. Given 
that the faxing of a quantity of documents over a long distance 
costs the equivalent of a similar phone call, the obvious question 
to ask is: Do I really need to send this by fax or will an overnight 
letter suffice? Another procedure which seems to be gaining more 
and more impetus is the practice of sending a letter as well as a 
fax message which would certainly seem to be superfluous for the 
majority of occasions. This "double cost" practice should be 
closely examined.
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Fax Conclusions - Summary

Fast: Much faster than the postal service, 
special courier or telex - but is speed 
always essential?

Accurate: Fax copies, word for word, line for line.

Versatile: Diagrams, charts, foreign scripts, 
photographs and drawings can be sent.

Reliable: Exact copies are sent direct and reception 
can be easily confirmed.

Inexpensive: The marginal cost is a phone call to send 
and paper to receive.

Not Universal: But is growing very rapidly.

**A number of the above sections have been reprinted by kind permission of What 
to Buy for Business Magazine.
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10.3 Filing Systems

“/ know it's in here somewhere."

1. Basic Definition of Filing
"The actual placement of material in a file container 
according to a plan. In the broader sense, it is the 
process of classifying, arranging and storing 
correspondence, papers and materials systematically 
so that they may be located quickly when needed."

2. Functions of Filing
(a) To gather together in an orderly fashion all the documents 

which circulate in a Department.

(b) To ensure the preservation of the documents collected by 
the provision of the necessary equipment.

(c) To retrieve documents quickly when requested. The 
success of the filing system depends upon the speed with 
which documents can be produced when required. The 
filing system must become an active information and 
documentation centre to serve the needs of the 
Department.
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(d) To carry out the above functions in the best and most 
economical way possible. This should include an overall 
plan for retention of inactive records and the disposal of old 
records.

3. Requirements of a good Filing System
(a) Simplicity

The system should be as simple as is consistent with 
your needs. Avoid over-elaborate index and cross 
index systems. Files should be easy to locate.

(b) Ease of Access
(i) Within the system - keep the files which are used 

most often in the most accessible sections of the 
system.

(ii) Within the office - try to keep the filing cabinets 
near the work place where files are most often 
used.

(c) Good Maintenance
Good Maintenance is essential to good filing. To 
maintain a filing system you need:
(1) a good follow-up system
(2) adequate security
(3) A definite "weeding" policy
(4) proper control

Examination of many filing systems normally reveals 
overloading, duplication, lack of cross-referencing, obsolete 
correspondence, no tracer system, shortage of equipment, 
long retrieval times, filing backlogs and an overall ad-hoc 
approach to review and storage. This is obviously a much 
neglected area and examination of same can prove very 
fruitful and productive, noting, however, that an ongoing 
review is essential.
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4. Filing System Types

Alphabetical

Advantages Disadvantages

► Provides for the grouping ► Congestion under common
of records pertaining to the names.
same individual or 
company.

► Direct filing and reference
► Possibility of filing related 

records in more than one
no index is required. place.

► Simplicity of guide and 
folder arrangement.

► Provides for miscellaneous 
records.

Chronological

Advantages Disadvantages
► It is useful for filing 

financial documents.

► It is best suited to a
Brought Forward (B/F) 
System.

► It is necessary to know the 
date under which 
document is filed before it 
can be recovered.
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Geographic

Advantages Disadvantages

► Provides for grouping of ► Sorting by territorial
records by location. divisions and then by 

alphabetical order,
► Direct filing and reference. increases the possibility of

error and raises labour
► Provides for miscellaneous cost.

Location as well as name
must be known.

Need for occasional 
reference to card index.

Numerical

Advantages Disadvantages
► It is always possible to 

assign a number.

► Filing by number can be 
quicker.

► Two indexes must be 
maintained - numeric and 
alphabetic.

► Transposition of numbers
and the omissions of a► Refiling of coded material 

is rapid.

► Expansion is easy.

► Misfiled folders are easily 
detected.

digit are frequent.

► The rate of error of 
misfiling increases with the 
number of digits used.
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Subject

Advantages Disadvantages

► Provides for grouping ol 
records by topics to 
establish relationships ol 
statistical or technical

a

► Difficulty in classifying 
records for filing.

► Need for liberal cross- 
referencing.

► Unsatisfactory provision 
for miscellaneous records.

nature.

► Unlimited expansion. ► Need for occasional
reference to index to 
determine subject heading 
or sub-division.

5. From Paper Filing to Computer Filing
The sections above refer primarily to manual filing systems. 
Thousands of filing cabinets are purchased every year in Ireland. 
In addition to the cost of the cabinets themselves, there is a cost, 
in terms of the space they take up and the staff that are needed 
to file the paper documents.

Traditionally, microfilm was the means of condensing large 
quantities of paper files into a manageable form. But while 
microfilm is adequate for archiving, it is unsuited to the speedy 
retrieval of documents. If there is no pressure on timing at the 
filming or recall stage and if you don’t frequently access the 
documents, then microfilm is satisfactory. Filming has to be 
done in batches and the film has to be sent away for processing 
(assuming there is no in-house facility). If you use "fiche" or 
"jackets", which are short sections of film, you can update to 
some extent. Retrieval will, however, always be slow as there 
is an element of manual filing. Microfilm rolls have a much 
higher capacity than fiche or jackets but the filming and
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processing cycle is much longer. Updating on rolls is also very 
limited, making retrieval of several related documents 
cumbersome. A computer aided retrieval option is also a 
possibility, however, making access somewhat easier.

In summary, if you only need to archive material and access it 
infrequently, then microfilm should be adequate. However, if you need 
to access and update large quantities of documents frequently, then you 
should be considering a Document Image Processing (DIP) System.

DIP is sometimes billed as the modem alternative to microfilm - the two 
technologies often have, however, different applications. DIP is best 
thought of as electronic filing. Documents are scanned, indexed and stored 
on optical disk ready to be recalled, viewed on screen and printed out 
whenever necessary. The technology has been around for some time but 
it is only in the last couple of years that the costs have fallen and brought 
this technology nearer to mainstream operations. Document Image 
Processing performs two main functions - archiving and accessing.

Archiving documents simply refers to storing them in a manageable format 
- something that microfilm has been doing for years. However, DIP 
Systems come into their own when you also need to access paperwork 
rapidly or you can’t afford long lead times between the documents arriving 
and being available for reference.

Customer service departments can benefit immensely where multiple 
queries can be accessed swiftly, giving a quicker response, saving time, 
and possibly money by avoiding the need to call back.

In Accounts Departments, where payment is being charged, the relevant 
delivery note can be accessed in seconds. Often the advantages of DIP 
will be intangible but it will almost always lead to more information being 
available faster and in more varied combinations.

There are obviously many benefits with DIP Systems but where originals 
have to be held for legal reasons or where paperwork simply needs to be 
archived, then cabinets and microfilm will do the job.

Additionally, we would note that DIP systems vary enormously. At the 
low end of the market there are small, single user systems for the smaller 
office, while more sophisticated systems can be attached to local or wide 
area networks or mainframe computers. Costs range from at least £10,000 
(stand alone) to several hundred thousand pounds (network).
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The Management Services Department intends to examine DIP Systems in 
detail in the foreseeable future.

Finally, I would suggest that the office of the future may look different and 
use different equipment than the office of today but it will still

(a) Process information;
(b) Maintain records;
(c) Co-ordinate business activities;
(d) Act as a centre of communications.

The real value of new technology will be seen and appreciated when we 
can show how these four primary functions can be carried out more 
efficiently and at less cost. This will only happen when we do two things:-
(a) Improve Administrative Systems;
(b) Remove unnecessary paperwork.
Neither of the above will automatically stem from introducing new 
technology. The potential is enormous but the approach must be to 
improve what we do now, before we introduce the technology.

This is where you and Management Services comes in!

A number of the above sections have been reprinted by kind permission of 
What to Buy for Business Magazine.
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10.4 Getting it Taped - Some Hints for Dictators

Mechanised dictation is 
becoming more and more 
common in Organisations.
When used properly, it 
can provide a much better 
and more flexible typing 
service than would 
otherwise be possible. 
Dictation can save a lot of 
time and relieve typists 
of the difficulties of 
deciphering various types 
of handwriting. You can 
dictate at almost any time, 
even outside normal office 
hours, and you can deal 
with correspondence when 
it is fresh in your mind. 
This is an advantage not
only to you but also to the 
typist because it spreads 
work out more evenly 
over the day and the 
typist can work while
you are dictating. Your work is also likely to be more accurate 
because transcription is from the spoken word, not hieroglyphics.

Dictation is a partnership and it is important that you play your part by 
becoming a good dictator. The hints and advice which follows may 
enable you to do so:-

Office Procedures, Systems & Equipment Page 51



A. The Audio Typist has only your spoken word to go on and 
cannot ask questions. Your dictation should not only be clear, 
it should also be complete. You must, therefore, dictate 
EVERYTHING including punctuation marks in the precise way 
you want it to appear. This is not really very difficult. After a 
little practice, it will become the natural thing to do. You must 
also remember that you must tell the audio typist what you want 
BEFORE you start dictating, marshal your thoughts and your 
papers before you start.

B. Spell all proper nouns and unusual words or technical terms.
If necessary, distinguish between like-sounding letters such as 
M and N, D & T etc. by giving phonetic illustrations. Say 
whether you want numbers typed in words or in figures.

C. Don’t mumble. Speak at a constant speed and volume and avoid 
extremities of pitch. Try to avoid dictating in a room where 
there is excessive background noise. Preface all instructions with 
the typist’s name. When you finish all your dictation, make this 
clear to the typist by saying something like - "That ends this 
dictation. Anything further on this tape should be ignored." If 
you don’t do this, the typist may continue to transcribe a 
previous recording which has not been erased.

D. Dictate little and often. You will get your work back quicker if 
you keep your batches short. Practise your technique and 
encourage feedback and constructive criticism from the typist.
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E. If possible, supply the typist with relevant file and documents 
which can assist in resolving queries and enable the file copy to 
be placed immediately.

Practice makes perfect!

Finally, try to remember that you are talking to a person who 
cannot readily ask a question about something which is not clear 
in your dictation. The typist wants to do the job with as little 
fuss as possible. Record to the best of your ability.
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10.5 Report Writing

Many members of staff have to read other people’s reports and 
write their own from time to time. It is, therefore, important to 
ensure that you develop your skills in this important method of 
communication. The keynote to successful report writing is to 
keep the needs of the recipient clearly in mind.

"The time devoted to planning, cleaning, chopping, paring 
or trussing as the case may be, is not lost. The actual 
process of cooking is immensely facilitated and success 
half-assured if everything has been properly prepared 
beforehand."

(Mrs. Beeton)

A good report should be readable, interesting, well presented and 
no longer than is necessary. It is not possible to completely 
standardise O&M Reports. The format will vary depending on 
the nature, scope, complexity and scale of the investigation 
carried out. It is, however, possible to identify the nature of the 
content we would expect to find in a logically structured, well 
presented O&M Report.

The following report structure is generally adhered to by the 
O&M Team for most major reports. Naturally, the relevance of 
individual headings will vary with each project.
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Structure of O&M Report

Title Page 
Contents Page 
List of Appendixes

1.0 Introduction (How the assignment came about)

2.0 Terms of Reference (Scope of the study - clearly defined and 
agreed)

3.0 Background to the Survey (Optional - basic statement)

4.0 Conduct of the Survey (How the survey was conducted)

5.0 The Present Situation (Description of the Department as it 
exists)

5.1 General Outline (to familiarise the reader who does not 
know the Department and to enable 
Management to check you have it right.)

5.2 Organisation
5.3 Staffing
5.4 Location & Layout (Accommodation etc.)

6.0 Findings & Recommendations
6.1 General Outline
6.2 Organisation
6.3 Staffing
6.4 Location & Layout

7.0 Overall Conclusion (Drawing the threads of the report together)

8.0 Summary of Main Recommendations (Brief summary of major points
of interest - can go at the beginning or end of the report).

9.0 Acknowledgements (for help & co-operation).
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Appendices

In deciding what material should go in the main body of the 
report and what goes into appendices, consider these guidelines:

A. If the reader needs to study the material straight away, it 
should be placed in the main body.

B. If the reader can take the material "on trust" (until he/she 
reaches the end of the report or report section), place the 
material in the appendices.

The appendices should be the place for supplementary data not 
essential to the main findings. They should provide useful 
backup support to your arguments - material which can be 
usefully studied, but the report must be largely complete without 
them.

In addition to having a structure, the following guidelines should 
be useful when setting out to write a report - Have a plan, use 
plain English, be careful with spelling and punctuation and be 
consistent in expression.

Gobbledesook
Experiments are described which demonstrate that 
in normal individuals the lowest concentration in 
which sucrose can be detected by means of gustation 
differs from the lowest concentration in which 
sucrose (in the amount employed) has to be ingested 
in order to produce a demonstrable decrease in 
olfactory activity and a noteworthy conversion of 
sensations interpreted as a desire for food in to the 
sensations interpreted as a satiety associated with 
ingestion of food.

Plain Words
Experiments are described which demonstrate that a 
normal person can taste sugar in water in quantities not 
strong enough to interfere with his sense of smell or take 
away his appetite.

(The original passage - and the translation into English - are 
taken from the ’Lancet’.)
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A brief summary is an essential feature of every report. Even if 
the report is only a page in length, it should start with a sentence 
which clearly states its main point. The summary enables the 
reader to get to grips with the report quickly and in many cases, 
he/she will not have to read the whole report. Readers may only 
be concerned with part of the report or they may accept the main 
point without wishing to examine the detailed reasoning behind 
them. Summarising reports as a standard practice, therefore, 
saves management time.

In conclusion: A good report, like a good speech, should be 
properly structured. It needs a firm beginning, setting out the 
purpose of the report, a detailed and carefully paragraphed 
centre, passing logically from theme to theme and rounding off 
with a good ending, summarising what you have said and 
providing conclusions and recommendations for action.
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10.6 Telephone User Guidelines

A. Receptionists & Telephonists

It is the responsibility of every employee to give the most 
efficient service possible to keep the "customer" satisfied. 
Telephonists and Receptionists have a great responsibility in 
this regard, as their voice is often the initial contact between 
organisation and customer.

Qualities of a Good Receptionist/Telephonist

1. Friendly manner on telephone
2. Efficient with customers
3. Punctual
4. Neat and tidy appearance
5. Sense of humour
6. Ability to get on well with people
7. Flexibility
8. Clear incisive voice
9. Initiative
10. Calm personality
11. Honesty & Loyalty
12. Good listener

Additionally

1. Be prompt - before 3 rings
2. Be pleasant - polite
3. Be prepared - know the organisation
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4. Be Precise - speak clearly
5. Be patient - keep your calm and your charm
6. Be positive - 100%
7. Be practical - in ideas, approach and manner

B. Other Staff

1. Dial your own outgoing calls whenever possible and use 
speed dialling lists.

2. The Receptionist’s first priority is to answer incoming 
calls. Please be patient if you have to wait for a line, 
especially during busy periods.

3. Answer your own phone immediately and never leave 
telephones at unattended desks to ring on and on - use 
a call pick-up facility if available.

4. Use a call forward facility if your telephone will be 
unattended.

5. Inform the Receptionist if you are at a meeting and do not 
wish to be disturbed. If possible, nominate another 
person to take all calls, and let the Receptionist know who 
this is.

6. Let the Receptionist know:
(a) If someone is ill or on holiday;
(b) When you leave the building and when you return

-or
al tematively, forward your calls to a colleague’s 
phone during your absence.

(c) If a staff member has left.
(d) If a new staff member has joined.
(e) If an employee has changed responsibilities.
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7, Report any technical anomalies immediately to the 
Receptionist who will contact the appropriate 
person.

As you will appreciate, each of the above suggestions will help 
the smooth running and professional image of our organisation. 
If the Receptionist is to do his/her job efficiently, you must be 
aware of the importance of the above.
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10.7 Call Logging Systems

One of the most essential facilities in any organisation is the 
telephone system. Indeed, without it, no business could really 
survive. It does, however, incur very significant costs. Total 
telephone charges for our "Top 10" major facilities amounted 
to £323,348 for 1992 and is obviously a very significant cost 
for the Board.

In recent years, a personal computer based software package 
has been installed in a number of our facilities to enable us to 
efficiently monitor and control our telephone system. There 
is little doubt that the figure above would have been noticeably 
higher if this system had not been installed in 6 of the above 10 
sites.

This computer system (Ringmaster) provides a wide range of 
cost, traffic and management reports in a clear, concise, easy 
to understand format. In other words, it can tell us what calls 
are being made, to where, for how long, when and at what 
cost. Local managers can then establish if all the calls are 
really necessary and what savings can be made (time and 
money), by improving staf ’s use of the system.

The most obvious benefit is that staff can be made more aware 
of the cost of phone calls, and can be encouraged to reduce 
both the number of calls and their duration. The less obvious 
but equally significant benefit is that staff spend less time on 
the phone and, therefore, have more time for doing other, 
more productive things.

Small, medium or large telephone systems can be catered for 
by this telephone management system. It is important to note 
that producing the information is the task for which the 
Ringmaster system was designed. Using the information is in 
the hands of the person operating the system. It is quite 
useless to run off reports and then file them away without 
using them. To obtain maximum benefit from the system, 
reports should be:-
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1. Produced on a regular basis.
2. Circulated to the relevant people.
3. Discussed with the relevant people.

General reports should be followed from time to time by more 
detailed reports (even by extension). The information is there to 
assess use and misuse of the telephone system and of the Board’s 
resources in terms of telephone equipment and staff time. This 
information must be brought in front of the relevant people to 
analyse and make the best of what is an essential but costly 
resource.

For further information contact O&M Section.
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10.8 Office Design & Layout

A. Introduction
1. In the past, the time wasted due to bad layout in the 

office has received much less attention than the same 
problem on the factory floor. The reason has been 
that congestion and constant rehandling of material 
caused by bad planning is more easily discernible in 
the factory than in the office where documents replace 
the bulky products of manufacture.

2. Unproductive time should be minimised wherever it 
occurs, either in the movement of the product through 
the processes of manufacture or paperwork through 
the clerical procedures.

3. Everyone does their work better if the environment 
and equipment is appropriate to their work. The 
office worker is no exception to this rule.

B. Objectives
1. To make full use of space available.
2. To reduce movement away from the work station to a 

minimum.
3. To reduce interference between staff to a minimum.
4. To facilitate supervision.
5. To provide privacy where necessary.

General points to bear in mind to achieve each of these objectives
are as follows

1(a) To obtain maximum use of space, partitions should be
kept to a minimum.

1(b) Allow for the following dimensions when considering
layout:-
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(i) The number of staff that can be accommodated can 
be calculated on the basis of 40 sq. ft. (3.72 sq. 
ms.) of floor space each, (recognised minimum - 
UK Offices, Shops and Railway Premises Act 
1963) which allows for individual working area, 
gangways and general equipment.

(ii) Main gangways minimum 4 ft. wide (1.22m) 
Cross gangways minimum 3 ft. wide (0.91m)

(iii) 2’6 to 3’0 (0.76m to 0.91m) between back of one 
desk and front of another.

2. Each work station should be as convenient as possible to 
the general equipment (filing cabinets) the official will 
have to use.

3(a) Each work station should be on a gangway to allow the 
staff member to move from his/her desk without 
inconveniencing others.

3(b) Noisy machine operations should be located in a separate 
room to general clerical operations.

3(c) Movement of messengers in and out of an office should 
be removed, as far as possible from staff doing work 
requiring close concentration.

4. Supervisors should be able to observe what is going on in 
their section easily. To this end it is best to have the 
desks all facing the same direction.

5. Physical separation to prevent sight and/or sound may be 
necessary because of the confidential nature of the work 
being done, or, as in the case of managers, because 
confidential interviews are involved.
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C. General Layout

There are two alternative systems of overall layout in use:-

(a) The Compartmental Layout, in which the office is broken up 
by partitions into smaller compartments or sections.

(b) The Open or Integrated Layout where the use of partitions is 
reduced to a minimum.

The present trend is towards the latter for which the following
advantages are claimed:-

(1) Greater flexibility of layout is obtained as the various 
sections can be expanded or contracted as the work requires.

(2) The supervisor can have a clear view of his/her working area 
and, therefore, effect closer control.

(3) Better use is made of the space available and there is greater 
freedom of movement between work stations, hence 
improving communications.

(4) Better lighting and ventilation is obtained since there are no 
obstructions, and sources of power are more easily provided.

On the other hand, it must be recognised that:

(1) Some partitioning will be necessary to afford privacy for the 
senior supervisor and also to minimise interference from the 
noise of machine operations.

(2) Where a large number of staff are employed, individual 
work output may be reduced unless supervision is adequate.

(3) If the working area is large, individuals may lose their 
feeling of participation and sense of belonging to a well 
defined working group.
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An integration of these two alternatives is probably the most 
satisfactory answer, i.e. in general, the office laid out on the 
Open Plan with counter height filing cabinets or cupboards 
marking out the boundaries of each supervisor’s area, and the 
office manager and the noisy machine operations separated 
from the general office by ceiling high, sound proof steel 
partitioning.

D. Practical Approach
In tackling an office layout problem, the approach as in all
Work Study investigations is to observe and record the facts.
The basic steps are as follows

(1) Make a Plan {'A" to 1 ft.) [1:50] of the existing floor 
space, detailing windows, doors, obstructions, lighting 
fittings, power points, radiators, and any other limiting 
factors.

(2) Cut out cardboard templates for the movable furniture, 
using a colour code on the templates for desks, filing 
cabinets and machines, to assist visual analysis.

(3) Record the clerical procedures carried out in the office 
on a process chart, and where necessary, record 
individual operations.

(4) Critically examine the charts with a view to eliminating, 
combining or simplifying work and movement.

(5) Develop the improved procedures and prepare the 
necessary charts showing movements between work 
stations.

(6) Experiment with the templates in the location of the 
furniture with a view to minimising the loss of time in, 
and cost of, movement. The ideal is to achieve a 
straight line or U shaped flow of work, avoiding back
tracking or sideways movements as far as possible. 
Practical and physical consideration make this ideal 
seldom possible and a compromise is usually necessary.
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E. The Work Flow
General office layout is complicated by the fact that there are 
usually several different procedures taking place at the same 
time, and the flow of work which is ideal for one will 
probably not be ideal for another.

The frequency and direction of the flow of work between 
the work stations must, therefore, be established, either by 
direct analysis or the Activity Sampling technique 
(Observation Analysis).

If all movements are of equal importance, the object should 
be to minimise the distance by placing the stations between 
which there is the heaviest flow closest together. If all 
movements are not of equal importance from a cost point of 
view, the density of flow will have to be weighted on some 
assessment of relative importance and the results used as a 
guide for minimising distances.

Where the cost factor is important, it may be necessary to 
resort to mathematical solutions but the use of graphical 
methods is usually adequate.

F. Work Station Layout
It is not generally satisfactory to leave staff to lay out their 
own working areas and since this layout can considerably 
affect their working efficiency, it should be an O&M 
responsibility to study each staff member’s requirements and 
give guidance on the most satisfactory layout to adopt.

The elementary principles of motion economy when applied 
to individual clerical operations will suggest theoretical 
layouts which may have to be modified to suit practical 
situations such as position of telephone and power points, 
position relative to gangways, direction of light, position of 
supervisor etc.

Consideration of the equipment necessary for each operation 
should be made under the following headings
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(1) Is the working area adequate? Allowance should be 
made for doing work, storing new work, finished work, 
and the equipment required for working.

(2) Can the work be performed with minimum movement? 
Filing cabinets, dictaphone, telephone etc. should be 
adjacent to the work station.

(3) Is work storage adequate? Consideration must be 
given to the nature of the work and, if necessary, 
facilities provided for removing the work to a fully 
protected location at night.

(4) Will supervision be easy? The supervisor should be 
able to see work done and work to be done. It is, 
therefore, helpful to standardise on the position at the 
work station of completed work, work in progress, and 
work to be done.

(5) Is personal storage adequate? Most staff members 
appreciate provision being made for the storage of their 
personal belongings which also encourages office 
tidiness.

G. Computer Aided Design (CAD)
No section on office design and layout would be complete 
without reference to Computer Aided Design (CAD). 
CAD is a term that refers to the integration of computers 
and graphics oriented software for the purpose of 
automating the design and drafting process. It began as 
a simple drawing aid and a tool for engineering personnel 
to a large extent. Various hardware and software options 
are now available, however, and it is applicable to most 
draughting situations, being particularly useful when 
laying out offices, workshops; in cartography and in the 
design of buildings. Drawings can be linked with 
databases and other application software to bring them 
"alive". It is very much regarded now as an essential tool 
for improving productivity in architecture, engineering 
and design processes. As costs tumble, it is expected that 
more and more drawing offices will move to CAD to 
avail of its graphics and alteration capabilities.
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10.9 Reception and Information Services

The Health Board has a vast range of services available to the 
public. Access to, and information on, these services is very 
much a public priority. In recent times, reception facilities have 
been upgraded in a number of areas, and leaflets, brochures and 
circulars are quite freely available on a variety of Health Service 
topics. From May 1991, Limerick citizens and visitors obtained 
free twenty-four hour access to a vast pool of constantly updated 
information from the Health Board and other public service 
organisations in Limerick City. This is more commonly known 
as the Limerick Public Information Point (PIP) and terminals are 
located in strategic positions throughout the city. [Further 
progress has been made in that the Health Board database has 
been loaded to a number of personal computers in Receptions and 
other offices throughout the Board, enabling staff to access a live 
database on foot of a query from the public. As the database 
moves further afield, it is in turn being extended to include 
information on services in the Co.Clare and North Tipperary 
areas. Information can be updated and augmented by contacting 
the Organisation & Methods Section at Central Offices in 
Catherine St., Limerick.] It is essential that "out-of-date" 
information is detected as soon as possible and changed 
accordingly. In time, the PIP service will be enhanced by the 
introduction of more public access terminals and by the use of a 
carousel option for Health Centres and Outpatient Departments. 
The latter will scroll automatically, providing Health Service 
information in public areas and is seen as an ideal method of 
attracting attention to our services.

Computerised information services are obviously intended to 
complement other methods. Staff should examine current 
reception facilities to ensure that Health Service leaflets, 
brochures and advice are freely available and located in an 
optimum position for public assess. Health Education and 
Reception staff in Central Offices can advise on the type and 
extent of leaflets currently on display for the public.
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Finally, as indicated earlier, the computerised database is also 
available to all P.C. holders and O&M Section should be 
contacted by staff interested in this medium.
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11.0 Management & Supervision of Staff - A 
General Observation

Supervisors are front line Managers - part of an overall 
Management Team. The supervisory role is a difficult role where 
things have to get done, results must be achieved, problems have 
to be resolved and work generally completed as per the 
requirements of senior management. Staff and resources must be 
organised to achieve these aims. A general definition which has 
been suggested is "A person selected by Management to take 
charge of a group of people, or special task, to ensure that work 
is carried out satisfactorily." (Supervision - a fresh approach - 
Mike Savedra and John Hawthorn).

People are often promoted to the job of supervisor because of 
technical competence or because they have been in the job for a 
long time. It is very essential that people in these categories 
receive proper training. Staff cannot be expected to know how 
to supervise without receiving the necessary skills.

There are obviously a wide variety of supervisory skills required 
because of the range of situations in which supervisors work. 
Certain tasks are, however, common to all and would include: 
planning of work, organising, motivating, controlling, 
communicating, problem solving, decision making and keeping 
abreast of developments. The range is especially large, and 
detailed discussion of each of the above tasks is beyond the scope 
of this book. This list should give some flavour, however, of the 
demands on a supervisor and highlight the necessity for correct 
training initially, together with ongoing evaluation and updating. 
Personnel Department in the Health Board Central Offices are in 
a position to give further advice.
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12.0 Health & Safety at Work

No document would be complete without some reference to this 
very important topic. Your personal health and safety at work are 
fundamental to your job satisfaction and performance. Wherever 
you work and however apparently safe your work may seem, 
there is always room for improvement. Legislation is in existence 
and is continually being reviewed which provides for a safe and 
healthy working environment for employees. Every individual 
should be concerned with making a contribution towards 
preserving health and safety levels and as highlighted in other 
sections of this document - every workplace should be conducive 
to changes for the better and every worker receptive to such 
progress. Health & Safety Officers have been appointed to each 
of the Health Board facilities. Everyone should make a point of 
finding out who these people are and discussing concerns with 
them. They can, in turn, channel suggestions and problems to the 
proper authorities.

Topics for consideration under this heading should include 
hygiene, housekeeping, lighting, ventilation, heating, noise levels, 
accommodation, materials handling, equipment suitability and 
accident prevention. Prevention of accidents for instance can be 
tackled by eliminating possible causes, technical and human. The 
means of doing so are too varied to be dealt with here. They 
include compliance with technical regulations and standards, a 
high level of supervision and maintenance, the fostering of good 
industrial relations, care for the workers health and welfare, 
training all staff to observe safety regulations and safe practices, 
posting warning notices and using distinctive colours to draw 
attention to objects likely to prove dangerous.

Health & Safety protection at work should be the concern of 
everyone and should be a high priority to all in the organisation. 
The message is clear and should not be ignored.
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13.0 Further Reading

Design of Forms in Government Departments - HMSO

The Management Services Handbook - Trevor Bentley

Introduction to Work Study - International Labour Office

Organisation & Methods
Surveys (1987-1992) - Mid-Western Health Board

What to Buy for Business - Reed Business Publishing Group 

Management Service Journals- Institute of Management Services

The Practice of O&M - HMSO
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Appendix A

The Questioning Technique

Purpose What is done? Why is it 
done?

What else 
might be done?

What should 
be done?

Place Where is it 
done?

Why is it done 
there?

Where else 
might it be 
done?

Where 
should it be 
done?

Sequence When is it 
done?

Why is it done 
then

When might it 
be done?

When should 
it be done?

Person Who does it? Why does that 
person do it?

Who else 
might do it?

Who should 
do it?

Means How is it 
done?

Why is it done 
that way?

How else 
might it be 
done?

How should 
it be done?

L



APPENDIX B.

MID WESTERN HEALTH BOARD 

MAJOR ORGANISATION & METHODS SURVEYS 

1987 - 1992

1. SURVEY OF PURCHASING PROCEDURES (BOARDWIDE)

TERMS OF To examine the existing arrangements for the
REFERENCE: purchase of designated non-pay items with a view 

to establishing the most economic means of 
obtaining these services.

REFERENCE
NUMBER:

MS0001/87

REPORT
ISSUED:

FEBRUARY 1987

2. SURVEY INTO PROPOSED RELOCATION OF GENERAL
STORES IN HOSPITAL OF THE ASSUMPTION - THURLES.

TERMS OF 
REFERENCE:

A. To investigate the possibility of centralising 
the general stores by transferring them into 
the former laundry building.

B. To advise on a new layout and record 
system.

C. To examine the possibility of converting a 
section of this building for use as a public 
toilet.



3. SURVEY INTO AUTOCLAVING SERVICES AT REGIONAL 
GENERAL HOSPITAL LIMERICK, REGIONAL ORTHOPAEDIC 
HOSPITAL CROOM AND REGIONAL MATERNITY HOSPITAL 
LIMERICK.

TERMS OF To examine the present sterilising facilities at the
REFERENCE: Regional General, Regional Orthopaedic and 

Regional Maternity Hospitals, to establish (in co
operation with Technical Services and hospital staff 
the equipment, accommodation, staffing and 
maintenance requirements for present and future 
work loads.

REFERENCE
NUMBER:

MS0003/87

REPORT
ISSUED:

MAY 1987

4. SURVEY INTO FILING SYSTEM AND STAFFING LEVELS AT 
THE DENTAL CLINICS IN THE LIMERICK COMMUNITY
CARE AREA.

TERMS OF To examine the filing system and staffing levels at
REFERENCE: the Dental Clinics in the Limerick Community Care 

Area in order to identify any problem areas and to 
recommend possible solutions.

REFERENCE
NUMBER:

MS0004/87

REPORT
ISSUED:

JULY 1987



5. SURVEY INTO LAUNDRY AND LINEN ROOM SERVICES IN 
THE LIMERICK AREA HOSPITALS.

TERMS OF To carry out a complete review of Laundry, linen
REFERENCE: and sewing room facilities, equipment, staffing, 

transport and service levels in the following 
Hospitals :-

1. St. Camillus, Shelboume Rd., Limerick.
2. Regional Orthopaedic Croom
3. Regional Maternity - Ennis Rd., Limerick.
4. Regional General - Dooradoyle.
5. St. Joseph’s - Mulgrave St. Limerick.

REFERENCE
NUMBER:

The Survey to also take account of the service 
being provided to St. John’s Hospital, Limerick.

MS0005/87

REPORT
ISSUED:

DECEMBER 1987

6. SURVEY INTO PORTERING, PRINTING AND CLEANING
SERVICES AT HEALTH BOARD HEADQUARTERS, LIMERICK

TERMS OF
REFERENCE

To carry out an in-dept survey of the cleaning, 
pottering and printing services at Health Board 
Headquarters.

REFERENCE
NUMBER

MS0006/88

REPORT
ISSUED:

MARCH 1988



7. SURVEY EVTO'EXECUTIVE TEAM SECRETARIAL SUPPORT 
SERVICES AT HEALTH BOARD CENTRAL OFFICES, 
LIMERICK.

TERMS OF To examine workloads, working arrangements,
REFERENCE: equipment, accommodation and staffing levels for 

the Management Team Secretarial Staff - the 
Survey to specifically include an investigation into 
the feasibility aad desirability of introducing word 

processing.

REFERENCE
NUMBER:

MS0007/88

REPORT
ISSUED:

MAY 1988

8. SURVEY INTO CLERICAL AND TYPING REQUIREMENTS OF 
HEALTH EDUCATION SECTION, HEALTH BOARD CENTRAL 
OFFICES, LIMERICK.

TERMS OF To examine clerical and typing requirements of the

REFERENCE: Health Education Section and advise on an 
appropriate means of meeting these requirements.

REFERENCE
NUMBER:

MS0008/88

REPORT
ISSUED:

MAY 1988



9. SURVEY OF REPRODUCTION SERVICES AT CENTRAL 
OFFICE, LIMERICK.

TERMS OF 
REFERENCE:

To carry out a more detailed investigation into the 
efficiency and cost effectiveness of the Health 
Board printing Unit, paying particular attention to 
present methods, equipment and procedures, levels 
of waste, use of materials and staffing levels. The 
study to also evaluate the feasibility of employing 
the services of commercial printers as a cost 
effective alternative.

REFERENCE
NUMBER:

MS0009/88

REPORT
ISSUED:

JUNE 1988

10. SURVEY OF LABORATORY SERVICES IN LIMERICK, ENNIS 
AND NENAGH HOSPITALS INCLUDING ST. JOHNS 
VOLUNTARY HOSPITAL.

TERMS OF To examine the workloads, working arrangements,
REFERENCE: layout, equipment, staffing and service levels in 

the laboratories at Limerick, Ennis and Nenagh 
General Hospitals.

REFERENCE
NUMBER:

MS0010/89

REPORT
ISSUED:

JULY 1989



11. SURVEY INTO THE PROCEDURES AND APPOINTMENTS 
SYSTEMS IN OPERATION IN THE OUT-PATIENT 
DEPARTMENT AT LIMERICK REGIONAL HOSPITAL.

TERMS OF To review outpatient procedures and the
REFERENCE: appointment system to identify any possible 

solutions. Additionally to examine the current 
clinic and office accommodation bearing in mind 
also the future needs of the Out-Patient module of 
the CHL computerised Patient Administration 
System.

REFERENCE
NUMBER:

MSOOl 1/90A

REPORT
ISSUED:

FEBRUARY 1990

12. SURVEY INTO THE PROCEDURES AND APPOINTMENT 
SYSTEMS IN ENNIS GENERAL HOSPITAL

TERMS OF To review the Outpatient procedures and the

REFERENCE: appointment system to identify any possible 
solutions. Particular reference to be paid to the 
work associated with the Out-patient Module of the 
CHL Computerised Patient Administration
Systems.

REFERENCE
NUMBER:

MS0012/90A



13. SURVEY OF ADMINISTRATION, RECEPTION AND STORES 
AREAS IN ST. JOSEPH’S HOSPITAL ENNIS.

TERMS OF To examine the current staffing levels, working

REFERENCE: arrangements, procedures and workloads of the 
Administration, Reception and Stores staff based in 
St. Joseph’s Hospital, Ennis.

REFERENCE
NUMBER:

MS0013/90

REPORT
ISSUED:

OCTOBER 1990

14. SURVEY OF RECEPTION LOCATION, PROCEDURES AND 
ACCOMMODATION IN PSYCHIATRIC ACUTE UNIT (5B) OF 
THE LIMERICK REGIONAL HOSPITAL.

TERMS OF Undertake a review of arrangements in the

REFERENCE: Reception area with regard to accommodation 
layout, procedures and practices currently in 
operation, and to make recommendations as 
appropriate.

REFERENCE
NUMBER:

MS0014/90

REPORT
ISSUED:

OCTOBER 1990



15. SURVEY OF ADMINISTRATION AND STORES AREAS IN 
HOSPITAL OF THE ASSUMPTION, THURLES.

TERMS OF 
REFERENCE:

To examine workloads, working arrangements, 
accommodation and staffing levels for the 
Administration & Stores staff based in the 
Hospital of the Assumption Thurles. 
Consideration also to be given to the Internal 
Audit recommendation to transfer the cashing of 
pensions and issuing of invoices from the 
Welfare Homes in Nenagh and Roscrea to this 
Unit.

REFERENCE
NUMBER:

MSOO15/90

REPORT
ISSUED:

NOVEMBER 1990

16 SURVEY OF THE MEDICAL RECORDS DEPARTMENT IN 
LIMERICK REGIONAL GENERAL HOSPITAL.

TERMS OF To examine the general system, procedures and
REFERENCE: dcoumentation in operation.

To examine the storage space and facilities 
within the Department and in particular the 
filing room giving consideration to modem 
storage methods.
To evaluate the required staffing levels.
To comment on the effects of the introduction 
of the computerised Patient Administration 
System.

REFERENCE
NUMBER:

MSOO 16/9 IB

REPORT
ISSUED:

MARCH 1991



17. SURVEY INTO THE WORK PRACTICES, PROCEDURES, 
ACCOMMODATION AND STAFFING LEVELS IN THE 
ACCIDENT AND EMERGENCY DEPARTMENT AT THE 
LIMERICK REGIONAL GENERAL HOSPITAL.

TERMS OF 
REFERENCE:

To investigate and report on all aspects of 
activity, work practices, procedures and 
protocols in the Accident and Emergency 
Department.

REFERENCE
NUMBER:

To give consideration to the effect of the 
introduction of the computerised Patient 
Administration System.

MS0017/91C

REPORT
ISSUED:

AUGUST 1991

18. SURVEY INTO THE RADIOLOGY DEPARTMENT OF THE 
LIMERICK REGIONAL GENERAL HOSPITAL

TERMS OF 
REFERENCE:

Review the provision of Radiology Services in 
the Limerick Regional hospital and accordingly 
determine requisite methods procedures and 
manning levels to ensure an effective Radiology 
(X-Ray) service.

To give consideration to the effect of the 
introduction of the Computerised Patient 
Administration System (PAS)

REFERENCE
NUMBER:

MS0018/91D

REPORT
ISSUED: FEBRUARY 1992



SURVEY OF SECRETARIAL SUPPORT A*RRANGEMENTS 
FOR LIMERICK
AREA. •* ' ‘

TERMS OF To examine workloads, working arrangements,

REFERENCE: equipment, afccomaipdation and staffing levels
for all staff involved in the inputting of data and 
other ckrties, associated with the MHC II System.

V **
EJurlhg this survey'it'%as agreed to exfend the 

above Terms of Reference to include the 
remaining administration staff in St. Joseph’s 
Hospital to enable the Team to consider all 
options that might arise from the survey.

REFERENCE MSOO19/92
NUMBER:

REPORT AUGUST 1992
ISSUED:

SURVEY OF CLERICAL AND ADMINISTRATION 
PROCEDURES IN THE FOSTERING SECTION OF THE 
SOCIAL WORK DEPARTMENT IN UNIT 3, ST. CAMILLUS 
HOSPITAL, LIMERICK.

TERMS OF 
REFERENCE:

REFERENCE
NUMBER:

REPORT
ISSUED:

To work closely with Social Work Department 
staff to review current manual recording 
procedures to prepare the way for future 
computerisation. Advice to be given on existing 
and proposed forms, together with a review of 
the workloads involved in completing same.

MS0020/92

DECEMBER 1992



APPENDIX C

TRACER CARD

PATIENT NAME
ISSUED

TO
TAKEN

BY
DATE COMMENT CHART NUMBER



APPENDIX D
PROFORMA FOR TELEPHONE MESSAGES

Name and Address of Caller: ..............................................................................

Caller’s Telephone No:.......................................Ext..............................................

Time of Call ...................... ....................am/pm on................................ (date)

MESSAGE

ACTION TAKEN

Signature.......................................................... Date.............................................

m



Appendix E
Forms Design Checklist

1. What is the general purpose and use of form?

2. What other forms are used in conjunction with it?

3. Is this form absolutely necessary?

4. Can some other form be used?

5. Can this form be combined with another Form No.?

6. Can the form be used less frequently?

7. Are all copies of form or report required?

8. Does title clearly indicate purposes?

9. Are all included items necessary and clear?

10. Are all necessary items (Date, Signature, etc.) included?

11. Are all recurring items pre-printed?

12. Is layout in sequence with operations and related forms?

13. Should this form be consecutively numbered?

14. Are adequate margins provided for binding and punching holes?

15. Are lines properly spaced for handwriting or machinery?

16. Is the size correct for standard size cabinets or binders?

17. Are the most important items prominently and effectively placed?

18. Can tabulated stops be used for increased speed on typewriters?

19. Has form check off spaces, and is layout in box-style?

20. If form is mailed, can window envelope be used?

21. Is form two sided and are both sides aligned correctly?

22. Has "outside" form been cleared with the O&M Section? (New 

Forms)

23. Has this form been checked with actual users?

24. Has this form been checked for pleasing appearance?

25. Has a code number been assigned by Forms Control in O&M?

26. Is the quality, size, and grain of paper correct?

27. Is coloured paper desirable to speed distribution, sorting & filing?

28. Is the colour ink correct?

29. Is the type face and size best suited to legibility?

30. Is punching, perforating, scoring, padding correct?

31. Should special time-saving forms be used?

32. Is quantity correct and economical?



APPENDIX F

Glossary of Terms

A. Processing 
Charting

Charts in which a sequence of events is 
portrayed diagrammatically by means of a set 
of process chart symbols to help a person to 
visualize a process as a means of examining 
and improving it.

B. Questioning 
Technique

A means by which critical examination is 
conducted using

1. Primary 
Questions

The first stage, in which the fundamental 
need for performing each activity is 
recorded, and its means sequence, place and 
person are questioned, and justification is 
sought for each reply.

2. Secondary 
Questions

The second stage, in which the remaining 
essential activities are subjected to further 
questions to determine alternatives and to 
select those which are practicable and 
preferable.

C. Activity
Sampling

A technique in which a large number of 
observations are made over a period of time 
of one or a group of machines, processes or 
workers. Each observation records what is 
happening at that instant and the percentage 
of observation recorded for a particular 
activity or delay is a measure of the 
percentage of time during which that activity 
or delay occurs.



D. Rated Activity 
Sampling

An extension of activity sampling in which 
rating is applied so that, where the frequency 

is known, work content may be established 
in addition to the proportion of time occupied 
by other activities or delays.

E. Standard
Rating

The rating corresponding to the average rate 
at which qualified workers will naturally 
work at a job, provided they adhere to the 
specified method and provided they are 
motivated to apply themselves to their work 
(when rating, one normally takes a number 
of factors into account, such as dexterity, 
effort, speed and consistency).

F. Time Study A work measurement technique for recording 
the times and rates of working for the 
elements of a specified job carried out under 
specified conditions, and for analysing the 
data so as to determine the time necessary for 
carrying out the job at a defined level of 

performance.

G. Production
Study

A continuous study of relatively lengthy 
duration, often extending over a period of 
one or more shifts, taken with the object of 

checking an existing or proposed standard 
time, or obtaining other information 
affecting the rate of output.

H. Parallel
Operation

Running an old and a new system together 
for a period of time.

I. Critical
Examination

The systematic analysis of information about 
a problem, process, procedure or activity by 
which it is subjected to exhaustive 
questioning and criticism
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