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1.1 Background of the study
The capacity of a nation for economic growth and development is determined by factors that
can be categorized as human, financial, physical or material and technological. Of these allimportant factors, the human factor is universally regarded as the most valuable and most
strategic (e.g., Boxall, 2003; ECA, 1989; ILO, 1998; Klingner and Nalbandian, 1998; Pynes,
1997; World Bank, 1997). Every organization, whether it be a public, private, or NGO, must
operate with or through people. Public organizations, in particular, are judged on the basis of
the performance of their human resources. As Ban (1993) clearly puts, improving the way
human resources are managed is central to improving the quality of services offered by
governments. Ingraham and Kneedler (2000: 245) also underline that government activities
are typically highly personnel intensive. Thus, Human Resource Management (HRM)
activities are a key element of public organizations. According to Baron and Kreps (1999: 4),
organizational success with poor human resource policies is probably impossible, and the
effects of improved human resource policies on organizational success are potentially
enormous. In the words of Pfeffer (1994: 33), "having good HRM is likely to generate much
loyalty, commitment, or willingness to expend extra effort for the organization's objectives".
As remarked by Stone (1998: 4), "HRM is either part of the problem or part of the solution in
gaining the productive contribution of people". The above quotes imply that organizations
need to effectively manage their human resources, if they are to realize their objectives.
It has also been argued that although effective HRM cannot guarantee organizational success,
its absence dramatically increases the likelihood of failure. This suggests that even though
HRM programmes have a particularly important role to play in improving the contribution of
human resources in developing countries, it should not be perceived as a panacea for all
organizational and national problems (Jaeger et al., 1995; Kiggundu, 1989; Hilderbrand and
Grindle, 1997; Paul, 1983). This means that HRM is not the only solution for improving
performance. It is one among those, which an organization needs to achieve its objectives.
Hence, it can be an answer to organizational improvement.

Given the actual situation of Developing Countries (DCs), effective HRM in a civil service
has become of great importance to DCs, like Eritrea, in the sense that it is becoming
increasingly important to ensure that DCs have an adequate and continuous supply of
qualified, committed, and motivated work force. Reviewing the most successful development
programmes and policies from a variety of DCs, Paul (1983), ECA (1989), and the World
Bank (1983, 1997) found that a common feature was the high priority each successful
programme/policy placed on human resource development and utilization. That is, a
successful organization attributes its past success partly to the way it deals with its people.
Hence, effective HRM now more than ever before is a crucial ingredient in the development
process of DCs. However, HRM has come under strong criticism in many DCs with their
effectiveness thrown in considerable doubt (e.g., Bennell, 1994; Budhwar and Debrah, 2001;
Hilderbrand and Grindle, 1997; Kiggundu, 1989; Praha, 2004; World Bank, 1994b).
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Many studies conducted so far also indicate that HRM has not been effective in most DCs
and is a major limiting factor in their development. One of the main reasons for the failure of
development programmes and policies as well as that of government routine operations is,
therefore, either a lack of competent human resources or an inability to effectively utilize the
existing skilled human resource (Kiggundu, 1989; Hilderbrand and Grindle, 1997; Moharir,
1995; Munene et al., 2000; Paul, 1983). Decades of declining real incomes, deplorable
working conditions, political interference, and poor management have created cadres of civil
servants in many DCs who are chronically demoralized and de-motivated (e.g., Das, 1998;
Jaeger et al., 1995; Kiggundu, 1989). On the one hand, the civil service is increasingly unable
to retain the trained personnel wherever other employment opportunities exist. It poorly
utilizes the expertise of those civil servants who do not leave, on the other. Even worse,
moonlighting and corrupt rent-seeking practices have become a way of life for civil servants
in many DCs (Bennell, 1994; Budhwar and Debrah, 2001; Das, 1998; Grindle, 1997; Prah,
2004). More than anything else, thus, it is the personnel crisis in the civil service
organizations in DCs that has to be addressed if meaningful improvements in service delivery
are to be realized.

Cohen and Wheeler ( 1997) and Hilderbrand and Grindle (1997) summarised the actual
situation of HRM in many DCs as follows. low salary levels, lack of effective performance
standards, inability to fire people, too few rewards for good performance, recruitment
procedures that do not attract appropriately trained people, slow promotion and lack of
reward for hard work and initiative, inadequate and demoralising management by supervisors
(ineffective leadership), underemployment and lack of stimulating assignments. Moreover,
Bennell (1994) and Budhwar and Debrah (2001) disclosed that many DCs are trapped by
outdated and ineffective HRM systems that put unintended roadblocks in the way.

Eritrea, being the youngest Sub-Saharan African (SSA) nation, became a sovereign nation in
1993. Since 1993, Eritrea has embarked on a multi faceted nation building and reconstruction
process in which the civil service is one aspect. Thus, there is a lot of catching Up to do for
effective procurement, training and utilization of Eritrean civil
Eritrea, in which HRM
servants - can play an important role in the realization of the country' s recovery and
development objectives.
-

The critical challenge facing Eritrea today is the establishment of economic, social,
administrative and political institutions as well as the development and utilization of human
resources to enable these institutions to operate effectively (see also Gafer, 1996; Haregot et
al., 1993; UNDP, 2002; UOA, 1997). Thus, Eritrea today is experiencing a growing need for
civil servants who are capable of efficiently, effectively and creatively mobilising the
available scarce resources to achieve national objectives.
Eritrean civil servants consist of both ex-fighters and non ex-fighters. Many of the ex-fighters
have often been considered as less qualified for the positions that they have held (Ibid.). In
1994, the Government of Eritrea, as part of its public sector management programme,
organized a training needs assessment study for public sector management in Eritrea (Picard
et al., 1994). This study showed a critical skills gap between the needs of the Eritrean
government to implement its reconstruction and development programmes and the ability of
the existing Eritrean civil servants to deliver economic and social development. In effect,
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there is a performance gap in the way the civil servants plan, organize, implement, monitor
and evaluate basic bureaucratic procedures regarding the management of personnel, funds,
and technical programmes and projects. This is particularly common in the sectors of
agriculture, health, education and industry (Gafer, 1996; Picard et al., 1994). The UNDP
(2002) underlines that the human resource deficiency has been the greatest bottleneck in
Eritrea's development efforts.
1.2 Research problem, questions and objectives
1.2.1 Research problem

Research begins when a researcher's curiosity is aroused and when he or she is motivated to
formulate a problem demanding an answer. The idea of this research originated from a field
study in 2000. Two 4th year graduating students at the University of Asmara, who were
supervised by the researcher, conducted similar studies in the Eritrean civil servicel with
regard to HRM practices. The findings of the studies, although more exploratory in nature,
have motivated/inspired the researcher to make an in-depth research on 'practices, challenges
and prospects of HRM in the Eritrean ministries'. The papers highlighted that Eritrean
ministries were facing problems with regard to the three sub-systems of HRM, namely HR
procurement, training and utilization2. Although some improvements have been seen in the
last 10 years, there are a number of problems associated with the three HRM sub-systemsHR procurement, training, and utilization-, which need further investigation.

1.2.2 Research questions

Main research question
The main research question of this research is: How do Eritrean civil service organizations
manage (procure, train and utilize) their civil servants' and what are the challenges and
prospects of effectively managing Eritrean civil servants ?'

Sub research questions
research question, the following six sub-research questions will be
addressed in this study.
1. What is the state of HRM in civil service organizations of developing countries, like Eritrea?
2. What does the literature on HRM in general and that of the civil service in particular say?
3. How do other countries manage their civil servants?
4. How is Eritrea managing (procuring, training and utilizing) its civil servants?
5. What are the challenges and prospects of effectively managing Eritrean civil servants?
6. What are the conceptual and practical implications of the study and its future research

In view of the main

directions?
'Civil Service', in this study, refers to the 17 Eritrean ministries; whereas 'civil servants' refers to the
employees of the ministries. Hence, 'Civil Service', 'Civil Service organizations; and 'Ministries' are used
interchangeably. In addition, 'Civil Servant' and 'Human Resource' (HR) connote similar meaning.
2 The present inquiry has three parts, which together are interrelated in one unified study. These are HR
procurement, training and utilization with regard to the Eritrean civil service.
1
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1.2.3 Research objectives

1. To understand the state of HRM in civil service organizations of developing countries- like
Eritrea.
2. To review the existing literature on HRM in general and that of the civil service in particular.
3. To review countries' experience with regard to the management of civil servants. And then
based on literature review and countries' experience to develop a conceptual framework
through which to analyse the Eritrean case.
4. To critically assess HRM (HR procurement, training and utilization) practices in the Eritrean
civil service through the help of the conceptual framework.
5. To ident(8' and critically discuss the challenges and prospects of effectively managing Eritrean

civil servants.
6. To highlight the conceptual and practical implications of the study and its future research
directions.

Table 1.1: Summary of the research questions and objectives, as well as activities to be
accomplished
Research questions
Research objectives
1. What is the state of HRM

in civil service of DCs, like
Eritrea?

2. What does the

literature on HRM in
general and that of the civil
service in particular say?

3. How do other countries
manage their civil servants?

Developing a conceptual
methodology
4. How is Eritrea managiinngg
its civil servants?

To understand the state
of HRM in civil service
of DCs, like Eritrea.

Research activities

Covered in

* Reviewing the context (economic,
political, social, and cultural)
within which civil servants

Section 2.7

have been managed in DCs.
* Examining HRM practices in
civil service of Sub-Saharan Africa.
Reviewing the existing literature
on HRM in general and that of
the civil service in particular.

To review the existing
literature on HRM in
general and that ofthe civil
service in particular.
To examine countries' Examining countries' experience
experience with regard to with regard to the management of
the management of civil civil servants (The cases of Subservants.
Saharan Africa, The Netherlands, and
Singapore).
framework and research Taking
into
account
the
aforementioned activities (1-3).
To critically assess HRM
*. Developing the questionnaire
(HR procurement, training
and interview questions
and utilization) practices
*. Providing background
in the Eritrean civil service.
information about Eritrean
civil service, and

*. Collecting and analysing the data.
5. What are the challenges

To identify and discuss

and prospects of effectively
managing Eritrean civil
servants?

the challenges and

6. What are the conceptual
and practical implications
of the study and its future
research directions?

prospects of effectively
managing Eritrean civil
servants.

To highlight the conceptual
and practical implications
o f the study and its future
research directions.

*. Identifying and discussing the
challenges and prospects of effectively
managing the Eritrean civil servants
through the help of the conceptual
framework and empirical findings.
*. Highlighting the conceptual and
practical implications of the study
and suggesting its future research
directions.

Section 4.2
Chapters 2 and 3

Chapter 4

Chapter 5

Appendices

5.1-

5.6

Chapter 6
Chapters 7-10
Chapter 11

Chapter 12
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1.3 Rationale and significance of the study
The following three motives are the rationale of this study: [l] as noted earlier, a good
combination of the resources needed for Eritrea's economic development and their effective
utilization will lead to the country's sustainable economic development. However, it is
underscored that this will be achieved only if the civil service has an effective HRM. Eritrea as
a country is only a few years old. This could imply that Eritrea has to learn from the successes
and mistakes of other DCs as to how to effectively manage its civil servants. Eritrea does not
need to re-invent the wheel. In this aspect, we believe that the findings of this study would
provide inputs into the efforts being made by the government to effectively manage (procure.
train and utilize) Eritrean civil servants; [2] In Eritrea, so far, a detailed and systematic research
has not been conducted in the area of HRM with respect to the Eritrean civil servants. Thus, the
final report of the study would be a good reference for further studies. [3] It is also hoped that
this research could contribute something to the existing theories related to HRM in general and
civil service of developing countries in particular.

1.4 Scope of the study

It is obvious that HRM as such seems very broad. However, this study will focus on the
public sector. The public sector itself also comprises very different types of organizations
each with their own distinctive management regimes. These range from the core central
government ministries, local government and a variety of parastatal public enterprises
enjoying varying degrees of organizational autonomy from central government control. While
this study tries to consider HRM in the public sector as a whole, the focus will be mainly on
HRM at the central ministries (civil service organizations). This is because it is usually
among these organizations that the administrative crisis is most serious, where privatisation
measures are least likely in the future, and where, to date, most attention both by national
governments and donor agencies has been devoted to improving service delivery (Bennell,
1994; ILO, 1998; World Bank, 1994b, 1997). It seems pertinent to note that it is beyond the
scope of this study to cover all HR functions in a single study. And thus, as clearly stipulated
earlier, our study focuses much on the policy issues as well as on the challenges and
prospects of effective management of Eritrean civil servants. Thus, we reiterate that our
primary focus is not on the operational details of HRM that preoccupy HR specialists, but on
those HRM issues that have strategic policy implications. As remarked by Guest (1997),
researchers have different goals with regard to their particular research in HRM. Hence, this
research project will focus on the research objectives addressed above.

1.5 Organization of the study
This study is structured into six (6) parts and twelve (12) chapters. Part I contains chapter 1 and
introduces the research work. Part II contains chapters 2 and 3 where we deal with the literature
review on HRM in general and that of the civil service in particular. Part m contains chapter 4
where we review countries' experiences with respect to HRM in the civil service. Part IV
includes chapter 5 where we decide on our research methodology and develop a conceptual
framework through which to analyse the Eritrean case. Part V incorporates chapters 6 to 11 in
which we present the empirical findings in view of the literature and conceptual framework. Part
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VI covers chapter 12, which concludes the research, presents the theoretical and policy
implications, and forwards directions for future research.

PART II

LITERATURE REVIEW
1
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"HRM is either part of the problem or part of the solution in gaining
the productive contribution of people- (Stone, 1998: 4).

2.1 Introduction
This chapter reviews the relevant literature on different issues of HRM in public organizations
in general and Civil Service in particular. Specifically, this chapter will have nine sections.
Section 2.2 provides definitions of HRM and discusses them a bit further. Section 2.3 presents
the general overview of the two main approaches to HRM - the 'traditional' and 'new'.
Section 2.4 discusses different issues of a civil service, such as definitions and concepts of a
civil service; the historical development of civil service systems; the duties, responsibilities
and objectives of a Civil Service Commission or Central Personnel Agency (CPA), and the
configurations of civil service systems. Section 2.5 discusses different organizational
arrangements of HR functions in a civil service. Section 2.6 highlights the role of politics on
a civil service. Section 2.7 discusses external factors affecting HRM in a civil
service. Section 2.8 also presents different issues with regard to HRM and performance
relationship. Finally, section 2.9 forwards concluding remarks.

HRM in

2.2 Definitions and concepts of HRM
A number of authors have provided different definitions of HRM (e.g., Berman et al., 2001:
360; Flippo, 1984: 5; Legge, 1995: 71; Miner and Crane, 1995: 12; Storey, 2001: 14). For
instance, HRM, according to Berman et al. (2001: 360), is a perspective that recognizes that
human resources are important assets that must be managed strategically and proactively to
improve organizational performance. HRM seeks optimal contributions of people to an
organization by acquiring, developing, motivating, and retaining human resources. Flippo
(1984: 5) also defines HRM as planning, organizing, directing, and controlling of the
procurement, development, compensation, integration, maintenance, and separation of human
resources to the end that individual, organizational, and societal objectives are accomplished.
Whereas according to Miner and Crane (1995: 12). HRM is the process of developing,
applying and evaluating policies, and programmes related to the individuals in the
organization. It focuses on human resources of an organization, in contrast to its material and
financial resources. Basically, there are three basic resources human, material and financial ; however, human resource, is the most important and complex. Its basic element, unlike the
other resources, is the behaviour of people, whose perceptions and expectations are influenced
by their perceptual abilities and by their social experiences. The central theme of all HRM
definitions is, therefore, more or less similar: e#ective and ellicient management of the human
-

aspects Of organizations.

1

Wright and Boswell (2002) also remark that HRM includes customers/clients, suppliers and financiers.
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As remarked by Hiltrop (1996), it is necessary to provide a working definition of the concept
of HRM. This is because a working definition serves a specific purpose by setting the stage
for subsequent discussion in the study. According to Guest (1997), researchers have different
goals with regard to their particular research in HRM and consequently there is considerable
variance in the operationalisation of the term 'HRM'. Thus, in this study, HRM is
defined as a

process of developing, applying and evaluating HR programmes and policies in a civil

service. It is concerned, accordingly, with the effective management (procuring, training and

utilizing) of civil servants.
2.3 Approaches to HRM
Many authors have identified a number of approaches to HRM. The vast majority of the
authors tend to categorise HRM approaches under two broad categories, namely the
'traditional' and 'new' (e.g., Berman et al., 2001; Condrey, 1998; Guest, 1987; Legge,
1995;
Storey, 1992). In reality, however, not all organizations exactly apply only one of the above
two approaches. Rather, there is a continuum of options between these two approaches in the
sense that either/or approach may not work in reality (Turner and Hulme, 1997; Pollitt and
Bouckaert, 2000). This suggests that countries or organizations have to choose an approach to
HRM by taking into consideration their specific circumstances (e.g., Delery and Doty, 1996;
Guest, 1997; Jackson and Schuler, 1999). In this section, we discuss the main assumptions
behind the two dominant approaches as well as their pros and cons,
we believe that,
althou h
in reality, there is a continuum of options between these two approaches.
It should also be
noted that, although the ultimate objective of the two approaches to HRM is the effective
utilization of HR aspect of organizations, they have different assumptions as to how this
resource should be managed (see also appendix 2.1).
2.3.1 The Traditional Approach to HRM

The traditional approach to HRM proposes that all civil service related personnel issues of
any country have to be formulated and regulated at the centre through a Central Personnel
Agency (CPA) or Civil Service Commission (CSC) or another government organ (Ban, 1998;
Chi, 1998; Condrey, 1998). The civil service organizations have very limited authority to
formulate and implement their own HR programmes and policies. Thus, the assigned office or
commission is responsible for the administration of all personnel related activities of a
country.

2.3.1.1 Assumptions of the Traditional Approach to HRM

Many writers have identified several issues of differences between the two approaches to
HRM (e.g., Condrey, 1998; Guest, 1987; Legge, 1995; Storey, 1992). However, from an
extensive literature survey on HRM, we tried to categorize all the differences under six issues,
which we believe are important ones, namely: [l] the preferred organization of HR functions;
[2] the roles of line managers/operating ministries; [3] the roles of HR managers; [4] the
vertical and horizontal integration of HR functions; [5] the employee relation perspectives;
2 It must be recognized that this part of the chapter describes the main features of the two common approaches
and it does not intend to pre-empt any judgment as to their appropriateness for a given situation.
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and [6] the basis for personnel decisions (promotion, salary increment and job security). With
the above concept of the traditional approach to HRM in mind, let us see these six issues
briefy

preferred organization of HR functions: The traditional approach to HRM in the civil
service is characterized by a strongly centralized organizational structure for HRM (Berman
et al., 2001:7; Guest, 1987: 507; Moore, 1996: 365; Storey, 1992: 35). Moreover, Berman et
al. (2001: xvii) indicate that it is known for its top-down and command-and-control approach,
revealed by the hierarchical organization chart. The above authors argue that the traditional
approach3 to HRM in the civil service is complex and highly formalized, and it stresses
uniformity rather than flexibility.4

Roles of HR managers and specialists: According to the traditional approach to HRM, HR
managers or HR specialists are thought of by most employees and managers as regulators and
enforcers concerned with compliance to rules and regulations, rather than as partners working
in sync with them. They are mostly concerned with the maintenance of compliance and
control and to ensure none of the rules is violated (Condrey, 1998; Storey, 1992; Torrington,
1998). Thus, the situation is such that neither operational managers nor the establishing
officers have position power or resource power for many of the key activities of HRM; these
simply fall outside their control or influence (Ibid.).
Roles Of line managers/operating ministries: Line managers or operating ministries are given
very limited authority or responsibility as far as the management of civil servants is concerned
as most personnel issues are decided by the responsible agency (such as CSC and CPA). That
is, directives from the central personnel authority are disseminated to line managers. Thus,
authority on personnel matters falls outside the jurisdiction of the organizations or line
managers (Condrey, 1998; Hays, 1998).

Vertical and horizontal integration of HR functions: Many authors have used different terms
for these two types of integrations.5 To make things clear, let us briefly see both types of
integration one by one. With regard to 'vertical integration Of HR functions', under the
traditional approach to HRM, HR functions start after organizations have developed their
basic missions and strategic objectives. Management seldom considers the talents and
capacities of its present staff or the availability of new hires when establishing strategic plans.
As a result, HR departments and line managers are forced to react to the strategic plans
instead of taking proactive postures (Guest, 1987: 507; Pynes, 1997: 28; Storey, 1992: 35).
This approach does not force organizations to strongly link HR functions to that of the
organizational strategy or objectives. When Guest (1987: 507) and Storey (1992: 35) compare
The traditional approach to HRM focuses on a central personnel organization dictating rules and procedures to
achieve fairness and equity in public-sector organizations (Condrey, 1998: 6).
4
Therefore, speed of decision is slow. However, Ranson and Stewart (1995: 63) note that bureaucratic order can
ensure impartiality of service but cannot easily encompass a responsive service. Large-scale delivery of a
uniform service is grounded in bureaucracy but a service may be over-defined in its uniformity. It is difficult for
bureaucracy to break its own rules.
5 For example, for 'vertical integration' of HR functions: 'external fit', 'external integration' or 'external
consistency' are used. Whereas for 'horizontal integration' include 'internal consistency; 'internal integration'
or 'internal fit' (e.g., Baron and Kreps, 1999; Chadwick and Cappelli, 1999; Legge, 1995; Pynes, 1997).
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the traditional and new approaches to HRM, they clearly note that time and planning
perspective in the traditional approach to HRM is short-term, reactive, ad-hoc, and marginal,
whereas the new approach to HRM is long-term, proactive, strategic, and integrated. Pynes
(1997) also argues that too often public organizations have relied on short-term service
requirements to direct their HRM policies and practices. Little thought has been given to longterm implications.

HR functions, under the traditional approach, are not also well integrated to each other or
there is no consistency among themselves. Baron and Kreps (1999: 39) underscore that these
functions lack fit with each other. The traditional approach to HRM, as Pynes (1997) puts it,
has to a large extent inhibited the formulation and implementation of well co-ordinated
personnel policies in the public service. Horizontal integration of HR functions refers to
consistencies and synergies among HRM practices (Baron and Kreps, 1999: 39; Ferris et al.,
1999: 389; Pynes, 1996: 26). Horizontal integration of HR policies and functions could be
either 'among employees' or 'single employee'. Among employees consistency is a kind of
consistency of HR policies applied to different (but similarly situated) employees within an
organization. The treatment of different workers should, at least over some span, be
consistent. If employee 'X' is treated in a particular fashion, a similarly situated employee 'Y'
should be treated similarly. Whereas single-employee consistency is a kind of consistency
among the different organization's HR functions, that is, different parts of the overall HR
system that bear on individual employees (recruitment, compensation, performance appraisal,
promotion, training, and so on) should be consistent or (perhaps a better word)
complementary. For example, policies that emphasize extensive and expensive training
should be complemented by compensation, promotion, and recruitment policies that reduce
turnover (Ibid.).6

Employees' relation perspective: Employee relations are normally associated with the ways
in which the substantive and procedural rules of employment are determined between
employers and trade unions in the collective bargaining process. Most public employees and
managers have definite opinions about unions, some favourable, some unfavourable (Ban,
1993; Fat'nham, 1993; Ivancevich, 1995; Torrington, 1998). However, the employee-relations
perspective in the traditional approach to HRM is collective and assumes low trust, whereas
the new approach to HRM is individualistic and assumes high trust between the labour union
and the management (Guest, 1987: 507; Storey, 1992: 35).

Bases for personnel decisions (promotion, salary increment and job security): The
traditional approach to HRM tends to attach more value to seniority in taking decisions
concerning promotion and salary increment. As to the salary system, fixed salary scales make
it possible to place every civil servant on the appropriate range in one of the numerous salary
scales. Progression up the scales is governed by clearly set out rules. There is little, if any,
room for negotiation over salary. Those with equal seniority will be on the same range of the
scale, and all civil servants in the same grade are paid the same scale. Additional
remuneration in the form of allowances is paid to certain civil servants in accordance with
6 This is because, if training is not linked or supplemented with other HR functions such as compensation (salary
and incentives), placement and promotions, it may not lead to higher motivation as well as performance (see also
chapter three).
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clearly defined rules (Guest, 1987; Klingner and Nalbandian, 1998; Shafritz et al., 2001).
Civil servants are expected to devote their entire working life to the civil service. In return,
they receive security of employment and a clear path for potential career development. It is
possible to advance to the top of the hierarchical structure of posts on the basis of merit, but in
many cases the civil servant expects regular advancement, at least within his grade, subject to

satisfactory performance of his duties. Ozgediz (1983: 59) argues that in order to curb
potential abuses of political and bureaucratic power, civil service rules in many countries
tightly circumscribe the discretion allowed to public managers in rewarding excellence and
penalizing poor performance. As a result, civil servants are rewarded more for their seniority
and educational attainments than for their performance. As underlined by Pollitt and
Bouckaert (2000: 73), "a typical civil servant is assumed to be: a tenured, promoted
principally in relation to qualifications and seniority, and part of a unified civil service, within
a distinct and particular national framework of terms and conditions". These are all features,
which made a civil servant different from most private sector jobs, although recently countries
have been taking actions to narrow the differences of employment between the above sectors
(see also chapter 4).

2.3.1.2 Criticisms of the Traditional Approach to HRM
As time progressed, the traditional approach to HRM in a civil service has been criticised for
being a hindrance to effective management. Many scholars argue that the traditional approach
to HRM has been seen as rigid, archaic, and antithetical to good management (e.g., Berman et
al., 2001; Guest, 1987). As one author puts it, civil service is now clearly associated with
inefficiency, rigidity, and indifference to performance (Condrey, 1998). Ban (1990: 31)
remarks that the traditional HRM systems are often criticized for their rigidity. They are seen
as over-structured to the extent that they hamper the ability of managers to get the job done.
In addition, they are slow to change in response to new agency needs. Critics often complain
that civil service rules restrict the flexibility that managers need to operate efficiently (Kettl,
1990: 257).

According to the research done to find out the opinions of public managers (Ban, 1998;
Condrey, 1998), the following suggestions are given: 'we need more flexibility and less
control on the most important HRM activities. It takes too long to get employees hired. The
system is too bureaucratic and complicated. There is no a strong commitment to employee
development'. These and similar comments represent the feelings of many state officials
involved in personnel systems. The common complaints about civil service systems are time
consuming examination and hiring processes, the large number of narrow classifications, the
dependence on excessive paperwork, the deficient and outdated information systems, the
lengthy dismissal processes, the rigid reduction-in-force policies, the lack of linkages between
performance and rewards, and the lack of flexibility for agency managers (Ibid.). Due to the
above reasons, Condrey (1998) criticizes the traditional approach to HRM for its 'rigidity,
inflexibility and a turn of mind.... that thinks in terms of protecting the system; cannot do,
rather than can do'. Ban (1998) also points out that government organizations at all levels
have begun to question bureaucratic structure and processes of CPA/CSC. Thus, many
authors call for decentralizing many functions of HRM and encouraging the empowerment of
organizations to act with discretion rather than purely through applying rules and regulations
(e.g., Pollitt and Bouckaert, 2000; Shafritz et al., 2001).
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Osborne and Gaebler (1992: 11-12) argue that the kind of governments developed during the
industrial era - centralized bureaucracies, preoccupation with rules and regulations, and
hierarchical chains of command - no longer work very well at present. They accomplished
great things in their time but somewhere along the line they got away from us. They became
bloated, wasteful, and ineffective. And when the world began to change, they failed to change
with it. Hierarchical, centralized bureaucracies designed in the 1930s or 1940s simply do not
function well in the rapidly changing, information-rich, knowledge-intensive society and
economy of the 19903 and later. An Australian commentator, Hughes (1998: 38-9) provides
similar comment: the traditional model was rigid and bureaucratic, narrowly-focused and
preoccupied with structure and process. It was, however, much better than what existed
before... However, despite its years of worthy service, there are major criticisms of the
traditional model. It was a good model for a long time but its time has passed.

2.3.2 New Approach to HRM
Since the early 1980s, the new approach to HRM has been getting popularity in both private
and public organizations. For example, in both the USA and UK, the vocabulary for
managing the employment relationship has undergone a change. The traditional approach to

HRM has increasingly given a way to the new approach to HRM or 'HRM'. It may be charted
first in the writings of US academics and managers (Foulkes, 1986; Legge, 1995). However,
quickly the term was taken up by both UK academics and managers (Guest, 1987; Storey,
1991). By the end of the 1980s and the beginning of the 1990s, the floodgates were open. A
large literature emerged exploring both the theoretical debates and empirical manifestations
that are associated with the new approach to HRM (see also Guest, 1987; Storey, 1992, 1998).
This approach to HRM emerged with the coming of New Public Management (NPM) into the
public service. Thus, before embarking on the themes of the new approach to HRM, it is
necessary to offer some definitions and concepts of NPM, as a benchmark to subsequent
discussions.

2.3.2.1 New Public Management (NPM)

During the 1980s, public discontent was widespread, economic agents were unhappy with the
management of the national economy, and the public sector was accused of lethargy,
incompetence and being irresponsive to the needs of an economy which was struggling to
take off (e.g., Brudney et al., 2000; Dunleavy and Hood, 1994; Kettl, 1990, 2000; Osborne
and Gaebler, 1992; Sylvia, 1993). And, therefore, during this time, there was a strong pressure
towards modernizing and re-inventing the economy. To achieve this objective, it was strongly
felt that the administrative machinery of a government, too, needed to be modernized,

adjusted to the new development needs of countries. As noted by Sylvia (1993), the tone was
set by the bold statement of the President Ronald Reagan and Prime Minister Margaret
Tharcher. Since then the concept of NPM has got high popularity.

But what do we mean by NPM'l NPM is a new public sector 'managerialism', which is

essentially based on corporate management approaches originally developed in the private
sector. As pointed out by Ranson and Stewart (1995) and Dunleavy and Hood (1994), the key
feature of the New Public Management' reforms has been the adoption, by public sector
bodies, of modes of organization and governance more usually associated with the private
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sector. This implies that the presumed superiority of private-sector organizations over
government led to an increasing acceptance of NPM. This managerialist terminology is
bringing about sea changes in organizational cultures in the public services and the ways in
which managers and subordinates go about satisfying 'customer' and 'client' needs (Levy,
2002; Osborne and Gaebler, 1992). The NPM is an essential aspect of the new philosophy of
state intervention and the structural adjustment programmes, which have characterized the
international economic and political landscape over the last two decades. In this regard, the
way government does business and the way the public service is managed have been changed
in the last two decades (Condrey, 1998: 5; Colling, 1997: 673; Shand, 1997: 9 and OECD,
1996: 14).7 The concepts of the NPM, according to Moore (1996), has emerged as a
distinctive form of managerial ideology and practices in contrast to the more traditional
models embodied in the concept of 'public administration'. Legge (1995: 58) further notes
that changes in management style, in the public sector generally have gone hand in hand with
a major ideological shift, on the part of government, away from espousal of the values of
public service to those of the marketplace. The present movement of NPM, which has resulted
in major changes in the role, structures, systems, functions and responsibilities of government,
aimed at great efficiency and more responsive and flexible public services from limited

resources (sea also Farnham, 1993; Soeters and Tessema, 2004).

2.3.2.2 Implications of New Public Management for HRM in the civil service
The NPM directly challenges the traditional notion of a unified civil service which is no
longer treated as a monolithic organization but rather a collection of loosely interrelated but
separately functioning business, each of which has the autonomy to put in place its own
planning and management systems (e.g., Kaul, 1997; Levy, 2002; Osborne and Gaebler,
1992; Pollitt, 1993).8 NPM questioned the efficacy of most civil service systems. The
argument for NPM is always implicitly, and sometimes explicitly, anti-bureaucratic
(Farnham, 1993: 109; Kettl, 1990: 256). While a host of reasons have been advanced for the
new approach to HRM in a civil service, most of them boil down to saving money and
increasing flexibility. For instance, the fiscal stresses that many government organizations are
encountering place constant pressure on them to utilize all types of resources in a more
efficient and effective manner. Because personnel costs represent the lion's share of
government budgets (about 70%), pressures to reduce spending invariably entail the
movement and layoff of government workers. Productivity improvement strategies have
become extremely popular during such periods of shrink resources (Ban, 1993: 95; Pfuffer,
1994: 229).
a growing conviction that a radical change in the 'culture' of the public
administration is needed if management effectiveness and efficiency are to be improved. This
change requires that a sustained effort be undertaken to transform the public administration

There is

7 As indicated by Osborne and Gaebler (1992), NPM has been brought about by changes in perceptions of what
governments can and should do, and by political and managerial ideologies. NPM forces government to a range
of policies designed to reduce state activity, curb public expenditure, remove the inefficiency of state
bureaucracy and deprivilegise the civil service and to embark on a programme of structural, cultural and
managerial change.
8 Stated differently, NPM challenges deep-seated bureaucratic and professional traditions. It is a flexible, organic
structure in contrast to the rigid, mechanistic structures that characterize the administration model.
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into a results-oriented organization where emphasis is placed on the productive use of scarce
resources. Officers at all levels who are accustomed to routine rule-enforcement and spending
of public money, need to become servants accountable for results (Colling, 1997: 655; Moore,
1996: 359). There must definitely be a shift in paradigm: top civil servants should perceive
themselves both as administrators and managers. They must develop the ability and skills to
get the best results from the scarce resources (Kettl, 1990, 2000; Mudhoo, 1995; Ott, 1998).
As clearly indicated by Fits-enz (1997: 147), the change in organizational culture is
creating
new and diverse requirements for human resources. Berman et al. (2001: 4) suggest that
organizational cultures will need to be changed if organizations wish to attract, motivate and
retain a competent workforce.
The new approach to HRM, therefore, has great relevance to NPM in the sense that its core
assumptions are part and parcel of it. Reforms in HRM practices are among the various
reforms proposed by NPM. 'The introduction of the new approach to HRM and their
underlying values and ideologies, are subsets of the 'new managerialism' in the 'new' public
services" (Farnham, 1993: 123). The new approach to HRM is changing in a number of ways
to reflect both agency needs and political pressures. According to Legge (1995: 332), the new
approach to HRM is essentially aimed at developing a highly skilled, committed, functionally
flexible workforce that is highly productive in producing high-value added goods and service.
The new approach to HRM is characterized by the use of: systematic HRM techniques,
individualized employer-employee relationships, widening internal pay relativities,
decentralized and fractional collective bargaining and flexible patterns of employment. Public
service and private sector employment practices, in short, are increasingly
converging with
the private sector providing the dominant model to be followed (e.g., Farnham, 1993; Ban and
Riccicci, 1990; Baron and Kreps, 1999; Pollitt and Bouckaert; 2000). Furthermore, it appears
that all the language of down-sizing, rightsizing, reinventing, reengineering, devolution,
decentralization, and the like has become part of the new approach to HRM lexicon (Condrey,
1998; Kettl, 1990). In the words of Legge (1995: 58), "ideological shifts on the part of the
government, toward a market-based philosophy, has resulted in changes in personnel
management style in the public sector". Thus, in the majority of countries, the tendency has
been to reduce the distinctiveness of a civil service job- to make it more like jobs elsewhere
(private sector).

2.3.2.3 Assumptions of the New Approach to HRM

Having the above brief discussions in our mind, below we present the six important
assumptions of the new approach to HRM in the public service in the following manner.

Preferred organization Of HR functions: One of the main assumptions of the new approach
to HRM is a decentralized way of organizing all personnel related issues in that the personnel
system should be deregulated so that all government organizations will get a chance to take
their own decisions on the above issues. It believes that merit can best be realized through
decentralized system that permits departments to address different issues of HRM such as
selection, career mobility, pay, diversity, terminations, and so forth (Ban, 1998; Baron and
Kreps, 1999; Condrey, 1998; Farnham, 1993). Guest (1987: 597) points out that the preferred
structure is organic, devolved and shows flexible roles. Thus, it emphasises that substantial
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freedom or discretion on issues related to personnel activities has to be given to operating
organizations. It seeks to decentralize personnel authority and decision making to line
managers.

Roles Of HR managers and specialists: The roles of HR managers vary widely under both
approaches to HRM. Although the traditional approach to HRM reinforces the HR managers
role as guardian of the merit principles, under the new approach, the human resource
manager' s role is that of the organizational consultant, knowledgeable of personnel
techniques and practices in addition to having a substantive knowledge of the organization in
which he or she works.9 As noted by Guest (1987: 507) and Storey (1992: 35), the role of
personnel professionals shifted dramatically from reactive paper processors to accountable
consultants and advisors. No longer should the focus be on carrying out the rules and
regulations.10 Driven by a number of significant internally and external environmental forces,
HRM has progressed from a maintenance function, with little if any bottom line impact, to
what many scholars, and practitioners today regard as the source of sustained competitive
advantage for organizations operating in a global economy (see also Ferris et al., 1999: 385;
Weggemans, 1996: 282; Pynes, 1997: 302; Armstrong, 2001: 80).

HRM specialists must work with managers to assess human resources needs. Together they
must project the demand for services, develop new resources, and determine the appropriate
reallocations of services. Recognition of the centrality of HRM gives considerable power and
status to HR managers, which have been previously lacking. Thus, HRM departments must
work with employees and managers to confront impending change. The success of HRM is,
therefore, dependent on the formulation of new cadre of HR managers who realize that
managing people involves much more than simply administering various personnel
transactions (e.g., Brown and Brown, 1998; Legge, 1995; Stone, 1998; Torrington, 1998).
Klingner (1998) has identified five key elements that HR managers need to adopt in order to
serve as effective consultants in the strategic planning process. [1] They must recognize that
human resources are critical, [2] they must shift from position management to work and
employees, focusing on new classification and compensation systems, performance
monitoring, and rewards and incentives, [3] they must think and behave like entrepreneurs,
which involves risk taking, [4] they must practice simultaneously 'asset development and cost
control, and [5] they, in the strategic planning process, must shift from concerns for categories
and proportions dictated by compliance agencies to concerns for all employees' productivity,
development, participation, and mission accomplishment.

Roles of line managers or operating ministries: This new approach to HRM values dispersal
of real personnel authority to various organizational units, allowing line managers to make
crucial decisions concerning employee recruitment, selection, classification, and remuneration
(Guest, 1987: 507; Legge, 1995: 96; Storey, 1992: 35). Stated differently, it stresses the
internalization of the importance of human resources on the part of line managers. The main
9 The HR manager is an organizational consultant, a valued member of the managerial team, not a roadblock to
be avoided (Condrey, 1998; Klingner and Nalbandian, 1998).
10 It is one that moves beyond simply being a service provider to one that is a strategic partner and contributor to

corporate goals.
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logic behind this assumption is that the implementation of the main HR policies is best done
with at least the participation of line managers in the field, rather than being left to HR
specialists. Baron and Kreps (1999) argue that HRM is too important to be left only to HR
specialists. For HRM to be successful general managers must be involved. From the overall
strategy of the organization to day-to-day logistical operations, management must understand
and be sensitive to the role played by the organization's human resources. Berman et al.
(2001) also point out that it is important to recognize that HRM is not restricted to the
activities of a human resource department. Rather, it is often carried on beyond the boundaries
of such a department- at the level of top, middle and lower management, and among
professionals. This approach to HRM facilitates decision-making on personnel issues due to
the fact that it is designed to cut through red tape in the interest of managerial flexibility. It, in
turn, enables them to tailor the personnel policies and enforcement practices to the need of the
organizations. That is, the result of the system may be responsive to immediate needs of the
organization.

Vertical and horizontal integration of HR functions: The new approach to HRM believes
that there must be a vertical and horizontal integration of HR functions if organizations are to
get the required contributions from their employees. Vertical integration of HR functions
has
a lot to do with the integration or 'fit' of HR policies and programmes with the organizational
strategy. Due to the increasing turbulence, organizations must think strategically as never
before, and they must translate their insights into effective strategies for meeting future
challenges (Baron and Kreps, 1999; Huselid, 1995; Pynes,
1997).11 In this regard, HRM needs
to be more closely integrated with the organization's objectives and strategies (Pynes, 1997:
2). Any discussion about improving HRM cannot be divorced from the overall strategy of
central government and other public sector reform and, in particular, the related management
philosophies and principles which underpin any strategy (Ivancevich, 1995).
Scholars have been claiming that organizations ought to align their HR policies and practices

with their strategy, technology and environment. This point is central to the literature dealing
with what is called the new approach to HRM. As argued by Brown and Brown (1998),
strategic planning and HRM activities must be integrated and work together so that agencies

can confront and manage impending challenges and changes. Problems need to be diagnosed
and strategies need to be implemented. This is mainly due to the fact that HRM can guide
management in identifying and implementing the appropriate human resources activities for
resolving organizational problems or adapting to meet new opportunities. This argument
justifies the importance of strategically managing the human resources of an organization
(Beaumont, 1993: 10; Ferris et al., 1999: 389; Ivancevich, 1995: 5).12 It is worthy to note that
a number of scholars argue that there is a positive relation between the vertical integration of
11 If public organizations are to remain viable, adapting to change is critical; otherwise, they risk stagnation,
because with change comes insecurity and uncertainty. However, change
is an important part of growth, and
organizations need to manage change. Strategic planning is used by many public organizations to guide their
future endeavours and the use of their available resources, as well as to identify needed additional resources.
12
Organizations must adapt their human resources needs to fit their modified missions and the forces brought on
by external demands (Pynes, 1997: 28). Carnevale (1998) contends that the fundamental strategic human
resource challenge is to devise a HR system and implement it in a fashion that supports, rather than inhibits, the
achievement of an organization's overall strategic plan.
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HRM and organizational performance (see also Boselie et al., 2001; Delery and Doty, 1996;
Ferris et al., 1999; Huselid, Jackson and Schuler, 1997).

According to the new approach to HRM, HR functions must not only have strong linkage
with the organizational strategy and objectives, but also have strong linkages among
themselves as they are very interrelated to each other (Baron and Kreps, 1999; Legge, 1995;
Pfeffer, 1994; Pynes, 1997). The main assumption of horizontal integration of HR functions
is that HRM functions should be mutually consistent and supportive of organizational
strategy. In other words, it should aim at the integration or complementary and consistency of
'mutuality' human resources policies aimed at generating employee commitment, flexibility
and quality. Having explicit and well-formulated and consistent HRM policies and
programmes could contribute to a great extent to the realization of HRM objectives (Baron
and Kreps, 1999; Pynes, 1997; Pfeffer, 1994). As Baron and Kreps (1999) clearly indicated,
HR practices either work together as a package or they fight each other. Quite different
'packages' or systems can work well together in the same setting, while a mix of bits from
each will fall flat. Condrey (1998) strongly contends traditional approaches to HR functions
often treat issues like recruitment, selection, and compensation separately.
Employees' relation perspective: The role of labour union has substantially changed in the
new approach to HRM. New approaches to HRM argue that managerial attention is shifted
from relying exclusively on collective forms of accommodation with their labour forces to
more individualistic ones with their human resources (Storey, 1991; Farnham, 1993; Kettl,
1990). Farnham (1993: 99) notes that there has been a more flexible, partly decentralized
bargaining model. Thus, there has been a weakening of collectivist approach to the managing
in the public services, based on common standards of employment and joint machinery
between employers and staff, to more fractional, and individualist initiatives. Many
proponents of NPM believe that public-employee unions keep government costs high. Critics
complain that unions place too many restrictions on how their members can work, force
governments to hire more workers than are needed to do the job, win fringe benefits that are
too generous, and use their power to withhold services to extort higher salaries than are
justified (Kettl, 1990: 256). In return for this, Berman et al. (2001) argue that they expect- and
frequently obtain- a quid pro quo in the form of greater expenditures for the service their
union produces, pay raises, and collective bargaining rules that will lead to more favourable
outcomes of labour negations. Farnham (1993) also indicates that the type of employeeemployer relationship, which had been existing in organizations for a long period of time, was
replaced by the principle of 'what the government could afford to pay' or what it had to pay'.
This clearly opened the way for a more market approach to pay determination. This in, turn,
implies that the nature of public sector labour relations has undergone much change over the
last two decades. Thus, since 1979, there have been qualitative shifts in the employers'
emphasis in their dealings with employees individually and collectively (Farnham, 1993;
Sylvia, 1993).

Bases for personnel decisions (promotion, salary increment and job security): The new
approach to HRM tends to provide more value to individual performance in taking decisions
regarding promotion, salary increment and job-security rather than seniority (Fitz-enz, 1997;
Pynes, 1997). Pollitt and Bouckaert (2000: 73-75) note that the new approach to HRM was
intended to be for the 'can do' individuals with track records of achievement, rather than by
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seniority and precedence. This type of system was usually backed up by some form of
performance related pay. This was also intended to be a way of circumventing general civil
service pay restrictions so as to be able to retain 'high flyers'. The directions of change here
were to make careers less secure, and to encourage large inflows and outflows of staff so that
a smaller and smaller proportion of civil servants were 'lifers' and a larger
proportion had
experiences of other ways of doing things. However, a lack of clear performance indicators in
the civil service has become a major impediment for its success (Guest, 1997).

21.2.4 Criticisms of the New Approach to HRM
Some of the main criticisms of the new approach to HRM are as follows:
[l] With no central organizational focus, problems of equity and fairness within and among
organizational units may arise. For example, effective and consistent management of equal
employment opportunity and affirmative action goals may be hampered, pay disparities may
become prevalent, and employee assessment inequalities may arise, difference in annual leave
may exist (ILO, 1998; Pynes, 1997). Berman et al. (2001: 107) also underline that the new
approach to HRM increased fragmentation of selection practices and displayed less use of
economies of scale, less consistency, and more potential for abuse of discretion.
Colling
(1997: 654) further suggests that individualized performance-related pay overturns the
principles of equity and consistency within occupational groups.

[2] Since HR programmes and policies are implemented within other operating departments
and often involve non-HR managers, in many instances, HRM related
decisions are made by
line managers having little formal knowledge of or training in modern HRM practices and
techniques. That is, there is an underlying concern that line managers are not sufficiently
competent to carry out their new roles. This may be for a number of reasons, including lack of
training, pressures of work, because managers have been promoted for their technical rather
than managerial skills, or because they are used to referring certain issues to the HR
department. As a result, problems can arise in the process of making decision on different
HRM issues (Condrey, 1998; Storey, 1998). Armstrong (2001: 79) also argues that there is
uncertainty on the part of line managers about the role of HR function, lack of commitment by
line managers to performing their new roles, and achieving the right balance between
providing line managers with as much freedom as possible and the need to retain core controls
and direction.

[3] While the content of management may have some universal characteristics, the context, in
which these take shape as practices, is substantively different because public service
organizations pursue fundamentally different goals and have different purposes and values
(Moore, 1996: 368). Pollitt (1993: 11) builds on this argument. He argues that the transfer of
managerialism from the private sector to the public sector represents the injection of an
ideological 'foreign body' into a sector previously characterized by quite different traditions
of thought. Indeed, we cannot overlook the differences that exist between the public and
private sectors. The clearest of these differences are the political limitations on managerial
activity and the absence of measurable output, unlike that of private sector. Experience has
shown that some private sector ideas and methods have not worked very successfully in the
public sector, or have been frustrated by organizational, political and professional opposition
and resistance (Pollitt and Bouckaert, 2000; Ranson and Stewart, 1995). Moor (1996)
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from bureaucratic paradigm is not easy. A system driven by the
requirement to achieve equity, consistency and the other bureaucratic virtues is not readily
turned into one driven by efficiency and effectiveness criteria. Although private and public
organization use many HR functions, the way they do these things is likely to differ
substantially. "It would be dangerous to assume that all private staffing arrangement can be
successfully applied in public agencies" (Hays, 1998: 318). Hence, any arrangement of
'human resources' in the civil service needs to bear this kind of complexity in mind.
Suggests that moving away

[4] Even if the new approach to HRM clearly 'succeeds' in respect of one or two of the
objectives (saving and improvement in quality), it is unlikely that it will succeed in all.
Indeed, one can argue that certain trade-offs and dilemmas are exceedingly common in the
approach, so that the achievement of one or two particular ends might well be 'paid for' by a
lowered performance in other respects. Pollitt and Bouckaert (2000: 60) argue that many
proponents of NMP emphasise the negatives ('rigidity', 'centralization', etc.), but ignore or
underplay the positives, such as continuity, honesty and high commitment to equity in dealing
with the citizen-public. There is a fairly long-standing debate within the literature on public
sector as to how far it should reflect the management ideas and practices found in private
sector. While management practice and discourse have been transformed, the perennial
questions of public administration remain.

[5] Moore (1996) and Pynes (1997) identify the following problems facing senior managers in
implementing the new approach to HRM: the culture of management may appear threatening
to more traditionally trained and experienced managers; resistance from, or insecurity on the
part of, staff may threaten to undermine managers' authority; there may be anxieties about
performance and non-performance or about the rise of competition rather than co-operation in
performance management systems; the apparent withdrawal of traditional frameworks, rules
and methods may give rise to uncertainty and anxiety over spans of control; some staff may
be confused about the new routes to career progress; the necessary central support may be
lacking if central agencies and services have not worked out their new roles; the variety of
staff contracts (tenured, contract, full-time, part-time) may pose problems in relation to work
planning/programming and progress, and in terms of developing new organizational cultures,
to strong motivation and high morale; differences between political, managerial and service
domains may require managers to perform a variety of sometimes conflicting roles; and there
may be clashes between political objectives and direction and delegated managerial authority.
Having seen the concept and approaches to HRM, the following section discusses different
issues of a 'civil service'. This is mainly due to the fact that the topic of our research is 'HRM
in a civil service'.

2.4 HRM and different issues of a Civil Service
2.4.1 Definitions and concepts of a Civil Service
The phrase 'civil service' was first used in British administration in India and was popularised
by Sir Charles Trevelyan (Sills, 1968: 495). Basically, it is difficult to provide a universally
accepted definition of the civil service, due to the fact that its meaning and scope of coverage
vary from country to country. Nevertheless, let us see some of the definitions given.
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A civil service refers to the branches of public service excluding the legislative, judicial, and
military sectors and in which positions are typically filled on the basis of competitive
examinations and in which a professional career public service exists with protections against
political influence and patronage (Berman et al., 2001: 356). A civil service is the body of
government officials who are employed in civil occupations that are neither political nor
judicial. In most countries, it refers to employees selected and promoted on the basis of a
merit and seniority system, which may include examinations (Encyclopaedia Britannica,
2002).13 A civil service is a mediating institution that mobilizes human resources in the
service of the state in a given territory. It is regarded as less inclusive than public service or
total public bureaucracy in a polity: it excludes the military component of the bureaucratic
apparatus by compartmentalising the civil service and military services (Heady, 1996: 208). A
civil service is customarily associated with a merit system, as contrasted with a patronage
system, and with a service open to all citizens on the basis of talent and proved capacity. The
definition puts emphasis on the professional character of the service as against work
performed for the state on a sporadic, voluntary or forced basis (Ban, 1990; Hays, 1998).
For example, as used in Great Britain and to certain degree elsewhere, the term "civil service"
refers to officials serving the central government or its agencies miller than local units of the
government. It is also customary to exclude teachers (Farnham, 1993; Sills, 1968). In the United
States of America (USA), all levels of the government have their own civil service. It excludes
political appointees such as agency directors and their lieutenants, most federal lawyers and
judges, and the employees of the legislative branch of the federal government (Shafritz et al.,
2001). Due to the above explanations, one can say that the system of a civil service in any
country depends on the political system of the government, as well as economic and sociocultural factors. And therefore, the scope of coverage of civil service varies from country to
country. From the above definitions, the following important points can be identified:

[1] The precise categories of personnel officially included in a civil service vary somewhat from
one country to another, within a single country over a period of time and from one region of the
continent to another. However, custom and law everywhere exclude elected officials and
members of the armed forces (Shafritz et al., 2001). It is similar to, but not identical in meaning
with, other terms, such as public service and public bureaucracy. Hence, a civil service is not a
precise concept. As a consequence, in some governments, this dividing line is becoming blurred
and the relationships between the civil service and military services are growing more intimate,
especially in the newly independent nations. 14 Such issue of civil service also makes
comparative studies of civil services difficult.
[2] Despite the vagueness in accepted definition and variations in its usage, a 'civil service'
does identify the expanding corps of trained manpower that must be maintained by every
modern polity to carry out governmental functions. It therefore refers to the organizations that
exist solely to process information for formulating and implementing policies within the line
13 A Civil service is the organized body of paid, civilian government employees appointed to office rather than
elected. A civil service, therefore, is a body of persons who are directly employed in the administration of the
internal affairs of a state and whose role and status are not political, ministerial, military or constabulary
(Shafritz, 1980: 50).
14
This issue has a great relevance to many DCs in general and that of the SSA (including Eritrea) in particular,
as will be discussed in chapter 4 and 9 (see also Tessema and Soeters, 2005b).
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agencies of the central government. For this reason, the civil service is regarded as the 'core'
organization of the state or public sector. That is, its mission puts the Civil Service right at the
heart of the government machinery with the responsibility for managing and implementing the
central ministries. The trend is worldwide, despite differences in cultural, political, historical,
geographic and other factors, for the scope and range of these governmental functions appear to
be increasing.

[3] Civil service law is a kind of law that regulates the conduct of common personnel
transactions, such as recruitment, selection, promotion, compensation, performance
evaluation, discipline and separation (Klingner and Nalbandian, 1998; Berman et al., 2001).
The civil service law has been a landmark development in the history of a civil service, which
enables states to better manage their workforce and provide employees with increased
protection and employment opportunities. It is intended to provide objectivity in the choice of
entrants to the civil service from citizens who compete and to provide equity in the treatment
for those who already belong to the service. Uniform personnel policy in the civil service is
frequently assured by means of a civil service law/code, which in some countries has force of
law. Such code proves the legal or regulatory framework for the career service and lays down
the rights and duties of those who are governed by the code. Thus, one of the essential
purposes of such a code is to define those who are considered to be civil servants and who
thus enjoy the benefits of the career service by virtue of being "established". The code also
defines the categories, which are expected from coverage (Stahl, 1983). Civil service codes
having legal or quasi-legal authority exist in a large number of countries. Elsewhere, the
status of civil servants is usually governed by regulations issues by the government, which are
often comprehensive and detailed. Such codes and regulations normally contain provisions
setting out the rights and responsibilities of civil servants and define inter alia the conditions
of recruitment, selection, promotion, separation, discipline and other conditions of the service
(Klingner and Nalbandian, 1998; Shafritz et al., 2001).

[4] A number of countries have had a separate governmental organ, be it a Central Personnel
Agency (CPA) office or Civil Service Commission (CSC) or another government agency that
formulates and regulates all personnel related issues of a country (Ban, 1998; Condrey, 1998;
Chi, 1998). The assigned office or commission is responsible for the administration of
personnel related issues of a country, although the current trend seems in favour of
decentralization. Through the concerned government organ, countries have established
procedures for the conduct of common personnel activities. The established procedures or
methods are intended to provide objectivity in the choice of entrants to the civil service from
citizens who compete and to provide equity in treatment for those who already belong to the
service.

[5] The role of the civil service must be defined in the political system generally. The
universal expectation is that the civil service should be neutral. However, practices vary a
great deal from country to country although responsiveness by the administrative staff to the
directives of political leaders is an objective commonly sought, even among political regimes
that differ greatly in other respects. Das (1998) and Klingner and Nalbandian (1998) note that
policies concerning the political rights of civil servants are not uniform. Some European
countries impose hardly any restrictions, even allowing the civil servant to serve in legislative
bodies, including the national parliament, although with varying provisions concerning the
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civil service

status while in office. Great Britain categonses civil servants according to their
policy-making functions and the public sensitivity of their duties and has a differential policy
that frees a large proportion of civil servants of normal political activities and prohibits
others
only from membership in the House of Commons. The United States has a much of more
restrictive approach, with national legislation barring not only most civil servants in the
national government but also state and local officials from active participation in political
management and in political campaigns. Most local governmental units with merit systems
impose similar limitations on their civil servants (Shafritz et al., 2001; Bossaert and Demmke,
2003).

[6] Civil service could also be further divided into the so-called 'open system' and 'closed
career system'. The main difference between these

two systems is

the

amount of employment

mobility between the civil service and other occupation, including the private sector. Bossaert
and Demmke (2003) note that, in the open system, individuals are usually allowed to enter
laterally at any level of the organization as long as they possess the necessary job
qualification. Recent practices reveal that there is a tendency towards the open system. Open
systems favour that positions are filled by open competition (see also chapter 4). Vacancies
are filled with a view to the qualification necessary. It is often the case that a civil servant will
"move up" the ladder by successfully competing for vacant positions but automatic progress
is not guaranteed. Previous experience in the civil service is an advantage but not a guarantee
to move up (Luke, 1993; Ozgediz, 1983).
[7] Civil service systems are composed of political appointees and career civil services.
Although the system as a whole is staffed primarily on the basis of merit, top-level
administrators are appointed on the basis of patronage. This means that political or personal
connections determine their appointment more than do their formal qualifications. These
politically appointed ci vil servants constitute the non-career system. Members of the career
service, in contrast to political appointees, constitute the bulk of civil service. They generally
enter government by competing for available positions and with the idea of making it their
career. Although they cannot be removed from office for political or partisan reasons, they are
supervised directly or indirectly by political appointees who are charged with ensuring that
they carry out the policies of the Government (Ban, 1990; Hays, 1984,1998; Luke 1993).

[8] In the context of most developing countries, civil service as an institution came into being
due to the outcome of their colonial experience. The process of establishment of colonial
governments in these countries was marked by the replacement of the pre-colonial traditional
administrative systems with modern administrative structures and institutions of the mother
countries notably the British, French and Dutch. Hence, it can be said that the establishment
of the civil services of most of the developing countries and particularly that of African
countries was a product of their colonial rule (see section 4.2).
[9] Erroneously, the phrase civil service still lingers with a connotation of appointment by
examination simply because the subject of the law came to be confused with its nature. Civil
service, after all, merely distinguishes civilian pursuits in government from military. A civil
service can literally be manned under either a patronage or a merit system (Luke 1993;
Shafritz et al., 2001; Stahl, 1983). It is possible to say that today the civil services of most of

,
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the nations may generally be characterized as dominated by either patronage or merit,
although some are intermixed (see chapter 4 for a more detailed discussion).
2.4.2 Historical development of civil service systems

Modern Civil Service systems are largely the products of developments in Western European,
with European patterns then being exported to, or copied by, nations in other parts of the
World. In turn, European practices can be traced to historical antecedents in medieval and
ancient times. China, Egypt, Rome and Greece have all contributed something to the present
day Public Administration, but Roman laws and Roman administrative institutions have had
by far the largest influence. The Roman Empire provided legal principles and rudiments of an
administrative structure that have carried over into modern times (Sills, 1968; Stahle, 1983).

Civil service as a world institution dates from ancient times. According to Sills (1968) and the
Encyclopaedia Britannica (2002), in the greater river civilizations of Asia and the Near East,
the operation of irrigation networks required bureaucracies composed of clerks, secretaries,
and royal advisors. The ancient Egyptians assigned civil service functions to principal officers
under the monarchy, and in China a centralized pyramidal civil service with competitive
examinations was introduced in the early centuries AD and lasted until 1912. The bureaucracy
of Roman Empire recognized five administrative categories: justice, military affairs, finance,
foreign affairs, and internal affairs. Trainees for the bureaucracy of Holy Roman Emperor
Fredric II came from Naples in 1224 (Ibid.). Encyclopaedia Britannica (2002) also points out
that the creation of the national state in Western Europe during the 15th and 16th centuries
provided the preconditions and the impetus for the development of a civil service. However,
the evolution of the modern civil service in Western Europe and the United States took place
in several stages (see also appendix 2.2).

The emergence of the civil service from ancient and medieval antecedents has been accurately
described as a gradual transformation from the royal household into the public service (Sills,
1968: 496-498). The Royal establishments were converted into constitutional institutions.
This, in turn, led to [a] the new authority of parliaments and politicians; [b] the demands of a
growing electorate for an impartial, economical service open to other than aristocrats; and [c]
the need for professional skills to cope with new complexities (Ibid.) This occurred earliest
and progressed furthest in Europe, particularly in Prussia and in France, where absolute
monarchies laid the basis for centralized and professional bureaucracies. Shafritz et al. (2001)
also note that although professionalized civil service systems have appeared sporadically
throughout history, merit systems in the modern sense had to await the advent of
industrialization and the modern nation-states. With regard to the way in which the modern
civil service systems came into being, see appendix 2.2.
2.4.3 Duties, responsibilities, and objectives of a Civil Service Commission (CSC)

A CSC is the governing body authorized to oversee the HRM system in a civil service. As a
government agency, it is responsible for formulating the rules regulating the civil service.15 It
I5
Some rules and regulations require submission to the cabinet and eventually to parliament, while others are
made by the concerned government organ- the civil service commission or a similar agency.

Chapter 2

26

establishes and enforces policy over most personnel functions. It is within this central agent
that decisions affecting a civil service organization' s total personnel programme were made,
including decisions concerning recruitment, examinations, qualifications, positions
classification, performance evaluation, promotion, training, incentive awards, position
management, compensation, retirement and so on. Therefore, individual ministries typically
have had little freedom to design their own personnel systems; they must operate within the

civil service laws (e.g., Berman et al., 2001; Condrey, 1998; Shafritz et al., 2001). However,

with the emergence of NPM (see section 2.3), the trend of the duties and responsibilities of a
CSC seems to decline (see also chapter 4). Berman et al. (2001: 357) state that where they
continue to exist in the developed world, CSCs tend to be policy and review boards. It sees
disciplinary cases. It also acts as a final court of appeal for civil servants who feel they have
been unfairly treated. Moreover, Perry (1993: 68) notes that the role of CSC has been changed
from a regulatory body to a service provider. Hence, contrary to what people believe, the
exact duties and responsibilities of CSCs may vary from country to country. As argued by
Hays and Reeves "a fact that is often overlooked in the debates surrounding civil service
commissions is that wide variations exist in the duties and responsibilities assigned to
commissions in different countries" (1984: 92)
Some of the main objectives of a CSC are developing a general HRM framework,
protecting
the merit system, providing equal pay for equal work, co-ordinating HRM related activities,
ensuring that personnel policies are implemented consistently, and monitoring and evaluating
HRM policies and programmes (see also Kettl, 1990; Shafritz et al., 2001). By maintaining
staff personnel specialists, they can also provide ministries with various kinds of technical
assistance that would not otherwise be available to them (Condrey, 1998). Furthermore, one
of the arguments given for developing a CSC, especially in DCs, with a very weak private
sector, the government, as a giant and important employer, has the social, economic and
political obligations to offer jobs to its citizens on the basis of the merit system. This calls for
legally sanctioned and impartial employment rules, regulations and implementation
procedures. To this end, a CSC plays a vital role. That is, many governments created CSCs
and which viewed as the neutrally competent guardian of the merit principle (Das, 1998;
Mudhoo, 1995). However, recently, it has been under attack by many scholars, as we have seen
earlier.

2.4.4 Configurations of civil service systems
Having seen different issues of a 'civil service' in the proceeding sub-sections, this subsection attempts to briefly present the types of civil service systems. A number of authors have
tried to provide configurations of civil service systems (Heady, 1996; Morgan, 1996). The
configurations are derived either conceptually or empirically. For instance, using the logic of
the configurational approach, Heady (1996) identifies four common configurations of civil
service systems indicated as: ruler trustworthy, party controlled, policy receptive, and
cooperative. Heady (1996) utilizes five variables or dimensions in developing the four
configurations of civil service systems. They are [1] the relation of the civil service system to
the political system; [2] the socio-economic context of the civil service system; [3] the focus
for personnel management functions in the civil service system; [4] the qualification
requirements for entering and performing as a member of the civil service system; and [5] the

HRM in a Civil Service

of mission held by members of the civil service system. The four types
systems as distinguished by Heady (1996) are as follows.
sense

27

of civil service

1. Ruler trustworthy civil service systems: they are types of civil service systems, which are
characterized by conformity to ruler expectations, high status, corporate identity and sense of
missions as pivotal policy makers (Heady, 1996; Sylvia, 1993). Their prime characteristics are
conformity to rulers' expectations and preoccupation with retaining their reputation for
reliability. The price civil servants pay in such a system is that their status is insecure even
when they have been professionally trained and occupy positions of great responsibility, and
that the circumstances under which they are appointed and retained may change rapidly and
drastically. On the other hand, members of such a civil service are likely to have a high status
in society, generally, often have a strong sense of corporate identity, and are likely to share a
sense of mission in which they view themselves as central shapers of policy as long as they
retain the ruler's trust. Examples are countries such as Saudi Arabia, Morocco, Jordan, and
Brunei with ortho-traditional political regimes ruled by monarchs, and Iran with a neotraditional regime under religious leadership (Heady, 1996: 221).
are types of civil service systems, which
manifest the political party as the primary reference point in the society, downplay
professional qualifications, and exhibit a vague sense of mission (Heady, 1996). The main
reference point in the polity for members of such a civil service is the political party as
political institution, because this is the source of both civil service empowerment and control.
The requisite element is that political party leaders are capable of and willing to exert decisive
direction over civil service qualifications and performance, most often in a socio-economic
context of corporatism or central planning that needs the civil service as an agent to execute
Party,6 policies. In such circumstances, external controls are pervasive and defective, civil
service career are hazardous, unquestioning party loyalty has priority over professional
qualifications, and the civil service as a corporate body has a weak and vague sense of
mission beyond its inescapable obligation to comply with party mandates while they are
enforceable. It must be either completely compliant or at least co-operative whenever
necessary. Contemporary examples, according to Heady (1996), are Communist Party
regimes such as the People's of Republic of China and Cuba, and other single party or
dominant party regimes such as Egypt, Tanzania, Mexico, and Malaysia,

2. Party controlled civil service systems: they

Policy receptive civil service systems: they are types of civil service systems, which
represent the largest number of developed countries. They are characterized by pluralist and
competitive environments, appropriate credentials for entry, and allegiance to constitutional
and legal obligations. They are usually found in a political, social, and economic environment
that is pluralist and competitive. Entrance into these systems is dependent on appropriate
preparation as determined by measures of merit. Tenure status is achieved after a period of
probation, and service is normally on a career basis unless the civil service takes the initiative
in leaving. Within these boundaries, specific systems may exhibit preferences for a variety of

3.

I6
The party may be a single party monopolizing political power. A dominant party is unlikely to relinquish
power in the near future. A party victorious in the electoral process in possession of patronage tools to coercive
civil servants, or in some instances a governing party or coalition of parties temporarily able to bring about civil
service compliance even though the long-term rules of the political game do not condone such manipulation

(Heady, 1996: 223).
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operational options. Examples are generalist versus specialist claims of competence at the
time of the appointment, rank versus position as a basis for determining status in the system,
placement of the dividing line between political appointees and career officials in the
departments or ministries, the range of political activities permitted to Civil
servants, and so

forth. Important though these options are, the choice among them does not usually affect
placement of a civil service system within this configuration. Examples of this kind of
configuration are the Netherlands, France, Germany, Belgium, Switzerland, Austria, Italy,
Scandinavian countries, Great Britain, Canada, Australia, USA,
Japan, smaller states in
Caribbean, and few countries of Latin America, Asia and Africa (Heady, 1996).

4. Collaborative civil service systems: these are types of civil service systems, which are
characterized by a sense of mission that are geared toward avoiding the alienation of the
political leadership and toward maintaining their support, competencies for adequate

administrative performance, and deference to authority. The main concern is to retain support
from the political leadership, which is most likely to consist of fellow bureaucrats who are
military professionals. Co-operation is relatively easy and mutually beneficial, but the civil
servants are the ones who are at risk and hence they are inclined to move cautiously. Actions
are guided by a strategy of deterrence rather than the exercise of initiative.
However, the
social-economic context is likely to favour corporatism or central planning. It often requires
the placement of civilian technocrats in strategic posts and encourages them to develop a
guidance mentality conditioned by the basic necessarily of satisfying the ultimate
holders of
political power. Examples of contemporary collaborative civil service systems are South
Korea, Indonesia, Algeria, and Guatemala (Heady, 1996).

It seems relevant to note here that although the configuration approach provides a good
general overview of the existing civil service systems,17 it does not anticipate that all civil
service systems can be placed in one of these configurations. It should be noted that
recognition must be given to instances of systems that do not fit into any of these
configurations, as well as to the possibility that new configurations may emerge in the
18

future.

17

It is worth noting that the system of a civil service (HRM) mainly depends on the administrative ecology (the
political, social and historical) systems of each country. If we examine the system of civil service in
Africa, for
instance, most English speaking countries (Anglophone) in Africa inherited, at
independence, a British form of
government. While the French speaking (Francophone) countries have adopted the French system of
Government. The colonial civil service system has therefore impacted on the system adopted and developed by
the respective countries in Africa. However, some African countries like Liberia and Ethiopia have followed
more closely the American (USA) model (see also Seyourn, 2000; Gafer, 1996).
8
Furthermore, a closer look at Morgan's (1996) conceptual framework of civil service
systems, having four
fields, can lead a person to correlate with those four configurations of civil service systems developed by Heady
(1996). For instance, the pragmatic can be related to the policy receptive civil service system, the patrimonial
with the ruler trustworthy civil service system, the positivist with the collaborative civil service system, and the
absolutist with party controlled civil service system (Heady, 1996;
Morgan, 1996). There are also numerous
cases of movement from the patrimonial field to either the positivist or pragmatic. It is also observed that
some
real convergence from both patrimonial and absolutist types to points somewhere along a continuum
between the
pragmatic and the positivist (Morgan, 1996: 237-39).
l
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2.5 HRM and the organizational arrangement of HR functions in a civil service
Most discussions of the organizational arrangements of HRM (personnel) functions focus on the
structure and degree of independence present. One indicator of the structural character of a civil
service system is the placement within the overall governmental system of primary responsibility
for exercising the HR functions essentially for civil service operations (Heady, 1996: 215). Many
authors tend to classify the approaches to the organizational arrangement of HR functions in a
civil service under two approaches, namely centralized and decentralized (e.g., Hays and Reeves,
1984; Isaac, 1996). However, Heady (1996) identifies four approaches to the organizational
arrangement of HR functions in a civil service: independent agency, chief executive, divided, and
ministry-by ministry (see also table 2.1).
Table 2.1: Approaches to organizational arrangement of HR functions in a civil service
Independent agency
Personnel service delivery is
centralized through a unitary
U

personnel authority, be it a civil
service commission or other
agency. It is within this central
unit that decisions affecting an
organization's total personnel

E

.....

HR functions are located
directly within the office
of the chief executive
(president or primeminister) or in a unit
directly and fully under
the executive control.

Divid6d
HR functions in a civil
service are located in two or
more agencies. It substituted
for complete reliance on an

Ministry by ministry
Personnel decisions are
extensively delegated to
operating ministries or

organizations.

independent agency.

programmes are made.

Protecting merit principles and
.6- ensuring uniformity and
B consistency in the application of
gl

81 HR policies

and procedures.

-

.,

Chief executive

The civil service commission in
the United States from 1883 to
1978.

i.

a

Mastering the selection
and behaviour ofcivil
serv ts, and facilitating
rapid and drastic changes
of policy that might be
desired.
Rooted historically in

Protecting merit
principles.

Speeding up decision
making and making it

more responsive to the
demand of the

organizations

European absolutist

1he United States,
responsibilities are allocated

monarchies; but it is also

to the Office of Personnel

the preference in more
recent dominant party and
bureaucratic elite regimes.

Management (OPM) and the
Merit System Protection
Board (MSPB) (from 1978
up to present).

New Zealand.

Adopted from Heady, 1996.

The above four approaches to organizational arrangement of HR functions in the civil service
may reveal the degree to which HR functions are centralized or decentralized. According to
Farnham (1984: 76), decentralization and centralization refer to the extent to which authority is
either passed down to lower organization levels or retained at the top. The greater the degree of
delegated HR authority, the more decentralized the HRM system is. According to Turner and
Hulme (1997: 151-153) and Pollitt and Bouckaert (2000: 84), the main basis for
decentralization are [1] territorial, that is grounded in the desire to place authority at a lower
level in a territorial hierarchy and thus geographically closer to service providers and clients;
and

[2] functional, that is, by transferring authority to an organization that is functionally

specialized. Our focus in this study is on the second type of decentralization. This is the extent
to which the HR functions in a civil service are decentralized and this, in turn, exerts a major
influence on how HR related decisions are made.
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The debate over centralization and decentralization of HR functions in a civil service
continues. Nearly every country has been trying to decentralize at least some of its centralized
HR functions. But the real debate is not around the question of whether decentralization in
general is desirable or not or whether a specific country should have a more decentralized
personnel system. Rather, the debate appears to revolve around such questions
as: how

extensive

should

decentralization

be?

Which

elements

of the

civil

service

systems

(HR

functions) should be consistent across government agencies? What issues should be up to
individual line agencies to determind What should the role of central personnel agency
(CPA) be in a decentralized system? How can policies that claim to provide greater autonomy
give greater central control?
The concept of centralization and decentralization of HR functions can easily be understood
using a diagram indicating a'Turned U" (see figure 2.1).

1
i

f
2

Centralisation

Decentralisation

Figure 2.1: degree of centralisation and decentralisation of HRM functions

From the above diagram and other pertinent literature, we can identify the following
important points:

[1] Organizations neither use the extreme centralized nor extreme decentralized
organizational form. 19 Rather there is a continuum of options between these two extremes in
19

These two extremes are 'ideal' forms of organization. Pollitt and Bouckaert
(2000: 90) remark that 'they are
not two separate categories but poles on a spectrum which passes through centralization and decentralization"
Hence, in reality, governments have been seen to follow somewhere in between or they may incline either
toward the left (decentralization) or right (centralization). As Shafritz et al. (2001:
15) argue, 'as the emphasis
shifts from one value to another in conjunction with changing political
coalitions and different perceptions of
what is required in the public sector, structural changes also take place, yet since the process of public personnel
reform is somewhat cyclical, no set of arrangements will be immutable'. This indicates that reality is often
somewhat more complicated as hybrids and 'mixed authorities' can occur. Turner and Hulme
(1997: 151-153)
also argue that a persistent dilemma for government centralization and decentralization are not
attributes that can
be dichotomised: rather they represent hypothetical
poles on a continuum that can be calibrated by many
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the sense that either/or approach does not work in reality. Thus, there is no one-point solution.
That is, contrary to some academic writing and to popular belief, there is no fixed point in the
diagram within which organizations should apply or pursue.

[2] The critical decision for politicians and senior civil servants is to choose what point along
this continuum they wish to locate the administrative reform strategy. Put slightly different,
the key question that must be answered is 'to which degree should the traditional approach to
HRM give way to the new HRM approach'. Hays and Reeves (1984) clearly note that the
needs of the operating organizations to effectively accomplish HR functions require that a
degree of authority is delegated and some decisions involve a combination of centralized and
decentralized authority.20 However, the problem is finding a combination of central control
and decentral autonomy that facilitates task accomplishment. As with many questions in
public administration, the issue of how the overall HR functions should be organized has been
plagued by an attempt to realize several incompatible values at once. Foremost among these
values have been those of 'merit' or neutral competence, executive leadership, political
accountability, and managerial flexibility, as well as representativeness (Shafritz et al., 2001:
15). As a result, in countries that have devolved HRM, the balance between control and
flexible is not so strong (ILO, 1998: 58). Arrangements satisfying some values inevitably
raise complaints that others are being inadequately achieved.21 Stahl (1983: 212) suggests that
"the broad tests of any decentralization plan lie in answering such question as these: Is the
flexibility adequate to be meaningful? On the other hand, is it so loosely designed that it
courts potential abuse? And does it take into account essentially in a personnel programme the understandable preoccupation of employees and the client public with uniformity and
fairness (equity) of treatment?" This implies that organizations should try to take advantages
of both centralization and decentralization approaches.22 That is, they should try to maximize
-

the advantages of both approaches.

[3] It must be noted that decentralization does not imply that all authority should be delegated.
The central government must retain a core of functions over essential national matters and
ultimately has the authority to redesign the system of government and to discipline or suspend
decentralized unit that are not performing effectively. However, as Turner and Hulme (1997:
154) argue, how extensive this core of central government functions should be, has remained
a major point in the ideological and intellectual debate of the late twentieth century.

different indices. In other words, this problem. in our view, lies in conceptualising the centralizationdecentralization dichotomy.
20As figure 2.1 demonstrates, performance increases as organizations strike a balance between centralization and
decentralization of HR function. This implies that there are some things the centre should influence, primarily
the HR strategies and general policies, and some things that it should not try to influence, such as the detailed
aspects of HR activities, as will be discussed later.
2t
There are many paradoxes that are encountered in understanding or implementing decentralization of HR
functions. In the words of Pollitt and Bouckaert (2000: 83), "despite the advocacy for decentralization, it is
differently construed by different parties, and is far easier to preach and praise thanto practise".
22 A recent study by Siggelkow and Levinthal (2003) suggests that generally. organizations facing complexity
and turbulence in the environment tend first to centralize and then decentralize decision making, which is
subsequently followed by reintegration. They further suggest that, if organizations are to have better
performance, they should focus on reintegration after decentralization by giving due attention to a mechanism

for stability and co-ordination (Ibid.: 666).
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[4] The powers vested in a central personnel agency can affect the personnel system' s
organizational structure. The more powerful the agency, the greater its role and
responsibilities would be in the HR functions of a civil service. A decentralization of most HR
functions to operating agencies implies a corresponding reduction in the functions and
authority of CPA. Berman et al. (2001: 10) note that operating organizations at the operational
level now have greater flexibility and discretion in the acquisition, development, motivation,
and maintenance of human resources. This implies that centralized HRM in a civil service is
in state of decline. Experience has shown that, as a consequence of the gradual decline of the
role of CPA, there is a definite trend towards the elimination of CPA responsibility for many
policies and operational aspects of the personnel function (Ban, 1998; Barberis, 1998).
Consequently, central personnel agencies are becoming purely advisory bodies, although
many retain responsibility for employ grievances and appeals (Ibid.). Therefore, there are
something the centre should influence, primarily the HR strategies and general policies, and
something that it should not try to influence, such as the details of organization action (Baron
and Kreps, 1999: 506-516). In some countries' decentralized system, the central personnel
agency plays a facilitator' s role, consulting with agencies, assisting them in developing
agency policies and programmes, providing training and technical assistance, and performing
a system-wide oversight function (Condrey, 1998; ILO, 1998; Mudhoo, 1995). Thus, we can
conclude that since the last two decades, there is a high tendency toward decentralization
policies, not only with regard to the general public administration systems but also in the way
HR functions have to be organized.

[5] Decentralization [the people to whom power is delegated] can abuse the power they
receive (Raymond and Roberta, 2002; Levy, 2002). Pollitt and Bouckaert (2000: 81) contend
that agencies with decentralized authority can go their own ways. As nations delegate
increasing powers to organizations understanding how delegation works is more important
than ever. That is, the problem with decentralized HRM can be encompassed in the question
'How is it to give managers greater freedom and yet at the same time place them more under
the control of ministers?' Other concerns in implementing decentralization policies are the
methods by which the central agency will control and supervise line personnel offices that are
exercising delegated authority (Hays and Reeves, 1984: 94). The effectiveness of a
decentralization policy depends upon how well it is administered. A very common error is to
delegate authority to act without adequate standards for guidance or adequate audit to ensure
compliance with general policies. This would seem so elementary that it would hardly require
iteration, but the frequency of its violation is too great to ignore. Enthusiasm for
decentralization often results in taking the delegating steps without these essential control
mechanisms- primarily because it takes effort and time to develop them. But without such
mechanism delegation merely means abandonment (Pollitt and Bouckaert, 2000; Shafritz et
al., 2001). Assignment of responsibility to anyone does not mean sacrificing scrutiny of
quality control (Levy, 2002; Barberis, 1998). Farnham (1984: 76) also argues that
decentralization, with no coordination from the top, is clearly undesirable.

[6] Some of the main arguments for decentralized HR functions are: flexibility, innovation,
responsiveness, and better decision making and hence greater efficiency and effectiveness
(Condrey, 1998; Hays, 1998; Shafritz et al., 2001; Turner and Hulme, 1997). These
arguments are brought forward on a number of grounds. It is said that locally specific plans
can be tailored for local areas using detailed and up-to-date information that is only locally
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available. Workload reduction at the centre of government will relieve them from routine
decision-making and give them more time to consider strategic issues.

[7] In determining the amount of decentralization necessary within an organization, senior
management should take a number of factors into account. These include the state size and
rate of growth of the organization; and internal factors such as its history, the quality of lower
management and the cost and risks of decentralization (Farnham, 1984: 76). According to
Hays and Reeves (1984: 95), if decentralized HRM is to be effective, there is a need to take
into account agencies' abilities to deal with increased responsibility for HRM. Hays (1998)
also suggests that as long as decentralization does not jeopardize any compelling need for
uniformity, organizations can apply it. In his view, the key factors in determining an
appropriate level of decentralization are the jurisdiction's size and its ability to conduct
decentralized personnel operations. In many personnel systems, economies of scale preclude
excessive decentralization. For example, most of the time, it is more economical to use one
central employee-screening unit than it is to allow line agencies to recruit and select their own
applicants. In this sense, size is also related to the ability of line agencies to shoulder
increased personnel responsibility. Many jurisdictions, regardless of size, lack sufficient
resources available to employ competent HR managers in several substantive areas; hence,
they will not have the capacity to carry out their delegated tasks effectively (see also Fitz-enz

(1997: 7).

[8] Berman et al. (2001: 16) suggest that although the public sector will not 'banish
bureaucracy' altogether, the move to greater flexibility is evident at all levels of government
and is likely in the future. They also note that decentralization of HRM expands authority and
discretion of line agencies and gives managers' freedom to achieve probable results. In this
aspect, information technology facilitates decentralized organizational form while also
permitting greater central monitoring and control. Historically, mainframe computers have
been viewed as facilitating greater centralization. The advent of microcomputers is viewed as
facilitating greater decentralization (Hopkins, 2002). Danziger and Gianos (1998) and
Hopkins (2002) also suggest that with the increasingly widespread computerization of office
functions, telecommuting should allow more employees to work at home, enabling them to
communicate with their offices by computer terminal. Due to the above and other reasons, HR
functions will continue to become more decentralized to meet organizations' needs.
[9] When it comes to the case of developing countries, Turner and Hulme (1997) note that
experience of decentralization in less-developed countries has almost everywhere fallen short
of expectations and the declared objectives of policy makers. Centralization of some HR
functions in the civil service, especially in most developing countries, is advantageous for a
number of reasons, among which the most important ones is the need of utilizing the scarce
experts. Therefore, in societies where there is pronounced rural socio-economic inequality,
development goals might best be attained through centralization. Blunt and Jones (1997) and
Kiggundu (1989) remark that centralized administration has its merits and, in some cases, is
more effective and economical than decentralized administration. For example, in 1994,
Uganda embarked upon a wide-sweeping process of decentralization, which, is to date, the
most advanced decentralization experience in Africa (ILO, 1998: 69). However, because
decentralization has followed the traditional borders of tribes, it is reported to have
exacerbated tribal rivalries and the marginalization of weaker communities. Public servants
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are said to be finding it increasingly difficult to get a job in districts dominated by another
tribe than their own, while those already employed have often been replaced. For the same
reasons, the centrally planned downsizing of the public services, a requirement of the World
Bank, has mostly occurred in the north of the country - a decision taken by a Government in
which the south predominates (ibid.).

The success of decentralization depends on whether the decentralized authority is
accompanied by increased accountability of departments and line managers and on whether
the government can strengthen its corporate management capabilities to oversee such

decentralized systems. The immediate implications of decentralization for
developing
countries are threefold (Ozgediz, 1983: 45). First, a decentralized personnel system can be a
viable option if it is part of a larger decentralization effort, that is, if authority over decision
areas is transferred simultaneously to lower units of government. Decentralizing only the
personnel function in an otherwise centralized system may create insurmountable problems in
ensuring performance accountability. Second, even if it were possible to decentralize some
aspects of HRM (for example, recruitment, training, promotion), there would still be a need
for a politically independent agency to oversee the protection of the merit principles (for
instance, civil service commission). As it is far more difficult to decentralize this function, a
premature decentralization of most personnel functions may create insurmountable coordination problems between the civil service commission and decentralized personnel units
(see also Kolehmainen-Aitken, 1998). Third, as noted earlier, even a highly decentralized
personnel system requires a strong corporate management capability at the centre. Hence, if
decentralization is to be effective, Stahl (1983: 212) suggests that it must be presumed that
individual units or persons are fully aware that what they do is subject to post review and
audit.

[10] By way of summarising, we can say that in discussing the organizational aspects of HRM
systems of a civil service, there is always a temptation to close with an argument for a specific
structural arrangement. Indeed, much of what we said up to this point could easily be
interpreted as a plea for decentralized HRM systems; however, examples of effective HRM
can be found in both centralized and decentralized HRM systems.
Similarly, decentralized
and centralized personnel processes have served the public well. In the words of Pollitt and
Bouckaert (2000), the challenge for public officials are to design personnel policies that are
flexible yet not subject to abuse and charges of favouritism or discrimination. Thus, there is
unfortunately, no magic formula through which to develop an approach, which fits all
situations.

2.6 HRM and politics in a civil service
Basically, many authors have been seen to criticize the political interference in different
issues of public HRM. This section, therefore, tries to discuss the relationship between HRM
and politics in a civil service. In our opinion, one of the main reasons for the
misunderstanding is this lack of clear knowledge or apprehension of the difference between
public and private organizations. Thus, in order to better understand the influence of politics
upon HRM practices in a civil service, this section addresses some important issues.
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Public HRM in most countries has long been preoccupied with a noble and ambitious pursuit:
merit. From its humble beginning, the merit principle has expanded in scope and substance to
the point that it now represents the prevailing philosophy of contemporary public HRM (Hays
and Reeves, 1984: 3). Initially, the concept of merit system applied solely to the manner of
entrance into the service. Indeed, the term appears not to have been used at all in the early
years of civil service system. Nowadays, the term merit system is commonly used not only to
convey a form of selection for entrance to the service but also to embrace other aspects of the
civil service system- advancement on merit, pay related to the nature of the job and the quality
of performance, and desirable working conditions. Gradually, the coverage of merit system
has, at least at the civil services expanded. The scope and depth of the system's coverage
generally therefore expanded in both developed and developing countries, although the
coverage varies from country to country (Soeters and Tessema, 2004). Despite the continuous
existence of patronage appointments and political intrusions in civil service system, especially
in developing countries, civil service is relatively one of the most politically neutral in all of
history (Berman et al., 2001; Hays and Reeves, 1984; Heady, 1996). Merit is today viewed by
many as a way to promote competence in government service, yet others view it as a concept
that has more symbolic or political than practical value (Ban and Riccucci, 1990: xi).
Here, it is worth emphasizing two important issues of HRM in a civil service. They are Equal
Employment Opportunity (EEO) and Affirmative Action (AA). EEO, as its name connotes,
focuses upon merit. This in turn emphasizes technical qualifications using processes that
analyse job competencies and open, competitive examinations under which candidates are
appraised as to their relative fitness for duty in a position, an occupation, or a service (e.g.,
ILO, 1998; Klingner and Nalbandian, 1998; Pynes, 1997; Riccucci, 1998). The strength of
EEO is its fairness to candidates, its availability to scrutiny, and its assurance of minimum
competencies and qualifications. Merit does not, however, always live up to its promise
(Berman et al., 2001: 101). This is mainly due to the political interference. Here, the concept of
a#irmative action came into being. A#irmative action tries to encourage women and minorities
to seek positions for which they are qualified, especially where the targeted rate of employment
is low Cow representation of some groups of a society). In addition to that, provision of special
privileges to adherents of the political regime (political loyalty) can also adversely affect EEO
or merit principle.
From the above brief discussion, the following important points can be identified:
[1] Targeted selection means that deliberate attempts are made to recruit protected-class
members who have been identified as absent from or under-utilized in an organization. This
targeting may be done to comply with affirmative action plan (Pynes, 1997: 99). The issue of
equity in HRM also stresses on allocating public jobs proportionately, based on gender, race,
and other designated criteria.23 It is argued that public sector employment is a kind of public
right to which every one in a society should have access. Weggemans (1996: 283) also argues
that apart from individual and organization interests, a contribution must be made to the
attainment of political goals with regard to the personnel policy. These political goals (for
example positive discrimination on behalf of ethnic minorities) can have strained relations
with other goals, such as recruiting and maintaining the best possible expertise. Non-merit
Indeed, within this group are such compromises as regional representation among civil servants, the use of
public positions to further social goals, and veterans' preference (e.g., USA).
23
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considerations continue to affect HRM practices, especially selection in civil service in
numerous ways.

[2] Public organizations such as civil service, unlike their private sector counterparts, will
always have multiple objectives and demands made upon them by people who are
not solely
consumers of services but also citizens and taxpayers. While personnel systems in the private
sector have only one major goal (to produce goods and services at a profit), public HRM must
respond to the diverse demands of a pluralistic society (Klingner and Nalbandian,
1998;
Moore, 1996; Pynes, 1997; Riccucci, 1998). Many of these demands stem from the belief that
government jobs are government resources that should be parcelled out much like any other
public benefit. This perception is apparent in public programmes that use government jobs to
reward faithful service or to solve social problems. A few common examples of these type or
programme are preferential treatment for veterans, the continued existence of patronage
appointments, the distribution of jobs according to regional or state quotas, and the granting
of jobs to the hard-core unemployed (a form of welfare) (Berman et al., 2001; Hays and
Reeves, 1984; Weggemans, 1996). Managing a public organization is a more difficult task
than managing a private sector (Brudney et al., 2000; Parson, 1988; Pollitt and
Bouckaert,
2000). The objectives governing the management of public organizations and their
workforces were subject to various forms of political control and scrutiny (Colling, 1997:
655). Thus, in the words of Ranson and Stewart (1995: 57), "political process can be seen as
an inherent feature of management in the public domain". This implies that public HRM
would not be complete without mentioning the influences of political factors. 24
[3] Despite the prominent doctrine of HRM or merit system in a public sector, a comparison
between merit principles and the actual practice of public HRM in
many countries had been a
disillusioning experience. Thus, one could realize that numerous discrepancies exist between
the theory of merit and the administration of the merit system in practice. For example, many
of the selection, retention, and advancement criteria currently governing public HRM conflict
with a pure conception of merit or HRM principles. These concessions to non-merit criteria
have persisted in many cases, due to the fact that they accommodate social and political
values that transcend job competence. According to Hays (1985: 36), "while many critics
argue that the existence of any non-merit factor dilutes merit, such complaints evidence a
failure to appreciate that public HRM is a political process and must therefore reflect political
values". However, in the last century, gradually the coverage of the merit system in vast
majority of countries has increased.

[4] In the well-known textbooks all the facets of the tasks of human resource management
(personnel management) in public sector have been enumerated carefully and illustrated with
examples. It is usually not clear, however, how different HRM issues or values fit together.
Ban and Riccucci (1990), Klingner and Nalbandian (1998), and
Klingner (1998) have
attempted to fill the gap. The above authors see HRM in public sector not only as a process
and collection of techniques, but also as an 'interaction of some dominant values'. Among the
most important values are merit and equity. These values are said to generate mutually
24

Governmental decisions influence different HR policies and activities including recruitment and selection, pay
determination, redundancy and dismissals, training and so on. Thus, political factors affect HRM in
public
organizations as legislative officials and chief executives have authority to design new policies, programmes and
budgets.
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conflicting expectations about the goals and methods of managing people. According to them,
HRM in the civil service can be viewed as from at least four perspectives. [a] It is the
fitnctions (planning, recruitment, selection, training, compensation, performance appraisal,
separation, and so forth) needed to manage human resources in public organization; [b] it is

the process by which public jobs, as scarce resources, are allocated; [c] it is the interaction
among fundamental societal values (merit/efficiency and equity/politics) that often conflict,
and [d] it is the embodiment of HR systems- the laws, rules, organizations. and procedures
used to fulfil personnel functions in ways that express the abstract values. Therefore, the
competing values in public administration also play themselves out in the personnel arena.
How should we balance the need for efficiency and for equity? These debates have occupied
the greatest scholars in the field of public administration for many years. They are also
reflected in the issues that dominate HRM in civil service today (Ban and Riccucci, 1990;
Berman et al., 2001; Klingner and Nalbandian, 1998; Seyoum, 2000).25 Thus, indeed, the idea
that the interaction of conflicting values determines the role and contents of HRM to a great
extent seems to be relevant for the situation within a civil service.

[5] From the above discussion, one may think of a contradiction as a case of a very deep-sided
trade-off, that is, as a situation in which having more of one benefit immediately and sharply
reduced another benefit (Pollitt and Bouckaert, 2000: 154). All these uses of the personnel
system can potentially conflict with the efficient delivery of public services (Hays and
Reeves, 1984: 77). Thus, it is important for the policy makers to bear in mind that any
arrangement of'human resources' in the civil service needs to bear this kind of complexity.

[6] Due to the political influences, merit does not, however, always live up to its promise.
During the 20th century, merit principles replaced patronage as the most common, although by
no mean the sole, selection criteria. Today all countries have civil service or merit
employment systems, but the coverage varies. As suggested by Pollitt and Bouckaert (2000:
118), economic and political logic does not lead to the same conclusions, and that, from a
political perspective, application of strict economic rationality is not the final word.
2.7 HRM and environment -external factors
Basically, there are a number of external and internal environmental factors affecting the
performance or practices of HRM in a civil service. However, in this section due attention
will be given to the most important external factors, namely: political, economic, social, and
cultural. This is mainly due to the fact that knowing the environmental context plays an
important role in realizing how HR decisions are made and implemented in a civil service
(organization). Put another way, for better understanding of HRM in public organizations,
there is a need to take into account the wider contexts within which it operates.
The public organizations are increasingly being influenced by external factors that impact the
internal operations of the organization, particularly, HRM. As Pynes (1997: 1) puts it clearly,
"public organizations are finding themselves having to confront a variety of economic, social,

The perennial questions of public administration (the conflicting values) rernain and will continue to be a key
public management issue in coming years. Hence, sidelining the political issue from //RM in public sector can
be misleading.
25
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and cultural changes with which they must cope effectively if they are to remain viable".26
Furthermore, Colling (1997: 655) notes that the environment in which public organizations
conduct their operations critically influences the development of internal relationships.

Due to the above reasons, Berman et al. (2001: 4) remark that managing
people in
government requires knowledge of the above-mentioned external factors within which HRM
policies and activities take place. As Perry and Mesch (1997: 220) and Weggemans (1996:

284) observe, powerful economic, demographic, and technological forces have arisen that are
radically reshaping longstanding assumptions about organizations and management. These
forces represent the challenges that will be deriving HRM in the future. Berman et al. (2001:
7) also recommend that public managers at the beginning of the 21 st century need to be
mindful of several broad trends in the government environment. These trends are important
because they provide the context within which HRM policies and activities take place within
public organization.

With this brief introduction to environmental considerations in our mind, in this section,
therefore, attention is focused On the external factors, which have an impact on HRM
programmes and policies.

Economic factors
Economic factors are one of the important factors that have an impact upon HRM
programmes and policies. As many authors have clearly indicated, organizations are able to
attract, motivate, and retain suitable or qualified human resources if and only if they have
good compensation programmes. This is, in turn, greatly influenced by organizations'
economic strength or capacity (e.g., Baron and Kreps, 1999; Pfeffer, 1998; Shafritz et al.,
2001; Sharma, 1994). Having attractive and sustainable HR programmes depends to a
considerable degree upon the ability of government agencies to commit resources. The
emerging economic context, within which HRM is taking place, therefore, greatly affects
27
HRM programmes and policies.
The 'leitmotiv' of HRM is that people are an organization' s greatest asset. However, people
are also the organization's greatest cost factor, especially at the central ministries (civil
service). This is mainly due to the fact that personnel costs represent a significant amount of
the government budgets. Thus, many organizations have pursued strategies that aggressively
manage their human assets, such as downsizing and outsourcing. The prevailing economic
climate strongly influences HRM practices and the standing of HRM generally. 28

26 HRM is too complex to be turned into slogan. To understand the management of human resources, we must
reach back to the basic economic, social, psychological and legal forces that impinge on employment. We must
reach back to all of these complementary ways of thought. Any approach that stresses one to the exclusion of
others will be incomplete and potentially misleading (Baron and Kreps, 1999: 4).
27
For example, most of the time, private organizations are able to attract, motivate and retain qualified
workforce than civil service organizations. Furthermore, government organizations of industrialized countries, in
this aspect. are better than government organizations of developing countries.
28 As noted by Farnharn (1984: 183), what happens in the national and international economies, for example,
crucially affects output, aggregate demand and levels of economic activity in any country, on the one hand, and
income, expenditure, and living standards on the other. The economic context of HRM, since the late 197Os, has
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Governments sometimes find themselves in the position of being unable to compete for
personnel. As a result, the ability to pay becomes an unarticulated policy limitation on
compensation (Siegel, 1998: 6 1 1) . Berman et al. (2001: 7) also note that declining budgets -a
combination of tax limitation measures, budget cuts, and pressures to curb future expenditures
- has occurred at all levels of government. In times of drastic fiscal stress or when
organizations are experiencing severe fiscal crisis, we expect unusual way of managing HR
measures such as lay off, wage freezes and cuts, stopping hiring active. Management of civil
servants is complicated by a declining budget combined with heightened citizen complaints
and pressures for higher productivity (e.g., Kaul, 1997; Hood, 1995).

But how can the economic condition of DCs and industrial countries be explained?
According to Wasti (1998: 609), the main differences regarding the economic environment in
developed versus developing countries can be expressed/explained by the difficulty of
obtaining resources from the environment. Developing countries are characterized by high
difficulty of obtaining resources owing to low and fluctuating economic condition. Most
World Bank reports emphasize the point that DCs do not have adequate capabilities to
effectively manage development initiatives or to manage themselves out of current economic,
social, and political difficulties (World Bank, 1994b, 1997; 2004). Freeman and Lindauer
(1999) explicitly note that over the past three decades, Sub-Saharan Africa has mostly
exhibited poor economic performance. Therefore, despite the vital role of economic strength
of civil service organizations to effectively attract, motivate and retain capable civil servants,
most DCs are facing economic problems, which in turn have adversely affected HRM in a

civil service (see also section 4.2).
Political factors
As previously highlighted, political factors greatly affect HRM in a civil service.29 Although
the private and public organization use many HR functions, the way they do these things is
likely to differ substantially. Why should we expect public management to be practiced in the
same way as business management if public services provide a different context for
management (Moore, 1996)? Colling (1997: 654) also suggests that despite the widespread
change, the policy and political features, which have critically influenced the state sector in
the past remain, even if they are now differently articulated. Hence, one can argue that due to
the political factors, HRM in a civil service is different from that of the private sector.

In addition, the political climate of DCs and industrial countries can be explained as follows.
Organizations in DCs often face a highly volatile and unstable political environment (Austin,
1990; Kiggundu, 1989; Waste, 1998). The political history of many developing countries after
World War II is marked by conflict and frequent military coups d'etat. That has been
particularly true of the newly independent nations (Austin, 1990: 57). For example, in SubSaharan Africa forty-three new nations were born between 1956- and 1983, and many of these
been dominated by change and recession. In the process, HRM policies and practices have tended generally to be
inward looking rather than outward looking, regressive rather than progressive and safe rather than innovatory.
29 The public service is quite different from the private sector in that it consists of at least three different
overlapping social systems or 'domains'. They are the political, the managerial and the service domain (Brudney
et al., 2000; Seyourn, 2000). Each has different ways of seeing the world, adopts different techniques for getting
work done and requires personnel practices. One domain's solution may become another domain's problem.
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and the other newly independent African nations experienced a large degree of political
turmoil: no fewer than fifty governments in twenty-eight countries had been overthrown by

1983 (David Lamb, cited in Austin, 1990: 57). Wasti (1998: 609-610) also notes that the main
differences regarding the political environment in developed versus developing countries can
be expressed by the predictability of events in the environment. DCs are characterized by low
predictability of events and unstable political climates, as well as by corrupt legal practices.
Instability is typically accompanied by authoritarian governments that lack democratic
responsibilities and pressures.

Political institutions such

as parties, bureaucracies, and other political organizations are often
weak and unstable in DCs. Institutional weakness contributes to political instability by failing
to provide a continuous channel for political participation. Continuity of government policies
is also hindered by frequent changes in ruling groups or individual
government officials. In
some instances these political groups strive to gain and consolidate their power through
coercive means. Patrimonial tendencies are strong. Patrimonialism grew out of the singleparty, military or one-man-rule states, which characterised African countries. Bureaucracies
are often technically weak and inefficient. Government institutions may also face conflicting
political demands and may have inadequate authority to carry out their assigned
responsibility. Religious and ethnic conflict is also one of the main reasons for political
instability. Political instability has been adversely affecting the ability of civil service
organizations of attracting and retaining civil servants, who are competent, experienced and
motivated. By and large, the consequences of political instability (which is un-conducive
environment) upon HRM practices are significant (Austin, 1990; ECA, 1989; Kiggundu,
1989; Redo, 2002).

Social factors
Organizations are encountering additional challenges to the ways they used to play their
organizational roles. These challenges arise from changes in the demographic characteristic of
the workforce. And therefore, any analysis of social context of work must start by considering
demographic trends such as an increase in the years of formal education, the greater diversity
in terms of ethnic origin, gender, and domestic status, more one-parent families, higher
divorce rates, and the falling birth rate. Added to these changes in the composition of the
labour force are changes in the attitudes and expectation that employees have about work. All
these social factors to varying degrees impinge on the HR functions in organizations (Baron
and Kreps, 1999; Farnham 1984; Halachmi and Krogt, 1998; Paauwe, 2004; Romzek, 1990).
It is these powerful social forces, external to organizations and beyond the control of those
who manage them, which provide the social context of HRM.
The changing social context of HRM place more pressure on organizations to provide better
terms and employment prospects for their employees, on the one hand, and to have more
regard to their social responsibilities to both employees and the wide community on the other
hand. The areas in which personnel policy makers are having to pay attention include: ethnic
minorities, female employees, the disabled, parents wanting maternity and paternity leave, the
quality of working life, retirement, and training and retraining. According to Halachmi and
Krogt (1998), such workforce changes have been augmented by related changes in
employees' expectations about three important issues: [l] having working conditions that are
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more family friendly: for example, access to benefits such as maternity leave, child care, and
parent care; [2] having a say about decisions that affect the way employees carry out their
work and about the roles of employers and immediate supervisors who may act as mentors

and coaches; and [3] especially for professionals, having authority, responsibilities, and
autonomy in their work. Thus, for example, managers are expected not only to provide the
necessary physical conditions for carrying out the job but also to help employees develop a
career, to ensure a friendly atmosphere conducive to employee participation in decision
making, and to keep the workplace free of pressures that have to do with gender, race, sexual
orientation, religion, disabilities, and age.
The social context of developing countries was characterised by the ILO (1998: 34) as the
existence of several ethnic groups as well as other social and economic differences (region,
clan, gender, level of literacy, age, education, wealth and economic attainment). Many of
those differences constitute severe limits to the reform of HRM. For example, two HRM
issues, namely decentralization and the creation of a meritocratic employment structure, both
provide deep and difficult dilemmas. How far should a state go in framing decentralization
policies when regions are based on ethnicity? And how should the state reconcile the need to
create a 'broadly representative' civil service with the intent to recruit and promote personnel
on the basis of merit?

From the above discussions, one can realize that the demographic composition of workforce
has changed. And this changing composition of work force and their attitudes and
expectations can have a tremendous impact upon HRM programmes and policies.

Cultural factors
The organization' s culture refers to "norms of conduct, work attitudes, and the values and
assumptions about relationships that govern behaviour at the organization" (Baron and Kreps,
1999: 19). According to Pynes (1997: 35), organizational culture is defined as "the values,
beliefs, assumptions, expectations, attitudes, and norms shared by a majority of the
organization's members". As argued by Pfeffer (1993: 250), old habits and old ways of
thinking die hard, particularly when they are consistent with important social values and
ideology as well as with implicit theories of behaviour. Put it somewhat differently, a culture
is not something an organization has; a culture is something an organization is (Legge, 1995).
A culture is, therefore, integral to an organization and cannot be manipulated easily.30 It
provides clues and guides that help employees understand what to expect and what is
expected of them. The ILO (1998: 54) notes that "the bureaucratic nature of each bureaucratic
culture differs as a result of the historical development of each country' s public

administration".
What does this all mean for HRM Because managing people is the essence of management,
the techniques and practices adopted for managing an organization should not conflict with
the general values, attitudes and behaviour patterns of staff (Hofstede, 1980). At the very
least, this requires careful examination of the value assumptions embodied in a given HRM
30 Culture is to an organization while personality is to an individual. Like human culture generally, it is passed
from one generation to the next. It changes slowly, if at all (Hofstede, 1980).
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practice before it is considered for adoption in an organizational setting and adopted to the
local circumstance, if necessary. HRM in any country has not developed in a social and
economic vacuum. As a managerial function, it is as much a product of complex cultural and
historical forces. These cultural and historical contexts have helped shape HRM function
within organizations (Pfeffer, 1998). An organization's HRM strategy has to be tailored
around these underlying values, behavioural, norms, and social groupings (Austin, 1990:
63).
Civil service organizations, therefore, should make efforts to develop HRM policies and
programmes compatible with tradition and culture, if they are to get the required benefit from
HRM. The popular study by Hofstede (1980) has provided a framework that links the culture
variable to the organizational context. He also concludes that national culture had a major
impact on employees' work-related attitudes.

But how are cultural factors are explained in most DCs'! Hofstede' s study of about 100,000
employees of one multinational firm in sixty-seven countries indicates that developing

countries tend to be more receptive to hierarchical, authoritarian

and paternalistic
relationships within groups, with loyalty to the group being of high concern. Collectivism
rather than individualism is often the prevailing norm (Hofstede, 1980).31 While it is true that
industrial countries also have demarcated class structures, they are usually less distinct and
more permeable than in DCs. In DCs, groups are structured along family, ethnic, racial,
religious, tribal, geographic, and economic lines. Sometimes these structures restrict the social
and economic mobility of individuals or groups (see also Austin, 1990;
Jaeger, 1990;
Noorderhaven and Tidjani, 2001; Wasti, 1998).

It must

be recognized that within countries there can be significant cultural diversity.
Furthermore, what holds as a cultural norm for a large group of people will not necessarily
hold for a specific individual. The differences outlined by Austin (1990) and Hofstede (1980)
clearly suggest that human resources practices advocated in one particular culture may have
serious limitations when directly transferred to another culture.

Analysing culture, governance, and economic performance of 14 countries, most of them
from Sub-Saharan African, Noorderhaven and Tidjani (2001: 32) contend that effective
governance is possible only if the systems and institutions of governance are congruent with
the values orientations of the people concerned. In the absence of such congruence,
governance breaks down. Besides, Kiggundu argues that there is a strong empirical evidence
to suggest that culture has important consequences for structuring, management and
behaviour of organizations (1989: 29). It is therefore becoming more and more obvious to
scholars and practitioners that HRM practices, approaches, techniques, theories from one
culture are not transferable to another culture without modifications and adjustments
according to the values prevalent in the receiving culture (e.g., Austin, 1990; Kiggundu, 1989;
Noorderhaven and Tidjani, 2001; Wasti, 1998; Soeters and Tessema, 2004).
31

Hofstede's four dimensions of culture are: [1] 'power distance', [2] 'uncertainty avoidance',
[3]
'
'individualism/collectivism' and [4] feminist/masculinity' (see also Hofstede, 1991). These four cultural
dimensions provide a general over view of the difference of different cultural issues of DCs and industrialized
nation. Austin (1990: 62) also identifies four inain cultural factors: (1) social structures, which are more
rigid in
DCs and less rigid in industrialized counties; (2) religious influence, which are stronger in DCs and weaker in
industrialized countries; (3) gender roles, which are very distinct in DCs and less distinct in industrialized
countries; and (4) language with high diversity in DCs and low diversity in industrialized countries.
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2.8 HRM and performance relationship
The dominant focus of HRM has been to demonstrate the importance of effectively managing
human resources of organizations. Management scholars and practitioners alike have become
increasingly interested in learning more about HRM practices to enhance employee and
organization performance (e.g., Ahmad and Schroeder, 2003; Boselie et al., 2001; Delaney
and Huselid, 1996; Ferris et al., 1999; Ichniowski et al., 1997; Pfeffer, 1994,1998). Basically,
there are three dominant theoretical perspectives in the HRM-organization performance
literature. They are: universalistic (e.g., Delaney et al., 1980; Delery and Doty, 1996; Huselid,
1995; Pfeffer, 1994), contingency (e.g., Boselie et al., 2001; Jackson and Schuler, 1999;
Youndt et al., 1996), and configurational (e.g., Delery and Doty, 1996; Huselid, 1995;
MacDuffie, 1995). The relationship between HRM and performance has been a hotly debated
topic over the last two decades.
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Figure 2.2: Three theoretical perspectives (approaches) to HRM-performance relationship

From a close look at the three theoretical perspectives or approaches to HRM-performance,
the following important points could be identified:

[1] There is empirical support for each of the three main perspectives to HRM and
performance but consistently stronger support for the universalistic perspective with its view
that those organizations that use more high performance HRM practices report higher
performance (e.g., Armstrong, 2001; Guest, 1997; Storey, 2001). The general perspective
represented by this stream of research is sufficiently encouraging to Suggest that it is
continued and improved (Guest, 1997: 273). Storey (2001: 13) also notes that "studies testing
the universalistic perspective have been the most popular and the most well supported";
[2] The three perspectives outlined have some sort of theoretical basis in contingency, system
theory or organizational behaviour theory (Guest, 1997: 266), human capital theory, and
resource-based theory (Youndt et al., 1996: 837);
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[3] The universalistic perspective helps researchers document the benefits of HR across all
contexts, ceteris paribus, and the contingency perspective helps us look more deeply into
organizational phenomena to deliver more situationally specific theories and prescriptions for
management practice. Although support for one perspective over another is ultimately an
empirical issue, the three perspectives are not necessarily mutually exclusive (Storey, 2001:
15; Youndt et al., 1996: 837). Although on the surface, the universal, contingency and
configurational perspectives may appear to be competing, it has been argued that they can be
complementary (Delaney and Huselid, 1996; Delery and Doty, 1996). In other words, it
would seem from the evidence that they can operate simultaneously. It is in one sense at least
misleading to cast them in opposition to each other. As remarked by Storey, the much
vaunted universalistic versus best-fit distinction misses the point that both could
obtain;

[4] The results obtained to date have been mixed, but at least some empirical support has
been obtained for each of the three perspectives. However since few studies have included
data on HRM outcomes, we do not know much about the causalities involved (Armstrong,
2001; Becker and Gerhart, 1996; Den Hartog and Verburg, 2004; Guest, 1997; Paauwe,
2004);

[5] All

the perspectives are plagued by many of the same limitations (Becker and
Gerhart,
1996; Chadwich and Cappelli, 1999; Guest, 1997, 2001; Storey, 2001). Hence, despite the
growing body of empirical HRM research, the field has been criticized for lacking a solid
theoretical foundation. This criticism arises, in part, because the differences among different
models of theorizing have been employed in the field, but the differences among the
alternative perspectives have not been explicitly acknowledged (Guest, 1997;
Paauwe, 1998);

[6] There is little consensus among researchers with regard to precisely which HRM practices
should be included. Is there a single 'ideal type' of HRM system that is universally effective,
or does it depend on the strategy of the organization? Further, if the match of the HRM
system to strategy does indeed matter, what HRM practice bundles are appropriate for
achieving a fit to the various strategies investigated? (Legge, 2001; Wright and Sherman,
1999) There are glaring discrepancies in the prescriptions made by different scholars in this
area; and

[7] It is underscored that any conceptual framework has to integrate the arguments of the
above three perspectives. Thus, the best approach or framework is the one that tries to
maximise the advantages of the three approaches. For this reason, any approach that stresses
one to the exclusion of others will be incomplete and potentially misleading. In the words of
Guest (1997: 266), "it is necessary to optimise each dimension rather than maximizing one at
the expense of others". Armstrong (2001: 37) suggests that "it may be useful to pick and mix
various 'best practice' ingredients, and develop an approach which applies those that are
appropriate in a way which is aligned to the identified organization needs".
Recently, studies have begun to use HRM outcomes (employee competence, motivation, and
role clarity) in explaining HRM-performance relationship. Thus, it is worthwhile to briefly

see the logic behind it.
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HRM outcomes as mediating factors between HRM practices and performance
As can be seen from figure 2.3, HRM practices or functions lead to HRM outcomes. And
these HRM outcomes, in tum, affect employee and organization performance (e.g., Fey et al.,
2000; Guest, 1997; Paauwe, 2004; Pfeffer, 1994, 1998). The assumption here is that HRM
outcomes serve as mediating variable between HRM and performance. HRM practices give
rise to HRM outcomes, which influence the performance of the organization (Paauwe, 1998:
5).

Basically, there are a number of theoretical arguments (e.g., expectancy theory, resourcebased theory, and human capital theory) supporting that HRM practices affect performance
(e.g., Armstrong, 2001; Guest, 1997; Paauwe, 2004; Storey, 2001; Youndt et al., 1996).
These theoretical arguments provide some insights into how HRM policy and practice
translate into higher performance. Thus, the logic connecting the HR practices and
performance is intuitively appealing and supported by theoretical arguments from a number
of disciplines. Below, a brief discussion is given about the theoretical arguments of
expectancy theory mainly due to the fact that there is a growing consensus that the concept of
expectancy theory can provide a possible route to an explanation of how HRM practices have
an impact on performance (see also Armstrong, 2001; Fey et al., 2000; Huselid, 1995; Guest,

1997,2001; MacDuffie, 1995).
Expectancy theor92 assumes that if an employee is to be productive, three elements must be
in place: competence, motivation and role clarity. Put somewhat differently, it has been
proposed that HRM outcomes (employee competence, motivation and role clarity) mediate
the relationship between HRM practices and employee performance. Employee performance,
in turn, positively affects performance at organization level. A number of research findings
also support the above argument (e. g., Benkhoff, 1996: 737; Delery and Doty, 1996: 809; Fey
et al., 2000: 2; Guest; 1997: 269; MacDuffie, 1995: 199; Steers, 1977: 124-134).
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Figure 2.3: Three HRM outcomes affecting pe,formance

Tile above three important HRM outcomes, which are embodied in expectancy theory, are
discussed below.

Employee competence: Boyatzis defines competency as a capacity that exists in a person,
which leads to behaviour that meets the job demands within the parameters of the
32 It Should also be noted that although expectancy theory is concerned primary with motivation, it is also a
theory about the link between motivation and performance. Specifically, it possesses that high performance, at
the individual level, depends on high motivation plus possession of the necessary skills and abilities and an
appropriate role and understanding of the role (e.g., Armstrong, 2001; Guest, 1997,2001; Steers, 1977).
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organizational environment and that, in turn, brings about desired results (1982, cited in
Armstrong, 2001: 300). The accent is more on what people should be capable of doing rather
than on how they should behave in doing it (Berman et al., 2001). Lane and Wolf (1990: 61)
also state that "competence addresses the preparation and nurture of the abilities of human
resources for the responsible performance of public tasks". Hence, it is the ability to do
something well.
Employee motivation: Motivation is concerned with the factors that influence people to
behave in certain ways (Armstrong, 2001: 156). Motivation is an emotional stimulus that
causes an employee to act. Work motivation is an amalgam of all of the factors in one's
working environment that foster (positively or negatively) productive efforts (Shafritz, 1980:
216). Motivating employees is, therefore, about getting to move into the direction an
organization wants them to go in order to achieve the desired results. Motivation can be
described as goal-directed behaviour. Employees are motivated when they expect that a
course of action is likely to lead to the attainment of a goal and a valued reward- one that
satisfies their needs (Siegel and Lane, 1987: 413). An organization as a whole can provide the
context within which high levels of motivation can be achieved by providing both financial
and non financial incentives, such as compensation, promotion, training opportunities,
satisfying work, supervision, participation, and so on. However, HRM programmes are
among the most important ones that affect employees' motivation (e.g., Armstrong, 2001;
Shafritz et al., 2001). It is important to bear in mind, however, that research has not
established any strongly positive connection between satisfaction and performance. A
motivated/satisfied employee is not necessarily a high producer (Armstrong, 2001: 165;
Sharma, 1994: 164; Hays and Reeves, 1984: 2657). This implies that employee motivation
has to be supplemented with competence and role clarity, if he or she is to be productive
(Armstrong, 2001; Fey et al., 2000; Guest, 1997, 2001; Huselid, 1995; MacDuffie, 1995;
Paauwe, 1998).

Role clarky: it

is assumed that in addition to employee motivation and competence, role
clarity (an appropriate role and understanding of the role) is crucial if an employee is to make
the desired contribution to his/her organization (Berman et al., 2001; Guest, 1997, 2001;
Gomez-Mejia et al., 2001; Pynes, 1997). Employee role clarity has a lot to do with HR
functions such as job descriptions (to help employees properly know their duties and
responsibilities) and placement (to place employees in the right positions where they can
properly apply their skills and knowledge). The above HR functions, in turn, play a vital role
in avoiding or minimising role ambiguity, role incompatibility and role confusion that may
occur in work environment (Hays and Reeves, 1984; Storey, 2001; Torrington and Hall,
1998). Armstrong (2001: 151) firmly argues that "stress and inadequate performance result
when roles are ambiguous, incompatible, or in conflict with one another".

Employee Retention: As evident from the foregoing quotations, three HRM outcomes
(employee competence-ability to work-, motivation- willingness to work- and role clarityminimising work stress) affect employee performance. However, given the situation of most
DCs, like Eritrea, facing retention problem of professionals, one may add employee retention,
as the fourth HRM outcome that affects performance (Aredo, 2002; Fey et al., 2000;
Hilderbrand and Grindle, 1997; World Bank, 1997). The argument is that if civil service
organizations are to provide the needed quality of services (high performance), they must be
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able to retain professionals (competent employees who are willing to stay). As contended by
Taormina (1999: 1060), "employee turnover has high potential to negatively affect an
organization since the loss of trained employees would mean a reduction in organization
performance". Baron and Kreps (1999) also remark that unless an organization is able to
retain its employees, it will not be able to capitalise on the human assets developed within the

organization.

33

Employee retention is not as frequently cited as a desired HRM outcome in the developed
world as it is in DCs. Employee retention may be particularly important in DCs, like Eritrea,
in which one has experienced acute shortages of qualified and experienced human resource,
as well as high brain drain of qualified civil servants (Aredo, 2002, Das, 1998; ECA, 1989;
ILO, 1998; Kiggundu, 1989). That is why, recently, it has been argued that it is a paradox of
today's world that DCs (like Eritrea) that have the greatest need of use professionals to help
them along the road to economic and social development are not using them efficiently and in
fact are losing many of their best educated young men and women to the developed societies.

Concept of performance
Basically, there is no general theory about performance per se (Guest, 1997: 266). However,
there are approaches and models, often on specific disciplinary perspectives, such as
economics, psychology or production management, which help us understand and classify
aspects of performance, even though, it is not an easy task (Guest, 1997; Hays and Reeves,
1984; Miner and Crane, 1995; Van Mierlo, 1995). When it comes to measuring public sector
performance, there are many obstacles. As noted by Hays and Reeves, "Economists have
traditionally experienced difficulty in measuring the productivity of service industries" (1984:
290). Guest also argues that "in the service sector, measures of productivity are generally
difficult to identify" (2001: 1100). Van Mierlo (1995: 19) also underlines that "the empirical
measurement of labour productivity is very difficult because of the service character of
bureaucratic activities". Because most civil service organizations' operations are service
oriented and lack a profit/loss calculus, it is more difficult to measure government
productivity than private performance (Pollitt and Bouckaert, 2000). Ozgediz also argues that
public bureaucracies, and individual civil servants, are expected to serve social and political
objectives more than private sector. He further notes that, preoccupation with such objectives,
though legitimate, inevitably diverts attention from operational efficiently and productivity
(1983: 59). Moreover, most government agencies lack a sufficient database to allow public
managers to design viable measures of employee utilization, relative costs of services, and
other inputs and outputs that must be evaluated before performance can be computed (Guest,
1997; Paauwe, 1998,2004).

Although many researchers proved that there is a positive correlation between HRM and
performance, performance is also affected by other variables (e.g., Becker and Gerhart, 1996;
Boxall, 2003; Guest, 1997; Purcell, 1999). If we are to speak with any certainty about the
extent (net effect) to which HRM affects performance, one would first need to isolate HRM
effects by controlling the rest of the variables bearing upon performance (Miner and Crane,
33 It is also argued that retention should not be too low (because of potential operational continuity problems).
but it should not be high either (because of lack of sufficient flexibility) (see also Arthur, 1994).
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1995: 282-284). Only when we have made progress in measuring the independent and
dependent variables, we can begin to give full attention to the way in which they are linked
(Guest, 1997: 274). Thus, Guest (1997) admits that we need to have a theory about how much
of the variances matters more and how much of the variance can be explained by human
factors. As remarked by Legge (2001: 30), "there is a need to open up the 'black box' of the
process that link HRM and organizational performance".
However, at this time, it is beyond the capability of human being (Sharma, 1994: 164). As
mentioned by Guest (1997: 274), "although there is association between HRM
practices and
outcomes, to date, we are not yet in a position to assert cause and effect". This is mainly due
to the existence of intervening variables. Unless very careful controls are used to take account
of all factors affecting performance, it is possible that the results may overstate or understate
the influence of HRM upon performance (e.g., Armstrong, 2001; Fey et al., 2000).
Performance, as argued by Guest (1997), and Paauwe (1998), is a multifaceted and complex
phenomenon. It is pretty difficult to clearly know to what extent HRM affects performance.
Performance is, therefore, not the direct result of any one factor such as HRM. Rather,
HRM34 is only one important component of a diverse set of influences that determine
performance level. What so far achieved is a skeletal finding and we need to put a lot of flesh
on the bones (Guest, 1997; Paauwe, 1998; Storey, 2001; Wright et al., 2003). Thus, at the
very least, we need to be aware of the methodological challenges and how they might be
addressed (Guest, 2001: 1094). The meaningfulne
ss of 'mere' correlations and other
statistically derived data in the absence of adequate theory is open to question (Storey, 2001:
14).

Although our knowledge of the net impact of HR functions upon performance is still
incomplete, there is no shortage of assumptions and theories regarding the role that HRM
plays in positively affecting performance. In other words, despite the absence of
unambiguous proof or net impact of HRM upon performance, there is evidence that a positive
relationship does exist between the two (Baron and Kreps, 1999; Perry and Mesch, 1997;
Pfeffer, 1994, 1998; Pynes, 1997). Recently, there has been a growing body of research,
which seeks to examine the impact, if any, of HRM policies and practices on organizational
performance. The most notable studies use large data sets and interrogate data using

sophisticated statistical techniques. In general, the available studies
appear to reveal
impressive evidence of robust impacts and outcomes. The new classical studies in the United
States include those by Becker and Gerhart (1996), Huselid (1995), Huselid
et al. (1997),
Icheniowski (1997), and Macduffie (1995). In Britain, the major studies include those by
Guest (1997), and Patterson et al. (1997). In the Netherlands, studies include those of Boselie
et al. (2001), Den Hartog and Verburg (2004), Koene, Vogelaar and Soeters (2002), and
Paauwe (1998). Therefore, a successful organization attributes its past success partly to the
way it deals with its people.

34 Performance is influenced by many factors, such as the effectiveness of the management of human, financial
and material aspects of an organization. This Suggests that HRM is only one but an important factor thai affects
performance at both employee and organization levels.
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HRM outcomes

Accurate measurement is essential to determining whether or not performance level is
increasing, decreasing, or remaining static (e.g., Pollitt and Bouckaert, 2000). Moreover,
valid productivity data are necessary to make comparisons between organizations, to identify
the causes of low productivity, to evaluate the impact of reforms, and to establish benchmarks
of satisfactory performance (e.g., Guest, 1997, 2001; Hays and Reeves, 1984; Miner and
Crane, 1995; Van Mierlo, 1995). However, due to the above-mentioned problems, it is
difficult to measure the net impact of HRM upon performance, though it has become clear
that HRM affects positively the performance of an employee and organization. But how can
we assess HRM outcomes (employee competence, motivation, role clarity, and retention)?

Proxy-HRM outcome indicators
As can be seen from figure, 2.4, there are some proxy indicators for the above four HRM

outcomes, which can help us to assess the effectiveness of HRM outcomes. For HR
competence, educational qualification, additional training received and years of working
Lane and Wolf, 1990).
experience are suggested (e.g., Armstrong, 2001; Roberts, 1998;
35
These proxy indicators could be obtained from skiU inventory. Moreover, interviews with
HR and line managers, and review of relevant documents could provide valuable information
on employee competence (Armstrong, 2001; Bennell, 1994).

Whereas for the other three HRM outcomes 6- HR motivation, role clarity and retention-, the
following proxy-indicators are forwarded: satisfaction, turnover, complaints, and absenteeism
(e.g., Armstrong, 2001: 121; Stahl, 1983: 216; Farnham, 1984: 112; Siegel and Lane, 19987:
426; Pfeffer, 1998: 25-27). These proxy-HRM outcome indicators could be obtained through
attimde surveys (e.g., Armstrong, 2001; Guest, 2001; Roberts, 1998; Soeters and Nijhuis,
1988). Additionally, interviews with HR and line managers as well as review of relevant
documents could provide infurmation on employees' satisfaction, turnover, complaints, and
absenteeism (see also figure 2.4).

Skill inventory is a list of employees having inforrnation about educational qualification, training received.
of working experience, and other related information (e.g., Gomez-Mejia, 2001; Miner and Crane, 1995;
Shafritz, 1980). Most of the time, such information/document could be found in the personnel office.
36
These three HRM outcomes have a lot to do with HR satisfaction with the job in general and HRM
programmes in particular.
35

years
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Figure 2.4: Proxy-HRM outcomes indicators

Attitude surveys can be used to provide information on the preferences of employees, give
warning on potential problem areas, diagnose the cause of particular problems, and obtain

views about personnel policies (Armstrong, 2001: 796). Surveys are useful vehicles for
enhancing employee input (Roberts, 1998). Attitude survey is administered by the help of a
questionnaire (Soeters and Nijhuis, 1988: 119). Guest asserts that if the focus is on HRM
outcomes, employee attitudes or reactions are vital (Guest, 2001: 1100). Employee attitude
survey, therefore, can provide important information/data in assessing the HRM outcomes
(Guest, 2001; Soeters and Nijhuis, 1988). In addition to attitude survey, interviews with
managers could also provide valuable information on HRM outcomes (e.g., Armstrong, 2001;
Gomez-Mejia et al., 2001; Miner and Crane, 1995; Shafritz, 1980).
As contended by Pynes (1997: 43), employees who feel mistreated tend to be less productive.
Energy is spent feeling anxious, angry, frustrated, or fearful instead of concentrating on jobrelated tasks. Mistreated employees tend to have greater rates of absenteeism and, when
possible, will seek other employment opportunities. Organizations also suffer when their
work environments are hostile. Higher turnover rates result in increased recruitment and
selection expense, as well as increased training and retraining costs (Hays,
1998). "In spite of
the difficulties in demonstrating direct causation, 'success' can be defined as the absence of
any 'personnel problems' that might disrupt the smooth running of the organization" (Izgge,
1995: 24). Effective HRM often leads to greater employee satisfaction and its consequences:
lower absenteeism, lower turnover, fewer accidents, and higher quality of work (e.g., Berman
et al., 2001; Storey, 2001). Hence, one can argue that the more effective HRM is in place, the
more the civil servants are competent, satisfied with the existing HR practices, have sufficient
role clarity in their job and have no intention to leave the organization.
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2.9 Concluding remarks

From the discussions of the proceeding sections, the following general conclusions can be
drawn:
[1] HRM, as a field of study, focuses much on 'how HR aspects of organizations can
effectively be managed'. Generally speaking, organizations could have two broad approaches
to HRM, namely, the traditional and the new one. These two approaches are similar in the
sense that they are concerned with how to effectively manage the HR aspects of
organizations. They also differ in the sense that they have different assumptions as to how
human resource should be managed. Both approaches have their own pros and cons.
Therefore, there is a need to balance the competing demands of the traditional and new
approaches to HRM by taking into account the realities of a specific country. In other words,
one has to properly answer: 'Why and when the two approaches are applicable' before
choosing any HRM approach.

civil service organization
factors.
That
is why, from the outset,
without regarding its dynamic environment or external
be comprehended
cannot
service
a
civil
and
we have argued that HRM policies
programme in
without reference to the crucial impact of the dynamic environment. Civil service
organizations, thus, should try to devise HR system and implement it in a fashion that
supports rather than inhibits the achievement of an organization's overall objectives by taking
into consideration the previously discussed dynamic environment.

[2] It is not possible to understand

the different HRM issues in a

[3] As will be discussed in section 4.2, the above-discussed external factors have been
adversely affecting civil service of most DCs to successfully manage (procure, train and
utilize) their civil servants. This is mainly due to the fact that many of the pre-conditions for
effective management of civil servants are missing in these countries. For this reason,
Kiggundu (1989: 121) argues that many organizations in developing countries operate under
extremely difficult circumstances. They face complex and uncertain environments upon
which they must operate. One can also argue that variations in environmental factors act as
constraints on or enhancements of the HRM system. Thus, any attempt to discuss or analyse
the challenges and prospects of effective HRM in a civil service has to take into consideration
the dynamic environment, within which they are operating.

[4] It has to be noted that there have been many reforms in the way civil servants were
managed before the 1980s. But the speed and rapidity of these changes throughout 1980s and
1990s were faster than they had been hitherto. The last two decades have marked a turning
point in the evolution of HRM in public organizations. Although most of the HRM literature
focuses on effective management of human aspect of organizations, in the last two decades,
with the emergence of NPM, new issues have appeared in the HRM in the civil service. Thus,
the way civil servants should be managed has changed. Almost all writers about NPM
acknowledge that, in many countries, the last twenty years have witnessed extensive
borrowing by the public sectors of management ideas and techniques originating in the
commercial sector (Pollitt and Bouckaert, 2000: 16). However, how far this has been 'a good
thing', and how far it should go, are much debated. Some think it should go further, other that
it has gone too far.
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" It is not the presence of HR functions, such as selection or training, but a distinctive
approach to HR functions that matters" (Guest, 1997: 273).

3.1 Introduction
As has been indicated earlier, the most important resource that organizations need to realize
their objectives is the human asset. To this end, organizations have to effectively manage
their HRs (e.g., Armstrong, 2001; Berman et al., 2001; ECA, 1989; Gomez-Mejia et al.,
2001; Klingner and Nalbandian, 1998; Pfeffer, 1994, 1998). In this chapter, an attempt is
made to systematically discuss the different HR sub-systems or functions. Basically, a
number of authors have identified different HR functions and have grouped them under
different categories (Ibid.). However, we classified them under three broad categories or subsystems. These are HR procurement, HR training, and HR utilization. This is because this
approach reflects the research objectives of the study. These three sub-systems of HRM have
long been interrelated functions in public organizations. Yet, only during recent years there
has been a growing awareness of this close interrelationship (Berman et al., 2001; ECA,
1989). Thus, there is a need to provide them the systematic attention they deserve.

Given the objective of the study, we provide a general overview of the three HRM subsystems and then we identify and discuss some critical factors for the three HRM sub-systems
in a civil service of DCs, like Eritrea. Such attempt could help us in discussing and analysing
the challenges and prospects of effective HRM in the Eritrean context. As noted earlier, the
main objective of the study is to assess HRM practices, challenges and prospects in the Etitrean
civil service. We thus believe that the critical factors for the three HRM sub-systems could play
a vital role towards the above objective.

This chapter consists of five (5) sections. After the introduction, section 3.2 identifies and
discusses nine critical factors affecting HR procurement. Section 3.3 presents and discusses
nine critical factors affecting civil service training. Section 3.4 also discusses three critical
factors affecting HR utilization. This chapter argues that effective HR procurement and
training alone are necessary HRM sub-systems, but not sufficient. This implies that
organizations need to provide due attention to the third HRM sub-system: HR utilization.
Finally, section 3.5 sums up various conclusions from the preceding sections.

3.2 Procurement of civil servants

3.2.1 Definitions and activities of HR procurement
It is argued that if organizations are to be effective, they have to have the required quality and
quantity of human resource and be able to properly utilize them (e.g., Baron and Kreps, 1999;
Hays, 1984, 1998; Pfeffer, 1994, 1998; Shafritz et al., 2001; Sharma, 1994). To the above
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objective,
to properly accomplish procurement function of HRM (Ibid).
or anizations
Procurement
is the firsthave
function of HRM, that is, concerned with obtaining the proper kind
(quality) and number (quantity) of human resource necessary to accomplish organizational
goals. It is no accident, therefore, that the first operative function of HRM must begin with
the procurement of personnel to run the organization (Sharma, 1994: 63). HRM in the public
service begins with people who accept the challenge of joining the public service (Holzer,
1990: 3; Paul, 1983: 14). Organizations that fail to have the right people in the right place at
the right time are at risk (Pynes, 1997). A proper match between work and employee
capabilities is now an economic necessity (Pfeffer, 1994).2 Shafritz et al. (2001) also
underline that a poor fit in the beginning is a reliable predictor of later turnover or higher
training. For this reason, as noted by Baron and Kreps (1999: 338), organizations often spend
substantial resources trying to hire employees who are well suited to the positions that need to
be filled. Careful decisions made at the outset concerning whom to hire can therefore be quite
important. In the words of Berman et al. "HR procurement is pivotal because if it is done
poorly, then all subsequent human resource functions will be negatively affected" (2001: 71).
Hiltrop (1996: 244) further argues that "the first challenge of any organization is to find and
recruit the people necessary to meet its present and future skill requirements".

HR Procurement activities

Let us briefly see the three HRM activities, which are needed to successfully accomplish the
procurement function. They are human resource planning (HRP), recruitment, and selection
and placement.

Human Resource Planning (HRP)
HRP is a critical component of HRM. An effective HR plan provides mechanism to eliminate
any gaps that may exist between supply and demand (e.g., Brown et al., 1998; Torrington and
Hall, 1998; Shafritz et al., 2001; Storey, 2001). Thus, HRP determines the numbers and types
of employees to be recruited into the organization or phased out of it. HR planning should
precede all other HRM activities.3 Sharma (1994: 64) notes that "logically, the first and most
important step in hiring suitable individuals is the determination of the personnel requirement.
For, without ascertaining the kind of personnel desired for each job as well as a specification of
the number to be selected, the selection programme will sail like a rudderless ship". Proper
planning could lessen the number of surprises involving human resources availability,
placement, and orientation (Brown and Brown, 1998; Shafritz et al., 2001). Not having the right
person in the right place at a particular moment is a surprise and usually a problem. These kinds

'

HR procurement also called staffing, hiring and resourcing (Armstrong, 2001. Berman et al., 2001; Flippo,
1984; Hays, 1998).
2 HayS (1998: 298) underscores that "because any organization's performance is largely dependent upon the

quality of its workers, those organizations that do an effective job of managing these entry functions are clearly
the better for it".
3 AS pointed out by Pfeffer (1994), to compete, organizations must be able to anticipate, influences, and manage
the forces that impact their ability to remain competitive. This implies that organizations have to assess past
trends, evaluate the present situation and project future events.
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of surprises can be reduced through effective HRP (Armstrong, 2001: 257). Thus, HRP has a
vital role to play not only in procurement, but also in almost all HR functions.

Recruitment
Once a determination of human resources planning has been made, the recruitment and
selection processes can begin. Recruitment is "the process of attracting qualified candidates
to apply for vacant positions within an organization" (Pynes, 1997: 92); or "organizational
activities that influence the number and types of applicants who apply for a job and whether
the applicants accept jobs if offered" (Ivancevich, 1995: 191). Recruitment provides
information about available positions and encourages qualified candidates to apply (Berman
et al, 2001: 71). The central task of recruitment is therefore to generate a sufficient pool of
applicants to ensure that there are enough people available with the necessary skills and
requirements to fill positions as they arise.
Sources and methods Of recruitment

Generally, the sources of recruitment are of two major types: internal and external (e.g.,
Berman et al, 2001; Gomez-Mejia et al., 2001; Pynes, 1997; Sharma, 1994). Internal sources
are those sources that help an organization to fill the vacancies from existing employees,
either through promotion, transfer, and in rare case through demotion. However, it cannot
meet the whole manpower requirements of an organization (Sharma, 1994: 63). Therefore,
whenever there is an inadequate supply of labour and skills inside the organization, it must
effectively get its message across to external candidates. It is here where the organization's
choice of a particular method of recruitment can make all the difference in the success of the
recruiting efforts (Ivancevich, 1995: 200; Baron and Kreps, 1999: 340). The following
outside (external) sources are available for an organization: advertisement, employment
agencies, recommendations of present employees, educational institutions (schools and
colleges), walk-ins, and nepotism# (Berman et al., 2001; Flippo, 1984; Ivancevich, 1995;
Pynes, 1997). It should also be noted that all recruitment methods have their own pros and
cons (Baron and Kreps, 1999: 173; Berman et al, 2001: 80; Hays, 1998: 307; Pynes, 1997:
94-96; Sharma, 1994: 66)
Perhaps the most widely used method for recruitment is advertisement in newspapers, trade
magazines, professional journal, and internet (recently) (Sharma, 1994:67; Berman et al,
2001:82; Hays, 1998: 309). For this reason, many authors noted that advertisement should
always be reviewed carefully for accuracy because misstatements become legally binding and
errors makes the organization look unprofessional (Armstrong, 2001: 393-395; Baron and
Kreps, 1999: 365; Berman et al, 2001: 82; Guest, 2001: 1098; Pynes, 1997: 98-99). Berman
et al. (2001: 86) and Armstrong (2001: 396) also note that on-line application is becoming

common.

Among the most important factors that affect selection of recruiting methods are
organizational policy, cost and time factor considerations, labour market conditions (supply
4 Nepotism is a practice of giving unfair advantages to your own family, if you are in a position of power,
especially by giving them a job.
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and demand of labour) and kind of labour to be recruited (Berman et al, 2001; Flippo, 1984;
Hays, 1998). In view of these, Stone (1998: 179) argues that "to choose a method, the HR
manager must know which is likely to be the most successful in targeting a particular labour
group. For example, an electrician is not likely to be recruited by the same method as used to
find a marketing manager". Berman et al. (2001: 71) remark that recruitment, in the a public
sector, is the most important human resource function, but it is generally acknowledged to be
the weakest for it has not been done effectively. For this reason, Ban suggests that "recruiting
is the critical first step... in a civil service, this area needs improvement" (1993: 83).

Selection and Placement
Once a pool of desirable applicants is identified, the next step in the procurement process is to
choose those most likely to perform the job competently (Hays, 1998: 311; Pynes, 1997: 99;
Sharma, 1994: 69). Selection technically starts when applications have been received.
Selecting workers on the basis of their job-related ability is one of the sacred principles of the
merit system. Selection is the "process by which an organization chooses from a list of
applicants the person or persons who best meet the selection criterion for the position
available, considering current environmental conditions" (Ivancevich, 1995: 219). "The
processes by which suitable candidates for jobs are attracted and screened are referred to as
recruitment and selection" (Hays, 1998: 298).

'Recruitment' and 'selection', though often used interchangeable, are two different terms in
their precise connotation. Only in hypothetical case of a situation where all those who apply
necessarily get jobs, (i.e. where the selection ratio is 1:1) the two terms may seem to overlap
each other. This is, however, a situation of very rare occurrence (Sharma, 1994: 64).
Selection begins where recruitment ends. When recruiting has accomplished its goal of
attracting applicants who are available and Willing to work, selection selects those who are
likely to be most suitable and productive (Armstrong, 2001; Hays, 1998; Pynes, 1997;
Sharma, 1994). Recruitment is often termed "positive" in that its objective is to increase the
selection ratio, that is, the number of applicants per job opening. Whereas selection is often
termed "negative" in that it seeks to eliminate or sort out those who do not meet the
requirements and select the best from the attracted applicants (leaving only qualified ones).
Much of the screening is to find those people who could work best in the new environment,
could learn and develop, and need less supervision (Pfeffer, 1994: 33). In the words of Hays
(1998: 318), "recruitment and selection are the avenues by which bureaucracy acquires its
most important raw materials, human resources". Pfeffer further argues "security in
employment and reliance on the work force for competitive success means that one must be
careful to choose the right people in the right way" (Ibid.).
As has been indicated above, selection involves the process of eliminating or sorting out the
unfit and picking up the most suitable of the prospective employees. But the important
question here is how to ascertain the suitability of the candidates? Obviously, it has to be
assessed against the job requirements or specification for a particular post (Hays, 1998: 311;
Ivancevich, 1995: 223; Pynes, 1997: 99; Sharma, 1994: 69). It therefore follows that
development of adequate job descriptions and specification for each of the posts to be filled is
of a central importance to the execution of any selection programme. Lack of adequate job
specification is by far the most serious one in hiring competent employees (Sharma, 1994:
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207). There is a need to lay down detailed and specific job requirements for each of the posts

in undertaking (Ibid).
The Selection Process or devices
The selection process is a series of methods of securing pertinent information about the
applicant. The information obtained can be compared with the job specification, the standard
of personnel. If the applicant qualifies, he or she advances to the next step (Pynes, 1997;
Shafritz, 2001; Storey, 2001). Thus, the job specification and the job applicant are present at
each step in the selection process. In this process, varying methods are used to discover
significant information about an applicant, which can then be compared with the job
specification. The steps and number of selection devices used may vary from organization to
organization, kind of employees to be hired, size and management philosophy (Armstrong,

2001; Berman et al., 2001; Gomez-Mejia et al., 2000; Torrington and Hall, 1998). Though
there is no standard procedure adopted by all organizations, the following selection devices
are the common ones:

[l] Application form: Most organizations require application forms to be completed because
they provide a quick and systematic approach to obtaining a variety of information about
the applicant.
[2] Reference check: The purposes of the reference check are to obtain information about the
past behaviour of applicants and to verify the accuracy of information given on the
application form (Hays, 1998; Miner and Crane, 1995; Pynes, 1997; Sharma, 1994).
[3] Employment test: It is an instrument designed to measure selected psychological factors.
The purpose of this measurement process is to enable one to predict what a person will do
in the future (Torrington and Hall, 1998; Pynes, 1997).
[4] Employment interview: This is by far the most widely practiced technique of selection
(Hays, 1998: 314; Miner and Crane, 1995: 681; Pynes, 1997: 108; Sharma, 1994: 71).
Throughout the selection process the interview may be used to verify and clarify
application blank data, to obtain further information about what an individual can do and
will do, and to provide information about available jobs and the value of being affiliated
with the organization (Ibid.).
[5] Medical examination: This is a very comprehensive examination and matching of an
applicant's physical capabilities to job requirements, to a simple check of general physical
appearance and well being (Armstrong, 2001; Berman et al., 2001; Torrington and Hall,
1998).5

It should be noted that it is not necessary that all organizations must follow the above selection
devices or techniques. Rather, the above-mentioned selection techniques are the most used
ones. Thus, organization may use two, three or eight selection techniques. As highlighted
earlier, this depends on the kind of employees to be hired (level of skills), size and
management philosophy. Due to their importance, nowadays recruitment and selection take
longer time and are more costly in real terms than in the past.

5 Hilderbrand and Grindle (1997: 53) note that without exception, organizations that were best able to recruit
appropriate talent were those that had public announcements and competitions for applicants, rigorous
examinations or interviews, or both, as well as some kind of review board to ensure objectivity.
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After

an applicant has been selected, the next step is to place him/her in the right position
where he/she can contribute to the maximum to the organization (e.g., Berman et al., 2001;
Sharma, 1994) A placement programme puts the right person in the right position (Sharma,
1994: 66): More importantly, the placement, which often carries with it the status of
probation helps the management decides where, that is, in which job a new employee fits in
best. It provides a check on the selection system (Sharma, 1994: 66). Baron and Kreps (1999:
343) also note that it is important to gauge his or her level and quality of performance on the
job itself because the data available through the selection devices may be insufficient to make
an informed judgment as to the applicant's suitability for the job; only time on the job will
tell organizations what they want to know. Moreover, Armstrong (2001) notes that probation
can discourage unfit applicants from applying.

3.2.2 Critical factors affecting HR Procurement
Based on review of the relevant literature, we identified nine (9) critical factors, which affect
HR procurement in a civil service of DCs. They are briefly discussed as follows.

Attractiveness of compensation programmes: In labour markets, as in other markets, there is
a tendency to get what you pay for. If you want to recruit outstanding people, and want them
to stay with the organization, paying more is helpful, although not absolutely necessary. High
wages tend to attract more applicants, permitting the organization to be more selective in its
hiring exercise (Meffer, 1994: 35).7 Paying more enables an organization to attract many
potential applicants. This in turn could help an organization to hire the most suitable and
qualified applicants. As underlined, by Pfeffer (1998), higher compensation sends a message
that the organization values its people.

The ILO (1998) and the World Bank (1997) argue that most governments in DCs are unable
to put in place attractive compensation programmes, which attract and retain qualified civil
servants. This is mainly due to the economic problems that they are facing (see also section
4.2). Hence, one can argue that the effectiveness of compensation programmes is one of the
key components for successful HR procurement. However, it depends to a considerable
degree upon the ability of a government to commit the required resources.8

Presence of clearly written and operational HR procurement policies: Many believe that if
civil service organizations are to procure the required kind of employees, they must have
clearly written procurement policies' and be able to properly implement it (e.g., Hays, 1984,
1998; Berman et al., 2001). The HR procurement policies or guidelines should include how to
recruit (attract potential candidates) and select the best ones among the attracted applicants.
be noted that the issue of socialization comes into being after a person is selected and placed (for
details, see Berman et al., 2001; Armstrong, 2001).
Most of the time, compensation programmes are seen as a vital ingredient in successful HR procurement
function of HRM. They are highly instrumental in personnel recruitment, retention, and motivation (Siegel.
1998: 608; Baron and Kreps, 1999: 340).
8 It is important to bear in mind that attractiveness of compensation programmes are greatly influenced by the
organization's (government's) economic strength or capacity (Baron and Kreps, 1999; Berman et al., 2001;
Pfeffer, 1998; Shafritz et al., 2001).
9 A policy is an accumulation of course of actions towards achieving a certain specified objective and is aimed at
serving a uniform treatment of similar situations in due process of the predetermined objective.

6 It must
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Miner and Crane (1995: 678) note that the existence of a clearly written policy manual with a
comprehensive statement of HR policies in areas such as staffing, training, compensation,
employee services and discipline, is very crucial.

Availabili(y of adequate and reliable personnel data: The first and important step not only

for procurement but also for the overall HR functions is human resource planning (HRP). To
have an effective HRP, organizations must have adequate and reliable data related to
personnel (Armstrong, 2001; Bennell, 1994; Shafritz et al., 2001). HRP helps organizations to
forecast human resource needs. In doing so, there is a need to accomplish two important
activities: [i] forecasting the number and kind of employees that would be needed to meet the
desired objectives, and [ii] employees that would be available in the specific period of time
(Ibid.). The personnel data need to be continuously up-dated, if planning, monitoring and
evaluation of HR functions are to be performed effectively. The establishment of adequate
HR information systemst' has therefore been one of the preconditions for successful
procurement of civil servants (e.g., Armstrong, 2001; Berman et al., 2001; Das, 1998).

Effectiveness of the organizational arrangement of HR functions: If HRM is to provide the
desired result, there is a need to answer the following question: what HR functions should be
consistent across civil service organizations and what HR functions should be up to individual
organization to determine? In answering the above questions, policy makers and senior civil
servants should take into account a number of factors. These include the institutional
capability of civil service organizations to deal with increased responsibility for HRM, the
presence of a clear general framework within which organizations are to take HR decisions,
and the presence of effective monitoring mechanisms (Farnham, 1984: 76; Hays and Reeves,
1984: 95; Pollitt and Bouckaert, 2000: 138; Turner and Hulme, 1997: 174). It must also be
presumed that line managers are fully aware that what they do is subject to post review and
audit. In short, the effectiveness of a decentralized HR functions depends upon how well it is
administered.

11

an organization is to successfully
accomplish the procurement activities discussed earlier. it needs to have qualified and
motivated HR officers (managers and specialists) (Armstrong, 2001; Baron and Kreps, 1999;
Mudhoo, 1995). Recently, there has been a trend of providing line ministries discretion to
take personnel decisions. In such a situation, line managers are dependent to a considerable
degree upon the advice of HR officers (Guest, 1987; Torrington and Hall, 1998; Pynes, 1997;
Storey, 1992, 2001). Farnham states that although top management is responsible for ensuring
that personnel policies are developed, implemented and regularly reviewed, effective policy
formulation requires active guidance and coordination, which HR officers in a civil service

Availability of qualijied and motivated HR of#cers: If

'o

HRIS, according to Miner and Crane (1995: 671), is a system used to acquire, store, manipulate, analyse,
retrieve, and distribute pertinent information regarding an organization's human resources. The main objectives
of HRIS include [1] better circulation of information [2] efficient HRM operation [3] more comprehensive
knowledge of work force and more effective utilization of data stored on a computer and [4] establishment of a
multi-purpose database such as position management, follow-up of training activities and processing of salaries
and wages.

" In addition, in spite of the kind of HRM system (centralized or decentralized) being pursued, there is a need to
strengthen managernent capabilities of HR offices in the civil service (both centrally and organizationally).
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are able to provide (1984: 131). Thus, the success of HR procurement depends in part on the

availability of qualified, and motivated staff at HR office both centrally and organizationally.

Clarity of organizational objectives and strategies: It is hard to get anywhere i f you do not
know where you are going. Successful change invariably begins with a process of figuring out

key objectives and an underlying philosophy that can guide the tactical decisions and provide
a framework for the organization as it proceeds (Pfeffer, 1994: 236). If an organization is to
hire the required quality and quantity of employees, as has been said, first it has to conduct
HRP in order to know how many employees will be available. Accordingly, it has to forecast
human resources needs for the future (Armstrong, 2001; Gomez-Mejia et al., 2001; Pynes,
1997). To do so, HR managers have to be supplied with clear organizational objectives and
strategies on which many personnel related decisions depend (Kiggundu, 1989: 105; Pynes,
1997: 92-94). Recently many scholars argue that, for better performance, organizations have
to link HRM activities and strategies with that of organizational objectives and strategies
(Boselie et al., 2001; Chadwick and Cappelli, 1999; Delery and Doty, 1996; Ferris et al.,
1999; Huselid et al., 1997). The OECD (1996: 41) further suggests that "HR functions such as
recruitment and selection, placement, performance appraisal... should be clearly linked to
organizational goals and priority". This is, therefore, possible if an organization has clear
objectives and strategies.
Whenever possible, objectives should include targets which are capable of direct or indirect
measurement so that monitoring and evaluation can take place to determine whether objectives
are being attained (Berman et al., 2001; Pollitt, 1993, 2000). If an organization lacks
objectives
or has poorly formulated objectives then all or some of the HRM related activities would lack
direction. In other words. lack of clarity in the aims and objectives can lead to
dissipation of
efforts by picking up some activities and then leaving them after a fruitless attempt.

Commitment of policy makers and senior civil servants to merit principles: Many have
argued that the ability of a government to effectively implement the HRM programmes is
necessary but not sufficient. This line of argument can also take us to the importance of the
commitment of a government (policy makers and senior civil servants) to merit principles in
HRM related decisions (Grindle, 1997; ILO, 1998; Dia, 1996; Kiggundu, 1989; ILO, 1998;
World Bank, 1994b). Top executives must commit themselves to active, visible, and personal
involvement in the HRM issue (Das, 1998).

Image Of an organization: The image of an organization plays a great role in attracting
qualified applicants, which in turn makes an organization more selective in its hiring exercise
(e.g., Berman et al, 2001: 75; Hays, 1998: 306). This may indicate that the image of an
organization is vital for successful HR procurement. However, at present many governments
are confronted with a 'slowly emerging crisis of competence' due to a
decline in the
quality of new hires (Ban, 1993; Hays, 1998; Shafritz et al., 2001).1 fredicted
Therefore, one of the
main challenges that is facing public organizations is the inability to attract the brightest
candidates.

12

Hays argues that despite recruitment's obvious importance to the success of any organization, civil service has
a poor track record as an effective recruiter, as contrasted to the private sector. Agencies often tend to satisfice or

to invest very few resources in the effort (1998: 306).
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Continuity of monitoring and evaluation (ME) of HR procurement activities: Organizadons
have to regularly monitor and evaluate HR procurement activities. This is because ME are
used to assess past trends, evaluate the present situation, and project future events (Pynes,
1997: 24). Hence, ME mechanisms could help organizations to take all necessary measures
for future actions (Baron and Kreps, 1999: 23-24). Armstrong (2001) also notes that past
procurement activities must be monitored and evaluated and used as signposts to charter the
future course of action. Personnel related data, therefore, need to be continuously up-dated.
To sum up, from the proceeding discussions, one can realize that procurement is the starting
point of building qualified civil servants. If a civil service is to have competent, motivated
and experienced civil servants, first of all it has to be able to procure the required quality and
quantity of staff. In doing so, a civil service has to accomplish at least three HR procurement
activities, namely HR planning (to forecast the HR needs), recruitment (to attract a number of
potential candidates), and selection as well as placement (to select suitable and qualified
applicants and then to place them on the right positions). We have identified nine (9) critical
factors, which greatly affect HR procurement practices in a civil service (see figure 3.1). The
main assumption here is that the more the critical factors are in place, the more the civil service
can get the desired result out of HR procurement exercise.

Figure 3.1: Factors affecting HR procurement
Critical factors for HR Procurement
1. Attractiveness of the compensation programmes
of clearly written and operational HR procurement policies
3. Availability of adequate and reliable HR data
4. Effectiveness of the organizational arrangement of HR functions
5. Presence of qualified and motivated HR officers
6. Clarity of organizational objectives and strategies
7. Commitment of policy makers and senior civil servants to merit
2. Presence

8. Image of an organization

HR
Procurement

F./.millil

9. Continuity of monitoring and evaluation of HR Procurement activities

3.3 Training of civil servants
This section will focus on the second HRM sub-system- training in a civil service. Before
embarking on the main theme of this section- identifying and discussing the critical factors
for effective civil service training-, it is necessary to offer some discussions of training, as a
benchmark to subsequent discussion.
3.3.1 Definitions, objectives and types of training
There are many closely related definitions of the term 'training'. Many writers have defined it
in different ways, although the central point is more or less similar: upgrading the skills and
knowledge of employees. According to Thomas and Theresa (1995: 7), training is a planned
and systematic process to develop or modify the ability to perform defined tasks or functions
effectively in order to enhance the achievement of organizational goals. Berman et al. (2001:
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234) also define training "as the effort to increase the knowledge, skills, and abilities of
employees and managers so that they can better do their present jobs". It is, therefore, a process
of preparing people to be well equipped with knowledge and skills of modern technology,
methods, techniques and practices for improving their performance. Hence, human resource, as
one of the resources, needs constant replenishment both qualitatively and quantitatively (Pynes,
1997: 203). If there is a right way of doing a job and a wrong way of doing it, then the person
required to do it can be trained to do the job in the right way and to avoid doing it the wrong
way. But if a person is trained to do his job in one way and then expected to do it in quite
another way, then his training becomes irrelevant and cannot, obviously, affect his job
performance (Kerrigan and Luke, 1987; Reilly and Clarke, 1990).
Therefore, the three accepted targets of training are acquisition of knowledge, skill and
development of attitudes. These, in turn, can improve the performance of individuals as well as
the organization. Pynes (1997: 205) believes that all the above three types of learning are
needed to meet the total training needs, as skill without knowledge is as ineffective as
knowledge without the requisite attitudes. In case we conceive performance as a jitnction of
ability in interaction with motivation, we may perhaps assume that people employed in
government organizations have required ability. The latter could be sharpened further through
training for improvement in knowledge and skills resulting in competence. 13

Distinction between training and education
Education and training are processes in human life. For example, according to Reilly (1979),
education provides world vision and training equips an individual professionally. While
education aims at broad-based accumulation of knowledge, the development of vision and the
strengthening of the critical faculties, training aspires to and equips an individual with focused,
specialized and professionally relevant knowledge. "While training focuses on improving
performance in present jobs, education is defined as efforts to improve future performance, for
example by providing skills that will be used in a subsequent assignment or even in a
promotion" (Odioner and Rummler, 1988, cited by Berman et al., 2001: 235). It should also be
noted that, although, sometimes education provides certain skills, it becomes obsolete because
of the new developments in the subject. Training is, therefore, often used to update the
knowledge and skills obtained at university and/or school (see also Pynes, 1997; Sharma,
1994).14 Often organizations require their employees to have particular skills that are not
included in university education and/or school.

University/school education may not prepare persons for practical tasks in the organization.
Hence, organizations have to start to train their employees to give them related skills. In this
way, training is supplementary to education and necessary to organizations. Education and
training may proceed in an overlapping fashion or concurrently or distinctly. Broadly, the
13

Training should aim to improve the competence of people in organizations in order to manage the changing job
demands emerging from time to time. According to Basu (1988), its objective obviously is to convert the working
human being into human resource so that he can discharge the duties given to him and accomplish the specific
tasks assigned by the organization in fulfilment of its goals.
14
Education is a developmental approach that prepares employees for future positions. It differs from training in
that it is concerned with broad principles of knowledge and practice rather than the technical details of specific
jobs (Berman et al., 2001: 248).
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methodologies and modes of attaining information in education and training are the same,
except that in case of the latter, practical demonstrations are given greater emphasis (Torrington
and Hall, 1998; Sharma, 1994; Stephen, 2004). In a nut-shell, education is more general, of
longer duration and qualifies people for a number of categories of jobs. Training on the other
hand is more job-specific, of shorter duration and of a practical nature. But there are exceptions
like education in medicine or accounting, which are quite practical.
The need for training in a civil service
argue that massive investments in training programmes have led to
significant improvements in the capability of administration to respond to the challenges of
development, it can, however, be maintained that the absence of training would have certainly
led to a greater failure of development efforts. The increasing complexity in the role of the state
in the context of rising aspirations of people and scarcity of resources pose tremendous
challenges to the management capacity of the state (Grindle, 1997; Stephen, 2004; World
Bank, 1997). Lack of training has impeded in no small way the effectiveness of public servants.
Training, thus, lies at the heart of the development management problems in most DCs,
including Eritrea.

While it is difficult to

The World Bank clearly indicates that whether making policy, delivering services or
administering contracts, capable and motivated staff are the lifeblood of an effective state
(World Back, 1997: 92). The ILO (1998: 1) notes that governments should make adequate
investment to maintain and improve the quality of the public sector workforce on an ongoing
basis. Continuous staff training is critical to adapt skills for future organizational needs,
improve individual jobs, redeploy staff, enhance career and employment prospects and take
advantage of technological progress, thereby realizing the objectives of efficient and effective
delivery of quality services to meet citizens' expectations. In the words of Sharma, "training
is a never-ending function of a management in working organizations" (1994: 105). Training
and further training efforts emerged as an absolute necessity for these countries since their
independence, owing to the shortage of qualified national staff (ILO, 1983: 47). Civil service
training has become, therefore, increasingly important for ensuring that DCs have an
adequate and continuous supply of competent civil servants (Lynton and Pareek, 1994; ILO,
1998; World Bank, 19944 1997).15
Types and/or stages Of civil service training

Training can be divided into two stages. These are pre-service training and in-service training.
Put somewhat differently, training can take place at different stages of employees' careers in
the organization and at different levels of the hierarchy. Let us see them briefly one by one:

[l] Pre-service/employment training: This type of training is intended to supplement the
general knowledge acquired at school and the university, by more specific training geared to the
specific job needs. It is based on the ideology of the British "WhitehaH model" which is to
15 It is important to bear in mind, however, that training is not the only solution for problems encountered by
countries faced with accelerated development. It is only one means among others for solving organizational
problems. It is but one answer to organization improvement. Therefore, training per se is not a panacea for all

organizational ills.
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recruit graduates and provide them with pre-service training from which they can get
knowledge and skills about practical issues before they are put on jobs (ILO, 1983, 1998;
Sharma, 1994).16 Berman et al. (2001: 232) clearly note that "new employees frequently need

training to help them understand new tasks, technologies, and procedures unique to the
organization and to correctly implement key rules and regulations". Training at the time of
entry into a service is essential for inculcating desired skills and attitudes in the entrants (Basu,
1988: 740; ILO, 1998: 8).17 This type of training, in some countries, is provided by means of
induction courses designed to acquaint the newly recruited employees with
administration/management and its organization and functions. In most countries, pre-entry
training is often provided during a probationary period, although the patterns and duration
differ from country to country and sector to sector. For example, in France, pre-service training
for senior administrators jobs lasts 3-4 years (ENA model) (see also Bossaert and Demmke,
2003).

[2] /n-service training. It is a type of training, which is given to persons at different stages in
their careers after they have been inducted into the service (Paul, 1983:12). It is the process of
aiding employees to gain effectiveness in their present or future work through the development
of habits of thought and action, skills, knowledge and attitudes.18 In the form of fixed intervals,
in-service training is, therefore, a necessity for helping the public servants to retain their
freshness and competence. "Existing employees periodically need to acquire new skills,
giving real meaning to lifelong learning" (Berman et al., 2001: 232). The ILO (1998: 8)
underscores that given the variety of specific knowledge to be imparted to trainees, no single
training format should be favoured. A whole range of activities may usefully be pursued,
including long-term and short term courses, information days, workshops, study tours, visits,
on-the job training, funded educational leave, individual programmes, exchange programmes,
and consultancies coupled with training.
3.3.2 Critical factors affecting civil service training

It would

seem clear that, at present, training is generally accepted as standard practice in both
private and public sector organizations. However, theoretical discussions and
conceptualisations on civil service training have been limited to the experience of the private
sector in industrialized countries. Moreover, researchers and scholars in development studies
have not paid much attention to this subject. We, therefore, analysed the existing experiences
and the available literature on civil service training (e.g., Kubr and Prokopenko, 1991; Paul,
1983; Robert, 1990; Schaffer, 1974; Stephen, 2004; UNEDIL, 1991, 1996). The main
objective of doing so is to identify some critical factors affecting civil service training in DCs.
The critical factors can help as a checklist in assessing the civil service training practices,
challenges and prospects in DCs, like Eritrea. In this section, thus, nine factors are identified.

16

It has become necessary because the knowledge acquired in the general system of education often no longer
suffices for carrying out the managerial and technical tasks that must be performed by a modern administration
(Sharma, 1994).
17
According to Kenigan and Luke (1987). the main objective of pre-entry bining is to acquaint the employee with
the basic requirements of his profession, and inculcate in him the right attitude of mind towards his work.
18
According to the ILO (1983 and 1998), in-service training is intended to keep up and improve the trainees'
knowledge of their work and also to prepare them for new duties, which they may have to carry out during their
career.
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Presence of clearly written and operational training policies: According to Paul (1983),
training policy, is a policy that outlines the scope of all training activities, approaches to
training needs, assessment of the priority and financing arrangements, the roles and functions of
different categories of training institutions and mechanisms for co-ordinating their work,
linkage of training to career planning and development and guidelines for the monitoring and
evaluation of training. One of the pre-conditions for success of civil service training is,
therefore, the presence of effective and operational training policies (Kerrigan and Luke, 1987;
Kirkpatrick, 1994; Paul, 1983). Kiggundu (1989) and Paul (1983) underscore that when
training programmes are developed in isolation from comprehensive development planning or
from general administrative policies and practices, many of the factors that are crucial to
successful training may be overlooked. These factors include the identification of the target
group for training, needs assessment, prioritising of programmes and the types and
characteristics of a training programme to be conducted and a proper delivery of training. In
order to institutionalise training, the most important requirement is a training policy. The
existence of such policy implies the commitment of the top-level politicians and administrators
to training. This might, in turn, help reduce the opposing interests of different stakeholders of
the training (e.g., Caldwell, 1962; Kerrigan and Luke, 1987; ILO, 1998). Civil service training
policy must become an integral part of the national development planning and civil service
HRM system. With the existence of such A,cy, training becomes part of the administrative
process

of civil service organizations (Ibid.).

It has also been argued that it is not sufficient to declare a training policy but to integrate the
various components to ensure effective implementation. What important is that, once it is
declared, its translation into operational plans as well as its implementation must be taken care
of (e.g., Alam, 1990; Cohen et al., 1997; Grindle, 1997; Kerrigan, 1989; Paul, 1983; Schaffer,
1974; Turner, 1989; Wanasinghe, 1988).

Continuity of 'Training Needs Assessment' (TNA): If training is to be responsive to real needs
of organizations through improving the relevance of the training programmes, conducting
proper and continuous training needs assessment is a vital issue. Training needs assessment is
the first step in the training cycle. It is critical as it provides the information on which training is
based and the latter can be no better than the quality of the analysis permits. The identification
of training needs should start with an assessment of the organization or national goals,
objectives and priorities (e.g., Alam, 1990; Kirkpatrick, 1994; Lynton and Pareek, 1994;
Schaffer, 1974; Thomas and Theresa, 1995). Following national planning and goal setting, and
after organizational and individual training needs assessments, the appropriate training
programmes can be chosen to support national programmes, organizational improvement, and
individual development. The ultimate effectiveness of training depends upon the extent to
which organizations correctly identify their training needs. Any difference between what the
recruits have to be able to do and what they can already do, can be thought of as a 'learning
gap'. A training need, according to Pynes (1997: 206), can be defined simply as the difference
between what is currently being done and what needs to be done. This difference can be

'9 The absence of national training policy has been a serious handicap to the growth of civil service training of
many DCs. National training policy, according to Thomas and Theresa (1995). consistent with national
objectives and development plans, would provide the necessary framework for public service's training effort at
institutional level.
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determined by conducting a 'needs assessment' of the skills and knowledge currently required
by the position and those anticipated as necessary for the future.

As pointed out by Mozina (1982: 53) and Sanwal (1988: 511), to be effective, training should
be viewed as an integral part of organizational improvement, rather than the training of
individuals to plug specific gaps or improve specific areas of operation. Berman et al. (2001:
238) also argue that "the effectiveness and relevance of training are increased when it
addresses specific and relevant work problems". Training assessments should therefore be
updated at intervals to ensure that a nation's training policy and practice are in line with
technological, economic and other developments likely to affect the national development plan.
Information related to training needs is a necessary input in establishing a base line on what the
prospective trainees are like, what training they have had, and what jobs they do.

Presence of written and acceptable trainee-selection procedures: If tmining is to have an
impact, organizations should select trainees who are suitably qualified and motivated/willing
to undertake a particular training programme (Guerrero and Sire, 2001; Kubr and
Prokopenko, 1991; Lynton and Pareek, 1994). There must be some criteria for the same or
similar basis of which candidates should be selected such as age, educational level, position
level, type of career and responsibilities, past experiences, performance records, etc. so that
the entire group will consist of suitably qualified candidates to participate in the same training
programme (Analoui, 1992; Guerrero and Sire, 2001). Hence, careful selection of trainees
contributes a lot to the success of training programmes. It is also believed that the
trainability20 of the individual participant may influence his learning, attitude as well as
behavioural change and performance.

Many believe that training motivation is one of the key components in effective training
(Guerrero and Sire, 2001; Thomas and Theresa, 1995). Training motivation is described as "a
specific desire of the trainee to learn the content of the training programme" (Guerrero and Sire,
2001: 989). Numerous studies have established a positive link between motivation and training
impact (e.g. Paul, 1983; Quinones, 1995). If training is to have an impact, a trainee has to have
willingness and ability to attend the intended training programme. It is also argued that too
much training has been wasted because of inappropriate selection of trainees (Guerrero and
Sire, 2001; Kerrigan and Luke, 1987; Paul, 1983; Schaffer, 1974; Wanasinghe, 1988). Unless
those in training have the basic abilities, aptitudes and motivation, a great deal of the value of
training is likely to be lost. It should also be noted that in a rapidly changing environment
where needs are great, resources are scarce and pressure to achieve objectives is high, the
government must be confident that maximum benefit is derived from resources invested in
training (Ibid.). Given these factors, one can contend that training activities should no longer be
'menu-driven', or be supplied because training providers wish to use particular materials and
approaches. Hence, training should not occur in isolation from the realities of people's lives and
work (see also ILO, 1998; Kirkpatrick, 1994; Peterson, 1992; Pynes, 1997; Reilly, 1979;
Turner, 1989).

20
Trainability, according to Muthayya (1988: 545), is conceived as "the degree to which civil
servants/participants are to learn and apply the material emphasized in the training programme".
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Linkage of training programmes to organizational objectives and strategy: Another key
ingredient in effective civil service training is a proper linkage of training programmes to
organizational objectives and strategy (e.g., Kerrigan and Luke, 1987; ILO, 1998; OECD,

1996).21 Training then becomes relevant to the achievement of organizational objectives. The
quality of training in the public sector can be improved only if training efforts are integrated
with manpower planning of the public sector, which. in turn, has to be integrated with the
changing development objectives and strategies of a country (ECA, 1989; Kiggundu, 1989).
Thus, one critical factor, which could enhance the effectiveness of training, is to promote a
HRD plan, which integmtes training programmes to an organization's objectives and strategy

(e.g., ECA, 1989; OECD, 1996; Pynes, 1997).
Linkages of training programmes to other HR programmes and policies: LinkaF e of tia\ning
to other HR programmes (placement, promotions, salary, other incentives, etc.)2 also plays a
decisive role in the effectiveness of training (e.g., Berman et al., 2001; Grindle, 1997;
Guerrero and Sire, 2001; ILO, 1998; Paul, 1983; Siegel, 1998; Thomas and Theresa, 1995).
This is because the above linkages greatly affect the motivation of trainees, which
subsequently influences the impact of the training.23 Thomas and Theresa (1995) point out
that career planning and planning for training are like Siamese twins, inseparable; they are, in
fact, two sides of the same coin, one affecting the other. The ILO (1998: 9) also underscores
that before any investment in training can be made, there must be an assumption that career
structures have been designed on the basis of reliable, objective and established criteria. This
is mainly because career development linked to the training encourages the trainees to search
for more skills, and it also raises the productivity of the organization. Paul (1983: 33) states
that "if training contributes to their career progress and their training performance is a formal
input to their evaluation, their motivation to use training would be strengthened". Berman et
al. (2001: 236) have also similar view in the sense that "staff are more likely to pursue training
opportunities when they believe that doing so is linked to future promotion opportunities or at
least favourable consideration for merit increases and positive performance reviews". Training
efforts often fail when employees are not motivated to learn. By contrast, when employees
exhibit high degrees of motivations in training to increase their knowledge, skills and attitudes,
they eagerly take in new knowledge, seek out opportunities to apply it, and are not readily
discouraged by initial obstacles.

24

Capacity of a government to finance training programmes: The adequacy and reliability of
financial resources is one of the key factors for success of training in a civil service (see also
Paul,

1983; Pfeffer, 1994, 1998; Van Walt, 1998). There are varying practices and the

The link between national goals and training can be established with a national training policy that reflects the
national plan and identifies training targets and priority areas (Paul. 1983; Pynes. 1997). This is also called 'vertical
fit' in strategic HRM (see also Huselid, 1995).
22 This is also called 'horizontal fit' in strategic HRM (see also Huselid, 1995).
23
For instance, if trainees have the motivation to be trained for higher positions or growth in their tasks, training
can be in their interest and encourage them to concentrate on the programmes more than taking the training
programmes superficially. Trainees are more likely to be motivated if they know that successful performance can
lead to positive reinforcement (promotion, pay raise, recognition). For this reason, training would need to be
supported by proper career planning for these personnel so that the training they undergo remains relevant to their

21

situation.
24 Besides, as training effectiveness depends upon the efforts put forward by the training institution, trainees and
employer organizations mutual effort is indispensable for the success.
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proportion of funds allocated by governments for training purposes differ widely.25 Most of
the time, training funds in the case of developing countries, come from two major sources:
budgetary allocation by the government and funding by sponsoring organizations (e.g., ILO,
1998; Paul, 1983; Thomas and Theresa, 1995). Enhanced provisions have to be made to
ensure that training needs are adequately covered. Some countries earmark a particular
percentage of total budget for training while others create a special training fund. For
instance, the Netherlands' government allocates 2 percent of its personnel costs to training
activities (see section 4.2). The Nigerian government decentralized training responsibilities to
each ministry of the government, except for specialized and overseas courses. It also
allocated 1 percent of the total federal allocation for every local government to training (ILO,
1998). Allocating (specific) training budget reveals the commitment of a government to
training.

In spite of the importance of allocating adequate budget for training, many organizations, in
recent years, have been seen to decrease training investment (e.g., Berman et al., 2001; ILO,
1998; Pfeffer, 1994, 1998). In the words of Berman et al. (2001: 233), "training

is

often the

furgotten budget item". There are several reasons why many organizations provide less training
than is optimal. According to Pfeffer (1994: 18), "the costs of training funded by the
organization are clear and immediate, but the benefits are often long term and may, in fact,
occur to other organizations. That is, training's benefits are inherently long term". Under the
pressure of short-term budget pressure, training is, therefore, often the first thing to be cut.
However, Berman et al. argue that "personnel has to be treated as an asset and investment,
rather than as a cost to be minimized" (2001: 36).

Commitment of policy makers and senior civil servants to training: There is no doubt that,
like all national development programmes and projects, the success of training initiatives is
contingent on the active support of both policy makers and senior civil servants (e.g., Grindle,
1997; ILO, 1998; Kiggundu, 1989; Stephen, 2004). A commitment on the part of both
political and bureaucratic leadership is an important requirement of successful
implementation of training. Policy makers and senior civil servants should themselves be
convinced of the utility of training. They should have a firm belief that training is an
investment in human resource development (Grindle, 1997; Kaul, 1997). Baron and Kreps
(1999) also stress that top management bodies should believe that the time and money spent
in training by them is not a loss but a gain and a fruitful investment. Thus, training can
become effective only when policy makers and senior civil servants have faith on it.
Policy-makers and senior civil servants must be encouraged to participate in training in order to
win their commitment to training (Alam, 1990; Turner, 1989). One of the strategies used is to
design courses specifically for them. With their participation, hopefully, the interest can filter
downward through the various levels of the organization. Therefore, it would be prudent as a
matter of training strategy to train senior civil servants first before training at other levels can be
undertaken
1990; Kerrigan and Luke, 1987, 1989; Turner, 1989;
(see also Alam,
Wanasinghe,effectively
1988).2
25 The ILO (1998: 9) notes that 'hining is commonly funded in two ways: training funds are either centralized
or decentralized".
26 As noted earlier, training policy could be useful in overcoming resistance to training in the sense that if top
officials of the government publicly show that they believe training is necessary for their personal effectiveness
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Conduciveness of the working condition (transfer of training to work place): If imining is to
have an impact, there should be a conducive working condition where trainees are able to
apply what they have learned (e.g. Berman et al., 2001; Kirkpatrick, 1994; Sharma, 1994;
Stephen, 2004). Senior civil servants have to encourage trainees to practise what they have
learned by creating a conducive working environment. This is because if senior civil servants
do not provide opportunities to the trainees to apply their new skills, the benefits from training
will be quickly lost. Sharma (1994: 125) argues that one of the important shortcomings in the
training programme is the lack of incorporation of the training results in actual work operation.
This is an important deficiency.
Training motivation is also correlated with post-training and with transfer of knowledge
acquired to the work situation (see also Kirkpatrick, 1994; Grindle, 1997; Pynes, 1997).
Unless ex-trainees are given a chance or are encouraged to practise what they have learned,
training effort will not have the desired impact. Pfeffer (1994: 45) argues that one mistake
many organizations make is to upgrade the skills of both managers and workers but not
change the structure of work in ways that permit people to do anything different. Under such
circumstances, it is little wonder that training has no apparent effect.

Continuity of monitoring and evaluation Of training programmes: It is believed that if there is
no effort to monitor and evaluate 7 the effectiveness of a training programme, the function may
in reality mean wastage of time and money. Training may, then, do greater harm to an
organization. The supposed panacea may turn out to be a scapegoat. It is, therefore, essential to
see that training ensures its continuity by providing the returns that are greater than the costs
incurred in its operation. Unless responsibility is allocated to monitoring and it is clear what is to
be monitored, problems may go undetected and the effectiveness of the activities and
programmes will be diminished. Hence, training plans at all levels (individual, institutional, and
national) should include at the outset information about how monitoring and evaluation will take
place. This is a grey area in almost all training programmes and enough attention is not being
given to the need for follow-up after training. Admittedly, this has remained an elusive and a
difficult task (e.g., Kirkpatrick, 1994; Sharma, 1994; Thomas and Theresa, 1995). Nevertheless,
many scholars and researchers have suggested mechanisms as to how to monitor and evaluate
training programmes (for detail see Kirkpatrick, 1994; Lynton and Pareek, 1994).

Training evaluation should be perceived as an integral and inseparable element in the entire
training process, from needs identification to curriculum development, from defining course
objectives to the implementation of the training programme. In this aspect, management
commitment is crucial if monitoring and evaluation are to be taken seriously by all concerned
as well as for the development and growth of the organization, a substantial amount of psychological resistance
may disappear (Alam 1990; Caldwell, 1962). For example, there is a resistance to training, as trainees are
reluctant to show that they are incompetent and/or due to fear that they lose their status. respect, etc. The ILO
(1998: 8) also discloses that "in some countries, the right and/or obligation of public servants to undergo inservice training is stated in the constitution. However, in many other countries in-service training is regulated
either under public service legislation or by-laws"
27 Monitoring is a systematic and continuous assessment of perforrnance (including learning) over time, in order to
ensure that progress towards objectives is occurring in the most effective and efficient way; whereas Evaluation is
the assessment at one point in time of the impact of training and the extent to which objectives have been achieved
(e.g., Kirkpatrick, 1994; Van Wart, 1998; Berman et al., 2001; Thomas and Theresa, 1995). Berman et al. (2001:
250) also remark that whereas training needs assessments are proactive, evaluation is largely retrospective.
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bodies (Kirkpatrick, 1994; Thomas and Theresa, 1995; Pynes, 1997; Van Wart, 1998). If time
and other resources are made available for implementation of training programmes but not for
follow-up and evaluation, this important stage of the training cycle will be neglected. Therefore,
given the expanding role and cost of training activities, civil service organizations have to
develop more effective ways to assess the impact of training upon their civil servants.

To sum-up, after reviewing the literature on civil service training in general and that of the DCs
in particular, we identified and discussed nine critical factors for training (see figure 3.2). As
previously highlighted, the main assumption here is that the more the aforementioned factors
are in place, the more they can get the desired benefit from training.

Figure 3.2: Factors affecting HR Training
Critical factors for HR Training
1. Presence of clearly written and operational training policies
2. Continuity of Training Needs Assessment (TNA)
3. Presence of written and acceptable trainee-selection procedures
4. Linkages of training programs to organizational objectives
5. Linkages of training programs to other HR programmes
6. Ability to properly finance training programmes
7. Commitment of policy makers and senior civil servants to training
8. Conduciveness of working condition (transfer of training)
9. Continuity of monitoring and evaluation of training programmes

HR
*: I Training

, ----,t'

3.4 Utilization of civil servants
3.4.1 Importance of HR utilization
As previously noted, HR utilization is the third sub-system of HRM. It is argued that effective
HR procurement and training are necessary, but not sufficient in effective management of
civil servants (e.g., Berman et al., 2001; Analoui, 1998; ECA, 1989; Grindle, 1997; Shafritz
et al., 2001). Utilization of human resources is, therefore, an important part of HRM. No
discussion of the effectiveness of HRM would be complete without considering the role of
HR utilization. Finding new ways to motivate and retain competent and experienced
employees is a major priority. Berman et al. (2001) state that keeping good people once a
government finds them is equally important. Grindle also argues that "training and skill
building investments tend to be more easily accomplished than utilizing professional and
technical personnel appropriately" (1997:13).28 One way of effectively utilizing existing
employees is, therefore, to have attractive and implementable HR programmes (e.g., ECA,
1989; Shafritz et al., 2001, Grindle, 1997). In this section, thus, we shift our focus from
procurement and training of civil servants to the utilization of civil servants.

28 In the words of Basu, "often too much reliance is placed on training to address needs, and other interventions,
such as their effective utilization, which can have a significant impact on performance, are neglected" (Basu, 1988:
140).
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3.4.2 Critical factors affecting HR Utilization

To attract, motivate and retain competent employees, organizations must have conducive and
implementable HR programmes. This is because employees wish to maximize the satisfaction
of needs, use their abilities to the fullest, and avoid frustration at work (Halachmi and Krogt,
1998; Hilderbrand and Grindle, 1997). Halachmi and Krogt further remark that "employees
who feel better about their jobs are likely to be more productive" (1998: 579). From an
extensive literature survey, we identified the following three critical factors for HR utilization
in a civil service, namely, [a] the availability of well developed HR programmes and policies,
[b] the ability of a civil service to successfully implement HR programmes and policies, and
[c] the continuity of monitoring and evaluation of HR programmes and policies. Let us see
the aforementioned critical factors one by one.
Availability of well developed HR programmes and policies

A government has to formulate HR programmes and policies and ensure that they are
correctly interpreted and consistently applied throughout the civil service so that all
employees are treated fairly and equitably. This suggests that a number of benefits could be
obtained from the availability of well-developed HR programmes and policies (e.g., Flippo,
1984; Baron and Kreps, 1999; Berman et al., 2001; Farnham, 1984; Shafritz et al., 2001).29
Below, we identified six (6) HR programmes that greatly affect utilization of civil servants,
especially in DCs, like Eritrea.

Compensation programmes: Compensation programmes are highly instrumental in personnel
recruitment, retention, and motivation (Siegel, 1998: 608; Pynes, 1997: 180).30 Pfeffer (1994:
35) argues that organizations often try to economize by paying lower compensation under the
mistaken assumption those lower compensation equal lower labour costs. However, this is not
inevitably the case, for labour costs are importantly affected not only by what people are paid
but also by how productive they are. There are a number of factors affecting the success of
compensation programmes. However, for the purpose of this study, we will confine ourselves
on two important issues, namely, internal and external salary equity (e.g., Armstrong, 2001;
Baron and Kreps, 1999; Miner and Crane, 1995; Pynes, 1999; Siegel, 1998). They refer to the
principle of equal pay for equal work (internal equity), and the concept of pay comparability
with the private sector and other organizations (external equity).
Employees usually tend to compare their compensation with that of employees, whom they
assume they have similar qualifications. If they perceive their compensation is equal to those
with whom they compare themselves (who work in the same organization), a state of internal
equity is said to exist. If they assume that they are unequal, salary inequity exists and
employees will believe that they are under-rewarded (e.g., Gomez-Mejia et al., 2001; Miner
and Crane, 1995; Pynes, 1997; Siegel, 1998). When employees perceive inequities,
29 Among the importance of the setting out of clearly defined HR policies are: [1] They promote consistency in
managerial action towards employees. [2] They clarify intentions and eliminate uncertainties when reliance is
placed on custom and practice or when policy is a matter of surmise. [3] They provide a convenient reference
the communication of policy to managers, employees and their representatives.
oint in
Compensation management greatly influences the ability of an organization in attracting, motivating and
retaining qualified civil servants.
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satisfaction and motivation may decline (Baron and Kreps, 1999: 107; Miner and Crane,
1995: 671; Pynes, 1997: 180). The question is how could organizations maintain internal
salary equity? This is possible through the help of job evaluation. A job evaluation is a
systematic determination of the value of each job in relation to others in an organization. 31

Generally, employees do not only compare their compensation with their colleagues but also
with employees having similar qualification who work outside the organization. If employees
do not see their pay as equitable compared to what other organizations pay for similar work,
they are likely, if provided with an opportunity, to leave. But how could organizations ensure
external equity? This is possible via market or pay survey:2 pay survey plays a vital role in
adjusting pay policy relative to market rates, and adjusting pay standardization to market
averages. Pay survey, in the words of Siegel (1998: 619) "is important for adjusting pay
levels to reflect inflation in the general economy". Thus, if organizations are to ensure
external equity, they have to closely monitor compensation programmes of other
organizations or the wage market in general.
Because equity is in the eye of the beholder, it is vital that all stakeholders (taxpayers, elected
officials, managers, and employees) have a meaningful voice in the compensation programme

(Berman et al., 2001; Pfeffer, 1998). Berman et al (2001: 170) argue that "despite its
importance, the compensation function of HRM is the one that produces the most
dissatisfaction among both public and private sector employees". Employees who believe that
their pay is low after comparing their inputs and level of pay to other employees in similar
positions will become less motivated over time. Siegel and Lane argue that "if individual
employees do not feel their level of pay is fair, they can reduce the quantity and quality of
their output, be absent and/or late more often, and even quit their job" (1987: 401). Therefore,
it is generally accepted that employee pay has to reflect external and internal labour markets,
if it is to provide its desired benefit.
Employee performance evaluation: Employee performance evaluation is very crucial in the
process of effectively utilizing the existing resource (Cardy and Dobbins, 1994; Gomez-Mejia
et al., 2001). If performance can be adequately measured and linked to personnel decisions,
the reliability and effectiveness of most HR functions would be greatly enhanced. The
'guesswork' would be virtually eliminated from many decisions affecting the livelihood and
career of civil servants. However, there are a number of problems associated with employees
performance evaluation: stereotype error, halo error, lack of clear performance standards,
central tendency error, first impression error, and like-to-me error (Pynes, 1997: 127; Miner
and Crane, 1995: 251-253). Nevertheless, there are some ways of improving performance
evaluation practice:
A job evaluation determines the worth of one job relative to another (Baron and Kreps, 1999: 284; Berman et
al., 2001: 361; Miner and Crane, 1995: 672; Pynes, 1997: 153; Siegel, 1998: 588). Organizations could have
alternative job evaluation systems: job ranking, position classification, point rating, factor comparison, and
factor-point ranking (for details, see Berman et al., 2001; Chi, 1998; Miner and Crane, 1995; Pynes, 1997;
Siegel, 1998). Through job evaluation systems, positions are classified into jobs, jobs are given relative
hierarchical value, or weighted, and this valuation is reflected in salary ranges to which similarly weighted jobs
are allocated. The result is ideally internal equity (Siegel, 1998: 610).
32
Miner and Crane (1995: 668) State that external equity is achieved by gathering market pay data and
developing a base pay structure that combine internal with external considerations.
31
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[1] Developing clear standards (if possible).
[2] Training raters on how to properly appraise employee performance (Berman et al., 2001:
279; Miner and Crane, 1995: 261; Pynes, 1997: 126).
[3] Involving raters in designing the performance evaluation system, which in turn could
enhance their commitment and understanding of it (Baron and Kreps, 1999; Sharma, 1994).
[4] Conducting performance interviews. Employees have to be given feedback of their
performance and behaviour and be given a chance to discuss their strengths and
weaknesses.33 Performance counselling and corrective guidance services should exist
(Berman et al., 2001:279).
[5] Taking regular personnel actions based on the data of employee performance evaluation
(Gomez-Mejia et al., 2001; Shafritz et al., 2001).
[6] Employee performance evaluation systems have to be fair and practical and acceptable to
both employee and organization (Armstrong, 2001; Baron and Kreps, 1999; Pynes, 1997).

Placement and job descriptions: Placement of staff based on their competence, experience
and willingness has a lot to do with the effectiveness of HR utilization. Equally important for
HR utilization is also the clarity ofjob descriptions34 for they help employees to clearly know
what are expected of them or what they are supposed to do (duties and responsibilities). The
clarity of the job descriptions could either totally solve or alleviate the role confusion and role
ambiguity that employees may face in a work place (Benkhoff, 1996: 737; Delery and Doty,
1996: 809; Fey et al., 2000: 2; Guest, 1997: 268 and 2001: 1094). The above authors argue
that at individual level, high performance requires the necessary skills and a clear
understanding of the role, as well as motivation. Clarity of employees' duties and
responsibilities, therefore, can enhance confidence, morale and productivity of an employee.

Disciplinary programmes and grievance procedures: Disciplinary rules and procedures are
necessary for promoting fairness and order in the treatment of individuals, which in turn
affect employees' performance (e.g., Farnham, 1984; Berman et al., 2001; Pynes, 1997).
They should be designed to emphasize and encourage improvements in individual conduct,
rather than as a means for imposing sanctions on individuals. Pynes (1997: 287) contends that
"the objective of the disciplinary process should be to improve performance and not to punish
or denigrate the employee". In Berman's et al. (2001) view, it is management's responsibility
to maintain discipline within the organization and for ensuring that adequate disciplinary
rules and procedures exist. However, if they are to be fully effective the rules and procedures
need to be accepted as reasonable both by those who are covered by them and by those who
operate them (Farnham, 1984: 133). Grievance is any thing about a job that an employee
thinks is wrong, or unfair, or any perceived violation (Miner and Crane, 1995: 668).
Employees should be given a chance to appeal to higher management level if they are
unsatisfied with the decisions taken. This suggests that there should be a clear grievance
procedure (see also Flippo 1984; Shafritz et al., 2001).

33

Supervisors must communicate to employees' strengths as well as their deficiencies, thus providing the

portunity for employees to correct their weaknesses before serious problems emerge.

Job description is a written statement of the tasks, duties and behaviour required in a particular job (Miner and
Crane, 1995: 672).
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Promotion and transfer: Promotion and transfer policies 5 also play an important role in
effectively utilizing the existing human resource, provided that they are implemented
properly. Especially in DCs transfer and promotion practices are issues of controversy as
there are no clearly written policies or ignorance of the existing policies (see also section 4.2).
Thus, the existence of fair and acceptable promotion and transfer policy could encourage civil
servants to make better and greater contributions to their organization.
Pension programme: In order to maintain a productive, satisfied, and highly motivated
workforce, organizations should have attractive pension programmes. After a limited service,
civil servants will quit their works, either due to age or other reasons (Pynes, 1997; Siegel,
1998). After that they will no longer earn money for living. This implies that there is a need
to accumulate money that has to be used after retirement while they are working. One means
is a pension programme. Stated differently, an employee receives a guaranteed fixed benefit
according to a formula using age and years of service. By and large, pension plans could be
of two types:
and non-contributory, or defined benefits plans and definedcontribut 7
contribution plans
(Ibid.).3
Ability of a civil service to effectively implement HR programmes

The ability of a civil service to properly implement the aforementioned HR programmes is a
critical factor for effectively utilizing the existing HR (e.g., Grindle, 1997; Kiggundu, 1989;

Siegel, 1998). This reveals that developing attractive HR programmes is necessary but not
sufficient in
utilizing civil servants. Thus, the issue of ability to put the
programme intoeffectivel
action3 comes into being. Berman et al. (2001: 274) also underline that "top
officials must publicly commit to the HRM programmes by devoting sufficient resources to
them". If HRM is to provide adequate contribution, above all, requires a supportive
atmosphere (Romzek, 1990: 237; Sharma, 1994: 196). The ability of the government to
implement HR programmes should also be supplemented by government's willingness and
commitment to take seriously the issues of merit. We stressed this point mainly due to the
fact that, civil service especially in many DCs have been politicized, which in turn adversely
affected the objectivity of HR decisions to be taken (e.g., Das, 1998; Heady, 1996; Morgan,
1996; Soeters and Tessema, 2004; World Bank, 1994b).
35

The distinguishing characteristic of 'promotion' is that an employee is assigned to a better job involving more
prestige or status, increased responsibilities, and especially increased salary. What characterizes 'transfer', on
the other hand, is the employee's horizontal or lateral movement i.e., from one job to another On the same

occupational level and in the same class with little or no change in duties and pay (e.g., Sharma, 1994;
Armstrong, 2001). Basically, there are two widely used criteria for promotion, namely seniority (length of
working experience) and merit (actual performance). There are many arguments for both criteria (see also Baron
and Kreps, 1999: 107; Berman et al., 2001:101; Pollitt and Bouckaert, 2000: 74-75; Pfeffer, 1994: 53; Sharma,
1994: 150-152). In both promotion and transfer, availability of clearly written and operational guidelines is
crucial i f they are to provide the desired benefits.
36 As their names imply, contributory pension programme is a type of pension, whereby both an employee and
his/her organization contributes some amount of money for pension purposes. According to Siegel (1998: 611),
such type of arrangement is "normally financed by periodic monetary allocations from employers and
employees, in amounts sufficient to provide determined monthly payouts upon retirement".
Whereas, noncontributory is also a type of pension plan whereby only the organization is supposed to contribute some amount
of money (Siegel, 1998). However, contributory pension plans are widely used.
37
It should also be noted that how organizations implement the above mentioned HR programmes might vary.
Nevertheless, the ability of the government in question is critical to success (Pynes, 1997: 43).
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As we noted at the beginning of this section, what seems much tougher, however, is
designing and implementing the HR systems that will drive a quality programme (Baron and
Kreps, 1999: 10). Thus, given the complexity of HRM, developing and implementing
successfully different HRM programmes is a critical factor for effective HR utilization. In
this aspect, the ability of a government is a cornerstone (Budhwar and Debrah, 2001;
Grindle, 1997; Siegel, 1998).

At this juncture, it seems pertinent to raise the following two issues: 'distributive justice' and
'procedural justice'. This is mainly due to the fact that any attempt made to boost civil
servants' morale and their effective utilization has to take into account the above two issues.
They refer to the employees' perception regarding the way they are managed/treated
(Armstrong, 2001; Baron, and Kreps, 1999; MacFarlin and Sweeney, 1992). Distributive
justice concerns whether people believe that outcomes (rewards or sanctions) are allocated
among people in a way that is fair and equitable. Proceduraljustice refers to the processes by
which outcomes (the way compensation programmes are designed, the way employees are
assessed, the way trainees are selected, the way civil servants are promoted and transferred,
the way civil servants are placed, and the way disciplinary actions are taken) are
determined.38 Thus, given the importance of 'distributive justice' and 'procedural justice',
policy makers and senior civil servants must be committed to take these two dimensions of
justice seriously when they design and implement HR programmes.

Continuity of monitoring and evaluation of HRM programmes

It is also important to bear in mind, however, that developing and implementing attractive
HR programmes alone may be necessary, but not sufficient. This is because unless HR
programmes and policies are monitored and evaluated, they may not always be able to
attract, motivate and retain qualified and experienced staff as the perceptions and demands of
employees change with fast changing world (e.g., Baron Kreps, 1999; OECD, 1996; Shafritz
et al., 2001; Sharma, 1994).39 Effective HRM, therefore, demands that HRM systems be
monitored and evaluated comprehensively to assess whether the elements are all pointing in
the same direction and to see whether the organization is implementing HRM programmes
and policies as they should be. Thus, monitoring and evaluation mechanisms could help
organizations to take all necessary measures, which benefit the organization (Baron and
Kreps, 1999: 23-24). The OECD (1996: 41) remarks that "HRM practices should be
monitored and evaluated on a regular basis to ensure that they are contributing to more
efficient and effective management of people and achievement of desired programme
procedural justice are that people generally judge procedures to be more
fair when: [1] decisions or allocations are based on criteria that are valid (job-related), consistently applied, and
clearly explained, [2] the procedures used reinforce and are consistent with the organizational culture, [3] the
principles or procedures used do not denigrate the individual (e.g., performance reviews are conducted in a way
that does not humiliate or belittle employees) or encroach on personal privacy, [4] the people involved in
determining the decision outcomes are perceived to be competent and do not have a vested interest in the
decision outcome, [5] individuals are given ample opportunity to participate in the decision process and to
respond to negative allegations or evaluations, and [6] and there are established mechanisms for individuals to
appeal or grieve unfavourable outcomes (e.g., Armstrong, 2001; Baron and Kreps, 1999; Gomez-Mejia et al.,
2001; Gilliland, 1992; McFarlin, and Sweeney, 1992).
39
According to Miner and Crane (1995: 678) "HR policy evaluation is the process of determining how effective
HR policies are and the degree to which practice does, in fact, conform to them".
38 The key findings in the literature on
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output". Gomez-Mejia et al. (2001) also argue that all aspects of HR programmes and
policies should be kept under constant review to ensure that they do not operate against the
plan. Once the problems have been identified, preventive or corrective actions can be
initiated as required by the situation (Sharma, 1994:215). In doing so, monitoring and
evaluation requires effective HRIS (Danziger and Gianos, 1998; Hopkins, 2002).
For example, jimctional reviews pinpoint the main constraints to efficient and effective
staffing and identify staff who have the required skills to meet organizational goals and
objectives and those who do not and who therefore need to be retrenched, re-deployed or
retrained (e.g., Bennell, 1994; Das, 1998; Mudhoo, 1995). Functional reviews need to be part
of nationwide analyses of well-defined occupations that are both ministry specific and are
employed across a number of ministries (Ibid.).

In a nut-shell, HR utilization is the third important HRM sub-system. With regard to HR
utilization in a civil service, three critical factors are identified (see figure 3.3).

Figure 3.3: Factors affecting HR Utilization
Critical factors for HR Utilization
1. Availability of well-developed HR programmes
2. Ability of a civil service to implement HR programmes
3. Continuity of monitoring and evaluation of HR programmes
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3.5 Concluding remarks

From the discussions of the proceeding four sections, this section forwards the following
concluding remarks:

[1] Even though there are so many HR functions or activities, for convenience purposes, we
grouped them under three broad categories or sub-systems: HR procurement, training, and
utilization. The main assumption is that first organizations procure qualified employees, then
they train and utilize them.

[2] It has been argued that effective HR procurement and training alone are necessary HRM
sub-systems, but not sufficient. This has led us to argue that organizations need to provide
due attention to the third HRM sub-system- HR utilization. Utilization of human resource is,
therefore, an important aspect of HRM. No discussion of the effectiveness of HRM would be
complete without considering the role of HR utilization.
[3] One of the main research questions of this study is "what are the challenges and prospects
of effective HRM in Eritrean civil service". To this end, in this chapter, we identified a number
of critical factors affecting the three HRM sub-systems. Our main assumption is that the more
the critical factors are in place, the more civil service organizations can get the desired result
from HRM.
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[4] It should also be underlined that how organizations implement HRM programmes may vary
from country to country, but the critical factors could be useful in assessing HRM practices,
challenges and prospects in a civil service of DCs, like Eritrea. We are well aware of the fact
that wide variations exist as to how countries or organizations implement their HR programmes
and policies. That is, there is no agreed-upon way of implementing HR programmes in the civil
service of all nations. Nevertheless, the critical factors (checklist) could be vital given the
objective of this study. To iterate, we strongly believe that "one size does not fit all" when it
comes to HRM systems.

[5] It should also be noted that as with any checklist, our checklist might be incomplete and
in some cases, has overlapping factors. But it is hoped that it could be useful to meet our
objective and for disciplining our thinking about the human resource issues involved in
specific settings. This, in turn, could also depict the challenges and prospects of effectively
managing civil servants in DCs, like Eritrea.

In the next chapter, we will briefly review or examine the experiences of HRM in a civil
service of other countries. This in turn could give us good insights in developing our
conceptual framework, through which to analyse the Eritrean case, and identify some lessons
to be learned.

PART III
HRM IN A CIVIL SERVICE: REVIEW OF
COUNTRIES' EXPERIENCES
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4.1 Introduction
In this chapter, we selected sub-Saharan Africa from the developing countries, the Netherlands
from the developed countries, and Singapore from the newly industrializing countries. At the
outset, we would like to make things clear that our main objective is not to make a
comparative analysis. Rather, by examining specificl HRM experiences, we would like to be
in a better position while developing our conceptual framework through which to analyse the
Eritrean case, and to identify some lessons essential to counties like Eritrea having limited
experiences.

This chapter has five sections. After the introduction, section 4.2 presents HR practices in subSaharan Africa. Sections 4.3 and 4.4 discuss HR practices in the Netherlands and Singapore
respectively. Finally, section 4.5 forwards concluding remarks.

4.2 HRM in a civil service: the case of Sub-Saharan Africa (SSA)2
4.2.1 Background
Sub Saharan Africa (SSA) refers to the 45 African countries, excluding the Arab countries of
North Africa that are often identified with the Middle East (World Bank, 1997). In a number
of studies, many scholars and researchers have treated SSA collectively, as part of the World
with more or less similar HRM related practices and challenges (e.g., Das, 1998; ILO, 1998;
Beugre and Offodile, 2001).3 It has also been noted that although sub-Saharan African
countries differ among themselves, they also share many commonalties. We are well aware of
the fact that each country has its own unique environmental context. Nevertheless, discussing
HR practices in a civil service of those countries as a whole can provide us good insights into
the general situation of HRM in SSA and the problems and challenges that they are
encountering. The main objectives of this section are therefore to highlight the way and
We would like to note that the three case studies included in this chapter are not exhaustive in the sense that
they will only highlight some specific HRM issues in the three categories of countries. That is, it is beyond the
scope of the chapter to examine thoroughly the HRM experiences of the selected countries. It is good, however,
to mention that such exercise provided us a good general perspective of the way and context within which civil
servants have been managed (procured, trained and utilized) in different countries.
2 This case study was based on an intensive literature review as well as discussions with individuals who are
1

knowledgeable about SSA. However, the cases of the Netherlands (section 4.3) and Singapore (section 4.4) were
based on in-depth interviews with civil service managers in both countries as well as on a thorough review of
relevant documents and literature.
3 In spite of the fact that there are differences among the SSA nations, there are many similarities on the kind of
HR practices and challenges that they are facing and the context within which they manage their civil servants
(e.g., Beugre and Offodile, 2001; Kiggundu, 1989; Das, 1998).
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context within which civil servants have been managed (procured, trained and utilized) in SSA
countries and then to present the implications of the case study.

4.2.2 HRM reforms in Sub-Saharan Africa

In the last two decades, the overwhelming majority of the SSA nations have introduced
reforms in order to improve the effectiveness of HRM in the civil service. Before commencing
with the HRM reforms in SSA, however, we briefly discuss the conditions prevailing in the
last four decades in SSA, which had led to the introduction of the reforms.
'Africanisation' issue: The 1960s were significant for Africans not only in terms of the

number of states that acquired independence during that period but also in terms of the hopes
and expectations they generated for a better future for the African people. Some characterise
the decade as Africa's "golden age" (Beyene, 1994: 2). Immediately, after the majority of the
SSA acceded to independence in the 19604 their political leaders focused on 'Africanisation'
of the administrative systems inherited from the colonial era. an objective pursued through
accelerated training programmes both at home and abroad (Adamolekun et al., 1997: 1). This
was mainly due to the fact that the civil services were filled by administrators without
adequate professional qualifications. Thus, an immediate challenge that African countries
confronted at independence was the task of buiWing an indigenous civil service capacity.
However, the rapid 'Africanisation' of the civil service in the 1960s posed major problems.
These were manifested in the massive dilution of experience due to the appointments of
officials to senior positions without the corresponding training and experience required for the
posts (Beyene, 1994: 3; Ozgediz, 1983: 51).

Increase in the size of the civil service to speed up development: Since 19605, the civil
service has grown very rapidly in most SSA nations: This drive to increase personnel
establishments must be seen in the context of the 1960s and 1970s when state resources were
generally more available to increase rapidly the size of the public sector, thereby consolidating
or increasing the power base of new political and bureaucratic elites, and helping to reduce
unemployment, particularly among secondary school and university graduates (Ozgediz,
1983; ECA, 1989; Bennell, 1994; Adamolekun et al., 1997). The solution to perceived skill
shortages has tended therefore to employ more people rather than improve the quality,
efficiency and effectiveness of existing staff. Ozgediz notes that in many African countries,
the desire of some governments was to improve tribal, ethnic, or regional representation, or to
use employment as a means for combating unemployment (1983: 6,74).

In most SSA countries, there was a cumulative recruitment that is at odds with the absorptive
capacity of the economy or the requirements of the civil service as an organization. Until
1980s, all graduates from universities were assured employment in the state structure in most
SSA countries (Das, 1998: 14; Adamolekun et al., 1997: 1). As noted by the World Bank
(1994b), most governments have assumed the role of employer of the last resort. Bennell
(1994) also underlines that most politicians in some SSA countries seem to believe that merely
4

Ozgediz indicates that the empirical data of the 19705 shows that public service employment in developing
countries increased about four times as fast as in developed countries (1983: 7).
5 Until 1980s, a government was often regarded not only as a service delivery system but also as an absorber of
surplus labour. The SSA nations are not an exception.
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increasing the supply of formally trained personnel will somehow lead to their subsequent
employment in the formal sector of the economy. HR supply does not, unfortunately,
automatically create its own demand, and the public sector in these countries has had to bear
the brunt of the adverse consequences that have arisen from this politically seduced but illconceived proposition. This is the reason why, despite repeated attempts at streamlining the
number of people. the bureaucracy continues to grow (e.g., Mudhoo, 1995; McCourt and Sola,
1999).

For political reasons, governments in many SSA have lost effective control over recruitment
into the public sector. Prior to recent reform measures, some did not even know how many
personnel were physically in post (Das, 1998; Mudhoo, 1995). The World Bank (1994b) also
notes that it is a commonplace to find unfilled positions, 'ghost workers'6 and superannuated
civil servants on the rolls of the civil service. For instance, in the Central African Republic and
Guinea. 1300 and 700 'ghosts' respectively were identified and the number of 'ghosts'
represented roughly 7 percent of civil service employment (see also Das, 1998). De Haan and
van Hees (1996: 39) note that "in Uganda about 42,000 'ghost workers' were struck from the
payroll system". De Haan (1996) also states that in Kenya, in the first batch of the five
ministries analysed, it emerged that there were 8 percent 'ghost workers'. Another feature of
SSA countries' civil service was that, while there are still shortages of professional and
technical skills, the civil service was overstaffed at lower levels. According to Ozgediz, three
factors contribute to these shortages, namely inadequacy and uneven quality of secondary and
higher education, inappropriateness of civil service compensation systems to attract and retain
competent people, and in some countries, brain-drain (1983: 75).

Economic slow down: Since late 197Os, the economy of most SSA countries has continued
declining. Triggered by a steep rise in oil prices and subsequently worsened by global
inflation, recession, and a worsening balance of payment and fiscal crises, African countries
were beset by deepening economic troubles (e.g., Beyene, 1994; Kaul, 1997; de Haan, 1996).
Increasing serious budget deficits were one of the major consequences of the economic crisis
that the African countries experienced at the beginning of the 1980s (Adamolekun et al., 1997:
1; de Haan and van Hees, 1996: 22). Also, the high levels of government expenditure as a
proportion of Gross Domestic Product (GDP) were increasing every year, while the sources of
government revenue could not keep in pace. Thus, the cost of government has become
unsustainable. This necessitated reductions in government expenditure (Kaul, 1997: 19).
However, SSA countries' civil servants grew higher, even when real GNP per capita was
falling. This in turn reduced resources available for maintaining real wage levels and financing
other recurrent costs (Kapoor, 1993: 40).

Salary decline, demotivation, turnover and brain-drain: SSA countries witnessed a steep
decline in the real wage of civil servants due to economic decline. Low wages have led to
wide-spread absenteeism, petty corruption, moonlighting (to use office hours and equipment
6

'Ghost workers' refers to the practice of interpolating fictitious names into payroll so that wages can be diverted
fraudulently. They are staff who had left the civil service or never existed, but whose names were assigned a
payroll number. At the beginning of the retrenchment exercise, eight countries with poor personnel records such
as Uganda, Central African Republic and Ghana tended to concentrate on 'deghosting' their public services.
Senegal and Guinea-Bissau, on the other hand, concentrated on voluntary departures. Cameroon. Guinea, and to
a lesser extent Ghana, used enforced early retirement (Nunberg and Nellis, 1995: 13).
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for private purpose), and a general breakdown in morale and discipline (Kapoor, 1993: 40;
Lienert, 1998: 43; World Bank, 1997: 95). As noted by Das (1998) and the World Bank
(1994b), civil servants in the vast majority of SSA countries during 1970s and 1980s were
underpaid, under-skilled and overstaffed. Also there has been a high rate of turnover among
the qualified specialists and professionals, a number of whom left the continent and the civil
service for a brighter future abroad (e.g. Aredo, 2002, Tessema, 2005a; ILO, 1998; Das,
1998). The low salary in the civil service in most SSA has led to low morale, high turnover
and brain drain.

Introduction of HRM (civil service) reforms: One of the consequences of the expansion of
civil servants and decline of the economy in most SSA countries is the introduction of the
HRM reforms, in which the World Bank has played the major role (e.g., Kaul, 1997; ILO,
1998; Das, 1998). Most if not all SSA have introduced HRM or civil service reforms such as
ensuring attrition through hiring freezes, enforcing mandatory retirement ages, abolishing job
guarantees for high school and university graduates, introducing voluntary departure schemes,
making outright dismissals, and salary increment on project basis (Das, 1998; 1LO, 1998). The
HRM reforms, however, have had limited impact in improving the quality of the civil service
in most SSA (see also Adamolekun et al., 1997: 2; Dia, 1993: 6; World Bank, 1994b: 125;
ILO, 1998: 18).

According to Beyene (1994), the situation of most SSA in the last four decades could be well
explained with four characteristics for each decade: [a] the 1960s is described as the decade of
euphoria; [b] the 1970s, the decade of strain, stress and decline; Icl the 198Os, the decades of

socio-economic crisis, and [d] the 1990s is the decade of transition from a state dominated
economic order to a market-based economic system. The World Bank (1994b: 121) also
indicates that since independence, most sub-Saharan African countries' policies toward the
civil service have had three common features, each undermining institutional capacity. These
were: first, they expanded the size8 of the public sector faster than the economy grew. Second,
they favoured employment growth over income growth of the public sector, driving down the
real wages of public sector employees. Third, they favoured pay increases in the lower ranks,
reducing pay differences between skilled and unskilled employees. As a consequence, civil
services are larger than these countries need, more costly than they can afford, and less
effective and productive than they should be. Thus, African governments have confronted
with formidable challenges in the management (procurement, training, and utilization) of their

civil servants.

As noted earlier, in the last two decades, the vast majority of the SSA countries have been
undergoing a series of adjustment programmes, each of which contained an element of HRM
reform. One of the main reasons of the HRM reform was to create civil servants who are lean,
7 Since the focus of most of the civil service reforms in SSA was on retrenchment and pay reform, HRM issues have
tended to dominate the focus of civil service reform in Africa (see appendix 4.1).
8 In fact. African civil services have the least manpower per capita (i.e., for the population they
serve) in the world.
They also spend the least on their civil services (30% of GNP compared to 40-50% for OECD and Asian tigers).
The ratio of civil servant per population is 1: 16 for OECD countries but 1: 150, 1: 155, 1: 120 and 1: 190 for
Zambia, Ghana, Uganda and Ethiopia respectively (UN, 1992). If we take the Eritrean case, it is roughly 1: 117. As
a result, Ozgediz (1983: 3) undertines African countries, on the average, have fewer public employees per capita
than Asian and Latin American countries.
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well-qualified, well-paid, well-motivated, and productive (e.g., Das, 1998; Kapoor, 1993;
Maggregoret al., 1998; Dia, 993).
Although the World Bank has funded a large number of civil service (HRM) reform
programmes, two third of such programmes were in sub-Saharan Africa (Das, 1998: 31). The
civil service (HRM) reform programmes have two complementary features: [a] short-term
measures to reform pay and employment systems and [b] long-term programmes to build
capacity (for review see Appendix 4.1). For instance, the following countries have taken
different measures of civil service reforms: compulsory redundancies (lay-off) (Cameroon,
Congo, Cote d'Ivoire, and Uganda), voluntary early retirement schemes (Kenya and
Zimbabwe), and the elimination of 'ghost workers' (Benin, Guinea, Malawi, and Uganda)
(ILO, 1998: 11). The World Bank (1994b: 125) also noted that several African countries have
begun devising new administrative structures, redeploying personnel, redefining career
streams, adopting formal hiring and promotion procedures, and instituting incentive-based
compensation systems (see also appendix 4.1).
It has been suggested that the introduction of HRM reforms have not been positive as had
been expected (e.g., Dia, 1993: 6; World Bank, 1994b: 125; ILO, 1998: 18; Cohen and
Wheeler, 1997: 147; de Haan and van Hees, 1996: 22).' ODA (1993, quoted in Bennell, 1994:
24) summarizes the impact of the HRM reforms in most SSA as follows:
"the progress on personnel issues has been disappointing.... The staff
appraisal scheme has been introduced very partially and well behind
schedule. Manpower information systems remain weak. Revised schemes
of service have not been developed. Although a sensible training strategy
was outlined by a consultancy study undertaken as part of this project, this
has not been implemented."

In addition to that, the ILO (1998: 18) states that "neither the development of new pay scales,
nor the introduction of performance appraisal, nor the implementation of new training
programmes were fully utilized". Many suggested that partial reform such as reduction in the
numbers of the civil service has only limited success. Measures to correct distortions in the
pay and employment structure by rationalizing remuneration and decompressing wages do not
produce result unless accompanied by comprehensive longer-term reform. A narrow, shortterm approach to civil service reform is likely to yield limited benefits where governance
problems are serious (e.g., Dia, 1993, McCourt and Sola, 1999; 1996; Das, 1998; ILO; World
Bank, 1991, 1994; Mudhoo, 1995). The short-term record of civil service reform is mixed. It
is the long-term issues of civil service reform that are of key importance as experience has
shown in that without them any civil service reform programme is bound to fail (ILO, 1998:
18). 'They will not produce the desired results, unless underlying governance problems are
addressed" (World Bank, 1994b: 122-125). Hilderbrand and Grindle (1997: 44) argue that,
"although diminishing the size of civil service may be important to improve performance,
most countries laid-off primarily to generate a net improvement in the budget deficit, not to
develop capacity". The United Nations (2000) also argues that, cutting staff and making one
time salary adjustment are not the answer in themselves. The ILO further argues that "the
9 Many HRM reforms experiences to date have not been spectacular successes. An evaluation of World Bank
reform programmes (most of which have been in Africa) indicate a less than satisfactory performance. Other
evaluations by UNDP and other bilateral donors have come to similar conclusions.
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main reason for these failures lies in the fact that the reforms were externally driven" (ILO,
1998: 18). Grindle (1997: 19) believes that the root causes of the inefficiencies and poor
performance of the civil service in Africa are more institutional (governance) and structural
(incentives framework) than technical. Dia (1993: 17) also argues that the ultimate goal has to
move away from a patrimonial bureaucracy where the emphasis is on control and exercise of
power as an instrument of change, to one where the emphasis is on delivery of service needed
for development and rewards/sanctions reflecting performance and merit.

While it is not the place for

a detailed discussion of the governance issues (good
governance,
transparent, accountability), they are very decisive, if the HRM reforms are to have a positive
impact. Recently, it is recognized by most scholars, the World Bank and most other major aid
donors and expert commentators that governance is one of the important factors that affect the
effectiveness of the management of civil servants (see also Das, 1998; Grindle, 1997; Dia,
1993; World Bank, 1994b, 1997).

Having the above issues in our mind, HR practices (HR procurement, training and utilization)
in the SSA are discussed in the forthcoming sub-sections.

4.2.3 Procurement of civil servants in sub-Saharan Africa
HR procurement practices with respect to SSA are discussed below by taking into account the
nine (9) critical factors for HR procurement, which were discussed in
chapter three.
Attractiveness of the compensation programmes: Most SSA countries have been unable to
put in place compensation programmesli that are competitive in the market. As a result, a
number of studies of the civil service in SSA have warned that un-competitively low salaries
threaten to undermine the SSA governments' ability to attract, motivate and retain competent
civil servants (e.g., Hilderbrand and Grindle, 1997; ECA, 1989; Das, 1998; ILO, 1998; World
Bank, 1997).11 The main factor that has inhibited SSA governments from developing
attractive and competitive compensation is the serious economic challenges that they have
faced in the last three decades. Recently, efforts have been made to improve compensation
management (improve salary level and wage decompression- mainly on project basis that is
not adjusted regularly); however, the situation still is not very attractive (see also ILO, 1998;
Lienert, 1998; Prah, 2004; World Bank, 1997).

Presence of clearly written and operational HR procurement policies: It has been argued
that in many countries of SSA, civil service has been politicized (e.g., Das, 1998; Heady,
1996; Morgan, 1996; Soeters and Tessema, 2004). Das (1998: 19) notes that "politicization
has resulted in total erosion of traditional civil service values such as political neutrality,
probity, rectitude, and objectivity". This situation therefore has been aggravating the practice
of not properly following HR procurement policies and procedures. To reverse the situation,
Lusignan (1997: 147) argues that "effort should be made to change the patronizing attitude
10

The gap between wages in the civil service and private sector has widened, and it has become more and more
difficult for civil service to recruit and keep qualified civil servants. This problem is still creating difficulties in
and selecting the best.
inviting
i'

Most World Bank reports emphasize the point that SSA countries do not have adequate capabilities to
effectively attract and retain qualified civil servants (e.g., World Bank, 1994b, 1997).
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that has been prevailing in many African countries and to prevent the political nepotism that is
common in the management of civil service".

In a study of managers' motivation in Africa, Beugre (1998, quoted in Beugre and Offodile,
2001: 537) indicates that African managers are required to satisfy the social needs of their
relatives. Behind every African worker, there is a family requesting attentions, time and,
mostly, money. Obligation to relatives often leads to nepotism and/or favouritism. For
example, helping one's relative for a job is considered normal. Takyi-Asiedu (1993: 95) also
states that in this system, it is the normal obligation of those who earn a living within the
family, to support financially the aged, the poor, and the needy. Failure to fulfil this obligation
would naturally evoke the displeasure of the elders of the family and could even lead to the
ostracism/exclusion of the income earner by all of the family. He further notes that "tribal
loyalty, in most parts of Africa surpasses any allegiance to the nation. There is the conviction
that to give a job to a fellow tribesman is not nepotism, it is an obligation" (Ibid.: 95). In many
African countries nepotism and favouritism play a great role in hiring activities. In such
settings, "recruitment is mainly based on subjective criteria, public employment is part of the
social welfare system, pay levels are unrelated to productivity, and loyalty is to the political
leader in power rather than to the state" (World Bank, 1994b: 121). Furthermore, the World
Bank (1993: 19) notes that recruitment to civil service is mostly based on considerations other
than merit. As a consequence, some systems are 'civil service' in name only and actually
function as 'spoils' systems. That is, the government's personnel systems may be nominally
merit but practically political (Heady, 1996; Morgan, 1996). Even though there are guidelines
they are not properly fullowed (Beugre and Offodile, 2001: 542).
Beugre and Offodile (2001: 539) and Hilderbrand and Grindle (1997: 42-45) argue that
although several African countries are moving towards free market economies, not a lot of
progress is being made in terms of democracy and enforcement of modern laws, especially in
the workplace. Recruitment procedures do not attract appropriately trained people. If civil
service is to be managed efficiently and effectively, Ozgediz strongly argues that above all,
hiring decisions must be based on strict need and merit principles, even though overriding
social objectives have to be met (1983: 10). The absence of meritocracy in hiring civil
servants has led to the situation where many promising applicants have become impatient and
headed for the greener pasture of private enterprise and NGOs.

Effectiveness of the organizational arrangement of HR functions: The organizational
arrangement of HR functions of a civil service in most countries of SSA is somewhat
centralizedi2 in that the principal responsibility is frequently placed in the hand of an
independent agency (central personnel agency or civil service commission) or at the office of
the president/prime minister (Heady, 1996; Bennell, 1994; Turner and Hulme, 1997; Mudhoo,
1995; Das, 1998; UN, 2000). According to Bennell (1994: 8), the principal characteristics of
such kind of organizational arrangement are authoritarian, hierarchical, centralized rules and
procedures based on rigid bureaucratic notions of legal authority and rationality. The
centralized system of administration has eliminated most of the discretionary managerial

The organizational arrangement of HR functions in SSA countries is, generally, somewhat centralized (for
details, see World Bank, 1994b; Bennell, 1994).
12
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authority over personnel decisions at the level of line positions. The World Bank (1994b: 45)
states that
"matters relating to posts to be created, vacancies to be filled, promotions and
incentives as also the expenditure to be incurred, are all centrally determined. All
individual personnel decisions such as, transfers, postings, incentives, and
punishments are made only by central authorities. Central control has effectively taken
away decisional authority from line managers in the civil service".

In most SSA , personnel departments in operating ministries/organizations, therefore, play a
relatively passive role, administering these (mostly outdated) rules rather than actively
developing and pursuing policies for improving the civil service management (e.g., Mudhoo,
1995; Ozgediz, 1983).

One of

the major obstacles to the effective HR functions in general and recruitment and
selection in particular in most SSA countries is the excessive concentration of decisionmaking and authority within central government (e.g. Beugre and Offodile, 2001; Blunt and
Jones, 1992, 1997; Kiggundu, 1989; Jaeger and Kanungo, 1990; Bennell, 1994):3 As a
consequence, the protracted bureaucratic and all too often unfair nature of the recruitment
process discourages large numbers of talented people to apply for jobs in the public sector.
Although competitive entrance examinations are frequently employed, these are frequently
poorly designed since they fail to test for relevant job skills and knowledge required for
effective job performance (see also Beugre and Offodile, 2001; Blunt and Jones, 1992, 1997).

HR practices in the civil service of most SSA have been seriously plagued by the regulatory
type of public administration inherited from the colonial days (Mudhoo, 1995, Bennell, 1994).
In many SSA, the civil service commission jealously guarded its control over HR policies and
practices. Individual ministries have had little control over recruitment. Many SSA have
continued till now to apply the systems, which prevailed during the colonial days (e.g., Turner
and Hulme, 1997; World Bank, 1994b, Heady, 1996). The key word is still very much
bureaucracy, red tape and an inflexible or mechanistic approach, despite the fact that the
response is no longer appropriate in a fast changing world (See also Hilderbrand and Grindle;
1997; ECA, 1989).14
From the foregoing discussion, one can argue that, on the one hand, most countries in SSA
prefer centralized organizational arrangement of

HR

functions (such as recruitment and

selection), on the other hand, the central personnel agencies are not well staffed, structured,
and funded, whereas the HR Information Systems (HRISs) are weak (see also Grindle, 1997;
Heady, 1996; Bennell, 1994; Turner and Hulme, 1997).

3
Many scholars believe that many of the personnel rules and procedures date back to the colonial period and as
such intend to ensure control and stability rather than encourage high quality individual performance and
necessary change (see also Heady, 1996; Bennell, 1994; Turner and Hulme, 1997; Mudhoo, 1995).
romote
It is important to bear in mind that our focus here is not to advocate decentralized arrangement of HR
functions. However, it is to suggest that excessive centralization could be counter-productive.
I
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Adequacy and reliability of personnel data: Despite the importance of efficient HRIS, in
15

most SSA countries, personnel records are maintained manually, are updated infrequently,
and are too cumbersome for the aggregate analysis needed for formulating policies,
determining staffing and training requirements, or monitoring policy implementation (see also
ECA, 1989; Bennell, 1994). Personnel data available in most SSA civil services are relatively
limited both in terms of quality and quantity, which in turn suggests that personnel data have
to be used with utmost care.16 ECA (1989) remarks that questionnaires that merely ask each
organization to state its net additional requirements of personnel over a five or more year
period have ended up being little more than 'wish-lists'. Not surprisingly, the temptation for
most organizations has been to over-inflate their HR estimates in the almost certain
knowledge that only a small proportion of these requirements will ever be realized. Thus, like
the budgetary process itself, HR planning in many SSA has become highly politicized. ECA
(1989) and Mudhoo (1995) argue that HR planners in many African countries have also been
excessively preoccupied with deriving HR estimates for additional personnel rather than
analysing the utilization of personnel who have already been employed. However, with the
introduction of civil service reform, most countries in SSA have begun to provide due
attention to the HRISs,17 which in turn are expected to play a crucial role in supplying policy
makers with the required data (e.g., de Haan, 1996; ECA, 1989; Kalekyeze, 2000).

Avai/abiliO' of qualijied and motivated HR ojOicers: There has been a lack of skills and
motivation on the part of the HR officers, which, in turn, has adversely affected the
performance of HR functions (Bennell, 1994; Kiggundu, 1989; Mudhoo, 1995; ILO, 1998).
Bennell (1994: 8) also notes that HRM tends to be the responsibility of relatively low status,
poorly educated and trained staff in public sector organizations. Most personnel offices at
organization level go little beyond record keeping and drafting personnel procedures. Most
advanced techniques for studying personnel issues (manpower planning, job evaluation,
position classification, performance assessment, counselling, staff development and various
statistical methods) are rarely employed (Ozgediz, 1983, Bennell, 1994; McCourt and Sola,
1999). It has long been known that African countries have inadequate supplies of skilled and
experienced specialists. In recent years perhaps the most critical shortages are in the areas of
management and administration (Kiggundu, 1989: 63). As a consequence, personnel offices
in many SSA remain staffed with civil servants who are in less demand elsewhere and who
stress passive administrative tasks over more controversial management concerns that require
robust policy research and analysis. HRM has all too often remained narrowly preoccupied
with the administration of usually complex, legally defined and enforced sets of uniform rules
and procedures governing all HR functions (Bennell, 1994: 8). Thus, unlike in the private
corporate sector, there is no well-developed professional cadre of HR managers with clear
responsibilities for all aspects of HRM. This is certainly the case in most SSA.
15
For instance, in 1993, when the personnel data of the civil service in the Central African Republic was
updated, the following anomalies were noted: 3,876 had no dates of birth; 4,962 had no retirement dates; 5,325
had no establishment dates; 3,050 officials were on the payroll and not on the departmental records, while 2,277
officials were on the records and not on the payroll (for details, see Rambourg et al. 1995: 31-33).
16
The head of an African civil service once said, we do not know how many we are, we don't know how many we
need, but we are told to cut by 15 percent (Bennell, 1994).
17 The ILO (1998: 18) remarks that it is indispensable to have a regular update and censuses in order to identify
ghost workers, determine staffing needs, improve staff functions, verify payrolls, and facilitate statutory
retirement. In doing so, there is a need of strengthening the capacity of the personnel office both centrally and

organizationally.
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Many argue that what is missing is, therefore, a team of actors specialized in the field of HRM
to spearhead and bring some new concepts and ideas to fruition. Furthermore, until and unless
the supervising officers of departments are convinced themselves of the necessity for
achieving excellence and promoting it throughout their respective areas of operation, not
much progress can be expected (see also Mudhoo, 1995; Ozgediz, 1983).

Clarity of organizational objectives and strategies: Many civil service organizations in SSA
have not had clear objectives and strategies (e.g., Beugre and Offodile, 2001; Das, 1998;
Kiggundu, 1989; Austin, 1990; Bennell, 1994; ECA, 1989). Das also remarks that many
governments in SSA do not set clear objectives or monitorable measurements of achievement,
which in turn, make the process so opaque that no accountability can be enforced for the
things they perform (1998: 21-23). Quite often the African organization's means and goals are
not clearly articulated and the organization lacks a clear sense of purpose and direction
(Kiggundu, 1989: 9). Politicians in most SSA, therefore, are not well prepared to spell out
their organizational objectives in a sufficiently precise manner (e.g., Kiggundu, 1989, Das,
1998).

Many African countries have three to five years development plans that identify national
goals, priorities, targets, resources, and strategies, and that are similar to mission statements or
officials goals for individual organizations. These plans are often broken down by sector,
ministry, or government agency or corporation. However, most of the time, they do not
properly specify how many employees with what types of skills would be need to realize the
stated objectives (see also Bennell, 1994; Kiggundu, 1989; ECA, 1989). Despite its
importance, HRM is not always perceived as being integrated into the strategic planning and
policy development. Kiggundu (1989: 71) also states that "reading the national development
plans, and watching public servants at work in these organizations, it is not always clear how
the two complement each other". In particular, development goals and objectives at the
national and sectoral levels have been poorly defined, and there has frequently not been
political commitment to translate planned objectives into practice (see also Das, 1998;
Kiggundu, 1988,1989). Mainly due to the above situation, many SSA countries not only have
HR functions, which have been poorly managed but also there has been a marked absence of
any strategic HRM directly linked to and supportive of the overall goals and objectives of
each organization (Bennell, 1994: 8).

Commitment of policy makers and senior civil servants to merit principles: As discussed in
chapter three, commitment of the policy makers and civil service managers to merit principles
is a sine qua non for successful recruitment and selection of civil servants. However, such
kind of commitment does do not usually prevail in many SSA governments, which has
resulted in the politicization 18 of the civil service, as previously discussed.
Image Of an organization: The prevailing situation of civil service in most SSA countries has
been adversely affecting their image. As many scholars have argued, civil service
organizations in most SSA countries are not prestigious places, which can attract and retain
qualified and experienced personnel (e.g., ECA, 1989; Das, 1998; Hilderbrand and Grindle,
18

All efforts made to be guided by the meritocracy principles fall short
Heady, 1996).

of expectation (see also Waiguchu, 1999;
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1997; Das, 1998; ILO, 1998; Maggregor et al., 1998; Aredo, 2002). This may imply that many
competent and qualified individuals are not willing to join these organizations.

Continuity of monitoring and evaluation of HR procurement activities: Many studies indicate
that there are no proper monitoring and evaluation mechanismsi' for HR activities in general
and that of HR procurement in particular. Once civil servants are procured and placed, there is
almost no follow-up as to whether they are on the right positions or they are the right persons
for the positions (e.g., Bennell, 1994; Das, 1998; Dia, 1993). For instance, it has been common
to see overstaffing of civil servants in some departments, while understaffing in others, which
is in turn affected by lack of proper monitoring and evaluation of HRM (Ibid.). Recently, many
countries in SSA have begun conducting,Ainctional reviews to pinpoint the main constraints to
efficient and effective staffing and identify staff who have the required skills to meet
organizational goals and objectives and those who do not and who therefore need to be
retrenched, re-deployed or retrained (e.g., Bennell, 1994; Mudhoo, 1995; Das, 1998).
However, despite their importance, most countries have not been conducting functional
reviews regularly (Ibid.).

By way of summarising, it can be said that civil servants who are well qualified, motivated
and productive is a goal common to SSA; yet, this simply stated goal is usually not achieved.
This is mainly due to a number of reasons; inter alia economic constraints, politicization of
civil service, and indigenous social arrangements, which, in turn, encourages nepotism and
favouritism. The above factors have a cumulative impact up on the image of civil service in
SSA. As a result, many governments in SSA are finding it increasingly difficult to attract and
retain the professionals that they need in the civil service. Although some improvements have
been made in many SSA countries mainly due to the introduction of HRM reforms, still a lot
needs to be done.

4.2.4 Training of civil servants in sub-Saharan Africa
Immediately after the SSA acceded to independence in the 1960s. their political leaders
focused on 'Africanisation' of the administrative systems inherited from the colonial era, an

objective pursued through accelerated training programmes both at home and abroad (see also
Adamolekun et al., 1997; Beyene, 1994; Cohen and Wheeler, 1997). Although the scarcity20
19
The most important problems influencing monitoring and evaluation for HR practices in SSA are [l] lack of
interest in and commitment to the evaluation function at the political level, which is then manifested at the
bureaucratic level; [2] lack of feedback mechanisms for applying evaluations (reflecting both lack of demand for
evaluation results and lack of institutional linkage between those who carry out an evaluation and those who
need to use its findings); [3] greater attentions paid to programme and project approval at the expense of ex-post
evaluation (e.g. training programmes); [4] very little involvement of national staff in evaluating externally
financed programmes and projects; [5] limited attention to the quality and timeliness of information or to the
need for objectivity and reasonable independence in conducting evaluations; [6] the high cost of evaluation
research and lack of access to rapid. low-cost research methods, which limits the size of evaluation work
programmes; and [7] staff who are poorly trained and/or unfamiliar with evaluation work; and absence of strong
institutions that can provide accountable governance. The parliament is weak in many countries (when it exists at
all) and so are the institutions for accounting and auditing the use of government resources (Klitgaard, 1996: 15-

16)

According to manpower surveys conducted in nine SSA countries during the 1960s, expatriate employment as
of employment of trained manpower ranged from a low of 13 percent for Nigeria in 1964 to a high
of 62 percent in Zambia in 1965, with a median of 35 percent. During this period, more than three-quarters of the
20

a percentage
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of qualified executive

and managerial personnel was offset for the time being through reliance
on expatriate members of the former colonial civil service, the paramount concern of the
African leadership from 1960s and 1970s was to reinforce 'Africanisation' by resorting to
training and continual expansion of the civil service.

Since independence, a number of countries in SSA have established civil service training
institutions, which in turn have led to expanded training activities both in scope and size.
Moreover, they have been sending civil servants abroad for further studies or specialized
studies. It should also be acknowledged that currently, the issue of training has been
emphasized by organizations like the Economic Commission for Africa (ECA), the Eastern
and South African Management Institute (ESAMI), and the African Training and Research
Centre in Administration for Development (CAFRAD), which provide some guidance for
training institutions to manage their performance. Furthermore, the World Bank, UNDP, ILO
and other donor agencies and countries have been playing a role in that respect.

However, despite all the efforts made so far, recently it has been argued that civil service
training has had limited impact upon the capacity of the civil service organizations in most
SSA countries (e.g., Cohen and Wheeler, 1997; ILO, 1998; ECA, 1989; Berg, 1993; World
Bank, 1997; Kerrigan and Luke 1987; Hilderbrand and Grindle, 1997). Therefore, in spite of
the increased training activities they are still unable to make significant visible contribution to
the shortage of skilled manpower problems in the sense that still many civil service
organizations have been experiencing acute shortages of high-level technical and managerial
skills in many areas (e.g., Aredo, 2002; Das, 1998; UN, 2000). The most disturbing thing is
that ability of the civil service organizations to retain and effectively utilize their well-trained
civil servants has been adversely affected. For instance, Haddow (quoted in Cohen and
Wheeler, 1997: 125) notes that
"the government must train four officers to retain one for a long period of time...
[this] serious retention problem... is reaching alarming proportions...[it] must be
addressed squarely...[efforts must be made] to change and improve the management
and utilization of trained professionals in Government so as to create an environment
in which graduates will enjoy a challenging and rewarding professional career in the
Civil Service".

For the above reason, Corkery et al. (1998: 529) contend that "it is time to look at the
experience to try to determine why this is so and what the countries of the region need to do to
equip themselves".
In this sub-section, therefore, an attempt is made to present HR training practices in the SSA
by taking into consideration the nine critical factors discussed in chapter three.

Presence of clearly written and operational training policies: Experiences of most countries
in Africa show that training has not been effective despite the rapid expansion of training
institutions mainly due to the absence or inadequacy of the written and operational training
policies (Paul, 1983: 34; Kerrigan and Luke, 1987: 204). As a consequence, a number of
of university graduates were held by expatriates (Ozgediz, 1983; Beyene, 1994). The situation has
improved markedly since independence owing to investments in training and higher education.
cadres
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factors which could have contributed positively to the success of training such as needs
assessment, monitoring and evaluation, co-ordination of all training related activities, relating
training to other personnel functions, etc. are adversely affected (Ibid.). Bennell also notes
that "there has been absence of well-specified training policies with a precise strategic focus.
Training tends therefore to be isolated and sporadic, and fails to satisfy the learning needs of
individual employees" (1994: 10). It should also be acknowledged that the number of SSA
having written training policies is increasing from time to time (World Bank, 1994b; ILO,
1998). However, the most important issue is not only having training policies, but also to
successfully put them into effect.

Continuity Of Training Needs Assessment (TNA): Many studies have indicated that mainly due
to the absence or ineffective training needs assessment, training efforts have had limited
impact in several SSA countries (e.g., ECA, 1989; Kiggundu, 1989; Bennell, 1994; ILO,
1998).21 Training is applied to problems that do not require training as the solution. Civil
servants are subjected to programmes that are irrelevant to their needs because of lack of skills
in assessing trainability (see also ILO, 1998; Ozgediz, 1983; Thomas and Theresa, 1995).
Thomas and Theresa (1995) also argue that most training materials are inappropriate since they
are not based on clearly identified training needs.22 The ILO (1998: 36) further argues that "in
Africa, there are examples of donor-driven reform and training activities, which have little
chance of success because they are 'blueprints' imposed by the North in the South- and hence
inappropriate". The above quotes, therefore, demonstrate that training needs assessment,
despite its importance, has not got due attention by many SSA. Thus, one can argue that poor
and inadequate assessment of training needs may lead to an incredible waste of resources that
Africa can ill afford.

Presence of written and acceptable trainee-selection procedures: Many studies show that
several times, civil service organizations in African countries have not selected trainees, who
could really benefit from particular training programmes (e.g., Kiggundu, 1989; ILO, 1998;
ECA, 1989). For this reason, training has been done just as 'one's turn to be trained'. The ILO
are sent to training courses
(1998: 9) also indicates that, "at times, it may seem that people
simply because these are available, regardless of training needs „. 23 This results in a mis-match
between training and the expectation of trainees. This problem may be partly due to the lack of
training needs assessment (e.g., ILO, 1998; Thomas and Theresa, 1995), and be partly due to
the politicization of civil service systems, which in turn affects the kind of civil servants to be
selected for training (See also Das, 1998; Morgan, 1996; Ozgediz, 1983; Tessema, Soeters and
Abraham, 2005). Thus, many scholars question the criteria for selection of trainees being used
in many countries of SSA. This is because individuals without the required potential have been
chosen (even repeatedly) to participate in training, especially if the individuals are to
financially benefit from it (see also Corkery et al., 1998).

The ILO (1998: 9) indicates that "in many DCs training needs assessments are often lacking or unsatisfactory".
22 Bennell (1994: 10) underlines that most training courses lack relevance, are too classroom-based, rely mostly
on textbooks and other training materials which are outdated and largely irrelevant, and are taught by people
who know little about individual trainees and the organizations they work for.
23
Ozgediz remarks that, in developing countries, trainees are selected on the basis on training needs assessment,
bureaucratic politics, and patronage (1983: 31).

21
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Linkages of training programmes to organizational objectives: Another key ingredient for
effective civil service training is a proper linkage of training programmes to organizational
objectives (see chapter three). However, many training programmes in Aj>·ica are not well
linked to organizational objectives (Kiggundu, 1989; Cohen and Wheeler, 1997). Many civil
service organizations in SSA have not properly specified how many civil servants, in what
kind of skills and knowledge (including the kinds of training required to fill the skills gap)
have been needed to realize the desired objectives. This problem arises partly due to the lack of
effective training needs assessment at individual, organizational and national levels (e.g.,
Bennell, 1994; ILO, 1998), and partly due to lack of clear organizational objectives (see also
Beugre and Offodile, 2001; Das, 1998; Kiggundu, 1989; ECA, 1989).

Linkages of training programmes to other HR policies and programmes: Most SSA countbes
lack training policies that links training to other personnel programmes such as placement,
promotions, salary increment and other incentives (e.g., ILO, 1998; Dia, 1996; Paul, 1983;
Cohen and Wheeler, 1997; Grindle, 1997).24 Grindle (1997: 14) notes that "when newly
trained civil servants return home from overseas, their jobs and career opportunities do not
always reflect the increased level of skill they have". As a result, frequently many well-trained
African civil servants are not well motivated and satisfied (see also Cohen and Wheeler, 1997;
Tessema, Soeters and Abraham, 2005). Prospects of higher rewards in other sectors of the
economy have made it increasingly difficult for the government to motivate and retain the
trained civil service at the prevailing salary rates. As a result, "public servants tend, once they
have obtained better qualifications through training, to move over to the private sector" (ILO,
1998: 35). The prevailing situation has therefore adversely affected the motivation of the extrainees as well as the impact of the training. Here, one may argue it is not a question of how
many civil servants are trained, but how they are utilized that matters. While many training
programmes have been given in SSA, little has been achieved in terms of their impact (e.g.,
Paul, 1983; Kerrigan and Luke, 1987; Cohen and Wheeler, 1997).
Capacity Ofa government to,#nance trainingprogrammes: There are varying practices and the
proportion of funds allocated by government for training purposes differs widely. Most of the
time, training funds in the case of SSA countries, come from two major sources, namely the
budgetary allocation by the government and funding by donor agencies or countries (e.g.
Cohen and Wheeler, 1997; Corkery et al., 1998).25 Since budget provisions for training, in
most SSA countries, are generally inadequate, it is not possible to meet all the training needs
(Thomas and Theresa, 1995, ECA, 1989). For this reason, we can argue that in contrast with
their counterparts in industrialized countries, only a small amount of money is allocated for
training purposes (See also ILO, 1998; Bennell, 1994; Grindle, 1997). This situation has also
aggravated recently due to the deteriorating economic26 situation in most SSA. In the words of

24 As training is usually not followed by reward in terms of salary increment and other incentives, promotion and
personal appreciation in most SSA, and is occasionally accompanied by the hazard of losing the previous
positions, Senior Civil Servants often come for training only when they cannot successfully avoid it (e.g.,
Hilderbrand and Grindle, 1997; Ozgediz, 1983; Paul, 1983).
25
Most countries of SSA depend upon the assistance of international donor agencies, which in turn affects
adversely SSA governments' ability to manage the donated training fund according to their own priority (e.g.,
ILO, 1998; Cohen and Wheeler, 1997).
26
Most countries of SSA are increasingly exposed to budgetary constraints, which, in turn, adversely affected
the amount of money that is to be invested in training.
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Bennell (1994: 10), "with deepening economic crisis, training is one of the first expenditures to
be slashed". However, some countries like Nigeria allocated 1 percent of the total federal
allocation for every local government to training, which in turn may imply a real commitment
of the government to training (ILO, 1998).

Commitment of the policy makers and senior civil service managers to training: One of the
main reasons why training is not effective in many SSA is that there is a lack of strong
political and administrative support in the larger environment for training and development in
civil service. It is obvious that no book, conference or seminars overlooks the need for interest
to be shown by ministers, politicians and senior officials in training. Beyond budgetary

provision for training, it is rare to find politicians and very senior o#icers becoming
personally involved in training in many SSA (Paul, 1983; Kerrigan and Luke, 1987; ILO,
1998). By the same token, executive training and development programmes for senior civil
servants have been meagre at best.27 Despite the importance of training, top management
bodies sometimes view it as too costly, and the payoffs too far into the future (Ibid.). Thus,
the amount of money invested on training is still very low as compared to other activities,
especially in developing countries in general and sub-Saharan Africa in particular. Moreover,

it is regrettable that training should often be the first sector to be a ected when economies
have to be made in stajI expenditure (e.g., Bennell, 1994; ILO, 1998). 8 The environments are
characterized instead by a general lack of appreciation for investment in the long-term
development strategy (e.g., Schaffer, 1974; Paul, 1983; Alam, 1990; Cohen and Wheeler,
1997). Nevertheless, some countries have made progress in civil service training.29 For
example, Kaul (1997: 26) notes that "Ghana tailored civil service training. It has instituted
customized training for staff. The Ghanaian Institute of Management and Public
Administration (GIMPA) has expanded its activities to meet the increased demands of
training as a result of civil service reforms in Ghana. Moreover, the Botswana government has
set up a specialized training centre- Botswana Productivity Centre-, for training in
productivity and quality improvement programmes (see also ILO, 2000; ECA, 1989).
Conduciveness of the working condition (transfer of training): Many scholars have noted that
one of the main complaints of former trainees in civil service of most SSA is a lack of
conducive working conditions to practise what they have learned (e.g., Cohen and Wheeler,
1997: 146). This is partly due to a lack of encouragement of their superiors, who themselves
are not willing to participate in the training programmes or resistance of senior civil servants
to introduce new way of doing things (resistance to change)30 (Ozgediz, 1983; Beugre and
Offodile, 2001; Kiggundu, 1989). Or it is partly due to the lack of the required facilities to put
into effect the newly acquired skills and knowledge (Cohen and Wheeler, 1997; Ozgediz,
1983). Surveying the African scene, one observer noted that,

"if senior civil servants were exposed to and convinced of the utility of in-service
training, it would have beneficial effects on the desire of lower-echelon staff to participate in in-service training
(cited in Paul, 1983).
rogrammes"
In our opinion, one factor standing in the way of training is that unlike other development activities it does not
show quick or tangible results. It may take many years for the impact of training to become really discernible.
29 The ILO (1998: 33) points out that training needs were often underestimated in processes of structural change
and transition even though some countries gave high priority to training.
' There is a lack of commitment from the senior government officials to training, which actually contributes to
the reality of under-utilization of the limited number of trained people, as will be discussed later.
27 A UN report also notes that:
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"CAFRAD31 experience in administrative training in Africa is that the
very senior civil servants who need help most are reluctant to come
forward for training. This is the commonest complaint our trainees make.
What is the use of acquiring new knowledge, skills and attitudes if our
bosses are not going to notice, let alone appreciate, the changed
performance behaviour" (Paul, 1983: 27).

From the foregoing discussion, we can, therefore, argue that providing training is relatively
easy, whereas effectively utilizing the expertise of the ex-trained civil servants is more
difficult. Hilderbrand and Grindle (1997: 53-54), based on their recent studies on a number of
SSA countries (such as republic of central Africa and Tanzania), note that in several of the
cases, professionals were very sensitive to whether their jobs were meaningful and appropriate
to their level of training. To the extent that they believe they were using their talents to
accomplish tasks they considered meaningful, they were more motivated to contribute to the
organization. When such people were idle or tied down with routine administrative tasks or
kept from their activities because of a lack of vehicles or computers, they lost motivation.
Cohen and Wheeler (1997: 146) argue that "those trained professionals need to be effectively
utilized and productive. Unfortunately this is not the case of Kenya". Hence, one may argue
that training may not produce the desired objectives, not because the training process is
ineffective but because of the constraints of the administrative system in which the ex-trainees
returns to work. As indicated earlier, misuse of trained people is a waste of time, efforts and
money. It also provokes demotivation and negative reactions on the part of trainees.

Continui(y of monitoring and evaluation of training programmes: Many civil services in SSA
do not properly accomplish monitoring and evaluation (M&E) activities, in spite of their
contribution to the success of training programmes (e.g., Alam, 1990; Turner, 1989; Kerrigan,
1989; ILO, 1998; ECA, 1989). It has been noted that most training institutions in SSA, as far
as M&E is concerned, depend mainly on the administration of questionnaires at the end of the
training programme ("end-of-courses" evaluations) while evaluating the effectiveness of
training (Ibid.). However, this is a limited measure of the trainee's satisfaction but it does not
measure the training programme's effectiveness. While some form of evaluation has generally
accompanied the training activities, evaluation usually tends to concentrate on performance
during and immediately after the training courses. Efforts to measure the contributions of
training to actual or future performance in the work situation have not received much attention.
The ILO (1998: 9) also indicates that in many African countries, the evaluation of training
impact may also be inadequate or fail to involve the actors concerned. It is paradoxical that
although millions of dollars are spent by governments throughout the SSA for training,
evaluation of training performance in terms of its contribution to organizations has not kept
32

pace.

From the above discussion, it can be said that [1] high quality training is a goal common to
SSA; yet, this simply stated goal is usually not achieved. Despite training activities have
expanded in the last four decades, they have had limited impact in improving the capacity of
the civil service in many SSA. It is mainly due to the fact that the critical factors for successful
3:
32

CAFRAD refers to African Training and Research Centre in Administration for Development.
This seems to be a more general issue for it may also apply to the West as well.
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are inadequate or missing; [2] there are many formidable challenges
facing government in SSA in improving the impact of civil service training; and [3] i f there is
a real will and commitment on the part of politicians and senior civil servants a real change
could come in the impact of civil service training.

civil service training
I

4.2.5 Utilization of civil servants in sub-Saharan Africa
Despite the fact that HR utilization is a very crucial aspect of HRM, it is found to be the most
problematic area in SSA (e.g., Kiggundu, 1989; Grindle, 1997; Hilderbrand and Grindle,
1997; Beugre and Offodile, 2001). Hilderbrand and Grindle, based on their studies on a
number of SSA countries, note that "while training and recruitment are important aspects of
developing capacity, effective utilization of human resources within organizations is the most
important factor in determining whether public officials are productive or not" (1997: 53).
Therefore, the human resource problem for organizations was often not so much the
availability of well-prepared civil servant, but how they were utilized once they were recruited
into the organization.

On the one hand, many civil services in SSA countries lack clearly written HR programmes
and policies (e.g., Das, 1998; Ozgediz, 1983; Kiggundu, 1989). On the other hand, most civil
services in SSA countries lack the ability to successfully put HR programmes and policies into
action although they are clearly written (see also ILO, 1998; Beugre and Offodile, 2001;
McCourt and Sola, 1999; UN, 2000). Most SSA countries have been facing economic
problems in the last three decades. As a result, their ability to commit the required resources
has been adversely affected,33 which in turn has negatively affected their ability to
successfully implement several HR programmes and policies. Bearing the above caveats in
mind, let us briefly see some HR programmes and policies, which have important implications
for utilizing civil servants in SSA.

Compensation management practices: There has been a declining of real civil service salaries
in SSA. The ILO (1998: 45) states that "real wages in Africa declined by 2 percent annually
during the period 1990-1996. This indicates that the reforms did not achieve their objective of
streamlining the wage structure and raising the level of real wages". Moreover, Adedeji et al.
(1995: 16) remark that civil service salaries in Africa are absolutely not enough.
The salaries of senior civil servants in SSA are compressed relative to the minimum pay in the
salaries (Das. 1998: 17, de Haan and van Hees, 1996: 21). For instance in Ghana, the
compression ratio was 2.2, which means that the salary of the top-most civil servant was only
2.2 times that of the lowest-paid employee in the government (World Bank, 1991: 3). Severe
wage compression however has diminished the incentive to work and induced the more
competent staff to leave. The low level of remuneration for senior civil servants has made it
difficult for the civil service in most SSA to retain the best and brightest. African countries
favoured pay increases in the lower ranks, reducing pay differences between skilled and
unskilled employees (World Bank, 1994b: 121). Nevertheless, many countries in SSA have
provided allowances, such as house, house maintenance, transport service, electric supply and
33
Kaul (1997) underlines that there is no question that declining budgets in most sub-Saharan Africa has affected
the way they Utilize their civil servants.
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water services and so on for senior civil servants (de Haan and van Hees, 1996; Cohen and
Wheeler, 1997).34 Too often, civil service compensation systems in SSA, although adequate
for lower level staff, fail to attract and retain qualified high-level professionals, both
managerial and technical (e.g., Hilderbrand and Grindle, 1997; Moharir,
1995; ILO, 1998).
Wage compression measures have been taken by most countries of SSA partly for political
and equity reasons, which have raised the salaries of lower level civil servants more quickly
than those of top civil servants. Thereby they have widened the pay differentials between the
public and the private sector for high-level staff (e.g., ILO, 1998, Paul, 1983). As a
result, in
most, if not all, countries of SSA, the outflow from the civil service is low or negligible for
people in lower grades, but high for top-level staff.

In most countries of SSA, since independence in the 1960s a system of career and
remuneration development for civil servants has existed, which has no special links to merit or
productivity (ILO, 1998: 48; Cohen and Wheeler, 1997: 143; Hilderbrand and Grindle, 1997:
54). Several governments have recently been forced, under pressure from the World Bank and

IMF, to modify their public service statutes with a view to increasing merit-based promotion
and achieving an overall reduction in the wage bill. However, till now no significant change
has been made (see also Dia, 1993, 1996; Das, 1998; Adamolekun et al., 1997; World Bank,
1994b; Mudhoo, 1995).

The lack of published data makes it difficult to compare total compensation packages
available in the public and private, but scattered evidence indicates that a wide salary gap
exists in most SSA countries (de Haan and van Hees, 1996; World Bank, 1991, 1994, 1997;
Cohen and Wheeler, 1997; Lienert, 1998).35 As a result, many of the best talented civil
servants have left in droves for the private sector or to find employment abroad (e.g., World
Bank, 1997; Das, 1998; UN, 2000; Tessema, 2005a).
The eroding purchasing power of the salaries of civil servants in most SSA countries has led
many civil servants to seek compensation in supplements (Cohen and Wheeler, 1997; World
Bank, 1994b; Das, 1998; Lusignan, 1997). Due to the above situation, many civil servants turn
to other activities such as moonlighting and non-government work during office
hours (Das,
1998: 18).36 Prah (2004: 3) argues that in most SSA countries, middle level officials can still
barely feed, let alone adequately house, clothe and educate their family. The World Bank has
suggested that corruption and moonlighting could be reduced by paying public servants more
(ILO, 1998: 61). As the World Bank very rightly pointed out, there is a direct link between

34

Other strategies for attracting and motivating top officials include decreased salary compression (i.e., increasing
the wage gap between the highest and lowest paid, e.g., Zambia, Botswana and Lesotho), and 'Scarcity' or
'retention' allowances for rare professionals (e.g., Gambia, Lesotho, Zambia, Tanzania and Zimbabwe)
(Nyirabu
and Mudzonga, 1993, as quoted by ILO, 2000).
35
The World Bank (1997: 95) notes that "in Kenya, the disparity between public and private wages grew by an
annual 3 percent during the period 1982-92". Moreover, Cohen points out that "by way of comparison, in Kenya,
an economist at the upper end of the market in the private sector might command a grossly salary up to ten times
that of the public sector" (1991: 16-17).
36 Cohen and Wheeler (1997: 141-3) note that more than half of those interviewed Kenyan civil servants agreed
that their salary was a minor component of their overall income. They further state that the opportunity to use
office hours and equipment to significantly augnrnt official salaries through private income-earning activities
provides a major incentive to remain in the civil service.
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corruption and salary levels.37 Henderson (1993, quoted in Beugre and Offodile, 2001: 537)
argues that
we have to separate practice from principles. Consider a country in which there
are pitifully low wages for public officials. They can only support themselves
and their families by accepting bribes, and only by paying them bribes Will the
public get thing done. It has become normal practice, but no one likes it and no
one thinks it is normally right... Circumstances have thrown principles and
practice out of point. Therefore, matters have been worse by the drop in real
wages of civil servants in recent years".
46

Table 4.1: Some compensation related reforms introduced in SSA countries
1.Wage decompression (Ghana has been able to decompose wage from 2.2 to 1 in 1984 to
10.1: 1 in 1991.the target was 13.1: 1 but it slipped to 9.1: 1 in 1995;
2. Monetarisation of benefits (in Tanzania, benefits-in-kind represent 400% of salaries at
the top most levels but only 35% at the lowest levels):
3. Raising the general pay level for all civil servants in the hope of paying a minimum living
wage (Uganda has been able to raise salaries from 25% to 56% of the government's
definition of a minimum living wage between 1990 and 1995);
4.Targeting professionals who are in the greatest demand in the private and public sectors
(Ethiopia has devised new salary structure for teachers, doctors and engineers, in order to
raise their salaries above others in lower demands);
5.Linking pay to performance and improved productivity of the staff. Performance
indicators are being developed and merit systems are replacing automatic hiring in
personnel recruitment and seniority in promotion (e.g., Ghana and Botswana); and
6.Improving working conditions and seeking alternative methods of motivating civil
servants, e.g., improving benefits in kind and granting awards for commendable
performance (e.g., Botswana and Uganda).
Source: Adopted from the ILO. 2000.

It should also be noted that despite the fact that many SSA have been introducing civil service
reforms in the last two decades, no significant change has been recorded (Dia, 1993: 6; World
Bank, 1994b: 125; ILO, 1998: 18). Temporary solutions like increasing salaries of projectbased employees or earmarking foreign assistance to enhance remuneration did not help in
retaining or attracting competent staff (Das, 1998; Maggregor et at., 1998). In most countries
of SSA, low salary scales are a major factor in explaining prevalent conditions of low morale,
petty corruption, low productivity and turnover of professionals.

Employee performance appraisal practices: Experiences of most SSA show that formal
performance appraisal measures are rarely developed and implemented in civil service
organizations. Thus, employee performance evaluation is not done in most civil services as it
should be (e.g., Bennell, 1994; Dia, 1993, 1996; Thairu, 1999; Beugre and Offodile, 2001;
Jones et al., 1996; Waiguchu, 1999). As a result, different HRM decisions have been taken
37 When the salaries are not measured against representative family budget, and the workers feel the work they do
and the responsibilities they carry are not fairly compensated, corruption becomes rampant and glaring open. In
countries where salaries have been frozen for sometime, corruption has increased almost proportional to the
number of years salaries have been frozen (see Seyoum, 2000)
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subjectively. Bennell (1994: 11) notes that appraisal forms are poorly designed with vague and
ambiguous rating criteria, many of which have little to do with actual job performance. As
Waiguchu (1999: 198) puts it, "in an authoritarian setting, an appraisal system is unavoidably
one-sided. In such a case, the supervisor's view of the subordinates' performance prevails".
Frequently, civil servants are not given a chance to discuss their weakness and strengths.
Participation by the individual staff member is minimal (see also Muneneet et al., 2000:
9).38

In a study conducted in the public sector in Botswana, Jones et al. (1996) found that managers
were more concerned about establishing close relationships with their bosses than about
succeeding in organizational performance. This attitude is understandable because African
bosses are often autocratic and capricious. Developing a close
relationship with the boss may
be a way to gain his or her favour, and a subsequently, positive outcomes such as a pay rise,
promotion and so on. This leads to the conclusion that reaching the goal of the organization
takes a back seat as compared to using the organization to satisfy one' s selfish interest.
Performance appraisal is therefure, often largely based on compliance rather than productivity
(e.g., Hilderbrand and Grindle, 1997; Thairu, 1999). Because of the lack of clear
organizational goals and objectives, following the manager's rules is often perceived as a sign
of compliance and a criterion for assessing employee performance (Beugre and Offodile,
2001: 542).

Promotion policies and practices: As long as civil service systems are politicized in many
countries of SSA, it is inevitable that promotion would not be mainly based on merit. That is,
politicization of the civil service is affecting promotion practices in many SSA (e.g., Das,
1998; Kiggundu, 1989; Beugre and Offodile, 2001; World Bank, 1993). The career
development of a civil servant of many countries in SSA depends more upon ascribed criteria
than on performance or productivity (World Bank, 1993: 18). It is not unusual for
appointments to be made on the basis of extra-organizational considerations" (Kiggundu,
1989: 63). Das (1998: 18-19) also notes that there has been a certain degree of political
capture of the civil service in most developing countries, including SSA. Civil servants get
increasingly politicized as they advance in their career. He also notes that almost all seniorlevel appoints are politicized. The process of politicization has blurred the traditional
distinction between the political executive and permanent executive and has rendered the
usual checks and balances, and systemic safeguards largely redundant. This situation has been
affecting civil service organizations' ability to motivate and retain competent civil servants in
many SSA (see also Heady, 1996; Morgan, 1996; Hojnacki, 1996).
It has been frequently noted that the main criteria for promotion in the vast majority of SSA is
seniority (e.g., Bennell, 1994; Cohen and Wheeler, 1997; Hilderbrand and Grindle, 1997).
Promotions are merely based on 'time in grade' and perfunctory annual evaluations. This
system discourages efforts at achievement and lowers morale of promising officers (Cohen
and Wheeler, 1997: 143).

Beugre and Offodile (2001: 541) point out that "positive relationships may serve as a way of
benefiting from the boss's favours". A recent report of the World Bank reveals that in many
38 It should also be noted that although there are such cases in the Developed World, they are widely practiced in
most SSA countries.
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SSA, promotion is based on subjective criteria, pay levels are unrelated to productivity, and
loyalty is to the political leader in power rather than to the state (World Bank, 1994b: 121).
That is, appointments to top jobs are mainly based on subjective (nepotism and favouritism)
criteria rather than proven competence or professionalism (measures of competence and
individual performance). For the above reasons, Lusignan (1997: 147) argues that "effort
should be made to change the patronizing attitude that has been prevailing in many African
countries and to prevent the political nepotism that is so common in the management of civil
service". N'dongko (1999: 114) notes that "as soon as an African is appointed to a
management position, either in the public or private sector, his or her major preoccupation is
to grab what financial and material gains he or she can and then appoint his or her relatives
and family members to positions of responsibility in the organization".

Merit 9 promotions are not always encouraged by civil service rules for fear that they would
be subject to tribal, religious, or personal abuse. Nor do poor evaluations hold back the
promotion (Cohen and Wheeler, 1997: 143). It should also be noted that although favouritism
may also be found in Western countries, the existence of rules and procedures represent
powerful voice mechanisms for the potential victims of unfair work practices (Beugre and
Offodile, 2001: 542). Often the result of political patronage and nepotism discourage
professionals' initiativeness and performance (Ozgediz, 1983: 51). Besides, already limited
possibilities for career advancement have been further aggravated by increasingly serious
financial constraints as the fiscal crises facing the large majority of SSA deepened during the
1980s (Bennell, 1994: 9). Due to the above fact, the World Bank (1997) and the ILO (1998)
strongly contend that good governance including accountability, transparency and the rule of
law is conducive to the effective management of civil service. This requires commitment to a
more professional civil service with a greater emphasis on performance.
Placement and clarity ofjob descriptions: It has been indicated that placement of the right
persons on the right positions have not been realized in SSA countries (Dia, 1996; Hilderbrand
and Grindle, 1997; Kiggundu, 1989). Besides, it has been argued that in many SSA, civil
servants do not clearly know their responsibilities and duties. For instance, Cohen and
Wheeler (1997: 146) note that many Kenyan civil servants lacked any clear understanding of
their duties and responsibilities. Department heads and task managers often failed to instigate
work programmes or meaningful job descriptions for those working under them. The poor
utilization of civil servants with wide-spread mismatching of individual skills and experience
with the skill, knowledge, and responsibility requirements of jobs has been affecting the

39 Ideally, a civil service system is a meritocracy that is able to attract the highest and best and ensure that the civil
service resembles an efficient machine. Many African countries built their model of civil service along West
European lines, with a career system (Adamolekun, 1993). The core values of those who work in the system are
objectivity and political neutrality. Over the years, however, this merit-based career system had given way to
patrimony, with the most important criteria for selection and promotion based on party, ethnic or personal loyalty.
The factors undermined the merit system in African civil services are [l] the politicisation of the main-line civil
service: senior civil servants, and in some cases all civil servants, were required to be card-carrying members of the
ruling, official, and single party. Even though there has been a considerable shift towards multi-party democracy
some countries, e.g., Nigeria, have put in place reforms designed to ensure that the top- most levels of the service
are politicised (via the Nigeria civil service reform of 1988), although there are also steps being taken to reverse
this 'reform' (see Olowu, Otobo and Okotoni, 1997).
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contribution of civil servants in sub-Sahara Africa (Hilderbrand and Grindle, 1997; Dia, 1993;
Cohen and Wheeler, 1997).40
Experiences also show that, in most SSA countries, there has been a lack or inadequacy of
monitoring and evaluation exercise for HR programmes and policies (e.g., Bennell, 1994;
Kiggundu, 1989; ECA, 1989). In many SSA, there has also been a serious disengagement of
authority and control (World Bank, 1993: 20). This is partly because of the political capture of
the civil service at all levels. While it is true that the state is centralized, it is, however, weak
in terms of the power of the top civil service in ensuring implementation of its legitimate
orders (Das, 1998: 20). It is also partly due to lack of skilled manpower (Mudhoo, 1995;
Ozgediz, 1983). However, recently some progress has been made in a number of countries in
that they have begun to make Ainctional reviews,41 although it has not been done regularly
(e.g., Das, 1998; Kaul, 1997; Lienert, 1998).

By way of summarising, the ineffectiveness of the above-discussed three critical factors for
HR utilization has made utilization of civil servants to be the most problematic area of HRM.
SSA countries have been experiencing serious HR utilization problems. As a result, recently

continuous warnings have been sounded that if development goals are to be achieved, the
significance of effectively utilizing existing civil servants throughout the total administrative
system cannot be overemphasized. In other words, it is increasingly recognized that more than
anything else, it is the personnel crisis in civil service of SSA that has to be addressed if
meaningful improvements in service delivery are to be realized. One may argue that there is
nothing wrong with SSA civil servants, but there is something wrong with SSA civil servants'
management.

The prevailing situation has not only affected HR utilization but has also aggravated turnover
of civil servants. Especially, many civil servants trained at the expense of civil service defect
to private sector, NGOs, and abroad where salaries and other privileges are often higher. In the
absence of effective HR programmes and policies even staff trained at government cost did
not give benefit of their training. That is, in recent years, there has been a sizable exodus of
experienced and qualified staff to the private sector, NGOs and abroad.42 This phenomenon is
40

The recent interview with Kenyan returned trainees indicated that they believe they were capable of assuming
much greater responsibility and performing much more effectively if given a chance to do so (Cohen and
Wheeler, 1997: 142-44).
41
In SSA circumstances, functional reviews (FRs) are difficult to administer because of the absence of the
essential data on which to base the reviews in the first base place. It is not always that these data are not
available, but as Bennell (1994) indicates, some of the data are deliberately falsified. As a result, FRs are costly
in terms of time and money. They are usually undertaken, as indicated earlier. through technical assistance
programmes or projects and are particularly time consuming. Numberg (1994) also notes that many employment
cuts took place before any FRs were carried. In other words, there is a great tendency to follow the rule of thumb
(a cut of 25% of all agency staff) rather than the scientific and technical approaches underscored by FRs. Most
personnel censuses are not sustainable if the underlying problems are not tackled. But perhaps the most serious
problem is that FRs focus on cuts when in most cases what is required is an increase in the number of civil
services (see also Wekita. 2002). The main problems of FRs are costs, time and money, availability of systematic
data on personnel and other organizational resources, and available of resources to 'rightsize' rather than
'downsize' the civil service.
42
For instance, the recent study conducted in Kenyan civil service shows that out of 169 trained master's level
Kenyan civil servants, about 40 percent, who are most likely to be talented and ambitious left to other sectors
(Cohen and Wheeler, 1997: 136). Aredo (2002) argues that 20,000 professionals each year leave the continent
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particularly widespread in numerous sub-Saharan Africa (e.g., Das, 1998; de Haan, 1996;
Cohen and Wheeler, 1997; World Bank, 1994b). As argued by the ILO (1998), therefore, part
of the efforts made by the civil service is lost effort for the government. Das (1998: 17) clearly
underlines that the quality of civil service has gone down because of severe brain drain. The
brain drain is a serious problem, because there is a huge deficit of manpower in developing
countries in general and SSA in particular. The turnover rate in certain scarcity areas has
become a cause for concern and calls for immediate remedial action (See also Hilderbrand and
Grindle, 1997, UN, 2000; World Bank, 1997,2004). One may argue that it is a paradox of
today's world that the DCs, like SSA that have the greatest need to use professionals to help
them along the road to economic and social development are not using them effectively and in
fact are losing many of their best educated young men and women to the developed societies.

4.2.6 Implications of the case of the sub- Saharan Africa
The HRM practices of civil services in the SSA countries have the following implications.
[l] The case of the SSA demonstrates that many of the critical factors for an eOective HRM
either have been inadequate or missing. Likewise, the examination of the environmental
factors (mainly economic and political),43 within which civil servants have been managed,
depicted that they are not that much conducive. This study, therefore, suggests that the
environmental factors such as economic and political are found to be instrumental in hindering
the presence of an effective HRM in the SSA.

[2] The actual situation of most civil service in SSA can be summarized as follows: low salary
levels. lack of effective performance standards, too few rewards for good performance,
recruitment procedures that do not attract appropriately trained people, and promotion patterns
based too much on political affiliation and too little on performance (poorly conceived career
ladders), inadequate and demoralising management by supervisors (ineffective leadership),
and lack of stimulating assignments. These conditions have been widely documented in
discussions of civil service failure in a number of studies (See also Hilderbrand and Grindle,
1997; UNDP, 1993).44 The above factors have acted as an additional brake on progress. These
are, however, not the real and important problems but only the visible symptoms of some
deeper malady lying elsewhere. Thus, this study suggests that the main challenges and
problems are economic and political. Here, one can also argue that identifying the symptoms
of poor HRM in SSA civil service is relatively straightforward. An understanding of the
underlining causes is more a difficult task since there is always a complex interplay of
political, economic and socio-cultural factors. These factors remain a major impediment to
improving performance in the civil service of most SSA.
for new jobs in the West. He also notes that Africa is losing as much as US $4 billion a year through top
professionals seeking better jobs abroad. He further states that for every 100 professionals sent from Ethiopia
abroad for further training between 1982 and 1997, 35 failed to return home (Ibid.). Corkery et al. (1998: 529)
contend that it is time to look at the experience to try to determine why this is so and what the Sub-Saharan
Africa needs to do to equip itself.
43
By economic factors we mean the difficulty of getting adequate resources for HR related activities, and by
socio-political factors we mean a political instability (fragile political environment). lack of good governance
accountability), and politicisation of civil service.
ransparency,
According to Onyango-Obbo (2005), the bigger tragedy of Africa is not the brain drain but its "brain
haemorrhage". He also remarks that the professional bleeding in Africa is so acute, some of the brains, which are
highly paid, do not do anything that a clerk would not.
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[3] The circumstances and challenges of most countries in SSA with respect to the
management of civil servants are more or less similar. After independence, there was an
increase in civil service to speed up development, then economic slow down came, and as a
result of it, there was salary decline, de-motivation, turnover and brain-drain. As a remedy,
most SSA countries have introduced HRM reforms, which resulted in limited impact. As
many scholars noted, many SSA governments have launched initiatives to change and
improve the management of civil servants. But the decline in state resources available fur the
upkeep of a swollen and expensive civil service has led to a fall in the purchasing power of
civil servants, and left them demoralized and without motivation. Many studies also suggest
that the civil service has fallen short of its potential for contributing to economic growth (e.g.,
Cohen and Wheeler, 1997; Das, 1998).
[4] This study also indicates that the civil service of many SSA have been politicized, which
in turn has affected the management of the civil servants. Hojnacki (1996: 158), for example,
states that "civil service systems in developing societies are vulnerable to politicization. In
some cases, this politicization is viewed as necessary step toward speeding up the process of
economic development... In still other cases, it can be seen as nothing than the way for a
political regime to extent its power and authority". Heady (1996: 217) noted that
in single or dominant party political systems, party claims to a monopoly on
policy making and executive make it imperative that civil servants pass whatever

of party loyalty may be imposed and that they suffer not only loss of status or
position for falling short, but suffer in other ways as well, including
imprisonment, banishment to the countryside, or death... in such circumstance, 45
the behaviour of civil servants who want to remain in the civil service is
overwhelmingly determined by what is required of them by the current party line
as to their roles".
test

What Heady notes has great relevance to the actual situation of many SSA countries where the
administrative crisis is most critical, and the enforcement of personnel rules and procedures
has been broken down (see also Bennell, 1994; Das, 1998; Dia, 1993, 1996). For the above
reason, de Haan and van Hees (1996: 13) argue that the rational, hierarchical, meritocratic
model has failed in many African countries. 46

[5] The cumulative effects of the prevailing HRM challenges have been adversely affecting

civil servants' competence (ability to do), motivation (willingness to work)

and retention

(willingness to stay). The prevailing situation of most countries in SSA contributes to the
reality of under-utilization of the limited number of trained people (e.g., Das, 1998; ILO,
1998; World Bank, 1997). Thus, it is intuitively appealing to support the argument saying'civil service organizations in SSA are not prestigious places, which can attract, motivate and
retain qualified and experienced personnel'. Hence, many studies Suggest that if performance
of civil servants is to improve, the above issues need to be simultaneously addressed in

45

Political exclusion or repression drives skilled personnel out of civil service, and in some cases out of the
country (Hojnacki, 1996).
46 As a result. Dia (1993) strongly argues in the patrimonial state (like most governments in SSA), political and
personal loyalty is rewarded more than merit. Politicians and bureaucrats use the state to reward themselves and
their supporters.
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comprehensive reform programme (Ibid.). However, given the prevailing economic, social
and political situation of most SSA, it is really a challenge for most governments.

there are no clear-cut remedies that are applicable to HRM problems in SSA
[6]
Althou h
countries,4 experience of some countries illustrates that if there is a strong and persistent
political will and commitment on the part of the policy makers and senior civil servants (good
governance), the existing problems could be minimized. Stated differently, be that as it may,
there still is hope provided that governments are willing and able to make necessary
incremental changes with regards to the above matters (see also Corkery et al., 1998; Beyene,
1994; Langseth, 1995). Recently, in some SSA countries, there has been a transition from a
state-dominated economic order to market-based economic systems; from one party or
military regimes to multiparty democracy; and from conflict to political reconciliation and
economic rehabilitation, which have brought about changes in the governance systems
(Ibid.).48 For example, Uganda, Botwana, and Ghana have shown a promising improvement in
the last one-decade, although there are still challenges to be faced (e.g., de Haan, 1996;
McCourt and Sola, 1999; Kalekyeze, 2000; Lusignan, 1997).
***
49
4.3 HRM in a civil service: the case of the Netherlands

4.3.1 Background of the Netherlands
The Netherlands has been a constitutional monarchy since 1814. In the constitution of 1848, it
was determined that the government is responsible for the government policy, rather than the
Monarch. The Netherlands is a parliamentary democracy. At present, there are 14 ministries,
12 provinces and 496 municipalities (the number has varied over time). There is absence of a
strong central power for each has considerable autonomy (OECD, 1992, 1996, 1999). There
are eight public sectors50 in the Netherlands: central ministries, education, police, defence,
judiciary, provinces, municipalities, and water-polder (OECD, 1996, 1999). This study,
however, focuses on the central ministries (civil service). In the Netherlands, there are 14
ministries consisting of about 100,000 civil servants, and most of them are in The Hague
Generally speaking, until basic conditions of economic development, political commitment, and social stability
are put in place, little can be done along the other dimensions that would contribute to improving the
the civil service (Hilderbrand and Grindle, 1997: 41).
rrformance
of
In many countries of SSA, like Ghana, Tanzania, Botswana and Uganda, where they have increased political
stability, political libel-alization, and change in political leadership were creating new opportunities for capacity
building (Hilderbrand and Grindle, 1997; Dia, 1996). While in other SSA (such as Central African Republic,
Congo, Sierra LEone, Liberia, and Sornalia) until basic conditions of economic development, political
commitment, and social stability are put in place, little can be done along the other dimensions that would
contribute to improving the performance of the civil service. Generally speaking, SSA's social and economic
progress is still fragile; 45 percent of the population live on less than $1 a day. A legacy of social unrest and
ethnic rivalry continues to slow development (World Bank, 2004).
49
This case study is based on interviews with 14 Dutch civil service managers as well as on a review of relevant
documents and literature. This case study will focus on specific HRM issues in the Dutch civil service. It is thus
not exhaustive.
50
The eight public sectors employed about 800,000 employees (Ministry of Home Affairs, 1998). The OECD
(1999: 6) also points out that in the Netherlands, 15.6 percent of total working population is employed in the
public sector. Between 1991 and 1995. the total the public sector declined by 14.5 percent.
47
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(Ministry of Home Affairs, 1998). The highest civil servant in each ministry is the Secretary
General. The civil service is not politicized, and thus, the civil service and the political careers
are separate (see also MOHA, 1998; OECD, 1996).

4.3.2 HRM reforms in the Netherlands civil service

The Netherlands has introduced many HRM reforms in the civil service in the last two
decades, as will be discussed later. The European Institute of Public Administration (1998:
57) notes that since 198Os, the public sector has been the object of wide administrative
reform. The reforms have covered a broad spectrum of administrative and management
questions. The HRM reforms should be seen as part of this more extensive reform of the
public sector. The OECD (1996: 32) indicates that in the Netherlands, HRM reforms have
been implemented successfully as part of broader public management reforms. They aimed at
providing market orientation, increasing flexibility and effectiveness, and making the public
service a more attractive employer.
The HRM reform, as noted by Smith (1996), provides for the delegation of a wide range of
personnel decision authority to and within ministries. The OECD (1999: 6) underlines that
important changes have been brought about in HRM in the course of the past decades (see
table 4.2). There is an increasing trend toward more flexibility in several HRM policies and
practices. Simplification has been a key objective in many of these efforts. Its primary thrust
has been the elimination of unnecessary paperwork, of superfluous rules and regulations, and
of unnecessary long time periods of activities such as hiring (e.g., Kickert and Verhaak, 1995;
Wijngaarden, 1990; OECD, 2000; van Mierlo, 1995).

The Netherlands has adopted a gradualist approach to implementing HRM reforms,
introducing changes on a step-by-step basis over a number of years with implementation
taking place on an ongoing basis (OECD, 1996: 22). The Netherlands has not borrowed from
the rhetoric; rather it has borrowed selectively and cautiously from the practice (Pollitt and
Bouckaert, 2000: 151). The Dutch public sector management reforms in general and that of
the HRM in particular, emerged from a procession of committees and enquiries, which
featured not only civil servants but also academics, auditors and individuals from the business
world. There was a fairly open market place of advice and ideas (see also Pollitt and
Bouckaert, 2000: 55; OECD, 1999: 14).51 The OECD (1999: 8) emphasizes that government
institutions make their decisions in close contact with social organizations. Rather than
'imposing' its decisions on society, the government tries to get consensus on and support for
them. This consensus-seeking attitude is an essential part of governmental policy-making in
the Netherlands. Van Mierlo (1995: 20) and Kickert and In't Veld (1995: 53) further remark
that there is a deliberation, consultation, and pursuit of compromise and consensus form the
deeply rooted basic traits of Dutch political culture. The OECD (1999: 10) remarks that
according to many observers, the Dutch coalition-forming system is an important reason why
changes and reforms in government and public management take place in an incremental,
'organic' way. Changes are relatively small, but the process of change is continuous.
Therefore, the 'style' of the Netherlands government does not appreciate any attempts to
51

The system of consultative and advisory councils affords many channels for both business-based and academic
ideas to public administration: the Dutch ministries are relatively open organizations.
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make radical changes and reforms; these are felt to be 'revolutionary' and for this reason are
disliked. For the same reason, proposals for overall changes have little chance of success.

In the Netherlands, the HRM reforms 2 have been top-down initiated by the government and
driven by central management agencies, at least in the initial stages (OECD, 1996: 24). This
implies that support and commitment of politicians and senior civil servants played a vital
role. For instance, the OECD (1996: 25) and Pollitt and Bouckaert (2000: 19) underscore that
in the Netherlands, there has been continuing support for reform at both the political level and
in the upper echelons of the administration, where an influential agency within the public
service has had an overall responsibility fur overseeing implementation of reforms, and where
adoption of the key reforms has been mandatory for departments and agencies. Smith (1996)
further notes that the decentralization reform was initiated from the Ministry of Home Affairs
(MOHA), 3 and accordingly, the HRM reforms have been a top-down process.

Table 4.2: Summary of HRM reforms in the Dutch civil service (1984-2003)
Type of HRM reform

Year

1 Introduction of decentralized personnel

1984

To improve flexibility, efficiency, speed up decision-making

1988

and responsiveness.
To encourage managers

N

policies.
2

Introduction of flexible salary system.

3 Normalisation of status of government
employees in line with private sector

1991

Purpose

to

compensate good performers,

including performance pay and market-related allowances.
To minimise the difference between the public and private
employees, in terms of pay, status and so on.

practices.

5

Benchmarking the salary with market rate.

1993

To enable the ministerial department negotiate themselves on
pay and other related issues with the labour unions (to avoid
central pay negotiation).
To make salary competitive with that of the private sector.

6

Creation of Senior Public Service Office.

1995

To

4 Devolving some more personnel authority

1993

to ministries, such as pay negotiations.

co-ordinate mobility of senior civil servants in the Dutch

civil service organizations and keep the civil service unified.
7

Creation of Central shared service

2002

To centralize

HRM

activities (administrative/technical) that

efficiently accomplished at the centre without
jeopardising the autonomy of line ministries.

can

be

Source: interviews with the Dutch civil service managers, 2004.
From the Netherlands perspective, there are two parties playing a role in the management of
the Dutch civil servants. These are the central management bodies (Ministry of Home Affairs,
Ministry of Social Affairs, and Ministry of Finance) and the ministerial departments (Mazel,
1998; Smith, 1996). The MOHA has a central responsibility for HRM in the Dutch civil
service. From the Second World War to 1984, it was the MOHA that had been responsible for
personnel policy formulation and implementation. That is, the MOHA had functioned as the
government's central personnel agency (Smith, 1996). As such, the MOHA had a direct
responsibility or oversight control over recruitment, examinations, qualifications, positions
classification, performance evaluation, promotion, training, incentive awards, position
management, compensation, retirement and son on (Smith, 1996; Kickert and Verhaak, 1995).
52
The HRM reforms can be attributed to an intensification of a number of factors, but perhaps particularly global
economic forces, socio-economic change and the supply of new managernent ideas (Kickert, 1997: 731; OECD,
1996: 14; Pollitt and Bouckaert, 2000: 33; OECD, 1999: 2).
53 MOHA is the employer for the state sector. The terms of employment for the Dutch public servants are
established in negotiations between public service employers and representatives of the public service trade

unions (MOHA ,1998).
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Since 1984, however, many HR functions have been gradually decentralized to ministries

parallel to, and in some ways integrated with, overall reforms of the Dutch civil service
(Pollitt and Bouckaert, 2000; European Institute of Public Administration, 1998; OECD,
1999). At present, the MOHA formulates general policy guidelines through which ministries
are given discretions to tailor HRM decisions to their unique organizational environment. It
should also be noted that although the MOHA as a central management agency plays a
leading role in HR related issues, the Ministry of Finance and Ministry of Social Affairs also
play a role (see also OECD, 1992, 2000; Kickert, 1997).54 The OECD (1999: 11) points out
that "because the decisions of the Ministers of the Home Affairs and Finance concerning the
general aspects of public management have an impact on all ministries, their intentions are
usually brought to the cabinet, but they have the final responsibility for the decisions".
The experience of the Netherlands shows that although it started to decentralize some HRM
elements in 1984, it was only in 1993 that the government gave civil service organizations a
substantial freedom with regard to HR activities (Pollitt and Bouckaert, 2000; Smith, 1996).
The organization of HR functions in the Netherlands was somewhat centralized till the early
1980s in the sense that the MOHA had had considerable authority in both formulation and

implementation of HR policies. However, this does not mean that HR functions had been
totally centralized in the hands of those central personnel agencies. Even before the reform,
line ministries had some authority to take personnel decisions within the general policy
guidelines, although at present they have a much wider spectrum of authority on a number of
personnel decisions. This demonstrates that the roles that they have been playing are different
at different periods of time.

The MOHA in the Netherlands

is organized in a number of directorates of which the
directorate for Management and Personnel is responsible for HRM in the public sector. The
Directorate consists of two policy directorates, one concerned with HRM in the central
government (ministries), while the other directorate is concerned with the other seven sectors
(mentioned earlier). The Director-General reports to the minister through the Secretary
General of the ministry (see also Smith, 1996).

The personnel director in the MOHA whom we interviewed underlined that while central
management bodies retain influence over policy setting, the emphasis in implementation is
shifting away from detailed central controls over the HR activities of ministerial departments,
toward looser policy frameworks, guidelines and definitions of basic standards. Within such
frameworks, ministerial departments have greater freedom to tailor HRM practices to their
own staffing needs. The organization style being followed, therefore, seems to value dispersal
of real personnel authority to ministerial department, allowing them to make crucial decisions
concerning employee recruitment, selection, training, etc. (see also OECD, 1996, 1999; Pollitt
and Bouckaert, 2000).55 The OECD (1999) notes that the role of the centre regarding HRM is
now seen primarily in terms of ensuring that public expenditure and performance targets are
met, and with identifying and disseminating advice and best practice, rather than laying down
54

The ministry of Finance (MOF) plays an important role in financial aspect of the civil service, and the
Ministry of Social Affairs (MOSA) in issues related to labour relations, health and safety, social security,
unemployment benefit, minimum wage and so on.

55 Hence, the personnel system is substantially decentralized in the sense that a large portion of the personnel
related matters are performed by personnel officers in the ministries.
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detailed strategies for the HRM. As remarked by Kickert (1997), it is not business as usual for
the central management agencies, just as it is not business as usual for the Netherlands' public
administration as a whole.

One important change made in the Dutch civil service is internal recruitment or mobility of the
senior civil servants. In 1995, a Senior Public Service (SPS) office (under the MOHA) was
created to stimulate exchanges of senior civil servants. Up to 1995, civil servants were
employed by each separate ministry. However, since 1995, civil servants in the high and
middle salary scales (15-18) are employed "in the general service" of government. This has
enlarged the possibility of exchanging civil servants between the ministries (e.g., European
Institute of Public Administration, 1998; Smith 1996; OECD, 1999; Mierlo, 1995). The
Senior Public Service office implements the government policy that senior civil servants
'rotate' between ministries after having fulfilled a job for five years. Vacancies are initiated
by the departments and exchanges are initiated by the SPS office (European Institute of Public
Administration, 1998: 60). The Senior Public Service office has a database56 of senior civil
servants. This database facilitates mobility of civil servants in the central ministries. It was
reported to us that mobility is implemented on a voluntary basis, because the Senior Public
Service has no power to enforce it. Schrijver and Vermeulen (1996: 25), however, note that
the MOHA, to some extent, forces the appointments of senior civil servants. At lower levels,
rotation is stimulated by management development and by temporary exchange of jobs. This
flexibility is occurring more and more, even between ministries (OECD, 1999: 6).

The creation of the Senior Public Service office contributed to the unification of the civil
services.57 This is because centralizing the management of the senior civil servants has
provided a central policy for the senior group, enhanced uniformity and established links and
relations between the ministries where no such structure existed (interdepartmental activities)
(see also European Institute of Public Administration, 1998; OECD, 1999). It is the aim of the
MOHA that the increased mobility58 of the senior civil servants will be a step towards
creating a more coherent civil service and improving co-ordination between ministries.
Comparing 10 developed countries, Pollitt and Bouckaert (2000: 90) found that in the
Netherlands there has been a loosening of personnel rigidities (but not the abandonment of the
concept of a unified career public service) as well as an extensive degree of decentralization
and devolution of authority from central ministries and agencies.
In-depth interviews with the civil service managers disclosed that in a year 2002, the
government of the Netherlands decided to create a central shared service under the MOHA.
The main objective of this central shared service is to perform all administrative or technical
aspects of HRM issues at the centre (MOHA). This in turn enables them to get economies of

56 The Sps had a database of 350 candidates, but selection is based on SPS office's personal knowledge of the
candidates and/or the references from the Director of personnel. If there are no qualified candidates within the
SPS, the office is authorised to head-hunt externally (The European Institute of Public Administration, 1998).
57 While in the Netherlands interdepartmental co-ordination (e.g between ministries) has always been somewhat
problematic, the reforms also increased the need for (intra-departmental) co-ordination within ministries. It is
significant that the ambition to have a coherent and co-ordinated civil service is still present and that this will be
done through centralization at the top management level (see also OECD, 1999: 6).
58 Since the introduction of the policy in the Netherlands, mobility in the highest levels is about 10 percent per

year (OECD, 1999: 6; OECD, 2000: 3).
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scale in activities that could easily be done at the centre without affecting the discretion of
directorates (department heads). This shared central service might include: recruitment
(advertising), employee screening, library facilities, etc. For this and other reasons, the
government is making efforts to locate all central ministries in The Hague, in the same
municipality (locality). Therefore, one can argue that the current trend seems to provide the
MOHA additional responsibilities.

The HRM reforms introduced to the Dutch civil service has also affected the way compensation
is managed (see also Smith, 1996; OECD, 1990, 1996; ILO, 1998 Pollitt and Bouckaert, 2000).
The OECD (1996: 61) and Pollitt and Bouckaert (2000: 249) state that the Netherlands started a
flexible salary system, including performance pay and market related allowances in 1988/89. A
recent OECD survey reveals that in general, in the public service. department heads have been
given increased flexibility in pay (1996: 51). However, Smith (1996: 179) argues convincingly
that, "the flexible pay system has only a very small impact since resources are extremely limited.
To enable it to be used as a tool to motivate, more money should be available". Moreover,
flexible pay is meant that ministerial departments have had a discretion to set higher price for
vacancies which are hard to fill (without following the civil service rules and regulations in salary
scales). For example, recently. the Ministry of Education has developed a special salary scales in
order to attract competent teachers.

Until April 1993, the MOHA was in charge of negotiations with the unions about the general
framework, employee-relations, and working conditions for the entire public sector. With the
decentralization of Pa)'59 negotiation in 1993,60 however, the ministries have been given authority
to directly negotiate with the civil service trade unions and develop their own compensation
within the general framework given by MOHA (Korsten and van der Krogt, 1995; Smith, 1996;
OECD, 1996; Pollitt and Bouckaert, 2000).

A closer examination of table 4.2 indicates that the decentralization of HR function was
needed in the 1980s mainly because of the competition with the private sector, the supply of
new management ideas, global economic forces, and budget cuts. Then exploration came
along with decentralization of HR functions, which was followed by some sort of restabilisation through [a] intensifying co-ordination and interdependency among ministries, [b]
strengthening monitoring and evaluation mechanisms, and [c] centralizing some previously
decentralized HR functions since the late 19905 in order to keep the civil service unified.
59

The ILO (1998: 57-58) and the OECD (1996: 32) argue that in the final analysis, it would seem that the
introduction of pay flexibility carries a risk of jeopardizing the governmental goal of curbing public sector wage
costs because the decentralization of pay determination may lessen central control over the pay, homogenous pay
policy and the goals of pay parity aspired to by public officials and their unions. However.
Smith (1996: 177)
clearly indicated that flexibility in pay is possible within limits of plus or minus 10 percent in relation to the pay
scale.

60 The ILO (1998: 58) underscores that the Netherlands is among the countries, which have gone a long way
towards decentralizing aspects of pay determination. As a consequence, there were events in which officials abuse
their power. For instance, it was reported to us that sometimes there has been abuse of power with regard to
compensation management in that there have been some events of miss-management of benefits bonuses and
increments. A recent event in the Netherlands is that a senior navy officer was charged to have been abusing his
power to benefit himself by including his name in the list of the ones who deserve bonuses (see Korver, 2004).
Navy superior officers received 75 percent of all bonuses in the Ministry of Defence, although they comprise only
about 25 percent of the total anned forces (Ibid.).
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Hence, there has been a tendency of 'back-swing' with respect to the organizational
arrangement of HR functions. Because of the above fact, Paauwe and Williams (2001) remark
that the Netherlands' civil service seems to be centralizing what was previously decentralized
to the ministries.

The HRM reforms were evaluated by the MOHA as generally successful (Smith, 1996; Pollitt
and Bouckaert, 2000). However, the ILO (1998) and the OECD (1996) expressed concerns
about the ability of line managers to carry out the devolved HRM responsibilities. They also
worry about the adequacy of training and support managers are given in their new roles. In the
study conducted by the OECD (1996: 29), it was reported that managers were not well
prepared for the magnitude of their new HRM responsibilities and that they were surprised to
find how difficult and time consuming such functions were to carry out.

Having the above issues in our mind, the three HRM sub-systems (HR procurement, training,
and utilization) with respect to the Netherlands civil service are discussed in the forthcoming
sections.

4.3.3 HR procurement in the Netherlands civil service

HR procurement practices with respect to the Netherlands are discussed below by taking into
account some factors affecting HR procurement.

In order to improve the ability of the civil service organizations in attracting qualified
applicants, the overnment has undertaken a number of measures. Prominent of them were
,£
'normalisation of the status of the civil servants, bringing it more into line with the private
sector in 1991 (Pollitt and Bouckaert, 2000: 73,247; Smith, 1996: 177; OECD, 2000: 4). In
addition to that, the government boldly expressed the wish to benchmark the civil service
salary with the market rate in 1993 (see also table 4.2). Accordingly, it is reported to us that,
the reforms have improved the ability of the civil service to attract qualified candidates, in
spite of the fact that there is still a tough competition coming from the private sector.

As indicated earlier, the MOHA has been focusing on developing clearly written and
operational HR procurement policy guidelines within which ministries are to take HR
procurement decision. Civil service managers whom we interviewed pointed out that the
ministries have clear HR procurement guidelines,62 which emphasize on open and merit based.
This may suggest that the government of the Netherlands has been committed to merit principle
for some quite long time. One clear indication is the de-politicization of the civil service, which
has clearly divided the line between administration and politics (see also MOHA, 1998; OECD,
1992).

61 To .nomialise' the status of civil servants means to reduce the historic differences between the public sector
employees and the private sector employees. The ability of the Dutch civil service to compete with the private
sector in attracting competent applicants has improved to some extent (Smith, 1996: 185; ILO, 1998: 22).
62
Access to new technologies has also changed how to attract and select potential applicants and how the tests are
administered. Many civil service organizations are moving to computerised testing, which can greatly speed up the
scoring of tests and thus speed up the hiring process. In the new set of technology, the test is actually delivered via
microcomputer or computer terminal, which the individual directly interacts with the computer (OECD, 1996,
2000). The OECD (2000: 4) also notes that the Netherlands has been expanding its recruitment on campus.
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As appears in table 4.2, at present, most HR jitnctions are somewhat decentralized. For a long
period of time, the tradition of the Dutch civil service reveals that recruitment and selection
have been the responsibilities of the central management bodies (MOHA, MOSA and MOF)
and the ministerial departments (OECD, 1996; Smith, 1996). For instance, before the
introduction of decentralized HRM system (in the mid-1980s), the MOHA had more say or
authority on recruitment and selections. However, since the introduction of the HRM reform,
the line ministerial departments have had more authority to the recruitment and selection
63
decisions.

In-depth interviews with the civil service managers disclosed that the decentralized HRM
system being followed by the civil service has changed the general status and motivation of
the HR officers. This is because recruitment responsibilities have been delegated to
ministerial departments and line managers. In this respect, HR officers have begun to play a
major role64 as advisors of the line managers in the HR related issues, which in turn has
increased their status and motivation (see also Smith, 1996; OECD, 1999). Smith (1996: 175)
states that one result of decentralization has been a reduction of staff at the central level in the
MOHA. At the same time, there has been an increase in HRM staff at the directorate level.
Many directors want to have their own staff responsible for HRM, and typically undertake
advisory functions in connection with hiring, training and salary systems. Thus, one can argue
that as compared to prior to the introduction of HRM reform to the Dutch civil service, HR
departments in the Netherlands are now playing an important role in the management of the

civil servants.
As indicated in table 4.2, the government has been making efforts to improve the image of the
Dutch civil service. As a result, Pollitt and Bouckaert (2000) and the OECD (1999) suggest
that the line between private and public sector staffing issues are becoming ever more
imperceptible and people can switch between the two. Nevertheless, some of the interviewed
managers believed that still more efforts are needed in order to ensure that the civil service is
as attractive as its counterpart- the private sector.
4.3.4 HR training in the Netherlands civil service

It was reported to us that the MOHA develops the general civil service training policy
guidelines, based on which individual ministries (line managers) take training related
decisions that reflect their unique environment. This reveals that the decentralized HRM
system being pursued by the Dutch civil service has also affected the way the civil servants
are trained. Managers are required to assume responsibility fur their own departments'
training and development needs. They must plan, organize, budget, implement, and evaluate
their department's training and development efforts (see also Smith, 1996: 179; OECD, 2000:
4). This implies that there have been efforts to shift responsibilities for training from the
central human resources department to operating departments and line manages.
63

It was reported to uS that both the ministries and central personnel agencies have had a computerised HRIS
and regularly update the personnel data. The existing practices have been playing an important role in the
decision making process with regard to the HR related issues.
64
The decentralization of personnel policy, which delegates substantial authority to line ministries and line
managers and the lack of adequate HRM skills and knowledge on the part of line managers have raised the role
of HR officers.
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In-depth interviews with the Dutch civil service managers indicated that ministries conduct
training needs assessment regularly to update the training needs of the civil servants and their
respective ministries.65 Department heads identify, plan, budget, and purchase training
activities, which fit them either from the pri vate or government training institutions or
university. Thus, departments are encouraged to develop their own training and development
programmes, which fit their department specific management needs and organizational
strategies. Based on the training policy guidelines as well as training needs assessment, line
managers select their staff who really benefit from the training to be provided. In that regard,
willingness and capacity of the civil servants to be trained are given due attention (see also
OECD, 1996: 41; Van Mierlo, 1995: 17). The ILO (1998: 34) also points out that civil service
training is carried out by various training institutions, which include public training
institutes66 at the central, regional, and local level, universities and other academic institutions
and private enterprises specialized in civil service training.

Another trend in the Dutch civil service is that training activities are increasingly being
contracted out. The argument for contracting out is that it gives organizations greater
flexibility in meeting their training and development needs. It also helps ensure that training is
provided by those who have up-to-date knowledge and skills. Interviews conducted with two
directors of training institutions in the Netherlands revealed that many training related
activities, such as training needs assessments, delivery of training and so on are outsourced.
The ILO (1998) also states that many organizations are either purchasing training externally
or having their training programmes designed by external sources. Clearly, organizations are
learning toward using the expertise of outside training consultants to provide skills to
employees.

With the introduction of the HRM reforms, the Dutch civil service organizations have been
trying to link HRM in general and training in particular to their objectives and strategies. As

civil service manager noted, great efforts have been made to link HR functions such as
recruitment and selection, placement, training and performance appraisal to organizational
goals and priority. The OECD (2000: 7) underscores that the Netherlands has been trying to
create training programmes that best suit the development needs of the public sector. Van
Mierlo (1995: 17) further remarks that all training activities being undertaken are all
indicators for a fast professionalisation of the government bureaucracy.
one

In-depth interviews with the civil service managers also disclosed that generally ministries
were able to put in place a conducive working condition where ex-trainees can transfer the
skills and knowledge that they have learned to workplace. In that regard, they make all
necessary endeavours first to make the required facilities available; secondly, they encourage
the ex-trainees to utilize what they have learned.

It was also reported to us that ministries make efforts to monitor and evaluate the training programmes through
different mechanisms such as interviews with the ex-trainees, supervisors and clients as well as by comparing the
work after and before training (see also OECD, 2000).
lantity and quality of notes that in Europe, there are several civil service institutions financed by more than
The OECD (1996: 61)
one government, such as Maastricht European Institute of Public Administration (EIPA) and the Euro-Institute in
Kehl, which offer short-term training courses and carry out specific research on European governance, public

65

management and legal systems.
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It has been observed that policy makers and civil service managers seemed to be committed to
the civil service training. One clear indication is that they have been encouraging civil service
organizations to allocate about 2 percent of civil servants' payroll for training related
activities
(see also ILO, 1998).67 It is also relevant to note that the Dutch civil service has been giving due
attention to management development (MD), particularly designed to the senior civil servants
(OECD, 1999, 2000). For instance, the OECD (2000: 4) notes that the Netherlands established
new training courses for the top executives or senior managers. In this aspect, the recently
established Senior Public Service office is actively engaged in the co-ordination of MD
programmes (European Institute of Public Administration, 1998; OECD, 1999, 2000). Van
Mierlo (1995: 11) also states that the SPS office is responsible for the management of new
routes for professionalisation of top civil servants and for career-development programmes for
these civil servants.

4.3.5 HR utilization in the Netherlands civil service
The civil service managers whom we interviewed believed that generally, the Dutch civil
servants are fairly utilized. This may be due to the fact that the civil service is able to put in
place many of the critical factors for HR utilization identified in chapter three.

As indicated earlier, the Netherlands' civil service has clear HR programmes and policies. It
was also reported to us that the HR programmes and policies, most of the time, are developed
by the process of series of consultations and deliberations. It is reported to us that generally the
Dutch civil service organizations do not have serious problems in implementing the existing HR
programmes and policies. For instance, as indicated in table 4.2, the Dutch civil service has
been making efforts to make the compensation programmes more attractive and competitive by
introducing some reforms, such as benchmarking68 the salary with the market rate. As a result,
the ability of civil service organizations to motivate and retain qualified civil servants has
substantially improved, although they still face tough competition from the private sector (see
also Smith, 1996; Pollitt and Bouckaert, 2000). The Dutch civil service organizations also
evaluate the performance of the civil servants regularly and accordingly they take all necessary
personnel related decisions. The employee pedormance evaluation is also strengthened with the
introduction of flexible pay systems, which try to link pay with performance. However, it was
reported to us that the service character of the civil servants work sometimes makes objective
assessment of the performance more problematic (see also Schrijver and Vermeulen, 1996; van
Mierlo, 1995). As previously indicated, there is a clear demarcation between politics and
administration in the Dutch civil service. That is, there is separation of the civil service and the
political careers. As a result, promotions decisions are mainly based on productivity,
competence and seniority rather than political affiliation, nepotism and favouritism. The
67

Although generally, there have been a budget Cut in order to improve efficiency through out the developed
world, which in turn affect the amount of money allocated for HR related activities (see chapter two), interviews
with the civil service managers showed that the Dutch government is still committed to training.
68
Compensation policies of the Dutch civil service, according to the OECD ( 1996, 1999), aim to ensure that the
pay of most civil servants is broadly compamble with that of those doing similar jobs in the private sector. The
personnel head in the MOHA whom we interviewed, however, underscored that generally, the salary level at
lower level is higher in the public sector, whereas as we go to the higher levels, salary scales are still higher in
the private sector. He further uncovered that the degree of compression of salary scales in the Dutch civil service
is about 1: 5. That is, the lowest salary scale is that of a cleaner, which is about 1500 Euro (maximum), whereas
the highest salary scale is that of the Permanent Secretary general, which is about 8000 Euro (maximum).

1
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interviewed civil service managers also depicted that placement of the right civil servants in the
right positions have been given due attention in the civil service. In this regard, continuous
follow-ups have been done to ensure that civil servants are placed on the right positions. Such
kind of exercise is done in order to make sure that the job and the person are in good match,
which in turn could improve the performance of the civil servants. It was also indicated that
efforts have been made to update the duties and responsibilities of the civil servants in order to
minimise the role confusion and ambiguity that may arise in the job.
As previously highlighted, efforts have been made to regularly monitor and evaluate the HR
practices in order to ensure that HR programmes and policies are implemented as planned.
Monitoring and evaluation mechanisms for HR activities have also strengthened because of
the decentralized HRM system being followed by the civil service. It was reported to us that
any potential abuse stemming from the delegation could be minimized by performance
agreements between the ministries and the central management bodies, reporting
requirements, and follow-up evaluations. The central management bodies have the authority
to direct actions whenever delegated agency authority is misused. Additionally, they also
retain final regulatory over all delegated personnel functions. As one interviewed manager
remarked, a central HRM framework has been created that defines general principles under
which civil service organizations determine appropriate action in a devolved management
environment. Ministries have been given personnel authority to take decisions within the
general framework. In return for such discretion, departments are subject to greater
accountability and are expected to attain higher standards of performance (see also OECD,
1996, 2000; Korsten and van der Krogt, 1995). To ensure consistency between standards and
practices of the delegation authorities, ministries are required to comply with standard
procedures and eligibility criteria spelt out by the central management bodies under each

delegation.

4.3.6 Implications of the case of the Netherlands civil service
The HRM practices of the Netherlands civil service may have the following implications.

HR procurement
[al Commitment of policy makers and senior civil servants to merit principles: the experience
of the Netherlands civil service reveals that several benefits could be obtained from having a
de-politicized civil service. According to Soeters (1995: 273), in the Netherlands political
nominations in the civil service are more or less a taboo subject. One can envisage the
difficulty that could face governments (with politicized civil service) to make their civil
service de-politicized overnight given the political, economic and socio-cultural factors.
Nevertheless, if there is a commitment and will among policy makers and senior civil
servants, a considerable improvement can be made in this aspect. If a civil service is to be
effective, it has to provide more weight to merit principles in the process of recruitment,
placement, promotion, and salary increment, rather than political loyalty, favouritism, and
nepotism (see chapter 3).

[b] Improving the image of civil service organizations: the image of an orgadzation plays a
vital role in attracting qualified applicants, which in turn makes an organization more
selective in its hiring exercise. Thus, there is a need to make all possible efforts to improve the

Chapter 4

116

image of civil service organizations, which has been identified as one of the challenges that
the DCs are having.

Civil service training
[a] Commitment of the policy makers and senior civil servants to training is very crucial. This
is because such commitment may lead to allocating a separate budget for training, which is an
indication of commitment among policy makers and senior civil servants to training.

Ibl Tailoring civil service training programmes: continuous training needs assessment is vital
to identify the real training needs of civil servants and accordingly to assist them fill their
skills gap. This implies that training should not be given for the sake of training; rather it
should be able to fill the existing skill gap. To that end, tailored or customised training is
crucial.
Icl Providing Management Development (MD) programmes for senior civil servants: Some
of the 'good HRM practice' of the Dutch civil service in this aspect are: [1] the establishment
of the Senior Public Service office to co-ordinate all MD programmes for senior civil
servants; [2] the development of training programmes pertinent to the needs of senior civil
servants; and [3] encouraging senior civil servants to attend MD programmes. The Dutch
experience reveals that MD programmes are vital for organizational success because it is the
senior civil servants who plan, organize, lead, co-ordinate and monitor the strategy and
operations of the government.

HR utilization
As previously highlighted, an effective HR utilization demands successful implementation of
some critical factors for HR utilization. In line with the above idea, the experience of the
Dutch civil service reveals that, by and large, it is able to put in place the majority of the
critical factors. This demonstrates that the capacity (economic strength) of a government and
its political commitment (good governance and de-politicization of the civil service) are
decisive factors in successfully implementing the critical factors identified earlier. In that
regard, the case of the Dutch civil service suggests that external factors (mainly economic and
political) are found to be determinant factors in successfully implementing the critical factors
for an effective HRM. This in turn can positively affect utilization of civil servants.

HRM reforms
Ial The need to participate different groups of a society in the public sector reform in general
and HRM reforms in particular: As argued by Van Mierlo (1995: 20), success or failure of
HRM reform operations is determined by the active involvement of the professionals within
public organizations as well as of the clients and the public outside public organizations. One
important implication of the Netherlands' case is that whenever a government decides to
introduce HRM reform, it has to encourage the participation of the academic community,
business community, civil servants (policy implementers) and civil society. Such practice
could provide several benefits including generating valuable ideas form the above groups of
society and minimising resistance during implementation.

tb] The process of HRM reforms should be incremental, sequential, and adaptive: The
Netherlands has adopted a gradualist approach to implementing HRM reforms, introducing
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changes on a step-by-step basis over a number of years with implementation taking place on
an ongoing process. This implies that in terms of attaining significant HRM reforms, rapid
change is probably less important than being able to maintain the momentum of change over
time. Moreover, this momentum must be maintained at both political and staff levels in order
to maintain high level, public support as well as to raise internal motivation and co-operation.
HRM reforms were designed and implemented as part of a coherent reform framework where
key HRM changes were built upon and reinforced each other over time. What is needed is a
gradual rather than a radical approach to reform, one that will modernize the civil service over
times.

The organizational arrangement of HRM in a civil service
[a] 'To what extent' to centralize or centratize HR functions?
One important implication of the case of the Netherlands is that generalizations of the extent
to which HR functions should be decentralized are nonsensical and that the appropriate choice
must be determined by a careful consideration of the specific objectives and contexts. This
implies that each country must devise its own organizational arrangement of HR functions
that relates directly to its unique circumstances. The evidence however suggests that excessive
centralization or decentralization of HR functions is counterproductive or detrimental.

[b] 'What' HR functions to decentralize or centralize?
HRM experience of the Netherlands suggests that there is a need to know what and when to

decentralize/centralize, and why and when it is dangerous to decentralize/centratize HR
»tctions. This implies that there is no 'one-size-fits all nostrums and prescriptions for the
organizational arrangement of HR functions', as different countries have their own political,
social, economic, technological, cultural, and legal environment (see also Turner and Hulme,
1997; Pollitt and Bouckaert, 2000; Shafritz et al., 2001). Nevertheless, one important
implication of the case of the Netherlands is that taking into consideration the specific
national context, there is a need to identify the core HR functions, which have to be consistent
and those that can be left to the civil service organizations. Generally,
be worth centralizing the following HR related issues: [a] the grading or
classification system, which classifies jobs in the civil service on the basis of common
standards;69 [b] the salary systems; [c] pension and social security; [d] requirements to employ
a certain ratio of 'special groups (ethnic minorities, disabled persons) and to keep a balance
between male and female employees; [e] the number of persons employed; and [f] top
management recruitment and appointment as well as MD for senior civil servants.

across the

civil service

it would

[c] 'When' to decentralize HR functions?
One important issue that needs special attention in decentralizing HR functions is 'when' to
decentralize or not to decentralize. This in turn suggests that some preconditions for
successful decentralized HRM system should be considered first. The following factors
should be in place, before decentralizing HR functions: [1] institutional capability of the
ministerial departments to deal with an increased responsibility for HRM; [2] a clear general
framework within which ministerial departments are to take personnel decisions; [3]
managers who are fully aware that what they do is subject to post review and audit; [4]
69

The system covers all functions in the civil service and determines the wage level at which an employee can

be placed.
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availability of effective monitoring mechanisms; and [5] increasing attention regarding the
issues of co-ordination and central steering. The introduction of decentralized HRM system,
without considenng the above factors can result in evasion, abuse and misinterpretation of
central personnel policies by civil service organizations, which in turn may lead to failure of
the overall exercise (see also Pollitt and Bouckaert, 2000; ILO, 1998; OECD, 1996).
[d] 'What' would be the role of central management agencies in the centralized HRM system?
Basically, in both decentralized and centralized HRM systems, there is a need to have strong
central personnel/management agencies. This implies that even in decentralized HRM system,
central management bodies play an important role. They do not simply let civil service
organizations manage their civil servants as they wish. Rather, first, they need to explicitly
identify what HR functions to centralize and what to decentralize; second, they have to
develop a clear general framework, within which line ministerial departments take personnel
actions; and third, they need to develop strong monitoring mechanisms, which effectively
monitor the decentralized HR functions.
***

4.4 HRM in a civil service: the case of Singapore70
4.4.1 Background of Singapore
Singapore was founded in 1819 by Sir Stamford Raffles, an employee of the British East
India Company. The origin of the civil service in Singapore is traceable to the core of civilian
civil servants brought by Raffles to administer the island for the benefit of the British East
India Company. When Singapore became independent in June 1959, it had been a British
colony for 140 years. Basically, the Singapore public sector includes the central ministries and
statutory boards71 (PSC, 2003; PSD, 2004). This study, however, focuses on the central
ministries (civil service). In Singapore, there are 15 ministries consisting of 63,316 civil
servants (Public Service Commission, 2002: 10). The highest civil servant is the permanent
secretary. The civil service is not politicized, and thus, the civil service and the political
careers are separate72 (PSD, 2004; Chew, 2000).

Singapore is one of the Newly Industrialising Countries, which has shown a remarkable
economic and social growth over the last four decades. Such fast economic growth has made
Singapore to be one of the Asian Tigers. As a result, Singapore has been taken as a role model
by many developing nations73 such as Eritrea. Singapore's political leadership highly stresses
the critical need for an honest and competent public service that adapts to the nation building
philosophy and development goals of the country (Das, 1998; Iwasaki, 2004; Quah, 1989;
1999; World Bank, 1997). Although many factors have contributed to the outstanding
70

This case study is based on in-depth interviews with 17 civil service managers in Singapore. In addition,
relevant documents and literature have been reviewed.
There are 56 Statutory Boards, which employ about 40,000 employees, set up under a special Act of
Parliaments and discharging specialist and commercial functions of government administration (PSC, 2002).
72
The government has been endeavouring to keep politics out of the civil service. According to Weder (1999:
12), the Singapore civil service is competent and largely insulated from direct political pressures.
73
The World Development Report of 1997 revisited the lessons proposed in the East Asian Miracle study and
agreed that the characteristics of East Asia bureaucracies have contributed to their success and recommended
them to other DCs.
71
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economic achievements of Singapore, the effective utilization of its HRs has been particularly
crucial to its success. Thus, it is highly advisable to look at the HRM experience of the
Singapore civil service.
4.4.2 HRM reforms in the Singapore civil service

In order to properly comprehend HRM practices in the Singapore civil service, it is necessary
to take a brief look at the HRM related reforms taken by the government since its
independence. In January 1951, the Public Service Commission (PSC) was set up as the
central personnel agency by the British colonial government and then restructured by the
People's Action Party (PAP) (which is still in power) in 1959. Its objective was to keep
politics out of the civil service and accelerate the pace of localization (Quah, 1989: 262).
When the crown colony gave way to a ministerial form of government in 1955, the colonial
secretariat had been abolished and the Singapore civil service was distributed among eight
ministries (Das, 1998: 55).
When the PAP assumed power in June 1959, the newly elected government found the
inherited public bureaucracy deficient on two counts: the civil servants had a colonial
mentality and were insensitive to the needs of the general populace, and they were both
hostile to and afraid of the PAP. The PAP government, which retained power thereafter, felt
that it was necessary to change the mentality of civil servants if its agenda were to be
successfully implemented (Chew, 2000: 26). When the PAP came to power in June 1959, it
realized that the colonial civil service it had inherited needed wholesale change if the
developmental efforts of the new government were not to be threatened. The PAP government
embarked on a programme of comprehensive reform to the civil service (Quah, 1989: 262264, and 1999: 490-491). This was for the following reasons: [1] Its coming to power marked
the beginning of self-government for Singapore after 140 years. The reform effort consisted
of changing the mindset of the civil servants, making the civil servants responsive and
representative and combating corruption. [2] The PAP leaders were also keen on making
change in the way the government functioned (Chew, 2000; Quah, 1999). As a result, by the
mid 19605 the public bureaucracy was much responsive to the needs of the political
leadership. According to Quah (1999), one of the main factors making for a close relationship
between the civil service and the ruling leadership was the idea of a meritocracy, which struck
a responsive chord among government employees.

In the early 1980s. the PAP realized that an employee-centred personnel management
philosophy was necessary for the civil service to attract, motivate and retain the best and the
brightest in Singapore civil service. They also realized that a management system had to be
designed to ensure that the potential of those joining the civil service would be developed to
the fullest and would be assigned to jobs that they would find satisfying (Quah, 1989: 265).
To the above objective, a Personnel Management Steering Committee (PMSC) was set up
under the chairmanship of the Public Service Commission to implement the employee-centred
personnel management philosophy of the PAP government in 1982 (Qua, 1991: 94-95; Das,
1998: 59).

From the Singapore perspective, there are two parties, which play a role in the management of
the civil servants. These are the central management bodies (Public Service Division, Public
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Service Commission, and Ministry of finance) and the ministerial departments (see also PSD,
2004; PSC, 2003). Since 1983, it is the Public Service Division (PSD) that has had the
principal responsibility for formulating and reviewing personnel policies in the civil service. It
formulates policies on personnel matters such as schemes of service, employee appraisal,
posting, training and career development, industrial relations, retirement and benefits (see also
Das, 1998: 59). Appointment, promotion and disciplinary control, on the other hand, rest with
the PSC, 4 which has also delegated many of its personnel authority to permanent secretaries
(Chew, 2000: 27). Moreover, the budget division of the MOF also plays a major role in
controlling the size of the number of civil servants through budget appropriation. The request
for more staff is vetted by the Budget Division of the MOF, which has to give its approval.
Since 1983, ministries were gradually delegating personnel authority (for details see PSC,
2002). Particularly, under the Constitution of the Republic of Singapore (Amended no. 2) Act
of 1994, many personnel functions were devolved to the Personnel Boards75 in the Ministries,
which became effective since 1 January 1995 (PSC, 2002). Devolving authority to permanent
secretaries aimed at strengthening ties between civil servants and their ministries and
allowin
the PSC to devote more time to higher-level appointments and promotions (Chew, 2000:
25).
The HRM reforms introduced were among the most important factors that made Singapore
civil servants to be effective and efficient (e.g., Das, 1998; Kaul, 1997; Weder, 1999; World
Bank, 1993 and 1997). Weder's (1999: 47-49) study shows that a better-quality bureaucracy77
appears to go hand in hand with higher growth. He also remarks that countries whose
recruitment of civil servants is based on merit rather than on other criteria experienced higher
growth rates (taking into account differences in initial conditions). He also notes that good
career prospects, high prestige, and higher salaries are all factors that improve the incentives
and motivation of civil servants. The in-depth interviews conducted with civil service
managers also indicated that the following factors have been promoting competent civil
service in Singapore: [l] competitive recruitment; [2] good career opportunities and meritbased promotion; [3] competitive compensation relative to the private sector; [4] prestige of
74
The Public Service Commission (PSC) is an independent organ of the state. It was constituted in 1951 to
appoint, promote, transfer, dismiss and exercise disciplinary control over civil servants. Its statutory functions
focus on api)ointing and promoting top talent in the civil service. The Commission ensures that a high standard
of conduct among its civil servants are upheld through the administration of the rules and regulations governing
the code of conduct, in order to maintain an excellent civil service. It recruits personnel to the civil service,
approves all higher-level appointments, and takes up disciplinary proceedings against members of the civil
service (PSD, 2004; PSC, 2002). One important aspect of the PSC's non-statutory functions is the administration
of PSC scholarships. The PSC Scholarships Centre, under the PSC Secretariat, supports the Commission in their
role to identify and nurture the best and brightest as potential leaders of the Civil Service (PSD, 2004).
75 There are 3 levels of Personnel Boards: the Special Personnel Board, the Senior Personnel Boards and the
Personnel Boards. The Special Personnel Board looks after very senior civil servants. The Senior Personnel
Boards look after graduate civil servants while the Personnel Boards look after non-graduate civil servants
except the most senior civil servants. Personnel Boards have the authority to recruit, promote, transfer and

confirm civil servants.
76
Basically, the PSD provides the framework for personnel management in the civil service while Ministries
operate within the framework to manage their human resources. Ministries are allowed to operate freely within
the framework of HR principles, philosophy, policies and core values.
77 Kaul (1997: 26) also remarks that some of the most successful Asian countries, like Singapore, recognize the
importance of recruiting the most talented people available and improving their skills though constant training.
Singapore carries out aggressive recruitment at entry level, entice high-flyers for further training and generally
pay attractive salaries compared with the private sector.
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the general population; and [5] high rewards for those

civil

servants who make it to the top.

Table 4.3: HRM reforms introduced by the Singapore civil service (1983-2003)
'
iyru'i
plirpose
No
Type of HRM reform
»,
1

2

Introduction of decentralized personnel policies.

Introduction of flexible wage system.

1983
1987

3 Normalisation

1995

To minimise the difference between the public and
private employees, in terms of pay. status and so on.

4

1995

To improve ilexibility and efficiency.

1995

To make

5

of status of government
employees in line with private sector practices.
Devolving more personnel authority to ministries
(personnel boards).
Benchmarking the salary with market rate.

To improve flexibility and efficiency. as well as to
speed up decision-making and responsiveness.
To pay competitive salaries aligned to the market and
strengthen the link between pay and performance.

salary competitive with that of the private

sector

6 Establishing

a

Management

Associate

2001

Programmes (MAPs) in order to focus on
Administrative services.

7 Establishment of

a

Civil Service Training

College78 comprising of WD, IPAM and CSCC.

2001

To recruit young and brilliant future senior civil
servants (managers) for all ministries, co-ordinate
mobility of senior civil servants in the Singapore civil
service organizations.
To act as a statutory board, which provides tailored
training and consultancy related services to the civil
service by competing on equal footing with the private
sector.

Source: interviews with the Singapore civil service managers, 2004.
Singapore also boasts of a compact civil service (World Bank, 1994b: 18).The three central
management agencies (PSD, PSC, MOF) played variety of roles in that respect. Unlike other
countries where the civil service has grown considerably over the years, the Singapore civil
service has grown only 2.2 times since 1959 in that the number of the civil service has
increased from 28,253 in 1959 to 63,316 in 2002 (see also Chew, 2000: 25).79

civil service started mobility8o of civil servants from ministry to
ministry as well as from ministry to private sector. The PSD (2004) shows that deployment

Recently, the Singapore

78

The previously independent training related agencies or departments are combined to be centrally
administered by the Singapore Civil Service College in order to provide the required services to the Singapore
civil service. The three combined agencies are [1] The Institute of Policy Development (IPD), [2] The Institute
of Public Administration and Management (IPAM) and [3] The Civil Service College Consultants (CSCC). The
College trains about 45,000 civil servants annually. The three agencies are better able to collaborate closely and
achieve greater synergy as a corporate enterprise (for details, see CSC, 2003).
79 A drive was launched in 1986 to reduce staffing in the civil service. The objective was to reduce the size of the
staff via the rationalization of departmental functions, streamlining of procedures, intensification of automation
and computerization and privatisation or contracting out of some work previously performed by the civil service.
The Ministry of Finance requested the public service and statutory boards to establish scrutiny teams to review
activities carried out by their respective organizations with a view to improving manpower utilization and
reducing staffing levels (Chew, 2000: 28).
Since the Central Provident Fund (CPE) benefits are not contingent upon the civil servants rernaining in the
Civil Service until their retirement, it facilitates their movement from the Civil Service to the statutory boards or
private sector. The CPF Scheme is a contributory scheme. Both the employers and employees are required to
contribute to the Scheme at prescribed rates. It is a neat arrangement as Government's financial liability to its
officers is entirely discharged On their retirement. For the officers, being on the CPF Scheme means more CPF
savings could be utilized for approved purposes like home ownership. Moreover, since the CPF benefits are not
contingent upon the officers remaining in the Civil Service until their retirement, it facilitates their movement
from the Civil Service to the statutory boards or private sector.
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opportunities are provided for permanent civil servants to further develop their potential for a
long-term career and also to maximise their contribution to the Service. Deployment
opportunities are available via transfers across different ministries/schemes to maximise civil
servants' contribution, or secondment where civil servants can be assigned temporarily to
other Ministries or external organizations for exposure and development.

An interesting practice in the civil service is the provision Of scholarships for brilliant high
school graduates to be jitture civil servants. To attract the best and brightest, the PSC offers
attractive undergraduate scholarship/i to students who have done well in the school-leaving
examinations (Iwasaki, 2004: 355). The government scholarships require the graduates to
resume government posts for a defined number of years after completing their studies. The
'bond system'82 secures this. The duration of the bond varies, depending up on which types of
scholarship students were awarded, from a minimum of four years to a maximum of six years
(see also Jones, 2001: 505-506). The PSC also recruits promising undergraduates from the
two local universities only a few months before the final examinations are held. In the matter
of talents scouting, the PSC faces intense competition from the private sector, and in the

process, is forced to enhance the competitiveness and prestige of its scholarships from time to
time. With regard to the allocation or placement system for each ministry, a 'three party
system' has been created: »sh gmduates, who nominate their preferred ministry but without
any guarantee, ministries, which request the type of qualified graduates they need and the
PSC, which participates as a mediator between the two. Under this system, the PSC
interviews students on behalf of ministries and allocates them after overall consideration.
After fresh graduates join, both the ministries and the PSC treat them as management
associates83 for the first four years. When two years have passed, they are rotated to an
entirely unrelated ministry and functional area as part of their career development. This means
that government scholars have been treated and trained as generalist-type civil servants from
the start (Iwasaki, 2004: 359).

The Singapore state skilfully created a system to insure that the best talents from society are
drawn into the civil service through government scholarships. It is worthy to note that in
recruiting and promoting civil servants, meritocracy has been the sole principle in Singapore,
never nepotism or favouritism. These facts partly explain the secrets of the efficiency of the
Singapore civil service (see also Iwasaki, 2004; Kaul, 1997; World Bank, 1997).

81

Special government-sponsored university scholarship schemes for the brightest students are designed to ensure
that highly talented personnel enter the senior echelons of government administration, especially the
administrative Service. This is in keeping with the principle of meritocracy that is a central tenet of government
philosophy in Singapore. About 250 high school graduates are given scholarships every year. Many of the
scholarships have been attached to top-class universities, especially in English-speaking Western countries, and
ty the bond system they join the civil service in the end (Interviews with a director in the PSC, 2004).
The bond system is a kind of contract made between the government and the one who is awarded a
scholarship. The contract obliges the student to resume work in the public service from 4 to 6 years after
successfully completing her or his studies.
83
The PSC launched the Management Associates Programme (MAP), a career development programme to
groom promising young men and women to the future leaders of Singapore in July 2002. Recipient of
scholarships are appointed as MAPs in the Civil Service up on graduation. The MAP is a career development
programme to groom scholars for future leadership positions in the civil service.
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Singapore has introduced reforms to its compensation policies and practices, which in turn
has made the compensation programmes more attractive and compensation (see also Quah,
1999; PSD, 2003, 2004).84 Among the most important ones are the introduction of a flexible
salary system and the initiative to benchmark the salary with the market rate. Quah (1999:
492) points out that improving political leaders' and senior civil servants' salaries was
provided by prime Minister Lee Kuan Yew in Parliament on March 22, 1985, when he
explained why the wages of the Cabinet ministers had to be raised. He concluded that the best
way to deal with corruption was by moving with the markets, which is an honest, open,
defensible and workable system instead of hypocrisy, which results in duplicity and
corruption. Weder (1999: 12) notes that paying civil servants well is identified as one of the
keys to an efficient and motivated civil service. In most East Asian countries salaries in the
civil service are competitive with those offered in the private sector. Singapore is the most
extreme; it pays civil servants higher than the prevailing wage in the private sector (PSD,
2004; Chew, 2000). The World Bank (1997: 95) notes that unlike other countries, in
Singapore, public sector salaries amount on average to 114 percent of private sector pay.85 As
a result of these salary revisions, senior civil servants in Singapore earn ferhaps the highest
salaries in the world compared with their counterparts in other countries. 6 The high salaries
send a clear signal to civil servants in particular, and society generally, that the Government is
prepared to provide an attractive pay to the civil servants (Chew, 2000: 37).

In order to attract and retain able and committed civil servants, the pay levels are pegged at
competitive market rates. It was reported to us that the civil service has taken a strong
determination to keep pace with, but not lead, the market, even as it pays fair wages. This is to
prevent unintended wage spirals. Salaries are reviewed annually and adjusted, both upwards
and downwards, to ensure that they are aligned to the market without being over-generous
(PSD, 2003). In line with the move to keep wages flexible and linked to performance, wage
adjustments justified by salary reviews are implemented through the monthly variable
component or the performance bonus component. It was further reported to us that a recent
example of the commitment of the government to stay aligned with market salaries was the
downward revision of starting salary rates by 20 percent. The cuts were determined based on
the extent to which each scheme exceeded its benchmark levels (see also PSD, 2003).
Interviews conducted with the civil service managers indicated that the existing compensation
practices are based on the following five principles: [a] civil servants are paid market rates
comparable with those of the private sector for employees with similar abilities and
responsibilities, [b] civil servants are 'paid-all cash' wage, which is a move away from paying

84 Singapore's HRM (salary) policies have been atypical on many aspects. Where other countries under
budgetary pressures have had to reduce the real value of salaries paid to government employees, Singapore
raised them. Where other countries expanded the size of government employment, it reduced staffing levels.
Where other countries compressed top/bottom occupational salary differentials, Singapore widened them (Chew.

2000: 43).
85 In

1989, salary increment became necessary because between 1975 and 1989, the numerical strength of the top

civil servants had dwindled from 260 to 183 as a result of their leaving the government for better opportunities in
the private sector (World Bank, 1994b).

For example. the basic monthly salary of the highest grade (staff grade V) is S$38,799. or US$25,866 (Straight
Times, 1993: 28, quoted in Quah, 1999: 492).
86
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a variety of allowances, including free housing and medical benefits,87 [c] Civil servants are
generally placed on the CPF scheme, rather than the
scheme, [d] civil servants' pay
will be largely commensurate with their performance,fension
civil
servants' compensation will
[e]
be largely based on a flexible wage structure that will be more responsive during times of
economic uncertainty. Through the years, the Singapore's civil service has moved away from
a seniority-based wage system to that of a pay-for-performance model, through the
application of performance bonus and merit increments. Sia and Neo (1997: 76), in their
comparison between before and after the reform as to the rewards, note that
"before the reform, rewards tagged to broad-based indicators, whereas after the
reform performance discriminate at the individual level, within and across divisions.
It was Fixed bonus for everyone, but after the reform variable bonus for different
individuals. It was fixed scale pay increment and promotion. That is, 19 narrow
salary grades and no additional performance bonus but at present, pay increment and
promotions are on a salary range, which allows differential increments, i.e. 10 salary
grades with wide ranges one-time performance bonus".

It was also reported to us that prior to December 2000, the formulation of training policies
was largely centralized, with many decisions regarding Civil Service training requirements,
training schemes, training awards and terms and conditions made by PSD. The results of such
decisions are conveyed to Ministries in detailed guidelines through circulars and the Training
Manual, where compliance is expected and specific deviations have to be surfaced to PSD for
approval. Ministries therefore have limited autonomy over training policies within their
organizations. Their role in training management is principally that of execution. In line with
the trust to devolve greater autonomy and responsibility over personnel management to
ministries, PSD has devolved training to ministries. This is because training is largely
ministry-based in terms of subject focus and administration. Hence, since December 2000,
Ministries have been given greater flexibility to tailor their own training and development
schemes so as to facilitate the development of their officers and foster a continuous learning
environment. All areas of training management were devolved to the ministries within a
framework of philosophies, principles and operating guidelines to assist ministries in
formulating their own training policies. PSD continued to maintain only specific areas where
alignment with central strategic intents is critical.
Having the above issues in our mind, the three HRM sub-systems with respect to Singapore

civil service are discussed in the forthcoming sections.

4.4.3 HR Procurement in the Singapore civil service

As indicated earlier, Singapore civil service organizations provide attractive and competitive
compensation, 89 which in turn has made them to be in a good position in attracting qualified
87

This gives the employee the flexibility to switch jobs without loss of retirement benefits and enables
Government to avoid placing the burden of pensions on future generations of citizens.
88 As to the degree of compression Of salary scales in Singapore civil service, there is a predetermined minimum
and maximum monthly salary for each salary grade. The average minimum - maximum ratio is 1.5.
89
Singapore had pursued a conscious policy of high pay in the civil service in order to attract educated and
competent people. It is in part for this reason that public sector positions were regarded as highly desirable
(Chew, 2000; PSD, 2003).
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candidates. The existing compensation programmes have enabled them to be selective in the
hiring exercise. It was reported to us that the Singapore civil service has clearly written and

operational HR policy guidelines: The PSD has a personnel policy department, which is
responsible for providing a sound and progressive personnel management framework to
enable Ministries and Departments to better manage their human resources and be more
responsive to the external environment. Central management agencies such as PSD and PSC
safeguard the recruitment" and deployment frameworks of the Singapore Civil Service and
ensure that civil servants are deployed in accordance with the principles of open competition,
meritocracy, incorruptibility, impartiality, and to maximize the individual's contribution to the
Service.

In-depth interviews with the civil service managers indicated that the Singapore civil service
(both organizationally as well as nationally) has adequate and reliable personnel dam (see
also PSD, 2004; PSC, 2002). Existing personnel data also play an important role in decisionmaking processes.

The experience of the Singapore shows that, although it started to decentralize some HRM
elements in 1983, it was only in 1995 that the government gave the civil service organizations
a substantial freedom or discretion on issues related to HR activities. The organization of HR
functions was somewhat centralized till mid-1980s in the sense that the PSD and PSC had
considerable authority in both formulation and implementation of HR policies. However, this
does not mean that HR functions had been totally centralized in the hands of those central
personnel agencies. Even before the reform, line ministries had limited authority to take
personnel decisions conforming to general policy guidelines, although at present they have a
much more wide spectrum of authority on a number of personnel decisions. This
demonstrates that the roles that they have been playing are different at different period of
times. The Singapore Civil Service has moved away from a centralized personnel
management system to a decentralized system of Personnel Boards. Interviewed civil service
managers disclosed that the previous centralized system did not put the Civil Service on the
same competitive footing as other employers (PSD, 2004). As one interviewed civil service
manager underscored, the fundamental problem of a centralized system is that it separates
authority from responsibility. However, the current HRM system has become more
responsive than the previous one:2 It also allows the central management agencies to devote
more time to HRM policy formulation and monitoring and evaluation (see also Chew, 2000:
25).

90 It was also reported to us that there has been a policy of recruiting high quality graduates who were
considered to have potential to rise senior levels in the organization. It uses a fairly elaborate system to assess
potential, and it lays address on the importance of intellectual ability as an indicator of future capacity to handle
complex strategic issues.
" Recruitment into civil service was based mostly on a transparent and competitive process. A national civil
service entrance examination used tough standards to sort out the skilled applicants. Sometimes, it is based on
high academic achievement rather than entrance examination.
92
Interviews carried out with the senior managers also indicated that the PSD is currently developing a new HR
system, known as People Matters Management System (PM2S), to support and facilitate the strategic devolution
of HR management and development in the Singapore Civil Service. PM2S leverages on technology to optimise
HR administration, coupled with self-service functions to further empower the civil servants and managers.
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The personnel directors whom we interviewed underlined that while central management
bodies retain influence over policy setting, the emphasis in implementation is shifting away
from detailed central controls over the HR activities of ministerial departments to looser
policy frameworks, guidelines and definitions of basic standards. Within such frameworks,
ministerial departments have greater freedom to tailor HRM practices to their own staffing
needs. Jones (2001) notes that departments have been given authority to hire their own staff,
except at the most senior level, within the general framework. In return for such discretion,
departments are subject to greater accountability and are expected to attain higher standards of
performance (Chuang, 1996 quoted in Jones, 2001). The organization style being followed,
therefore, seems to value dispersal of real personnel authority to ministerial department,
allowing them to make crucial decisions concerning employee recruitment, selection, training,
etc. (see also Chew, 2000; PSC, 2003; PSD, 2004).

Interviews conducted with the civil service managers disclosed that just like other members
of the civil service, the existing HR ojjicers are qualifed and motivated. They are well
equipped with needed skills and knowledge to discharge their supposed responsibilities
successfully. They are given continuous training in order to be familiarised with the latest
techniques and methods in the area of HRM. Enquiries undertaken by the writer would
indicate that with the introduction of decentralized HRM system, the roles of HR staff on
personnel issues have been raised.
Singapore has been frequently cited for its strong commitment to merit principles, which in
turn has made the civil service efficient and effective (e.g.. Jones, 2001; Iwasaki, 2004; Quah,
1999; Weder, 1999). The key principles observed in the recruitment process are meritocracy,
incorruptibility and impartiality. This is done via open competition for posts available to
ensure that the most suitable person is selected for the job.

The Singapore civil service organizations carry out continuous monitoring and evaluation
with regard to the HR procurement activities (see also PSD, 2004). Interviews with the civil
service managers indicated that to ensure consistency between standards and practices of the
delegation authorities, civil service organizations are required to comply with the standard
procedures and eligibility criteria spelt out by the PSC under each delegation.

Because of the HRM related measures taken by the government, at present the civil service
positions are either similar to that of the private sector or preferable to it. This is a clear
indicator that the civil service organizations are having a good image that attract, motivate
and retain qualified workforce (see also Quah, 1999; Iwasaki, 2004; Chew, 2000; PSD, 2004).
Thus, one can say that the line between private and public sector HRM practices are
becoming ever more imperceptible.
4.4.4 HR training in the Singapore civil service

In-depth interviews with the civil service managers indicated that in the Singapore civil
service, there are clear training policy guidelines, just like HR procurement policy guidelines.
The training policy guidelines have positively affected many training related activities such as
training needs assessment, selection of trainees, co-ordination of training related activities,
and monitoring and evaluation of the training programmes, as discussed below.
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It was reported to us that all ministries conduct training needs assessment regular In the
process of conducting TNA, experts from the Civil service College also participate. It was
also uncovered that every year, each civil servant identifies his/her training needs and draws
up an individual training roadniap jointly with his/her supervisor as part of the annual
appraisal exercise. The training roadmap is an agreement between the supervisor and civil
servant on what is necessary for the immediate and longer-term employability of the civil
servant. It also ensures that the training received by civil servants is aligned with the goals and
objectives of the organization. The roadmap lists the types of training that the civil servant
should attend, depending on the needs of the job, his current skill and knowledge level, and
his potential development (see also PSD, 2004). Kaul (1997: 26) also points out that
Singapore civil service tailored training. It has instituted customized training for staff. It was
also reported to us that based on the training policy guidelines, ministries and line managers
select the civil servants for training based on the identified training needs. In that regard, the
willingness and capacity of the civil servants to be trained are given due attention.

It was reported to us that great efforts have been made to link HR programmes not only
vertically (with objectives and strategies) but also horizontally (among the HR functions).
Especially, if the training is extensive and intensive, civil service organizations have been trying
to link with other HR programmes such as salary increment and other incentives, promotion and
placement. One indicator is that there are many young civil servants in top civil service
positions (see also Iwasaki, 2004; Chew, 2000). In-depth interviews also revealed that
educational achievement as a promotion criterion is given the highest point.
It was also indicated that ministries were able to put in place a conducive working condition
for the ex-trainees, which in turn help them to transfer the skills and knowledge that they have
acquired. Generally, the required facilities are available. In addition, superiors make all
necessary endeavours to create a conducive working condition.
As previously indicated, policy makers and senior civil service managers are committed to civil
service training. As a result, a huge amount of money has been invested on training (see also
CSC, 2003; PSD, 2004). In-depth interviews uncovered that every civil servant has the right to
training. The minimum training target is 100 hours per civil servant per year, of which 60
percent is on work-related courses and 40 percent on self-development courses. Civil servants
are able to sharpen their skills and keep abreast of the latest developments. Training thus
plays a crucial role in ensuring excellence throughout the public service. A spectrum of
training courses and scholarships is available each year for the civil servants. They range from
short courses to first-degree and postgraduate courses at local or foreign tertiary educational
institutions (see also Chew, 2000; PSC, 2002; PSD, 2004).
93 Interviews with the staff of the Civil Service College uncovered that being a statutory board grants the College
greater autonomy and operational flexibility to serve the customers better. It is now better positioned to synergise
its efforts and strengthen its services to be more responsive to its customers' needs in this fast-changing
knowledge-based economy. In addition, being a statutory board under the governance of PSD can ensure that it
remains greatly in tune with the needs and aspirations of the public service. The triangulation of the three
activities, namely research, training and consultancy has benefited the Singapore civil service. This is because
the College conducts research on practical problems that are encountering the civil service organizations. Then
based on the findings of the research the College provides consultancy services and it attempts to make the
training programmes more practical and responsive.
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As noted earlier, ministries make efforts to monitor and evaluate the training programmes
through different mechanisms such as interviews with the ex-trainees, supervisors and clients
as well as by comparing the quantity and quality of work before and after training. It was also
reported to US that Singapore Civil Service College regularly monitors and evaluates the
training programmes. Accordingly it adjusts the training programmes in order to meet the
training needs of the civil service organizations.
4.4.5 HR utilization in the Singapore civil service

Interviews indicated that generally, HR utilization in the Singapore civil service has been
rather effective mainly due to the fact that the civil service has been able to put in place most
of the following pre-conditions for effective HR utilization.
As previously highlighted, the Singapore civil service has got well developed HR
programmes and policies. The HR programmes and policies most of the time are developed
by the process of series of consultations and deliberations (see PSC, 2003). Recently, the
government also introduced some changes to the existed HR programmes and policies,
including the normalisation of the status of the civil servants, and benchmarking the civil
service salary rate with the market. The above measures have made the line between private
and public sector staffing issues to become more imperceptible and, hence, people can rather
easily switch between the two.
In-depth interviews with the civil service managers indicated that generally the Singapore civil
service organizations do not have serious problems in successfully implementing the HR
programmes and policies. Below we present some HR programmes and policies, which have
greatly affected the utilization of the civil servants.

As previously indicated, Singapore's civil service

has

attractive and competitive

compensation programmes, which in turn have played a crucial role in effectively utilizing
the existing civil servants. This is because the existing compensation programmes have
assisted them to motivate and retain the civil servants to excel their performance (see also
Chew, 2000; Weder, 1999; PSC, 2003). It was also reported to us that the performance bonus
framework was implemented for all civil servants in 2000. A performance bonus is only given
to civil servants who have exceeded expectations in their performance and have contributed at
higher levels than required by their present job. Civil servants who perform only satisfactorily
or under-perform are not recommended for a bonus. This gives an incentive to civil servants
to strive harder in their work, benefiting the organization as a whole (PSD, 2004). The payfor-performance link has been further reinforced with the introduction of merit increments
(Jones, 2001). Under the merit increment framework, annual increments are no longer
guaranteed, but are varied based on the civil servant's performance and calibre. This ensures
that civil servants receive salaries that are proportionate to their contributions and abilities. 94

94 AS one interviewee underlined, a good salary is an

effective means for keeping the best performers, that is to

civil servants who contribute to the maximum. Chew (2000), however, argues that some part of the
compensation, which are given across the civil service (based on the economic growth of the country) have been
say.

in favour of the free riders.
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The Singapore civil service organizations evaluate the performance of the civil servants
regularly and accordingly they take all necessary personnel related decisions. The employee
performance evaluation is also strengthened with the introduction of a flexible pay system,
which tries to link pay with performance in spite of the fact that the service character of the
civil servants work sometimes makes objective assessment of performance difficult. Since
individual employees are now ranked within divisions and across divisions by all supervisors,
the employee performance evaluations are taken seriously. As one divisional director whom
we interviewed noted, "we are more discriminating now!" We must be very clear about the
relative worth of each person we have and adjust the compensation scales adequately to
reward these people.95 Pay increments and promotions are no longer determined according to
fixed scales but allow a salary range that allows differential increment. Strong signals on the
performance emphasis were also implicit in the management's willingness to put capable
young staff to senior positions (see also Sia and Neo, 1997).

From the interviews undertaken, we have come to know that there is a clear demarcation
between politics and administration due to the separation of civil service and political
careers.96 As a result, promotions decisions are based on performance and not on political
affiliation, nepotism and favouritism. Promotion was based mainly on merit and there were
few political appointees, so civil servants could be promoted to the top of the bureaucracy.
Singapore has maintained a systematic focus on efficiency as the sole criterion for retaining or
retiring senior civil servants. Seniority is no longer the basis for promotion and many of
Singapore' s Permanent Secretaries are comparably young (see also Kaul, 1997: 27).
Competitive pressures are maintained after recruitment by merit-based promotion, clear
criteria for upward mobility, and high rewards for long-term service.97 It was also reported to
us that prior to 1995, promotions were based solely on performance. This was inadequate as
promotions based on performance could lead to Civil servants being promoted beyond their
abilities. Hence, from 1995 onwards, the considerations for promotions were expanded to

include the potential and capacity of the officers to do a higher level, whether slhe has
accumulated sufficient experience and knowledge in his current job, the availability of
vacancies at the higher level and the passing of tests or examinations or completion of
requisite training (if required).

95

The Civil Service has a fair and rigorous appraisal system to take stock of the talent within the organization
and to know the strengths and weaknesses of its officers. It consists of staff appraisal reports and ranking. The
Staff appraisal reports comprise [1] an open Work Review Repon for the supervisor and the officer to jointly
record their views on the officer's achievements and progress, work targets and training plan and [2] a
Confidential Development Report for the supervisor to assess the officer's overall performance, and long-term

tential
(PSD,
2004).
appointments
are made only at the level of minister and immediately below, making it possible for
Political
civil servants to reach the top layers of the bureaucracy eventually. By contrast, in many DCs political
appointments ran much deeper within the bureaucracy, promotions were politicised, and the career opportunities
for civil servants were limited (Weder, 1999: 13).
97
The Singapore Civil Service views promotions not simply as a reward for past performance but also as an
expectation of competent performance and contribution at a higher level. Promotion exercises are held annually
for all officers. All confirmed officers are eligible for promotion. It is not necessary for individual officers to
apply as the merits of all officers are considered automatically. Besides, recommending Panels are set up at the
Ministry and Departmental levels to help the Personnel Boards assess officers and make recommendations for
promotion. Many supervisors and line managers will be involved in the process. This is necessary to make sure
that assessments are fair and promotions go to the most deserving officers (interviews with the managers, 2004).

Chapter 4

130

It is also worthy to note that it has

been reported to us that the placement of the
civil
rifht
servants in the right positions have been given due attention in the civil service.'
In this
regard, continuous follow-ups are done to ensure that civil servants are placed on the right
positions. Such kind of exercise is done in order to make sure that the job and the person are
in good match so that the civil servants contribute more to their respective ministry. It was
also indicated that efforts are done to update the duties and responsibilities of the civil
servants, as changes occur in order to minimise the role confusion and ambiguity that may
arise in the job.

As indicated earlier, efforts have been made to regularly monitor and evaluate HR practices in
order to ensure that HR programmes and policies are implemented as planned and then to take
actions if necessary. Monitoring and evaluation mechanisms for HR activities have also
strengthened because of the decentralized HRM system being followed by the civil service.
As remarked by a director in the PSC, 'any potential abuse stemming from the delegation is
minimized by performance agreements between the ministries and the central management
bodies, reporting requirements, and follow-up evaluations'.

4.4.6 Implications of the case of the Singapore civil service
The HRM practices of the Singapore's civil service may have the following implications.

[l] An effective HRM demands successful implementation of the critical factors for the three
HRM sub-systems (HR procurement, training and utilization). In line with the above idea, the
experience of the Singapore civil service revealed that by and large, it has been able to put in
place the overwhelming majority of the critical factors for :IRM, which were widely assumed
to be the preconditions for success. This finding may demonstrate that economic strength,
institutional capacity, and political stability and commitment of a government are decisive
factors for successfully implementing the critical factors identified earlier.
D·1 Commitment of the policy makers and senior civil service managers to HRM reforms is
vital. The case of the Singapore demonstrates that high-level political commitment and
support is an essential prerequisite for successful HRM reforms. Based on the experience of
the Singapore, Kaul (1997: 28) remarks that a rational and purposeful approach is most
politically and administratively feasible when popular support for the government is at its
highest, and when there is internal political and managerial cohesion.

\31 Steady economic growth and political will have a lot to do with corruption in a civil
service.The Singapore experience demonstrates that it is possible to minimise corruption if a
strong political will and a steady economic growth are present." Quah (1999: 492) underlines
that improving salaries and working conditions in the civil service long after it had achieved
98

Meritocracy ensures that the best person is chosen to do the job, and energy is channelled into maximising
results (PSD, 2004).
99 Conversely, if a political will is lacking as well as the economy is deteriorating, political leaders and senior
civil servants pay only lip service to implementing anticorruption measures. As indicated in section 4.2, poor
payments can lead to corruption. In most DCs civil servants are poorly paid. Their salaries cannot even cover
half of their monthly expenses. Hence, public officials depend on other sources to cover the rest of their
expenditures.
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economic growth, was able to substantially minimise corruption. Quah (1999: 483) and
Weder (1999: 76) further remark that, corruption is ubiquitous in Asian countries with the
exception of Singapore, the country that proved to be the only success story with a strong
political leadership and better pay scales. The experience of Singapore depicts that adequate
pay remains an indispensable weapon in the continuous anti-corruption campaign. Kaul
(1997: 28) clearly stated that "the experience of Singapore indicates how strong political
leadership and rigorous anti-corruption measures, enforced by powerful and incorruptible
agencies, can turn corruption from a low risk-high reward activity into a high risk-low reward

activity".
Sl Guiding based on the meritocracy principles plays a considerable role in establishing an
ellicient and el»:tive HRM in a civil service. The case of the Singapore revealed that as the
civil service has been depoliticized, merit has been given priority in almost all HR decisions
such as recruitment and selection, placement and promotion. The existing HRM practices
therefore have enabled Singapore to develop an effective civil service.

IS The quality of a civil service plays a significant role in the development process of a
country. The case of the Singapore shows that the quality of the civil service has been critical
to the successful economy over the past 30 years (see also Quah, 1999; Weder, 1999; Chew,
1999). This is made possible by a highly instrumental approach to HRM, as previously
mentioned.

I61 E#ective HR practices are highly correlated with internal and external brain drain. The
case of Singapore civil service depicts that there is almost no external or internal brain drain.
For instance, each year about 250 individual were given scholarships to study overseas and
local universities. Interviews with civil service managers have shown that more than 95
percent of them join the civil service after successfully completing their studies and stay
longer in the civil service. This may suggest that brain drain has a direct correlation with the
effectiveness of HR programmes- open, and merit based recruitment and promotion, salary
and other incentives. Quah (1999: 492) points out that the PAP government improved the
salaries and working conditions in the civil service to stop the 'brain drain' of competent
senior civil servants to the private sector by offering competitive salaries and fringe benefits
to reduce the gap between the two sectors.

\71 Effectiveness of civil service training plays a great role in capacity building. The
experience of the Singapore Civil Service College reveals that it has been playing a vital role
in the professionalisation of the civil service. It is worthy to note that the College
accomplishes the three activities (research, consultancy and training) successfully in a holistic
way (see also CSC, 2003, 2004). This is because the College conducts research on practical
problems that the civil service organizations are facing and then based on the findings it
consults the organizations as to how to solve the existing problems. In addition, it utilizes the
research findings for training purposes, which in turn has enabled it to provide a customised
training, as previously indicated.

Chapter 4

132

4.5 Concluding remarks

The three case studies suggest that there are many lessons to be learned from the successes
and failures of other countries (both developing and developed countries) with respect to
HRM practices. What is needed is that policy makers and senior civil servants of DCs must
understand the issues of integration and eradication. They need to figure out what is
conducive to better HRM practices and what represents a threat to such an endeavour. That is,
there is a need to identify specific areas where modification is needed. Many scholars suggest
that several HRM practices that have evolved in developed countries can be used in
developing countries by tailoring them to local realities (e,g., Austin, 1990; Beugre and
Offodile, 2001; Ozgediz, 1983; Kiggundu, 1989; Munene et al., 2000).

Examination of the three

case studies demonstrates that wide variations exist as to how
countries implement HR programmes and policies for there is no agreed-upon way of
implementing HR programmes in the civil service. Nevertheless, the presence (or absence) of
some critical factors for HRM affects the effectiveness of HRM in a civil service.

Examining countries' HRM experiences assisted us to broaden our understanding of how HR
practices look like in other countries and the context within which civil servants have been
managed (procured, training and utilization). Such exercise also helped us to realize the role
of the environmental factors as an instrumental either in facilitating or hindering the success

of HRM in

a

civil service.

The final remark is as

to

whether there was a (pre-occupied) bias on the part of the

researcher in presenting the three case studies. A critical reader may elink that there Was a
bias in the sense that the researcher tended to undermine HRM practices of SSA countries
(section 4.2) and exaggerate that of the Netherlands and Singapore (section 4.3 and 4.4). This,
however, is not a position that the researcher would like to adopt. To be frank, the researcher
himself sometimes feels as if he had a prejudice. Nevertheless, fearing such kind of tendency,
all efforts were made to report the relevant issues as objective as possible by quoting the
responses of the interviewees as well as published and unpublished documents, journals and
books. In addition, the researcher strongly believes that the HRM practices of countries have
their own merits and demerits. Nevertheless, in these three case studies, the focus was only on
some HRM issues pertinent to the study. This may not suggest that all HRM practices in SSA
have been a failure and that of the Netherlands and Singapore have been a success.
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5.1 Introduction
The objective of this chapter is to design the conceptual framework through which to analyse the
Eritrean case and the research methodology that is employed in this study. This chapter has four
sections. After the introduction, section 5.2 presents a conceptual framework for analysis of the
study. Section 5.3 presents the research methodology of the study. This is further divided into 4
sub-sections. Section 5.3.1 describes the research design of this study. It focuses on the case study
and survey methods. It also discusses the sample size and sampling techniques for the study being
undertaken. Section 5.3.2 discusses methods of data collection employed in this study,
particularly it stresses on the process and procedure utilized in collecting both primary and
secondary data. Section 5.3.3 presents the methods of data analysis that will be used in analysing
and interpreting the collected data. Section 5.3.4 assesses the validity and reliability of the
research findings. Finally, section 5.4 forwards concluding remarks.
5.2 Conceptual framework

The main objective of the study is to assess HRM practices, challenges and prospects in the
Eritrean civil service. Taking this objective into account, we constructed the conceptual
framework. This is because any conceptual framework has to serve the objective of the study
at hand (Guest, 2001; Hiltrop, 1996; Dancey and Reidy, 1999). In addition, any framework
has to fit the specific environment of a country if it is to serve the objectives being pursed. In
order to make the conceptual framework applicable to the civil service of a developing
performance
country, like Eritrea, it incorporates the following issues: [a] the HRM
relationship, particularly based on the expecmncy theory, which has been tested and validated
several times in the Western part of the world as well as in the private sector, [b] the
management of the public sector (civil service) for it stresses on political related issues, [c]
the context (economic, political, and socio-cultural) within which civil servants have been
managed in Developing Countries (DCs), like Eritrea, and [d] countries' experiences in the
area of HRM. The conceptual framework is, therefore, developed in a way that could be
applicable in meeting the objectives cited above. Stated somewhat differently, it tries to
incorporate a number of issues in better understanding the [i] general context, within which
civil servants have been managed and [ii] HRM related challenges and prospects in DCs, like
Eritrea. In designing the conceptual framework, thus, we used the following assumptions:

[1] External or environmental factors (economic, political, and socio-cultural) affect the three
HRM sub-systems (HR procurement, training and utilization), which in turn affect HRM
outcomes (HR competence, motivation, role clarity and retention), which subsequently affect
employee and organizational performance. It is suggested that for better understanding of
HRM in civil service organizations, there is a need to take into account the wider contexts
within which it operates.
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[2] The effectiveness of HRM in civil service organizations is influenced at three levels:
macro (environmental factors), organizational (organizational factors) and individual
(employee characteristics) (e.g. Guest, 1997; ECA, 1989, Kiggundu, 1989; Hays and Reeves,
1984, Farnham, 1984). However, this study puts much emphasis On the organizational factors
because the main focus of this study is to assess HRM practices, challenges and prospects in
Eritrean civil service organizations. Of course, organizational issues cannot be seen ignoring
different HRM issues at individual and macro levels.

[3] There are unique organizational characteristics, e.g., cultural-historical administrative
heritage (see also Paauwe, 2004; Turner and Hulme, 1997). Nevertheless, civil service
organizations are finding themselves having to confront a variety of environmental factors
(such as economic and political), which they must cope effectively if they are to remain
viable. Environmental factors such as economic and political are found to be instrumental in
either facilitating or hindering the presence of an effective HRM:
[4] As employee performance is influenced by several factors, it is difficult to certainly know
the net impact of HRM upon performance. However, HRM outcomes (employee competence
- ability to work -, motivation willingness to work -, role clarity minimising work stress -,
and retention willingness to stay) are used as mediating variables between HRM practices
and employee performance (see chapter 2). A considerable amount of research has been done
concerning the relationships between HR practices and the above-mentioned HRM outcomes.
Although, the research so far conducted is unable to clearly recognize the net impact of each
HR practice on HRM outcomes, many of the studies found that different HR practices are
positively correlated with HRM outcomes. For example, stable connections have been found
between compensation programmes and motivation/job-satisfaction (e.g., Huselid, 1995;
Lienert, 1998), and between promotion opportunities and motivation (e.g., Hilderbrand and
Grindle, 1997; Ahmad and Schroeder, 2003). Others also found unequivocal relations
between investment on training and employee competence (e.g., Kalleberg and Moody,
1994), between recruitment and selection and employee competence (e.g., Huselid, 1995; Hsu
and Leat, 2000), between job descriptions and placement and role clarity (e.g., Becker and
Gerhart, 1996; Fey et al., 2000) and between compensation and retention (Hilderbrand and
Grindle, 1997; Redo, 2002; Taormina, 1999).
-

-

-

[5] Other things being equal, employees who are motivated are more effective and productive
than apathetic employees; competent employees are more effective and productive than
incompetent employees; employees with clear duties and responsibilities are more productive
than employees with role ambiguity and confusion; and employees who do not have an
intention to leave are more productive than those who have an intention to leave the

organization. Thus, the more the above HRM outcomes are in place, the better the HR
contribution would be (e.g., Ichniowski et al., 1997; Den Hartog and Verburg, 2004; Wright
et al., 2003; Guest, 1997, 2001; Paauwe, 1998, 2004). By implication, if one of the four
important HRM outcomes (employee motivation, competence, role clarity, and retention) is
Accumulated evidence SuggeSts that environmental factors such as economic and political are found to be
instrumental in hindering the presence of an effective HRM in most DCs, i.e., they are adversely affecting civil
service of most DCs to Successfully manage (procure, train and utilize) their civil servants (e.g., Austin, 1990,
Kiggundu, 1989; Grindle, 1997; Hilderbrand and Grindle, 1997; Beugre and Offodile, 2001).
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missing, there is a negative impact upon individual and/or organizational performance (Fey et
al., 2000; Guest, 1997, 2001; Becker and Gerhart 1996; Paauwe, 1998).

[6] Basically, HRM as a system has several functions. In this study, however, they are
grouped under three categories or sub-systems, namely HR procurement, training and,
utilization. The logic is that first organizations tend to procure HRs, then they train and
utilize them to realize their objectives (see chapter 3). The overall HRM effectiveness
depends to a great extent upon the effectiveness of the above three sub-systems of HRM.

[7] The three HRM-sub systems (HR procurement, training and utilization) are affected by
some factors, which we coined 'critical factors'. They are a soil of 'checklist'. As remarked by
Hiltrop (1996), the checklist chosen should depend on the problems being researched and the
kinds of predictability sought. He further notes that variables in a checklist can be interrelated
and their exact number and their labels are somewhat arbitrary. It should also be noted that as
with any checklist, our checklist2 might be incomplete and in some cases, has overlapping
factors. Nevertheless, we found it very useful for diagnosing and understanding the HRM
practices, challenges and prospects. The critical factors for the three HRM-sub systems are
presented as follows.

Critical factors for the three HRM sub-systems
As highlighted earlier, there are three HRM sub-systems, namely HR procurement, HR
training, and HR utilization. The conceptual framework also depicts that the three HRM subsystems within a system affect each other. In addition, they are highly interrelated (See
chapter 3). In assessing the HRM practices, challenges and prospects, 21 critical factors for
the three HRM sub-systems are identified as shown below:

I. HR procurement: The main objective of HR procurement is to procure or to hire the right
quality (kind) and quantity (number) of human resources required to realize the desired
objectives (e.g., Baron and Kreps, 1999; Hay, 1998, Berman et al., 2001). From an extensive
literature review, the following critical factors, which affect HR procurement, are identified:
[a] attractiveness of the compensation programmes, [b] presence of clearly written and
operational HR procurement policies, [c] availability of adequate and reliable personnel data,
[d] effectiveness of the organizational arrangement of HR functions, [e] presence of qualified
and motivated HR officers, [f] clarity of organizational objectives and strategies, [g]
commitment of policy makers and senior civil servants to merit principles, [h] image of an
organization, and [i] continuity of monitoring and evaluation of HR procurement activities (see
chapters 3 and 4 as well as appendices 5.1 - 5.6).

II. HR training: The main objective of HR training is to upgrade or improve the skills,
knowledge and behaviour of human resources in order to be able to enhance their fit to the
2 Our conceptual framework lays considerable stress on the checklist: 'critical factors for HRM in a civil service
of a developing country'. Given the objectives of this study, the checklist could play a vital role. It might be
assumed that the critical factors for HRM as 'best practices', which are universally applicable. However, this is
not a position we would like to adopt, for we are well aware of the differences existing. even among DCs.
Nevertheless, they are a sort of checklist through which to assess the HRM practices, challenges and prospects in
the civil service of a developing country.
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job and organization (Thomas and Theresa, 1995: 7; Berman et al., 2001: 234; Pynes, 1997:
203). From an extensive litenture review, the following critical factors affecting HR training,
are identified: [a] presence of clearly written and operational training policies, [b] continuity of
training needs assessment, [c] presence of written and acceptable trainee-selection procedures,
[d] linkages of training programmes to organizational objectives, [e] linkages of training
programmes to other HR programmes, [f] capacity of the government to finance training
programmes, [g] commitment of the policy makers and senior civil servants to training, [h]
conduciveness of the working condition (transfer of training), and [i] continuity of monitoring
and evaluation of training programmes (see chapters 3 and 4 as well as appendices 5.1 - 5.6).
III. HR utilization: HR procurement and training are necessary but not sufficient conditions
for an effective management of civil servants. This suggests that HR utilization is an
important aspect of HRM. No discussion of HRM would be complete without considering the
role of HR utilization (e.g., Kiggundu, 1989; Hilderbrand and Grindle, 1997; Berman et al.,
200). The following three factors are crucial ingredients to effective HR utilization: [a]
availability of well developed (clear) HR programmes, [b] ability of a civil service to
successfully implement HR programmes, and [c] continuity of monitoring and evaluation of
HR programmes (see chapters 3 and 4 as well as appendices 5.1 - 5.6).

Taking the above assumptions into consideration, the conceptual framework (figure 5.1) is
developed. Figure 5.1 shows the conceptual framework for the analysis of the study being
undertaken. As any conceptual work, it is used as a road map to focus the collection Of dam
and to structure its analysis. That is, to determine the relevant issues of our study, collect
relevant data and analyse the findings. The importance of having a well-developed conceptual
framework has been underscored. As Hiltrop (1996) points out, having a framework through
which to discuss HRM practices helps avoid the problem of randomly discussing policies and
procedures.

To facilitate our understanding, different parts of the framework (figure 5.1) are presented in
such away that environmental factors (Al-A3) affect HRM sub-systems (Bl-83),3 which in
turn affect HRM outcomes (Cl-C4), which subsequently affect employee pe,formance (D).
The conceptual framework reveals that HRM outcomes serve as mediating variables between
HRM sub-systems (practices) and performance. Our conceptual framework provides a clear
chain of causation (see figure 5.1).

3 It should be noted that the conceptual framework does not suggest that HRM practices are determined
exclusively by external factors. But rather it assumes that the choice of decision makers is influenced by external
factors.
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Figure 5.1: Conceptual framework for assessing HR practices, challenges and prospects
in a civil service
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By way of summarising, it can be said that the conceptual framework can be used to bring
about a better diagnosis and understanding in assessing the HRM practices, challenges and
prospects in civil service of a developing country, in our case Eritrea. It might also reveal the
missing elements that policy makers and senior civil servants have to take into account if they
are to get a maximum contribution from the civil servants. In other words, it can be used to
identify the problem areas that the actions of concerned personnel should be pointed on. As
remarked by Ghauri et al. (1995: 94), the framework is a means of indicating the direction of
the action needed, it is not an end in itself. Thus. it can be helpful and useful for organizing
our thinking in answering the research questions presented in chapter one.
5.3 Research methodology
Research methodology incorporates the entire process of a study. It conceptualises and
observes the problem under study and the research questions to be investigated, the data to be
collected and analysed, and it aids to generalise the results. According to Adams and
Schvaneveldt (1991), research methodology is the application of scientific procedures
towards acquiring answers to a wide variety of research questions. It provides tools for doing
research and obtaining useful information. It, therefore, deals with the study design as well as
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the activities and approaches used in the empirical data collection and analysis. A number of
authors (Flyvbjerg, 2004; Yin, 1994; Gauri et al., 1995; Green et al., 2000; Hakim, 1987)
have provided alternative research methods, as will be discussed later. The literature on
research methods deals with the question of which research methods are appropriate, suitable
or scient tic. Ghauri et al. (1995), for instance, argue that which method or methods to follow
depends on the research problem and its objectives.
5.3.1 Research designs

Yin (1994) describes four alternative research designs: case research, survey, experiment and
analysis of archival information. According to Yin (1994), the decision to use one of these
approaches depends on the following three issues: [1] the type of the research question, [2]
the control that a researcher has over actual behaviour events, and [3] the focus on
contemporary as opposite to historical phenomena. Yin (1994) suggests that a case study is
preferred where, the research question to be addressed is of the type of "how-why", when
control of the researcher over the research is none or very insignificant and the focus is on a
contemporary phenomenon within a real life context. He also notes that survey study/method
is used when the form of the research question is "who, what and where, how-many and howmuch", whereas the researcher is not required to control the behavioural events and the
research focuses on contemporary events. An experiment is used when the form of research is
"how and why", when the researcher is required to control the behaviour events and the
research focuses on contemporary events. History and analysis Of archival information- is
used when the form of research question is "how and why", when the researcher is not
required to control the behavioural events of the research subjects, and when the research
does not focus on contemporary events. We summarised the above research designs in the
following table.

However, the two main research designs (modes of data collection and strategies for
conducting research), which have relevance for our study, are the case study method and the
survey method for reasons discussed next:
Table 5.1: Summary of the research designs as suggested by Yin (1994)
Research designs

The type of the
research question

Case research

How, why and when

Survey

Who, what, where, how
many and how much
How and why,
How and why

Experiment
Analysis of archival
information

The control that a
researcher has over actual
behaviour events
None or very insignificant

The focus on
contemporary as opposite
to historical phenomena
On a contemporary
phenomenon

None

On contemporary events

Significant

On contemporary events
On historical phenomena

None

Source: extracted from Yin ( 1994)

4 Guest (2001: 1105) also remarks that there is a powerful argument for combining survey and case studies. This
is because they seek to gain a fuller understanding of the various HR practices in operation and the processes
that can provide insight into the ways in which they interact, combine or conflict with each other.
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Case study method

Here, the focus is usually broad in the types and quantities of variables that can be studied and
the approach tends to be in-depth and comprehensive. According to Yin (1994: 38-45), there
are four types of designs for the case study approaches, namely, single-case (holistic) designs,
single-case (embedded) designs, multiple-case (holistic) designs, and multiple-case

(embedded) designs. For the purposes of this study, the single case (embedded) designs
deems most suitable.This is because it has to be used when the case represents a unique case,
and it incorporates sub-units of analysis, which often add significant opportunities for
extensive analysis, enhancing the insights into the phenomena investigated.
Every country is a unique subject of study. In this study, we use Eritrea as a case study to assess
the HRM practices, challenges and prospects in Eritrean civil service. /t is a single-case
because it deals with HRM in the Eritrean civil service. It is embedded with multiple units of
analysis because it will take ten Eritrean civil service organizations as a sample to make a
detailed study, which will help to give a deeper insight into the subject matter. Therefore, HRM
in the Eritrean civil service is the central unit of analysis, while the ten sample organizations are
sub-units of analysis. They are not ends in themselves but only means to answer the central
question of this study.
The case study's unique strength is its ability to deal with a full variety of data like documents,
interviews and observations (Flyvbjerg, 2004; Yin, 1994: Sekaran, 1992). With the case
method, it is possible to identify the reasons why certain decisions were made, how, and why
they were implemented and with what results (Yin, 1994). Since this research focuses on the
assessment of HRM practices, challenges and prospects in Eritrean civil service organizations,
the case study approach could help us to conduct an in-depth study of the selected cases.5 Thus,
the choice of a single case (embedded) method will provide an opportunity to make an in-depth
investigation (Yin, 1994). Storey (2001: 14) also underscores that survey-based approaches,
unlike case study, do not reveal the whole picture, and are likely to provide little understanding
of the actual processes involved.

From the research questions of this study addressed in chapter one, one can understand that
most of the questions require explanations of present situations in Eritrea and how to bring
change in the future. Therefore, the case study strategy is considered appropriate. But when
we go into the basic questions at some points of the study, it becomes necessary to ask also
detailed questions such as: what, who, where, and how many. This means that the case study
needs to be supplemented by survey study.

Survey method
According to Flyvbjerg (2004), the word 'survey' refers to the gathering of data or
information from a sample or a specific population, usually by questionnaires, personal
interviews or telephone surveys. The survey that was used in the study is similar to the

5 The case study methods could help us to investigate the selected cases deeply. It is helpful and useful in
gaining a deeper understanding of HRM practices of the ten selected Eritrean civil service organizations through
conducting in-depth interviews with concerned individuals and critically analysing existing documents.
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surveys in most studies in the sense that it has used questionnaires, interviews and direct
observation in collecting pertinent data and information from the selected civil service
organizations and other government officials.

In a survey method, samples are usually large and the focus is not an individual in a sample
but rather on the generalised profiles or statistics derived from all the individual respondents
(Bouma and Atkinson, 1995). In our case, the ten Eritrean civil service organizations (40
respondents from each) were taken as a sample. Survey researchers are interested in accurate
assessment of characteristics of a whole population and from the samples they infer the
characteristics of the defined population (Dancey and Reidy, 1999; Green et al., 2000). In our
case, from the findings of the ten sample Eritrean civil service
will attempt
or anizations, we
to generalise to the Eritrean civil service organizations as a whole.
The case study and survey methods are therefore not mutually exclusive; hence, one could
have a case study within a survey or a survey complementing a case study (Hakim, 1987;
Dancey and Reidy, 1999).
Sample size and sampling techniques

As Eisenhardt (1989: 545) clearly puts it, "while there is no ideal number of cases, a number
between 4 and 10 cases usually works well. With fewer than 4 cases, it is often difficult to
generate theory with much complexity and its empirical grounding is likely to be
unconvincing, unless the cases have several mini-cases within it. With more than 10 cases, it
quickly becomes difficult to cope with the complexity and volume of the data." Thus, in
focusing on Eritrean civil service as a case study, we took ten out of the seventeen (17)
Eritrean civil service organizations or ministries as sub-units of analysis:
The following 4-stage sampling procedure (multi-stage sampling) was used in administering
the questionnaires to the respondents of this study.
1. Selecting 10 Eritrean civil service organizations (ministries)8 out of 17 randomly.
2. Deciding to select 40 respondents from each ministry randomly.
3. Since simply choosing respondents from each ministry could produce a biased
sample, a
stratified sampling procedure was employed. This is mainly due to the fact that a sample must
include representative groups of the study units with specific characteristics. Hence, the
sampling frame must be divided into groups, or strata, according to some characteristics.
Random samples of a predetermined size will then have to be obtained from each group
6 The survey approach was used to collect data from a sample of ten Eritrean civil service organizations.
Accordingly, we will try to generalise the HRM practices, challenges and prospects in Eritrean civil service

rganizations.
Eritrean civil service organizations are more or less homogenous organizations in the sense that they manage
(procure, train and Utilize) their employees in similar manner for they get more or less the same HRM related
policy documents from the central management agencies, such as the Eritrean Civil Service Commission
(ECSC) and other government organs, like the Ministry of Finance and the EHRD project office (UNDP, 1994,
Isaac, 1996; EHRDP, 2003). However, implementation of HRM policies in the Eritrean civil service
organizations may slightly vary.
The ten selected Eritrean civil service organizations or ministries are: [1] Agriculture, [2] Education, [3]
Finance, [41 Fishery, [5] Health, [6] Justice, [7] Labour and Human Welfare, [8] Land, Water and Environment,
[9] Local Government, and [10] Trade and Industry.
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(stratum) (Gobo, 2004; Reynolds et al., 2003; Varkevisser et al., 1993). With the above
intention, [a] first, we discussed with three HR managers and staff members of the Eritrean
Civil Service Commission. The aim of the discussions was to know the composition or
characteristics of Eritrean Civil servants. Accordingly, we were informed that Eritrean civil
servants could be grouped under five services, namely: Administrative Service, Professional
and Scientific Service, Sub-Professional Service, Clerical and Fiscal Service, and Crafts and
Manual Service. [b]. Second, we selected randomly eight respondents from the five (5)
categories of civil servants (8x5=40). So every effort has been made to make the respondents
representative of Eritrean civil servants.
4. Finally, we distributed 400 (10*8*5) questionnaires to the ten selected Eritrean civil service
organizations.

5.3.2 Methods of data collection
Basically, there are several potential data collection methods for research purpose. Selfadministered questionnaires, structured and unstructured interviews, participant observation,
and archival information are among the important ones. Armstrong (2001: 797) underlines
that the combination of questionnaires and interview is the ideal approach because it
combines the quantitative data from the questionnaires with the qualitative data from the
interviews. It is always advisable to accompany questionnaires with some in-depth interviews,
even if time permits only a limited sample (Gobo, 2004; Soeters and Nijhuis, 1988). In
collecting the data for this study, therefore, we have used the following methods: selfadministered questionnaires, structured and unstructured interviews, participant observation,
and archival information. The data of this study are categorized under two broad sources: Ill

secondary and [2] primary data.

Secondary sources
research is secondary materials. They were
relevant
books and journals, papers presented in
sources
inter
alia
collected from various
conferences and workshops, published and unpublished documents, as well as reports and
documents of the ten selected ministries, the Eritrean Civil Service Commission, and other
concerned government organs.

One major source

of information used in the

Primary sources

[l] interviews with government officials, staff
members of those sample organizations and other concerned organizations, [2] questionnaires
distribution to 400 Eritrean civil servants, and [3] personal observation of the researcher.
Primary data are data collected through

After developing the questionnaire based on the research framework and the actual context of
the Eritrean civil service, the translation of the questionnaire from English to local language 'Tigrigna" - and the backtranslation of the questionnaire from 'Tigrigna" to English were
done in Eritrea in December 2002. In doing so, several discussions were made with a number
of colleagues staff members of the university of Asmara. The first visit to the concerned
civil service organizations was made in the first week of January 2003. We approached the 10
-
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sample Eritrean civil service organizations and explained to the concerned officials the
objectives of the study and then made in-depth interviews repeatedly.

Pre-test or Pilot study

Drawing on the literature review

and guided by the research framework, first the
variables/concepts considered relevant to the study have been identified, defined conceptually
and operationalised.' The second step was the preparation of the questionnaire and execution
of a pilot study on 50 respondents (five from each ministry). A pilot study was done in order
to test whether [a] the questionnaire would enable us to gather the desired data, and [b] the
respondents understand the concepts and measurements. Besides, we also distributed the
questionnaires and interview questions to five colleagues (staff members of the University of
Asmara) to provide their comments. Thus, all questions in the interviews and questionnaires
were discussed in advance.

The pilot study was conducted in February 2003. In March the data were processed and
analysed and minor adjustments were made to improve the quality of the final version of the
questionnaires. After conducting the pre-test or pilot study and making all necessary
adjustments, in April 2003,400 questionnaires were distributed to the respondents of the ten
sample ministries. The data were subsequently collected in 2003. Below, we discuss briefly
the way or process through which we collected the required information through [i]
interviews, [ii] questionnaires distribution and [iii] personal observation.

[i] Data collected through interviews
Guided by our theoretical framework and taking into account the actual context of Eritrean
civil service organizations, we prepared the interview questions. Various information was
10
collected by preparing five different interview questions for: Ill HR managers, [2] HRD
managers, [3] the Eritrean Civil Service Commissioner, [4] the Director General of Eritrean
HRD project, and [5] ordinary civil servants

After conducting the pilot study, we realized one important point, i.e., as the questionnaires
used in our study were mainly closed type, they do not provide the respondents a chance to
discuss freely their views. Hence, we interviewed fifty (50) ordinary civil servants (5 from
each ministry), which we had not planned at the outset. At the beginning, we planned to
conduct interviews only with key informants (civil service managers) and distribute selfadministered questionnaires (mainly of closed type) to 400 respondents. But when it became
evident, after conducting the pilot study, that sufficient information may not be obtained only
through questionnaire distribution, we then decided to do additional in-depth interviews with
50 ordinary civil servants.

9 But where do variables come from? Why do we choose to study particular variables and not others? Argyrous
(2000: 5) Suggests that "the choice of variables to investigate is affected by a number of complex factors:
theoretical framework, pre-specified research agenda and curiosity-driven research. Nevertheless, the three
motivations are obviously not mutually exclusive".
10
Since 1997 Eritrean civil service organizations have had HRD managers who assist line managers in training
related issues.
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As to the process of conducting the interviews, first a careful preparation of the interviews has
been made. A checklist of questions for each variable central to the research was prepared. It
is good to know that the researcher was flexible and adaptive during the course of interview to
allow flow of events. As remarked by Marshal and Rossman (1995) and Dancey and Reidy
(1999), the confidence of being able to flexibly move can only come form a deep
understanding of the subject matter being studied. This is another important reason why the
researcher did a thorough literature review on the subject matter- HRM.

In order to focus the interviews on the most important issues, prior to the interview we
identified relevant concepts from the literature to be used as a signpost. However, this did not
the interviewees. They were expressing and providing additional
insights. Other essential issues were raised during the interview. At the outset, we tried to tape
or record the responses of the interviewees. However, many of them were reluctant to freely
express their feelings, while others were not accustomed to that devise. As a result, we
changed our mind and we decided to take only notes from their responses during the
interview. The interviewees responded in the local language to facilitate communications and
then we transcribed the interviews into English on the same day the interview was conducted,
while observations and information were fresh in memory.

limit the responses of

The transcribed interviews were read and the essential issues reported were annotated. In
addition, we assembled the meaningful themes identified from the transcripts and also
gathered the interesting quotes from the transcripts. We used the responses of key informants
to illustrate the questionnaire results. Both structured and unstructured interviews with key
informants and documents of the selected ministries and concerned organizations provided us
with additional qualitative data that we were not able to get from the questionnaires and it
helped us to corroborate the findings of the questionnaires.

Table 5.2. Interviewees, questions addressed and interview duration
Interviewees

No. of
persons

No. of
Organizations

Questions
Addressed

10 persons

10 ministries

HRD managers

10 persons

10 ministries

Civil Service

1 person

1

ECSC

Commissioner
General Director
of EHRD project

l person

Ordinary

50 persons

1

EHRD project
10 ministries

civil servants

72 persons
Total
Source: Survey data, 2003.

12

Total
time

of interview

(Mmutes)

How do their ministries
manage their staff?
How do their ministries
train their staff?

90 minutes

900

70

700

What are the personnel

75

75

70

70

interviewed

HR managers

Average
duration

policies

and practices in ECS?

What efforts have been
made to develop Eritrean

civil servants?
What are the views of the
Eritrean civil servant on
different HRM issues?

40

2000

3745

As table 5.2 clearly reveals, from the government officials' side, 22 in-depth interviews were
conducted with 20 civil service managers of 10 sample ministries (2 from each), the Civil
Service Commissioner and the General Director of the EHRD project. Whereas from the
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ordinary civil servants' side, 50 in-depth interviews were carried out with civil servants of the
10 sample ministries (5 from each).
We asked different questions to different categories of interviewees because the questions
were designed to extract relevant information from the expertise of the interviewees. For
instance, we asked HR managers questions related to different HRM issues- the way Eritrean
civil servants are managed (see appendix 5.2). We asked HRD managers different questions
related to the Way their staff have been trained/developed (see appendix 5.3). We asked the
Civil Service Commissioner general personnel policies and practices in the Eritrean civil
service (see appendix 5.4). We asked the General Director of the EHRD Project different
questions regarding to the Eritrean HRD project, which was a major HRD initiative (19982003) (see appendix 5.5). We also asked the ordinary civil servants to provide freely their
opinions and feelings as to different HRM issues that affect their well-being (see appendix

5.6)."
Besides interviewing the above five categories of informants, several informal discussions
were made with different persons including the HR officers (staff) of different ministries, staff
members of Eritrean Civil service Commission, both ex-fighters and non-ex-fighters civil
servants, retired civil servants, civil servants who have worked under different governmental
systems and private consultants. Despite the informal nature of the conversation, and
sometimes remotely related to the research topic at hand, nonetheless these dialogues closed
some information gaps. To put it differently, such exercises assisted us to get additional
information as well as to verify the information collected from the Government officials.
Here, the common story of the three blind men partly illustrates the above situation. The three
men were asked to describe an elephant by touching or feeling only a part of it. We can well
imagine what they could have described by touching different parts of an elephant such as a
foot, an ear or a trunk. This illustrates that, in many cases, a single data collection method will
not be enough to explain or describe a phenomenon, and that we need to use multi-methods of

data collection to get the whole reality. Thus, one can argue that any information collected
solely from government officials may not adequately represent the reality and may be
misleading. Conducting interviews with many stakeholders is intended to compensate in part
for this shortcoming. As noted by Ghauri et al. (1995: 94), "the main advantage of
triangulation is that it can produce a more complete, holistic and contextual portrait of the
object under study".
The interviews took place at the interviewees' offices from March 4, 2003 up to June 25,
2003. Additional data were subsequently collected up to November 2003. By and large, all
the gathered data via interviews are qualitative in nature. They assisted us to illustrate the
results of the questionnaires. This, in turn, helped us to answer the research questions
addressed in this study.

The most common limitation of the interview method is that respondents may be
uncomfortable about sharing their experience- or simply unwilling to (Marshal and Rossman,
11

The researcher himself did all the in-depth interviews. which were mainly unstructured interviews

(Appendices 5.2 - 5.6). The survey was done with the help of research assistants and consisted of closed
questions mainly (Appendix 5.1).
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1995: 81). In addition to that, interviewees can be influenced by present conditions, which
may consciously or unconsciously affect their descriptions of the past. When we encountered
such situation, we tried to ignore the politically laden information and concentrated on the
information relevant to the study.

[ii] Data collected through questionnaires
As previously highlighted, after we carried out a pre-test and made all necessary adjustments,
we distributed 400 questionnaires. We asked the respondents to rate different HRM issues
extracted from the conceptual framework. The vast majority of the items in the questionnaires
are 'five-point-scales'. But what do we mean by a scale? A scale,2 is a ranked list of responses
that runs from one pole to another (for instance, strongly disagree to strongly agree). The
respondents were asked to provide their feelings and opinions as to whether they agree or
disagree with different HRM issues. They rated different issues of HRM on a scale of 1 to 5,
with 1 meaning strongly disagree and 5 strongly agree (a scale of 5 indicates strongly agree, 4
agree, 3 indifferent, 2, disagree, 1 strongly disagree and 0 represents missing values). Besides,
we asked the respondents statements, which could be answered by yes or no. The
questionnaires contained 115 variables consisting of HRM issues as well as respondent's
13
profile (see appendix 5.1).

It is worth mentioning that the responses of the respondents to the different HRM issues listed
are subjective evaluations of the respondents. In this kind of data, the usual 'hard rater' and
'soft rater' problem and missing values may be encountered (Ghauri et al., 1995; Yin, 1994;
Dancey and Reidy, 1999). Nevertheless, we tried all we could do to minimise problems
associated with conducting the survey. We distributed the questionnaires in person to the 400
respondents. We left the questionnaires with the respondents for about two weeks and
collected it during our appointment date. At the time of distribution, we explained the
instructions for filling out the questionnaire, which were written on the front cover and
clarified if there were concepts that the respondents did not understand when they were
scanning the questions. At the time of collection of the questionnaires, we also tried to explain
if the respondents still had some questions that needed clarification.

In a nut-shell, these three sources of evidence: the interviews, questionnaires and personal
observation formed a triangle ofprimary dam collectionfor this study. Yin (1994) underlines
that multiple data collection methods strengthen the grounding of theory by triangulation of
evidence. Triangulation of information is a method that is used to overcome the problems that
stem from studies relying upon a single set of data. In this case study, all possible sources of
evidence were used. Such an integrated approaches of data collection thus helped us explore
and understand many HRM practices in Eritrean civil service. Varkevisser et al. (1993: 242)
argue that when discussing different data-collection techniques and their advantages and
12
Scales are commonly used to measure ratings, feelings and opinions, especially in the fields of psychology and
sociology (Hakim. 1987). The scales indicate to what extent do the respondents agree or disagree to a number of
HRM issues. We measured the responses on the basis of five point Likert's scale, ranging from 1 to 5.
8 The quesn'ons asked were structured in four parts: [l] HR procurement, [2] HR training, [3] HR utilization
and [4] background/profile of the respondents. Both the questionnaire and interview questions were prepared in
such a way to include several issues of the three interrelated parts of HRM- HR procurement, training and
utilization.
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disadvantages, it becomes clear that they can complement each other. A skilful use of a
combination of different techniques can maximise the quality of the data collected. and it can
reduce the chance of bias.

Be it as it may be, we proved that the need to create a reasonable degree of mutual trust
between the researcher and the interviewees and respondents was a sine qua non. The
interviewees would not volunteer providing information to a researcher unless he establishes a
rapport of trust and confidence. In the process of selecting and collecting primary data on the
basis of an in-depth interview and getting required documents, the establishment of mutual
relationship holds top priority. Personal contacts with government officials were very crucial
for the conduct of the research, without which, the study would not have been able to collect
all the data needed.

[iii] Data collected through personal observation
Personal observation can also be an important source of information (Yin, 1994; Ghauri et
al., 1995). However, Marshal and Rossman (1995: 81) note that "the researcher's own bias is
a problem connected with methodological reliability". The researcher' s background- that is,
as a member of Eritrean civil service (the target of the study)- poses its own advantages and
disadvantages. As a member of Eritrean civil servants, one has the privilege of witnessing
events as they are unfolding. This gives one an insight that the non- member of Eritrean civil
servants lacks. Of course, this may cause the participant to develop a difficulty in seeing
things from other angles. Therefore, in a situation in which a participant is turning to a
researcher, re-socialisation in an academic milieu, in which the researcher is trained to use
scientific tools, is quite vital. These scientific tools serve us to treat the information sources as
objectively as possible. They also help to create distance between the researcher and his
subject of study thereby reducing subjective attachment. We would not say that we have been
free of bias. Nevertheless, the problem of subjectivity is minimised by a number of factors.
First, our observation pertains to a relatively small section of the research subject. Second, the
information collected via questionnaires distribution and interviews serve as the first hand
sources, which go beyond our subjective limitations, thereby diluting the problems of
subjectivity. Third, the secondary sources, which are widely used in this study, represent the
interpretations of other scholars, which make them transcendent, thus providing a counter to

our own subjectivity.

5.3.3 Methods of data analysis
The data collected through questionnaire distribution and interviews were processed and
analysed to answer the research questions addressed in this study using SPSS programme
version 11. As suggested by Green et al. (2000), to enter data into the computer we have to
develop a data entry format, depending on the programme we have used. In our case, we first
entered the questionnaire data into Microsoft Excel. Then we exported them to SPSS version
11, which is deemed convenient for the data at hand. All completed questionnaires were
collected for data analysis, which consisted of office editing, coding of open-ended
questionnaires, data entry, and secondary editing. Data entry and editing were completed
between August and September 2003.
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If a questionnaire has not been filled in completely, we have missing data for some of the
variables. If there are many missing items in a particular questionnaire, we may decide to
exclude the whole questionnaire from further analysis (Varkevisser et al., 1993: 242). Too
much missing data may indicate a problem with a question, either because of a
misunderstanding by the respondents or poorly written questions (Dancey and Reidy, 1999;
Green et al, 2000). We counted the missing values for each questionnaire. Accordingly, we
found 15 questionnaires, which were grossly incomplete and inconsistent. While in others, we
found small missing data and decided to assume them as 'missing value' as a separate entity.
We had distributed 400 questionnaires and received 328 filled in questionnaires. Thus, only
313 questionnaires (about 78 percent) were considered for further analysis (see table 5.3)14. It
should be noted that 23 percent of the respondents were from the administrative service, 24
percent were from the professional and scientific service, 25 percent were from the subprofessional service, 16 percent were from the clerical and fiscal service, and 12 percent were
from the crafts and manual service. Hence, the non-response rate is somewhat larger in
clerical/fiscal as well as in crafts and manual services. Note also that 26 percent of the
respondents belong to ex-fighter group, while 74 percent belong to non ex-fighter group.
As many scholars pointed out, missing data are common in surveys for many legitimate
reasons. The major ways that data to become missing are: [a] no response (refuse to answer
the question), [b] don't know, and [c] not available (e.g., Ghauri et al., 1995; Argyrous, 2000).
Table 5.3 shows the list of the 10 selected ministries and the number of the questionnaires
returned.15

Table 5.3: The sample ministries and the number of the questionnaires returned
No. ofquestionnaires returned
Percent
No.
Selected Ministries
1

Agriculture

2

Education

34/40
39/40

3

Finance

27/40

67.5

4

Fishery
Health
Justice
Labour and human welfare
Land, Water and Environment
Local Government
Trade and Industry

30/40
33/40
26/40
29/40
34/40
31/40
30/40

75.0
82.5

313/400

78.0

5

6

7
8

9

10

Total/average

85.0
97.5

65.0

72.5
85.0
77.5

75.0

Source: Survey data, 2003

The analysis of the data had both qualitative and quantitative dimensions. Argyrous (2000)
remarks that quantitative research techniques are used to quantify the size, distribution, and

All in all, 400 questionnaires were distributed (10*5*8), of which 3 1 3 usable questionnaires were returned,
leading to a response rate of 78 percent.
' In order to search for cross-case patterns (Yin, 1994), we compared and contrasted HRM practices of ten
sample ministries under study. Cross-case analysis helped us to find out the within group similarities and intergroup differences.
14
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association of certain variables in a study population. The quantitative data16 of this study
include statistical tables and statistical descriptions showing the opinions and perceptions of
Eritrean civil servants as to the way Eritrean civil servants have been procured, trained and
utilized, and the profile of the Eritrean civil servants. Qualitative data are used in the analysis
and interpretation, irrespective of whether they have been quantified or not. This type of data
provides new integrative insights into understanding of a phenomenon (Ghauri et al., 1995:
96). The interview questions were designed to substantiate the findings of the questionnaire.
Thus, we have collected and analysed both quantitative as well as qualitative data to answer
the research questions addressed in this study (see chapters 7-11). 17

5.3.4 Reliability and validity of the research findings
As previously described in this chapter, the variables/concepts used have been identified on
the basis of the developed research framework and defined conceptually and operationalised
consistent with the requirement of validity. But what do we mean by 'conceptual and
operational definitions'. According to Argyrous (2000: 6), a conceptual dejinition is much
like a dictionary definition: it provides a working definition of the variable So that we can
have a general sense of what it 'means'. The conceptual definition of a variable uses literal
terms to specify the quality of a variable. It should also be noted that defining a variable of
interest at a conceptual level is only the beginning. We then need a set of rules and procedures
that will allow us actually to 'observe' a variable in the world. The operational detinition of a
variable specifies the procedures and criteria for taking a measurement of that variable for

individual cases. 18
As remarked by Bordens and Abbott (1988: 82), the specific way one chooses to measure a
variable becomes the operational de»ition of that variable within the context of the research
being conducted. How one chooses to operationally a variable, and thus to observe and
measure it, affects how s/he will later analyse her/his data and what conclusions s/he can draw
from that analysis. Consequently, s/he should give careful consideration to her/his choice of
what variable to observe and manipulate, and how to operationally define them. The research
questions of this study address different HRM issues, which have policy implications. They
are operationalised by identifying the relevant variables of the conceptual framework for this
study. The question is how can we assess the reliability and validity of the researchfindings?
16 Data are considered as quantitative when they are statistically analysed and are expressed, presented or
measured in numbers. Data, which cannot be statistically analysed and are difficult to measure in number are
often called qualimtive (Argyrous, 2000; Miles and Huberman, 1994). Structured questionnaires that enable the
researcher to quantify pre- or post-categorised answers to questions are an example of quantitative research
techniques. The answers to questions can be counted and expressed numerically. The data that we collected
through questionnaire distribution, therefore, provided quantitative data
7
We documented the procedures followed in conducting the research: first, the distributed questions were
collected and imputed to data summary sheet in a Microsoft Excel and were exported to SPSS for use in the
research analysis and further reference. Second, the narrative report of the interviews conducted is transcribed
and filed for use in the research analysis. Third, published and non-published documents of the concerned
organizations were copied and collected to substantiate the findings of the questionnaires.
18 Ghauri et al. (1995: 18) notes that conceptual definitions are made by using other concepts while operational
dejinin'on is a set of procedures that describes the activities required to establish empirically the existence or
degree of existence of what is described by a concept. Operational definitions are crucial in measurement. They
tell what to do and what to observe in order to bring the phenomenon defined within the range of the researcher's
experience (see also appendix 5.1).
l
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Credibility of the research findings can be verified by subjecting data to two important
measurements: reliability and validity (Yin, 1994; Ghauri et al., 1995; Hakim, 1987). These
tests have been commonly used to establish the quality of any empirical social research.
These tests are also used to establish the trustworthiness of research results of an assessment
tool. Hence, empirical research work requires the identification of the needed information and
an approach to gather such information consistent with the demands of the above-mentioned
tests of data and analysis (Green et al., 2000; Dancey and Reidy, 1999). In this section, first,
we briefly discuss the concept of the above measurements. Then we examine the extent to
which this research has followed their basic principles.

I. Reliability refers to the extent to which repeatedly applying the same data collection
procedures lead to similar results. The ultimate objective of reliability is to minimise the
errors and biases in a study. In support of the reliability of the research findings, we have
performed several activities, as suggested by Yin (1994), Varkevisser et al. (1993), and
Ghauri et al. (1995). The reliability of the subjective responses can also be checked by [a]
asking similar questions to different categories of informants and [b] asking similar questions
to the same informants at different period of time (Ghauri et al., 1995; Dancey and Reidy,
1999). To further support the reliability and objectivity of the answers to the questions asked,
we first had designed the interview questions (extracted from the conceptual framework).
Then, we asked similar questions to the five categories of the interviewees (identified earlier)
and found out that the responses were more or less similar. Hence, the application of multiple
sources of data was helpful in improving the reliability of the data.

We also checked the scale reliability of the HRM related variables included in our
questionnaire using Cronbach Alphas (Green et al., 2000: 302). We grouped the variables
19
(items) into 12 HRM related categorises (composed scales) and tested their reliability as
shown in table 5.4. The general rule is that the greater the consistency of responses among
variables, the higher the coefficient of alpha will be. The coefficient of alpha ranges in value
between 0 and 1.20 Table 5.4 portrays the Cronbach Alphas for the 12 HRM related categories.
All alphas range from .69 to .92, which can be considered satisfactory.

Table 5.4: Scale reliability (Alpha) for 12 HRM related categories
No. Variables (N=313)
1
2
3

4
5

6

Recruitment and selection practices (5 items)
Placement practices (5 items)
Training practices (6 items)
Compensation practices (6 items)
Employee performance and management practices (8 items)
Promotion practices (3 items)

Alpha
(.75)
(.92)
(.75)
(.82)

(.73)
(.74)

Continued next page...
19 All the items were measured on a five-point scale ranging from 1, "strongly disagree," to 5, "strongly agree"
(see table 5.4 for their scale reliability).
20 One of the pre-condition for the reliability test is creating an overall scale from variables with the same metric
and reverse the scaling provided that some of the items are phrased as negative (Green, et al., 2000: 102).
Accordingly, we reversed the scaling of some items before we began the analysis in order to be on the same
direction. Hence, every variable is assumed to be equivalent to every other item. That is, all items measure the
same underling dimension.
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Continued...

No.

Variables

7

Grievance procedure (3 items)
Pension programme (3 items)

8

9

Satisfaction with HRM policies/programmes (9 items)

10

Satisfaction with the job (8)
Information exchange and communication (6 items)
General HRM issues (12 items)

11

12

Alpha
(.72)
(.86)
(.83)
(.69)
(.71)
(.78)

Source. survey data. 2003

II. Validity

tests assist to check what is being measured is what the researcher wants to
measure and not something else. Validity measures can be of four categories: construct,
content, internal and external. Let us see them one by one to see to what extent they support
our data collection and analysis.

[1] Construct validity relates to establishing correct operational measures for the concepts
being studied (Yin, 1994). It refers to the extent to which an operationalization measures the
concept, which it purports to measure. One can measure construct validity by showing that the
data gathered from the new measure fit existing research and theory (Bordens and Abbott,
1988: 84). Therefore, it measures how well the results obtained from the use of the measure
fit the theories around which the tests are designed. To improve construct validity, we have
compared the relations between the empirical findings of the research with the conceptual
framework in chapters 7-11. By and large, the empirical findings are in line with the
assumptions of the theories used and the conceptual framework that we designed (see
chapters 7-11):1

[2] Content validity ensures that the measure includes an adequate and repetitive set of items
that are relevant to the concept (Green et al., 2000). In support of content validity, the
variables/concepts of interests have been identified based on the developed conceptual
framework and defined conceptually and operationalised in consistency with the requirement
of content validity (see chapters 7-11). Moreover, content validity is taken care of by
discussing the questions with colleagues- staff of the university- and then testing with the help
of pilot study before fully distributing the questionnaires to the respondents and conducting
the interviews.

[3] Internal validity refers to the extent to which we can infer that a causal relationship exists
between two or more variables (Ghauri et al., 1995: 49; Reynolds et al., 2003: 84). As
highlighted earlier, our study is both descriptive (describing certain characteristics of the
phenomena and variables in the situation) and explanatory (testing causal relationships) in
nature. Accordingly, chapters 7-9 describe and discuss the HRM (HR procurement, training
and utilization) practices in the sample organizations. In addition, chapter 10 tests the HRMperformance relationship in the sample organizations. This is because our conceptual
framework assumes that HRM practices (HR procurement, training and utilization) affect
HRM outcomes (employee competence- ability to work-, motivation- willingness to work-,
role clarity- minimising work stress-, and retention- willingness to stay), which subsequently
21

We used multiple sources of evidences: questionnaire distribution, interviews. archival investigation and
personal observation to enhance construct validity of the research findings.
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affect performance. The multivariate analysis that we carried out suggests that our empirical
findings, generally, are in line with the proposed assumptions (see chapter 10).

[4] External validity refers to the degree to which the findings extend beyond the particular
research sample and setting (Bordens and Abbott, 1988: 65). Hence, it deals with the problem
of knowing whether a study's findings are generalizable beyond the immediate case study.
That is, applying findings from a sample to larger population. In support of external validity,
we selected multiple case studies of 10 out of the 17 Eritrean civil service organizations or
ministries to enhance the generalisation of the findings. We reviewed theories on HRM to
identify the issues to be studied. We also prepared a conceptual framework to structure and
the findings of the research to the Eritrean civil
analyse data. Our objective is t
feneralise
service organizations as a whole: As has been indicated repeatedly, our study focused on 10
Eritrean civil service organizations. However, there are other Eritrean civil service
organizations, which are operating in a fairly similar condition.
5.4 Concluding remarks

In this chapter, we developed a conceptual framework on the basis of the insights gained in
the literature review. Moreover, we designed the research methodology for the study. In a nutshell, the research method used is a multiple case study of Eritrean civil service organizations.
The data were collected through the following three sources: interviews, questionnaires, and
personal observation. These three sources formed a triangle of primary data collection for this
study. Thus, such integrated data collection approaches helped us explore and understand
HRM practices, challenges and prospects in the Eritrean civil service context.
The conceptual framework can be used to bring about a better diagnosis and understanding in
assessing HRM practices, challenges and prospects. It can be used to identify the problem
areas that the actions of policy makers and senior civil servants should be pointed on. The
framework is a means of indicating the direction of the action needed but is not an end.
Hence, it can be helpful and useful for organizing our thinking in answering our research
questions.

The data of the questionnaires are analysed using SPSS, while information gathered through
interviews and observation are used in interpreting and illustrating the findings of the
questionnaire results. This chapter also presents how we try to ensure the credibility of our
data and analysis, particularly the reliability of our data and the validity of our analysis.

An attempt will be made to apply the research findings to the larger population (Eritrean civil service) from
which the sample (10 Eritrean civil service organizations) was drawn.
22
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6.1 Introduction
In this chapter an attempt is made to provide an insight into the general profile of Eritrean
socio-economic and political factors in general and the Eritrean civil service in particular.
The objective of this chapter is therefore to provide background information on Eritrea in
order to facilitate the interpretation of the empirical findings of the forthcoming chapters.
First, the chapter reviews the socio-economic and political context of Eritrea and its impact
on the management (procurement, training and utilization) of Eritrean civil servants. In this
sense, the chapter lays the basis for understanding the context and the way Eritrean civil
servants have been managed and the HRM challenges that the Eritrean civil service
organizations are facing. Secondly, it explores the historical evolution of the Eritrean civil
service and the effect of colonial policies on the current Eritrean civil service. In order to
understand the forces that contributed to the current condition and composition of Eritrean
civil servants as well as their management, it is essential to review the management of
Eritrean civil servants at different colonial periods, in addition to the economic and
demographic indicators of the Eritrean population.
6.2 Geographical location and history

of Eritrea

Eritrea is located in the northeastern part of Africa, particularly the Horn of Africa. It is
bounded by the Sudan to the north and west, the Red Sea to the northeast, Ethiopia to the
south, the Republic of Djibouti to the southeast, and Yemen and Saudi-Arabia to the east, just
across the Red Sea. The overall size of the country is about 124,000 square kilometres
(roughly the size of Greece).1 It has a coastline with the Red Sea, which covers over 1000
Kms consisting of 360 islands. Massawa and Asseb are the two major ports on the Red sea.
Massawa has been a centre of trade between Africa and the Middle East for centuries
(UNICEF, 1994; National Statistics and Evaluation Office, 2003).

of Eritrea's strategic position on the Red Sea, it has fallen victim to many invaders
and colonizers. The Ottoman Turks controlled the northern and coastal areas from the middle
of the sixteenth century to the second half of the nineteenth century, when Egypt evicted
them from their stronghold, Massawa, in 1872. With the opening of the Suez Canal in 1869,
the European colonizers became interested in the Red Sea and Horn of Africa. Italy, after
establishing a foothold at Assab through a maritime company, Campagnia Maritimma
Rubattino, extended its control, and declared Eritrea its first African colony in 1890. On
January 1, 1890, Italy declared the birth of its colony naming it Eritrea after the Greek name
of the Red Sea. Eritrea, in its present day form, came into existence as a product of Italian
colonial rule. Before that, Eritrea had never experienced the rule of any single political
Because

'

Geographically, Eritrea is located between latitudes 12 degrees 42'N to 18 degrees 2'N and longitudes 36

degrees 30'E to 43 degrees 20'E.
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system or political power as a unified entity. Since then the people of Eritrea had been
exposed to different types of colonial rule. Among them were: the Italian rule (1890- 1941),
the British Administration on behalf of the Allied Forces (1941-1952), the Federation with
Ethiopia by the decision of the UN Assembly (1952-1962), and the annexation by Ethiopia
(1962-1991)2 that led the Eritrean people to a 30-year war for national liberation.

The conflict between Eritrea and Ethiopia further intensified following the military coup in
Ethiopia in 1974 that replaced emperor Haile Selassie by a regime headed by Mengistu
Haile-Mariam (The World Bank, 1994a: 1).The Eritrean People's Liberation Front (EPLF),
which had begun to control parts of the country since the mid-19705, achieved total control
over Eritrea on May 24, 1991. The EPLF leadership formed a Provisional Government of
Eritrea (PGE) for an interim period of two years to administer their own affairs within their
own territory and this step was supported by the National Conference on Peace and
Democracy held in Addis Ababa in July 1991 (World Bank, 1994a: i). On May 24, 1991,

Eritrea was liberated from Ethiopia and it declared its de facto independence. The PGE
announced that a referendum would take place within two years to decide on the future status
of Eritrea. Official independence was gained on May 24, 1993 (i.e., its de jure independence)
after a UN supervised referendum, in which 99.8 percent of the people voted in favour of
independence. The PGE became the Government of State of Eritrea with a four-year mandate
a constitution and establish an elected government (Seyoum, 2000: 107).
Accordingly, the Eritrean Constitution was ratified by the constituent Assembly on May 23,
1997. However, as preparation was under way to put the constitution into effect, the EthioEritrea boarder conflict erupted on May 12,1998.

to draft

6.3 Socio-economic condition of Eritrea

6.3.1 Eritrea's social indicators

After decades of lost growth, Eritrea has become one of the poorest countries in the world.
Thirty years of war left the country with a per capita income that is one of the lowest in the
world: The adult illiteracy rate is estimated to be about 53 percent (World Bank, 2004).4
There is a large backlog of young and old with little or no exposure to formal or informal
schooling. Health and nutrition levels are also poor. Life expectancy at birth was estimated at

about 52 years (World Bank, 2004). Eritrea's social indicators are consistent with its low per
capita income; in fact, there has been a severe erosion of the human capital base. The
deterioration in human resource indicators has resulted in increased illiteracy rates, as well as
high infant and child mortality rates. The breakdown of families associated with war,
displacement, and droughts has left thousand of children as destitute and orphans.
2 As noted by Gebremedhin (1996: 5), "the emergence of the Eritrean Liberation Front (ELF) in the early 1960s
and later of the EPLF was not based on a sudden outburst of the Eritrean people's 'struggle'; it was the
continuation of the sporadic uprisings for independence and historical resistance of the rural peasant population,
together with the Eritrean workers and intellectual". The abrogation of the Federation was met with fierce
opposition from Eritreans, who after being disappointed with peaceful option launched, the armed struggle in
1961 under the banner of Eritrean Liberation Front (ELF). The Eritrean Liberation Front (EPLF), which
splintered from ELF, crushed its mother organization ELF in 1981.
3 Eritrea' s income per capita as of 2003 was US$160 (World Bank, 2004).
4 At liberation (1991), the adult illiteracy rate in Eritrea was estimated to be about 80 percent (World Bank,
1994a). By 2003, however, it reduced to 53 percent (World Bank, 2004) (see also section 6.6).
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In the year 2005 Eritrean population estimate was 4,021,574.5 The urban population is
characterised by a rapid growth, partly as the result of returning refugees from the
neighbouring and other countries, and partly due to high rural-urban migration. The population
of Eritrea is not uniformly distributed throughout the country. About 50-60 percent of the
population live in the Highlands (National Statistics and Evaluation Office, 2003: 3). There are
nine ethnic groups in Eritrea consisting of Tigrigna, Tigre, Saho, Hedareb, Kunama, Nara,
Bilen. Rashaida, and Afar.6
6.3.2 Economic background of Eritrea

The Eritrean economy is largely based on agriculture, which employs about 80 percent of the
population. The agriculture sector is currently contributing 22 percent to Eritrea' s gross
domestic product (GDP) (UNDP, 2002). The low and declining trend in the contribution of
agriculture to GDP indicates that the sector is still subject to weather-induced slum in its
production. The manufacmring industries7 in Eritrea primarily produce consumer goods and
consist of public and privately owned enterprises. Eritrea, a one time vibrant economy with an
industrial base larger than that of Ethiopia, Somalia, and Djibouti combined, was left with
deteriorated meagre light industries and a devastated infrastructure (Africa Research Bulletin,
1996 as quoted in Hailemariam, 2001: 109). However, Eritrea has a potential in this sector
because of its strategic location, which provides easy access to regional and international
markets. This is a major advantage for establishing a competitive industrial sector.

From a long-term perspective, economic policies pursued under the Italian, British, and
Ethiopian rule had profound effects on the evolution of the Eritrean economy (World Bank,
1994a: 2-3). Although Eritrea was advanced relative to other Sub-Saharan African countries in
the 195Os, decades of war, neglect, deprivation, lack of resources, recurrent drought, and
inappropriate policies prior to 1991 have resulted in a weakened economy, a damaged and
dilapidated infrastructure, and a deterioration in the human resource base (GOE, 1998).

According to MOTI (2001: 11), during the 30 years of Ethiopian occupation over 150,000
people have been killed, 600,000 became homeless within the country and 600,000 were
driven out of the country as refugees all over the world. Over 1,000 villages have been
destroyed, and numerous crop fields were mined and napalmed. The World Bank (1994a: 92)
further notes that "it was estimated that roughly a quarter of Eritrea's labour force resided
abroad (mainly in Ethiopia, Sudan, Saudi Arabia, Italy, Britain and the USA), largely as a
result of the Mengistu Regime's policy of exiling young Eritreans".
5 Eritrea has not yet carried out a census on its population. The limited data available are estimates from various
sources. The estimated Eritrean population was 1.5 million in early 1960s (Aradom, 1964: 8). In 1984, the
Ethiopian government's Central Statistical Office estimated the Eritrean population around 2.6 million (CSO,
Ethiopia, cited in Berhane, 1992: 13). The University of Lzeds, while conducting a survey on the rural population
in 1987, estimated Eritrean population at about 2.4 million (UNICEF, 1994). According to the MOE (1994),
Eritrean population was estimated to be 3 million, growing at approximately 2.7% per year. If we take 1994 as a
base year and population estimate at 3 million and annual population growth estimate at 2.7%, in a year 2005,
Eritrean population estimate was 4,021,574.
6 ACCOrding to the UNICEF (1994), about 50 percent of Eritreans are Tigrigna, and about 31 percent are Tigre.
The other seven groups are much smaller. They share the following percentages: Saho 5, Afar 5, Hidarib 2.5,
Bilen 2.1, Kunama 2, Nara 1.5. Rashaida 0.5. The nine ethnic groups speak their own language.
7 In terms of its percentage contribution to GDP, it covers 22 percent (MOTI, 2001: 5).
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During the decades of Ethiopian occupation and the 30-year war for independence, the
economic and political situation continued to deteriorate until the EPLF finally liberated
Eritrea in 1991. Eritrea inherited a war-ravaged economy, making its reconstruction process
more challenging. At the early time of liberation, Eritrean economy was paralysed and its
people suffered from war, poverty and drought. The UNICEF (1994) underscores that the
Eritrean economy had been put on steadily declining path, particularly under Ethiopian
colonial rule. Consequently, at the time of liberation, over 80 percent of the population was
dependent on food aid. Thus, Eritrea has been facing an immense challenge to rehabilitate and
transform a war-devastated economy and society.

Tewolde (2002: 133-4) underlines the three main constraints, which were evident in the
Eritrean economy immediately after liberation. They are budget constraints, domestic savings
constraints, and foreign exchange constraints. He goes to say budget constraints were mainly
due to the weakness of the economy' s fiscal and financial systems. Government revenue was
extremely low, and this forced the government to pursue a limited budget deficit. Domestic
savings constraint was basically due to the low per capita income of the people. Domestic
savings were unable to meet the investment needed for the rehabilitation of the Eritrea
economy. The foreign exchange gap was mainly due to the very limited range of exportable
commodities. The foreign exchange gap was also aggravated by the limited inflow of foreign
aid, as Etitrea was not officially recognized as a sovereign state internationally until it became
formally independent on May 24,1993.
6.4 Institutions inherited and measures taken by the Government of Eritrea

Eritrea inherited obsolete institutions and weak instruments for managing its economic
policies. While it was part of Ethiopia, and in the context of the centrally planned economy,8
the provisional administration in Eritrea had little autonomy and policy making capability.
After independence, the problem was further compounded as many Ethiopian civil servants left
Eritrea (World Bank, 19943: 9). Therefore, Eritrea did not inherit national institutions that
could serve the post-liberation economy. Eritrea inherited weak institutions, a civil service that
needed to be developed almost from scratch, and skill shortages on a large scale in a wide
variety of sectors. Skill shortages coexist with high unemployment rates. In the urban areas,
because of past restrictions on the private sector, the public sector has come to dominate formal
sector employment. Past policies, in combination with a neglect of infrastructure, also resulted
in reduced labour mobility, although a number of Eritrean were forced to leave the country by
the military regime in search of work abroad (World Bank, 1994a: 91).

At liberation, Eritrea faced

a monumental task of reconstructing and rehabilitating a wardevastated economy and laying the foundation for sustained development. Amanuel (2002)
underscores that following the liberation of the country in May 1991, the PGE faced the task of
rehabilitating a war-damaged economic and social infrastructure, as well as providing support
to demobilised ex-fighters, refugees returning from abroad, war disabled veterans and
internally displaced people.

8 The socio-economic policy of the 'Dergue' (the government of Ethiopia) was to build 'Ethiopian Socialism'. To
that end, it intervened in the economy extensively in trade, pricing, foreign exchange control, and resource

allocation.
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In order to accelerate economic recovery and to lay the basis for long growth, the government
has undertaken a number of measures geared towards the realization of short and long-term
development objectives (MOTI, 2001; GOE, 1998; World Bank, 1994a). The independence of
Eritrea provided the Government with an opportunity to define a vision and a strategy for
making-up for decades of lost growth, and for catching-up with the more successful developing
nations. The World Bank (1994a. 7) points out that as Eritrea is starting nearly from "scratch",
it has an opportunity to learn from the experience of other successful developing countries,
assess what has worked elsewhere and what could be adapted to suit the Eritrean condition.

After Eritrea had been liberated, the focus of the government of Eritrea was on the
reconstruction and rehabilitation of the war-thorn economy. To this end, the government
immediately assessed the emergency situation of the country and identified the main problems
and constraints and mapped measures needed to alleviate them by designing methods of
reconstruction and development. As a short-term strategy, the government formulated and
prioritised immediate national recovery and rehabilitation objectives for a sustainable
development. The government emphasised food security as its top priority. It was followed by
industrial development, rehabilitation of the physical infrastructure, resumption and expansion
of mineral extraction and exploration, and the reconstruction and expansion of social
infrastructure (GOE, 1998; Haregot et al., 1993). The national priorities were designed to
counter the drawbacks of thirty years of war and recurrent draught through the Recovery and
Rehabilitation Programme for Eritrea (RRPE). The objectives of the RRPE were: restoration of
essential agricultural and industrial activities; repair and rehabilitation of infrastructure,
providing the means for community level rehabilitation activities to restore social assets and to
provide employment; and supporting institution building and systems needed for the
management of the economy (GOE, 1998).
The government adopted a prioritised and phased approach of tackling the above-mentioned
problems (MOTI, 2001: 1-2). During phase one (1991-93), it focused its attention mainly on
mobilising qualified and experienced Eritrean manpower from home and abroad in order to
embark emergency economic rehabilitation programmes with priority given to the
development of social service delivery. Phase two (1994-97) was a time when the institutional,
legal and policy frameworks required to put the country' s long term economic, social and
political development on a firm footing were laid down. During this period, a macro-policy
document outlining the government's broad development objectives, policies and strategies
and specially indicating its desire to establish a modern, outward-oriented, private sector-led
market economy was formulated and adopted. In other words, while the Recovery and
Rehabilitation Programme was underway, the government defined its long-term development
strategy. The development strategy of the government of Eritrea was explicitly presented in its
1994 Macro-Policy (GOE, 1994).

The Macro-Policy indicates that the development of Eritrea is export-oriented. The national
development strategy is directed at the realization of various objectives. These include [l]
improvement of agricultural production through development of irrigated agriculture and
through enhancing the productivity of peasants, pastoralists, and agro-pastoralists; [2]
development of capital and technology-intensive and export-oriented industries and services;
[3] upgrading and technological improvement of the informal sector; and [4] development of
tourism and high-quality conference and convention facilities (GOE, 1994: 10). As clearly
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indicated in the Macro-Policy, the overriding national development objective is the "creation of
a modern, technologically advanced and internationally competitive economy with the next
two decades" (GOE, 1994: 10). However, we can argue that given the current Eritrean reality,
the above-mentioned objective does not seem to be attainable in the given period of time.
Eritrea has been again wracked by war (1998-2000). As a consequence, the requisites (human,
financial, technical and managerial) for producing and exporting high-tech industrial products
do not exist in the current situation of the country. They have to be created and developed.

Further measures that were taken during Phase Two include: [l] A major structuring of the
government machinery involving decentralization and devolution of powers to local
governments at regional levels and a civil service reform that resulted in a reduction of the
public sector workforce by about 34 percent was effected. [2]. Demobilisation and reintegration of over 65,000 former fighters into civilian life, supporting the families of up to
34,000 martyred fighters and about 10,000 disabled fighters, and resettlement of over 190,000
Eritrea's refuges returning home. [3] Promulgation of the proclamation of the Bank of Eritrea
and other Financial Institutions as well as issuance of other decrees including the one that
terminated the Ethiopian Birr as legal tender in Eritrea and the introduction of the Nakfa as a
legal tender in November 1997, and [4] the ratification of Eritrean Constitution in May 1997.
Phase Three ( 1998 up to present) is aimed at sustainable growth and development in the
country through [1] further expansion and upgrading of infrastructure facilities, and [2] the
consolidation and further refinement of policies, strategies, as indicated in the National
Economic Policy Framework Programme (NEPFP) drafted by the Government in April 1998
(MOTI, 2001: 2). By early 1998, most of the transition issues had been addressed, investor
confidence was beginning to grow, private investment in a number of sectors was increasing
and the economy was growing rapidly (UNDP, 2002: 1).

The objectives of the NEPFP programme were to complete the reconstruction phase and direct
the economy on a sustainable development path (GOE, 1998: 10). The NEPFP programme was
comprehensive and covers all economic sectors of the economy by pooling the policies and
economic growth strategies pursued in all sectors since liberation. It also assessed the
achievements of the last seven years (1991-1997). In addition, the NEPFP has identified the
basic constraints of the different sectors of the Eritrean economy. The NEPFP has three main
components: economic development vision of the government of Eritrea, the macro-economic
and sectoral policy framework adopted and pursued over the last seven years, and the over-all
development programme and economic management needed to achieve Eritrea's development
objectives. The development aim of the government of Eritrea is to reduce poverty through
rapid economic growth (GOE, 1998: 34). The NEPFP recognizes that development is a longterm process that will be determined by growth in capital stock, increase in quantity and
quality of the work force, and advances in the state of production technology in the economy.
To this end, the NEPFP indicates that, in the next three years, the government needs to focus
on the reconstruction and expansion of the strategic productive base, and the creation and
strengthening of regulatory and institutional capability (GOE, 1998).

Although the construction of major infrastructure projects was going according to plan, the
implementation of the third phase, as a whole, has been hampered by the eruption of the war
with Ethiopia, in May

1998. The GOE (1998) indicates that the Eritrean economy has
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recovered considerably due to the rebuilding of the infrastructure and an improved availability
of essential inputs following major trade reforms. During 1994-96, real GDP growth averaged
about 7 percent annually, and inflation averaged 7 percent a year. The strong recovery
continued in 1997 with real GDP growing by 8 percent, notably in the construction and
manufacturing sectors (Hailemariam, 2001: 104). The MOTI (2001: 3) also notes that during
1992-97, the economy showed considerable recovery and growth. Real GDP (at 1992 constant
factor cost) grew from NKF 1,957 million in 1992 to NKF 3,496 in 1999, with an annual
average growth rate of 8.2 percent. Since then, there was a decline in real GDP growth from 8
percent (that of 1997) to 3.9 percent in 1998,0.8 percent in 1999, and a negative growth of 8.2
percent in 2000, largely because of the adverse impact of the war with Ethiopia that affected
most sectors of the economy, especially port operations, tourism and small-scale industries

(UNDP, 2002: 5).

It is worth noting that the years between 1991 (year of liberation) and 1998 were times when
the people of Eritrea enjoyed peace and social stability as well as relatively sound economic
progress that have never occurred before. It was a time when the government was slowly but
steadily being formed and when the destroyed physical, economic, social and institutional
infrastructure was being rehabilitated and reconstructed. The participation of the people in that
task was unprecedented and gave a jump-start to the economy of the country. That enabling
environment for sustainable development was, however, interrupted on May 13,1998 when the
Ethiopian government declared war on Eritrea.' The war proved bloody and continued well
into the year 2000 costing both sides human life, money, destruction of economic infrastructure
and time that should have been spent for development work. The war costed both nations over
100,000 persons and its effect on the economy was devastating. The effects of the war are
some of the most serious external constraints to development that the country is currently
facing (MOTI, 2001: 35).10 In December 2000, the two countries signed a peace agreement
mediated by the OAU and the UN, which was held in Algeries, Algeria. Accordingly, on April
13,2002, the International Court, situated at The Hague, the Netherlands, provided the final
verdict as to the border conflict.

Any developing country faces problems in allocating enough resources to effectively manage
its civil servants. In Eritrea, the problem is much larger, as it is trying to rebuild a completely
shattered civil service system. There is thus currently a wide gap between the quality and
quantity of human resource needs of the nation, and the ability of the Government to
implement its national development objectives. Gafer (1996) also notes that there still exists a
wide gap between the actual present civil service output and the performance standards the
Government desires to introduce. According to the UNDP (2002), the most critical constraint
that must be tackled to expedite the country' s economic recovery and create the basis for
sustainable development are the following: the shortage of qualified manpower, low per capita
9 11 should also be acknowledged that after liberation, especially from 1991 till 1997, there was a good relation
with Ethiopia because in 1991 the socialist government of Ethiopia was overthrown by a liberation movement
known as the Ethiopian Peoples Revolutionary Democratic Front (EPRDF). This organization was an ally of the
Eritrean Peoples Liberation Front (EPLF) and both fronts co-operated in the downfall of the previous government
of Ethiopia. Seven years of peaceful period gave both countries the possibility to engage in reconstruction and
rehabilitation of their economies.
10
Unfortunately, Eritrea's initial promising growth was disrupted by the border conflict with Ethiopia that started
in May 1998 and subsequently escalated into full-scale war in the ensuing two years.
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income and widespread poverty, and the inadequate volume and quality of the physical
infrastructure. This, however. does not mean that in the last decade significant progress has not
been made. For example, the MOH (2001: 5) underlines that despite economic problems, the
government has performed remarkably well in improving the social and economic situation in
the country. With extremely limited resources, the Government has already made substantial
progress in jump-starting the economy, addressing some of the essential needs of the social
sectors, and rehabilitating a part of the infrastructure. The government of Eritrea is currently
engaged in continuous efforts to set up and strengthen appropriate institutions to implement the
national development objectives/strategies. That is, Eritrea, nowadays, is in a better position
than during the early 1990sin terms of social and economic factors. Nevertheless, there is a lot
of catching up to do for Eritrea, in which civil servants can play an important role.

6.5 Structure of the Government of Eritrea
To meet the above discussed challenges, the PGE (1991-1993) and later the government of
Eritrea (1993- till now) made a number of studies and issued a number of proclamations to
restructure the government institutions. From 1991 up to Dec. 2003, the Government has
issued 137 proclamations. For example, on may 22, 1992, PGE issued proclamation No.
23/1992 that established the organizational structure of the government of Eritrea which
consisted of the legislative, the executive and judicial branches. After Eritrea's independence
was formally declared on 24 May 1993, the new Government issued a proclamation No.
14/1993 that established a council of Ministers with executive authority, a National Assembly
with legislative authority, a separate justice system, which includes the Ministry of Justice, the
Judiciary and the Office of the Attorney General. In March 1994, the Council of Ministers was
supervised by a 16-member council appointed by the President. The president is the head of
Government and Commander-in-Chief of the Armed Forces. The proclamation vested
legislative authority in the President and the National Assembly (GOE, 1998).

The seventh National Assembly (held on Nov. 2-3, 1995) decided that Eritrean civil service
should include 16 Ministries,11 2 Commissions and 1 Office. and made public the names of the
ministries and other institutions (see appendix 6.1).

The government decided that ministries focus on four key functions: [a] Policy formulation and
generation [b] sectoral regulations [c] Human resources training and development, and [d]
conduct research. The Government also decided to transfer operational issues to regional
administration (see proclamation 86/96). Nevertheless, practices show that central ministries
are playing a major role in operational activities. Difficulty in the implementation of
decentralization largely stem from [a] lack of qualified human resources [b] lack of material
resources [c] inadequate human resource planning and [d] lack of incentives at the regions. It is
however important to note that some ministries may be reluctant to relinquish their powers, and
in many cases, important functions such as budget, training and procurement are still attached
to central ministries (CPA, 2002b). Decentralization, if not properly implemented may result in
clients receiving worse services than previously. Decentralization is not one time rather it is a
process. Having seen the current structure of the Government of Eritrea, let us see the HRD
policy of the Government.
" By 2002, the Eritrean civil service had

17

ministries.
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6.6 HRD Policy of the Government

The Macro-Policy of the Government (GOE, 1994) indicates that human capital formulation is
a major component of the government's strategy. The GOE (1994: 39) emphasises that
expanding schooling and eradicating illiteracy are part of the government's strategy aimed at
producing a population equipped with the necessary skills, knowledge and culture for a selfreliant and modern economy. As an emergent nation, Eritrea had no opportunity to acquire
skilled manpower making the effort of building an efficient civil service difficult. This problem
has been recognized, and, as a part of its nation-building process, the government of Eritrea has
intensified its human resource development by expanding formal education at all levels
(elementary, secondary, and tertiary) as well as through vocational education. The World Bank
(1994a: xi) argues that "given the actual situation of Eritrea, investing in people is central to
economic performance and the lives of most Eritreans. Human capital is a key input in the
growth process". It is in the field of education that Eritrea needs to make the biggest strides if it is
to catch-up with the lag caused by many decades of war and neglect. There is a large backlog of
young and old people with little or no exposure to formal or informal schooling (MOE, 2001). In
line with the afore-mentioned Macro Policy, the Government has been trying to expand
educational and training institutions.
As previously mentioned, the adult illiteracy rate in Eritrea was estimated to be about 80
percent in 1991. By 2003, however, it reduced to 53 percent (World Bank, 2004). This shows a
remarkable progress of literacy rate in a short period of time.12 According to the MOE (200lb:
41), this is mainly due to the output of two separate initiatives: [l] formal basic education
aimed at, among other things, eradicating illiteracy at the root; [2] special adult literacy
programmes and campaigns aimed at those who have missed the formal school system. The
Macro-Policy of the Government of Eritrea (1994: 39) indicates that "continuous education
through formal and informal channels will be promoted to achieve higher literacy rates and
enhanced competence". It also notes that providing "basic education to all" is an overriding
concern of the Government of Eritrea (Ibid.: 39). In line with this concern, the MOE has been
expanding basic education, particularly primary education, in the various regions of the
country (see table 6.1).

Table 6.1: Gross Enrolment Ratio (GER): Academic year 1991/2 and 2000/20001
School Level
Population

1991/2
Enrolment

2000/01
G.E.R

Population

Enrolment

G.E.R

240,982

12,436

5.2

Pre-primary

(5-6 of age)
Elementary
(7- 11 of age)

Middle
(12-13 of age)

188,606

416,275
138,859

6,461

34

150,982

36.3

529,071

298,691

27.917

20.1

176,485

76,564

43.4

287,971

63,951

22.2

56.6

Secondary

(14-17 ofage)

226,576

27,627

12.2

Source: MOE (200la)
The above table also depicts that the educational sector showed a considerable progress in
terms of expansion of access to education at all levels. For example, the MOE (2001b: 28)
12

The UNESCO in 2002 awards Eritrea for doing an excellent job in minimising illiteracy rate.

Chapter 6

166

clearly states that compared to the 292 schools, which existed on the eve of liberation (1991),
the present number of schools (824) represents an increase of 182%. Further breakdown of
these figures indicates an increase of 206%, 122%, and 124% at the primary, middle and
secondary school levels respectively. The number of teachers has also increased considerably
from 4,504 in 1991 to 8,588 in 2000. This represents an increase of 1 15%, 71% and 24% for
primary, middle and secondary schools respectively. It should be acknowledged that in general,
literacy rates mirror the pattern of school enrolment rates and these two variables interact to
provide an overall picture of the development of basic education. Thus, since liberation, there
have been dramatic improvements in access to education. This is reflected in substantial
increases in the number of schools, classroom units, students and teachers.
Nevertheless, there has been an enormous demand for more schooling. This high level of
demand for schooling has arisen not only for the cohorts currently eligible to attend school, but
also from the sizeable backlog of those who either never went to school or had dropped out
early (see MOE, 200la). One may argue that the expansion of educational service has not yet
been able to match the pent-up demand for access to the basic education system. There are also
wide regional, gender and rural/urban disparities, although significant improvement has been
made since the pre-liberation era. One of the major challenges that the government of Eritrea is
facing is thus the wide disparity in educational opportunity among the various regions and girls
education, which is mainly due to a legacy of war, neglect and inappropriate educational
policies. Gross enrolment rates for primary schools located in the lowlands areas of Eritrea are
significantly lower than those for the rest of the country (MOE, 200la and b). However, the
government has been making strenuous efforts to redress the imbalance by focusing on and
giving priority to the needs of the more deprived areas (MOE, 200la and b).

The following sub-sections explore the condition and trend of educational and training
institutions in Eritrea.

6.6.1 Training and educational institutions
Several governmental and non-governmental institutions are in the provision of technical,
vocational, and managerial education and training. To mention a few, the Ministry of
Education (Asmara and Mai-Nefhi training institutions), Ministries of Agriculture (Villagio
Agricultural training centre), Health (College of Asmara Nursing), Tourism (Tourism Training
Centre), and Local Government (Mai-Nefhi training centre). Moreover, the Eritrean Institute of
Management (EIM), which is the only national civil service training institute, has also been
providing different training programmes such as Human Resource Management, Financial
Management and Project Management to Eritrean civil servants. Other training programmes
are also offered by NGO training centres and organizations, although the scale of their
provision is limited.

The MOE has long been offering technical education and training mainly through its longstanding technical schools. The Don Bosco technical school is also a recently established
technical school, which provides different training programmes: General shop, Wood Work,
electricity, Metal Work, Auto Mechanics, Surveying, Machine Work, Drafting, Radio
Electronic and Building/Construction (MOE, 2001 b).
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been offering training in basic technical skills through its Skill
Development Centres (SDC' s). These centres were launched in the beginning of 1994 to meet
skill and employment needs of demobilized fighters, returning refuges and other displaced
persons. Training provision in the SDC' s covers skill areas such as electricity, auto-mechanics,
woodwork, building, masonry and plumbing. Training sites are located in various parts of the
country, and training programmes normally take six months to complete (MOE, 2001 b: 49).
/mmediate level vocational courses in agriculture are being offered in Hamelmalo and Hagaz,
both in Ansaba region. In Asmara, the school of Art and Music was also established recently.
In addition to basic and intermediate skill training, the MOE also provides vocational
education at the post-secondary school level. This is a more recent initiative as in the case of
It provides different programmes such as
Asmara Business and Commerce College.
and
secretarial
science,
banking and finance. Another post secondary
management
accounting,
level training is offered by the Pavoni Technical Institute. This institute offers a three-year
training course in machine shop. The technical and vocational education and training provided
by the MOE and other institutions primarily focus on the development of middle level skilled
manpower, including technicians and craft workers in specific areas of specialisation (MOE,

The MOE' has also

2001b: 49-50).
6.6.2 Higher learning institute/University

Eritrea has only one state university- University OfAsmara (UOA). It is the only institution of
higher learning in Eritrea. It was established in 1958 by Italian Missionaries. The University
was accredited by the Institution of Italian Universities in 1960, and in 1968, it was officially
recognized by the Ethiopian Government and so became a chartered University. As of 2002,
the university has three levels: 43 Degree, 7 Diploma, and 10 Certificate programmes. The
number of full time students grew from 1,683 in 1991 to 5,600 in 2002. The number of staff
also increased from 67 to 260 of whom 120 were Ph.D. holders (University of Asmara, 2002).
Although the University has made substantial progress in its intake as well as in minimising
skill shortages of both public and private organizations, still it is unable to solve the acute
shortage that is facing Eritrean organizations. The following section discusses the historical
evolution of Eritrean civil servants and the impact of the colonial policies upon the current
Eritrean civil servants.
6.7 Historical development

of Eritrean civil servants

The purpose of this section is to acquaint readers with the historical development of the
Eritrean civil service and some of the policy measures taken to reform it during different period
of time. It is hoped that this section could facilitate the discussions of the subsequent chapters:
HRM practices, challenges and prospects in Eritrean civil service.

Apart from education provided under the Ministry of Education and the University, there are a number of
specialized education providers: Asmara, Wina and Mai-Habar Technical Schools, Asmara Business and
Commercial College (Governmental); and Don Bosco and Pavoni Technical Institutes, Hagaz Junior Agricultural
College (NGOs).
13

Chapter 6

168

6.7.1 Eritrean civil service during Italian colonial rule (1890-1941)

The civil service in Eritrea had its origins in Italian colonial administration (1890-1941)14. The
Italian colonial administration built public institutions to achieve its short and long term
objectives. The Italian government developed institutions to implement colonial laws and
policies mainly developed and issued from Rome, Italy. The laws, policies and structure of the
Eritrean civil service favoured the employment of Italians in top and middle level
administrative positions at all central and local government positions, such as managers,
department heads and section heads of all economic, social and technical institutions. The
Eritreans had lower level positions, like interpreters, clerks, messengers, guards, urban court
registrars, manual labourers, and 'Chicka-Adi' and 'Meslenes' (Goitom et al., 1994; Haregot et
al., 1993; Gafer, 1996). The general structure of the Eritrean civil service at that time
accordingly reflected the outlooks, interests, policies and laws of the colonial power. High
Italian officials acted as heads of different government institutions. These officials, supported
by middle and lower level officials, were responsible for the overall guidance of the
administrator of the colony who was then known as the "Governatore". Thus, as a whole, the
Eritrean civil service was dominated by the Italian administrators, cadres and technicians.
During this period, there were only very few institutions holding a small number of civil
servants with a very narrow diversity of occupational classifications. Tekeste (1997: 16) notes
that in the 1920's and 1930's, the colonial army and the steadily growing modem bureaucracy
may have provided employment for up to 15 percent of the Eritrean population. About 5
percent of the labour force may have been employed in the colonial bureaucracy as clerks,
interpreters, native judges and so on.

Organizationally, the office in charge to the management of employees in Eritrea was called
"Personale e Azienda Alloggi'. This office was established to oversee the management of
employees in Eritrea. This office had two departments: Personale (for civil servants) and
Azienda Alloggi- Ufficio Lavoro- (for daily labourers). Specifically, 'Personate' was solely
responsible for recruiting, placing, remuneration schemes, handling promotion, and transfer of
civil servants. 'Azienda Alloggi' looked after the affairs of daily labourers engaged in the
activities of private firms (CPA, 2003). The Civil Service was dominated by Italian
administrators, cadres and technicians. However, little is known about Italian civil service laws
that were applicable to Eritrean civil servants during Italian colonial era.

Historically, education and training Of Eritrean civil servants started during the Italian
colonialism. The initial goal for education of the Eritreans during the Italian occupation was to
provide the colonial government with a sector of skilled labour capable of serving the
expanding agricultural and industrial sectors in the economy under the Italians. To achieve the
above goal, two types of educational systems were in operation: educational programmes for
children and the "naYve" programme dictated by the need for clerks and other technicians,
which could serve the government (Haregot et al., 1993: 137). The curriculum of the education
and training directed towards the production of interpreters, administrative clerks and stock
controllers. Moreover, it consisted mainly of arts and crafts including carpentry, tailoring, shoe
making, leatherwork, black smithing, etc. (Haregot et al., 1993; Gafer, 1996). The main
14

The Italian colonial period gave birth to the infant civil service in Eritrea.
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objective of the educational policy,5 was to enable the Eritreans to speak the Italian language
moderately well and to know the four arithmetical operations within normal limits, so as to
prepare them for the above-mentioned positions. The maximum duration of any
education/training for an Eritrean was four years.
Training and education was limited in scope and amounted to a handful Eritreans in a few main
settlements. Four years of primary education was all that was allowed to serve under the
colonial administration. The reluctance of the Italians to educate Eritreans was more or less
interrelated with their fascist policy of 'race purity' (colour bar), which instilled a sense of
inferiority in Eritreans (Tekeste, 1997). This phenomenon was mainly reflected in the Italian
colonial policy of limiting education to grade four of the Italian elementary education. During
the early stages of the Italian colonialism, the idea of opening school for Eritreans was met
with stern opposition from Italian scholars and governors. There was a deliberate and
conscious effort to marginalize the native from any form of active and powerful positions in
the colonial civil service. Their motive was the result of the fear that the continuity of the
colonial rule would be threatened if Eritreans' assume important decision making authorities or
positions in the civil service. The Italian colonial policy of education was expressed succinctly
by a one-time British Administration Official as 'keep the Eritreans' belly filled while his brain
empty' (Trevaskis, 1960).16

The history of the development of Eritrean intellectuals can be traced to the expansion of
modern education under the guidance of Mission Schools. Education prior to fascism was
almost entirely in the hands of Roman Catholic and Protestant missionaries. The latter included
two Swedish missionary societies, which established schools in eight centres, serving over
1,100 students in the late 1920s, while Catholic missionaries were encouraged to run the
government schools which came into existence (Trevaskis, 1960). The mission schools
produced the few Eritreans with higher educational qualification. However, the fascist regimes
closed missionary schools, including the Swedish Evangelical Mission (SEM). As a result, the
number of students graduating from European-managed schools decreased. Between 1934 and
1940, about 800 graduated from four-year elementary school, while only 81 received
secondary schooling (Killion, 1985: 284).17 It is estimated that between 1894 and 1948 some
20,000 Eritrean received primary education in local languages (Leonard, 1982: 81 as quoted by
15
Some observers describe the Italian colonial policy toward the indigenous educational efforts as marked by a
civilising mission, which was intended, to Italianise the indigenous population (De Marco, 1943: 16 as quoted by
Bereketab, 2000: 139). This mission was driven by the classical doctrine of colonialism- changing the mental
outlook of the population. They were to be impressed with the greatness of Italian civilisation, learn to show
respect for the Italian colonising ability, and to be persuaded of their privileged status as a colony under the
domination of modern Rome (Ibid.)
16 Tewolde (2002: 128) also underlines that the most harmful colonial policy that had far-reaching effects on
industrial development during Italian colonialism was in the filed of education. Despite the fact that a large
number of the Eritrean people were working in the construction of infrastructure, Eritreans were denied from
access to specialized education related to agriculture, industry, management, or other technical skills.
17
Those who obtained higher education attended missionary schools. For instance, Woldeab Woldemariarn, a
journalist and prominent figure in the Liberal Progressive Party, graduated in 1930 from the SEM teacher's
college in Belesa (Killion, 1985: 305). Tedla Bairu, the first executive of the Eritrean government, who was
educated by the SEM, received his secondary education in the Institute Magistrale of Florence in Italy in 1933
(Killion 1985: 306). Gebre-meskel Woldu, the first president of the Unionists, was French-educated (Killion,

1985: 302).
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Bereketab, 2000: 139). It must be acknowledged that the introduction of modern governance to
Eritrea by Italians also had a number of positive contributions. Eritreans, for the first time,
became beneficiaries of the public services rendered by the colonial administration. These
public services, among other things, encompassed transportation services, medical services, the
inoculation of cattle, the planting of trees and the introduction of new crops, and the amenities
of cities.
6.7.2 Eritrean civil service during British Administration (1942-1952)

After Italy was defeated in 1941, Great Britain began to administer Eritrea on behalf of the
Allied forces. The British occupation of Eritrea on behalf of Allied forces (1941-1952), unlike

the Italian colonial occupation, was a short-term care-taking administration, pending the
decisions of the four powers, the United Nations and the Eritrean people on the future of the
country. That is, the British established a protectorate over Eritrea. Eritrea became an
important centre for British and American operations in the region during the Second War.

Although the British at the outset of their occupation had continued the Italian policies. they
gradually began to establish civil service laws, policies and structure that favoured the Eritrean
participation in middle and to some extent in top-level management positions at local and
central government levels. The British introduced a new administrative structure known as
Occupied Enemy Territory Administration (OETA), under the governor of Brigadier Stephen
Longrigg. The OETA immediately declared that all civil servants (almost all Italians) should
come under the umbrella of the OETA civil service. Offended by the name of the
administration, most of the Italian civil servants resigned from civil service and most of them
went home, while others went to the private sector to become commercial farm owners,
merchants, technicians, etc. It was during this time that many 'windows of opportunities'
opened for the native Eritreans to join the civil service. I.ater on, the OETA was changed to
British Military Administration of Eritrea (BMA) (CPA, 2003).
It is interesting to note here that the decision by the British to integrate Eritreans into the civil
service did not emanate from the objective of the British to prepare Eritreans and their country
for independence. In fact the real reasons for the policy of limited 'Eritreanisation' of the civil
service were technical and economical rather than political. For example, Trevaskis (1960: 30)
notes that colonial governments are instinctively cautious in conceding responsibility to native
population. In Eritrea there were good grounds for hesitancy. First, the inexpensive and lack of
education of most Eritreans, their ignorance of English, and the fact that they could not win
British confidence due to their associations to Italian. Second, the Italian officers were
expensive and politically unreliable. Trevaskis' s argument attests to the fact that the British
initiated the implementation of the policy of limited 'Eritreanisation' not because of their
strong commitment to prepare Eritreans and their country for independence, but they did it for
other political and economic reasons.
The British Military Administration of Eritrea began to build its own institutions and issued
laws and regulations to administer the public service. For instance, following the Italian civil
service laws for about two years (1941-42), in 1943 the BMA issued Regulations for monthly
paid employees of the BMA (see BMA, 1943). These regulations of July 1943 defined the
categories of civil servants (expatriate and local) and applied the principles of the merit system
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in their selection, compensation and disciplines (Ibid.). The regulations of 1943 includes 61
articles concerning personnel issues such as salaries and allowance, increments, pension and
gratuities, repatriation, transportation, overtime pay, leaves, discipline, and medical treatment
(BMA, 1943). It should also be noted that the BMA later was replaced by a civilian
administration called the British Administration of Eritrea (BAE) (Haregot et al., 1993; CPA,
2003). During BAE, the Italian government institutions were modified and enlarged and new
social service institutions such as education, health, police, justice and others were created. It
was in the British era that the civil service in Eritrea emerged as an institution by law issuing
its administrative regulations to the public.
Under the British Administration of Eritrea, there were two major categories Of employees.
First, there were imported personnel or expatriate employees whose contract of services were,
directly or indirectly, made with the military administration, either outside Eritrea or within the
colony itself. Second, there was locally engaged personnel or indigenous staff whose contract
of services was entered in Eritrea. In general, the administration of both imported personnel
and locally engaged staff was, more or less, the same in that all employees had to enter a
contract of service with the Administration for a period of 12 months. Such employment could
be terminated by a written notice of one month. Uniformity or basic similarity in
administration was also reflected in such personnel areas as employee grading or classification,
payment of salaries and allowances, leave entitlements, medical services and disciplinary
measures (BMA, 1943). As to the salary administration, the two categories of staff (imported
personnel and the locally engaged) had their own job grading patterns, which reflected a
systematic pay or salary classification (Goitom et al., 1994: 36). A salary scale, with all its
annual increments and allowances, was designed to correspond seven job grades. A
classification method was adopted to fit the very small and non-diverse civil service (BMA,
1943).

Organizationally, the office responsible for the management of employees in Eritrea during
Italian period ("Personale e Azienda Alloggi') splitted into two separate offices as the office of
the civil service administration and labour office. That is, the BAE reformed the civil service
administration structurally by divorcing the civil service from its form partner, which was
solely concerned with daily labourers affairs.
In the area of education and training, the British took quick and extensive measures to expand
educational opportunities for Eritreans in order to fill the skill gap created both through the
emergence of the new institutions and the vacancies created due to the voluntary lay off of the
Italian civil servants from the Civil Service. The foundation of the modern system of education
in Eritrea was laid down during the British Administration. It is often said that the British built
more schools in ten years of their administration than the Italians managed to produce in more
than fifty years of their occupation.18 For example, according to MOE (1995), during BAE, the
British quadrupled the number of primary schools from 24 to 100, and also introduced 14
middle schools with 1,200 students and two secondary schools with 167 pupils. Trevaskis
18
Teklehaimanot (1996: 18) also points out that "the British educational policy represented a radical shift from
Italian policy. Under British rule, government schools were conducted in indigenous languages. The number of
schools and grade levels jumped enormously. The enrolment of elementary school students, for instance, grew
from 2,405 in 1941 to 9,13 I in 1950, while middle schools, with an enrolment capacity of 900 students, were also
established".
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(1960: 34) notes that "by 1950, the BAE had set up a middle school and fifty-nine (59) primary
schools. Moreover, the Teacher's Training Institute (TTI) was also established by the British,
which trained many Eritreans as teachers. Most of the teachers later turned out to be influential
civil servants as managers and clerks". Specialized training programmes requiring advance
skills were also introduced, thus increasing the capacity of Eritreans in all sectors including
wireless telegraphy, transport, repair and maintenance of telephones, machinery of rail way
system, electronic, masonry, and carpentry (Haregot et al., 1993: 136). A number of Eritrean
civil servants received training both inside and outside the country. As a result, many Eritreans
were employed as department heads, section heads, and supervisors in economic, social and
technical institutions (Gafer, 1996).19

From the above discussions, one can understand that Eritrea inherited the modern concepts,
structure, and practice of civil service systems from the British Administration.
6.7.3 Eritrean civil service during Federal System of Government (1952-1962)

Eritrea's federation with Ethiopia was a result of the resolution passed in September 1952 by
the General Assembly of the United Nations that led to the federation of Eritrea with Ethiopia
(1952-1962).21 The imposed federation of Eritrea with Ethiopia was engineered by the USA
and UK, through the United Nations with the objective of safeguarding their geopolitical
interests, particularly to contain the communist expansion in the horn of Africa by handing
over Eritrea to the Ethiopian emperor Haile Selasie: For instance, the then US Secretary of
State, John Foster Dulles, stated clearly and without remorse that from the point of view of
justice, the right of self-determination of the Eritrean people needed to receive consideration,
but for strategic interest of the United States and stability in the region, Eritrea had to be
federated with Ethiopia (UNICEF, 1994; World Bank, 1994a).
Under the Federal system, Eritrea possessed, in domestic matters, legislative, judicial and
executive powers (Goitom et al., 1994: 14; Bereketeab, 2000: 21). In fact, the laws, policies
and structure of the government of Eritrea during the federation provided the Eritreans, for the
first time, with the right to occupy top, middle and lower positions at all levels of the central
and local government institutions. Eritreans were the chief executives, the ministers, the
provincial governors, the heads of departments and sections of most economic, social and
technical institutions (see appendix 6.2). Hence, almost all civil service positions including the
position of chief executive was occupied by natives.

As to the education and training of Eritrean civil service during the federal system of
government, it was at its best in Eritrea compared to the previous governments. It was during
the era of the federation that Eritrea had its own executive government. Not only the standard
of education qualitatively maintained, but there was also a big quantitative change in the
19
The BAE established a native council composed of 12-selected Eritreans representative in order to advise the
British senior civil affairs officers (Gafer, 1996).

20 Resolution 390 A, of 2 December 1950.
21
When discussions about the fate of Italian colonies began in the UN, the cases of Libya, Somalia and Eritrea
became the forefront issues. The UN decided that Libya and Sornalia be independent.
22
The Federation enabled Ethiopia to control Eritrea and the Red Sea, in turn the USA was given a military base
in Asmara (known as Kagnew) to safeguard its geopolitical objectives (UNICEF, 1994; World Bank, 1994a).
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physical expansion of schools (MOE, 200lb). The MOE (1995) also discloses that two new
secondary schools and three 'professional schools'- in vocational trades, teacher training, and
nursing, which had somewhat equivalent grades to the academic secondary schools were
established. Moreover, Haregot et al. (1993: 137) stated that "during the federation, Eritreans
were responsible for their own education and training activities. Educational programmes
prospered and the training of officials at alllevels and capacities was encouraged and funded".
Based on the above accounts, one can conclude that Eritrea inherited from the federal system, a
constitution of civil service commission that applied the principles of the merit system on
recruitment, selection, compensation, promotion, discipline and pension of government
employees at all levels.

It is worth noting that starting from the early federation period (1952-1961), Ethiopia began to
dishonour the federal act that tied Eritrea to Ethiopia and the Eritrean economy declined
(Tewolde, 2001: 129). In 1956, 'Amharic' was proclaimed as the only language for public
offices, schools. law courts and business documents. Ethiopian teachers were brought in to
,23
and received 30 percent higher pay than their Eritrea counterparts, as a
teach 'Amharic
hardship allowance (MOE, 1995). As a reaction to Ethiopia's destructive economic policy in
Eritrea, the Eritrean trade union called for a general strike in 1958, in which about 500 strikers
were killed and wounded (Araia, 1981: 156). Eventually, Ethiopia annexed Eritrea in 1962 by
abrogating the federal act. Since then, Eritrean civil servants had to live in uncertain political
and economic conditions.

6.7.4 Eritrean civil service during the annexation of Eritrea by Ethiopia (1962-1991)

The federation of Eritrea with Ethiopia ended on November 14, 19622: The annexation of
Eritrea by Ethiopia for thirty years (1962-1991) reduced the country from a federal state to a
14th province and its ministries to departments reporting to ministries located in Addis Ababacapital City of Ethiopia. During that time, Eritrea became part and parcel of the unitary
government of Ethiopia and thus losing its legislative, executive and judiciary powers.
The Eritrean civil service commission became a branch of the Ethiopian Central Personnel
Agency (CPA), which was established in 196125 Hence, the Eritrean Civil Service
Commission was absorbed into the Ethiopian civil service. The branch office was empowered
only with certain limit to recruit staff in accordance with policies determined in Addis Ababa.
During the annexation of Eritrea, Eritrean institutions lost their law and policy making
Ethiopia had imposed Amharic as the official language in Eritrea in 1961 and therefore it was made the
language of instruction for grades 1 -6. After independence (1991), the Government of Eritrea reversed this policy
and declared Tigrigna and Arabic the working languages of the country.
24
Emperor Haileselassie, without consulting the United Nations, proclaimed Order No. 27, terminating Eritrea's
federal status. By 1961, peaceful opposition had already turned to armed resistance and the protracted liberation
war against Ethiopian rule had started. That is, the struggle for independence began in the early 196Os, after years
23

of protest.
23
The Ethiopian Central Personnel Agency (CPA) was established in 1961 by Order No. 23 of 1961. The
Ethiopian CPA issued the Public Service Regulations in 1962. These regulations prescribed the basic staffing or
placement rules and procedures to be applied throughout the entire public service. Another legislation enacted by
the Agency was the "Public Service Position Classification and Salary Scale Regulations No. 2 of 1972" (Goitom

et al., 1994).

Chapter 6

174

authority. Neftalem argues that the officials of the Eritrean civil service and the unclassified
employees were integrated into nascent Ethiopian civil service, which was just then being
organized as a homogenous service. The Eritreans who had the education, training and
experience in law and policy making had no market for their services in Eritrea. Eritreans who
remained in the civil service occupied middle and low positions (Neftalem, 2002).

Organizationally, the Eritrean branch of the main CPA in Addis Ababa, was administered by a
Deputy Commissioner appointed from the Ethiopian capital. At first (during emperor Haile
Selassie), the Deputy Commissioner and his staff had limited power of looking in Eritrea after
such personnel matters as recruitment, promotion and transfer. Later on, with the coming of the
Military Regime (1974-91), the status and powers of the Branch Office were reduced, leaving
its Administration to be headed by a Manager responsible to the Commissioner at the head
quarter office in Addis Ababa. Following this, the Chief Administrator in Eritrea, again an
appointee of the Central Government, was, among his political and other functions, given the
overall responsibility of guiding, overseeing and deciding civil service affairs in the region. As
a branch office, the Eritrean CPA was designed to perform restricted functions such as
recruitment and selection, promotion and transfer. It also took disciplinary actions against civil
servants whose positions were classified and approved in Addis-Ababa (Goitom et al., 1994:
18).

It should also be noted that the annexation of Eritrea by Ethiopia led to the intensification of
the liberation war in Eritrea. This further weakened the economy of Eritrea and drained its
skilled manpower, as many Eritreans fled from their country, while thousands joined the
liberation struggle. This, in turn, deepened the social and economic crisis in Eritrea and
Ethiopia contributing to the overthrow of emperor Haile Selassie in 1974 by a military group.
Immediately the military group established military administration, the so-called 'Dergue'
regime (Tewolde, 2002: 131). The UNICEF (1994: 17) also notes that submerged within a
greater Ethiopia, the Eritrean people suffered a particular harsh fate. The Ethiopian government
made every effort to suppress Eritrean identity, culture and tradition.26 Key government
positions were filled with Amharic-speaking officials from Ethiopia who supervised the
'Ethiopianization' of the Eritrean population. Gafer (1996) also notes that during Ethiopian
occupation of Eritrea, Ethiopian civil and military personnel began to occupy important
positions at all levels of the central and local administration. According to Haregot et al.
(1993), during the 'Dergue' regime, the civil service rules and regulations became completely
handicapped through a number of circulars made by the arbitrary wills and whims of individual
ministers or any political figure for that matter. 27

During the Haileselassie regime (1962- 1974), the laws were considered to be reasonably
effective. Unfortunately, continuity and progress in that direction could not be maintained on
account of several negative interventions by the 'Dergue' regime that replaced the monarchy
26
Amharic replaced Tigrigna and Arabic as the official language and all books written in Eritrean languages were
destroyed. Influential Eritrean nationals were either imprisoned or deported to Ethiopia. All publications in local
languages were discouraged or banned outright, with the exception of a single newspaper, which was exploited for

purposes.

ropaganda
Especially under Ethiopian occupation, management of Eritrean civil service further deteriorated mainly
because of the uncertain political environment and unfavourable policies of the Ethiopian government (see also
Gafer, 1996; Haregot et al., 1993; World Bank, 19943).
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(Goitom et al., 1994: 17). First of all, the relationship between ministerial or departmental
functions and responsibilities, and organizational structures and manning levels was gradually
being undermined or distorted. This meant unnecessary growth or expansion of the size of the
civil service. Instances of this type of intervention were the transfer of thousands of workers
from temporary to permanent employment, the automatic recruitment of high school dropouts
who had been unemployed for several years, and the direct placement of fresh graduates of
higher institutions of learning. Furthermore, the distinction between political appointment
(party cadre or membership) and civil servants was being proliferated.28 In some civil service
organizations, recruitment was based on one's active membership in the Workers' Party of
Ethiopia (WPE), the Leninist Marxist party that controlled power in Ethiopia at that time
(Haregot et al., 1993: 4). The aforementioned 'Dergue' policies did negatively affect the merit
system and the career development concept that had earlier been introduced.
-

As to the salary administration, the salary scale that was operational in Eritrea was that of the
Ethiopian "Public Service Position Classification and Salary Scale Regulations No. 2 of 1972"
and was based on, and directly linked to the kind and structure of position classification that
existed„.29 Originally, the basic and maximum salaries of the lowest level were Birr 25 and 65
and that of the highest stood at Birr 1,150 and 2000. Thus, the ratio between the lowest and
highest base salary was 1: 46. In 1974, the 'Dergue' regime raised the minimum-hiring wage
from Birr 25 to 50 (Goitom et al., 1994: 7). This 100 percent increase in minimum hiring wage
did of course reduce the ratio to 1: 23. However, the limited modification was not extended
further to enable review and rationalise the whole salary structure. Later on, the 'Dergue'
regime suspended the regular biennial salary increments as partial implementation of the
administration of an austerity budget throughout the nation. On account of the highly
centralized system of managing the civil service, all these salary related measures, like other
policy decisions, had to equally apply to civil servants in Eritrea as well. The above mentioned
salary scale continued to operate in Eritrea for almost two decades (till 1991). Perhaps, a
position of an additional disadvantage for Eritrean civil servants was that they were paid,
generally speaking, relatively lower wages than their Ethiopian counterparts. At one time, for
instance, no position in Eritrea could be classified above Grade AD-8 or PS-4, both falling
under level 17 whose base and maximum salaries were Birr 835 and 1440 respectively
(Goitom et al., 1994: 37).

As far as education and training was concerned, all the progress made during the British
Administration and the Federation was subsequently lost when Ethiopia annexed Eritrea
(Haregot et al., 1993; MOE, 1995). The policies of "Ethiopianization" and "Amharization"
intensified, the latter becoming one of the factors, which awakened national consciousness and
28

The civil service was not professional in that it did not value specialized training and competence and
professional qualifications. Promotion above the level of rank and file officials was as a rule, directly related to
official recognition of an individual's political virtues. As one interviewee noted, the professional ethics of civil
servants was equated with commitment to the communist ideology. However, job security was very strong- it was
impossible to fire an official because of poor performance (an interview with the then civil servants during the
Ethiopian administration of Eritrea).
29
The salary scale had 19 vertical salary levels and 10 horizontal salary steps, including the last step providing
the maximum salary for each level. These steps were to be reached at 2-year internals as a result of periodic salary
increment awards subject to satisfactory performance. And this meant that a civil servant recruited at the base
salary of a given level would, unless promoted to higher level, reach the maximum salary of his level after 20
years of service.
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united diverse ethnic groups against the imperial regime. In 1963, the Publications Committee
was abolished and Arabic and Tigrinya textbooks were burned (Gottesma, 1998: 81). The
effects of three decades of war have been quite devastating. The economy as well as the
nation's human resource base, especially the skilled and trained manpower, has undergone
extensive deterioration. Educational and training institutions at all levels have suffered severely

(University of Asmara, 1997: 1).
The Ethiopian government paid less attention to civil service training. The few training
opportunities were given mainly to the party members and Ethiopians. During that time, most
civil service training programmes were provided by the Ethiopian Institute of Management
(World Bank, 1994a: 98-99).

From the above discussions, one can realize that Eritrea inherited from Ethiopia a feudal
system of civil service and deprived it from its British and Federal experiences mentioned
above (Gafer, 1996).

6.7.5 Eritrean civil service -post independence (1991-2002)

At liberation, the Provisional Government of Eritrea (PGE) inherited from Ethiopia,
institutions as well as civil servants who were designed to manage the affairs of a province
under the direction of a central government and not to manage the affair of an independent
state. The Eritrean government institutions that had been established during the federation to
formulate and manage developmental objectives, policies, and programmes of an autonomous
government had disappeared since 1962 (Haregot et al., 1993). It was therefore necessary to
build up the state, its legal, political, and economic institutions, virtually from the scratch.
According to the World Bank (1994a: 98), Eritrea has inherited a civil service structure that
evolved during colonial rule designed primarily to serve colonial interests. Following
independence, the Government found in place institutions that implemented polices decided in
Addis Ababa. 30

Eritrea did not find law-and policy-making institutions31 capable of nation-building although
the EPLF did develop a range of administrative bureau during the liberation struggle and these
have formed the foundation of the new government. To meet this challenge, the Government
began the process of adopting measures to initiate the establishment of new institutions and to
define their functions and powers. It established a CPA to replace the Ethiopian branch of
CPA.

6.7.5.1 Definition and concept of the civil service
As has been noted in chapter two, the definition and concept of civil service varies from
country to country. According to the Draft of the Eritrean Civil Service Regulation, a civil
servant is defined as any employee working in Government Department such as a Ministry,
30 While it was a part of Ethiopia, the provisional administration in Eritrea had little autonomy and policymaking
capability. After independence, the problem was further compounded as many Ethiopian civil servants left Eritrea.
3l
At liberation (1991). the Provisional Government of Eritrea inherited civil servants, who were designed to
manage the affairs of a province under the direction of a central government and not to manage the affair of an
independent state (Gafer, 1996; Haregot et al., 1993).
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Commission, Authority or office which has a legal entity of its own. However, the term
excluded: [l] Political appointees [2] Judges [3] Members of the National Assembly, and other
officials holding elected public offices [4] Members of the Armed and Police forces. and all
other employees whose conditions of service are determined by military and/or police
regulations [5] Employees falling under the jurisdiction of Labour Law [6] Other employees
who have been or may be excluded from the coverage of the term "Civil Servants (Goitom et
al., 1994). However, at present, the actual composition of Eritrean civil servants does not
match with the above definition. Most ex-fighters civil servants had not entered the service
through open and competitive examinations. They were simply given the positions where they
have held. This, however, does not mean that the Government has not been taking measures to
professionalise the Eritrea civil service. As will be discussed in this section, the Government
has undertaken a number of actions in order to make Eritrean civil service efficient and
effective. Below we will discuss the policy measures taken by the Government and major
challenges for the Government.
6.7.5.2 Eritrean civil service reforms

At liberation (1991), the PGE inherited two types of government employees: [a] those who
were employed under the Ethiopian civil service law32 and [b] those who were governed by the
Ethiopian Labour Law, mainly the employees of the public enterprises. They were composed
of Eritreans and Ethiopians. Immediately after liberation, the Ethiopian employees left the
country and PGE inherited Eritrean employees only. After liberation, three categories of
employees have joined the civil service. They were the ex-fighters, Eritrean returnees from
abroad (most of them from Ethiopia) and young graduates (most of them from the University
of Asmara and high schools). The Eritrean civil servants consist of both ex-fighters and non exfighters. Many of the civil servants have been considered as less qualified for the positions they
have held (see also Picard et al., 1994; Haregot et al., 1993; Gafer, 1996).

Against the above background, the Eritrean Government undertook civil service reforms in two
phases: 1995-1996 (first phase) and 1997 (second phase). The central objective of the reforms
was to create an Eritrean civil service that possesses attributes such as: a lean, efficient, wellpaid, well motivated, well managed, and well-trained public service (Gafer, 1996: 1). The civil
service has undergone very extensive restructuring both functionally and organizationally. The
results of these major re-organizational activities have enabled the government to see more
clearly the gap between the available resources, especially the human resources, and that
required by the civil service, the private sector and its educational institutions for executing the
outlined national development programmes (University of Asmara, 1997).
Under a comprehensive public sector strengthening programme, the government has
implemented a large number of measures to rationalise institutions and has completed the
process of streamlining the civil service reducing staff positions by 34 percent, down to 18,500
In Eritrea, there are three laws that are used to manage the workforce. These are the Eritrean civil service law
(which is the modified version of the then Ethiopian civil service), Eritrean labour law and labour laws used by
the international organization and NGOs. The civil service law is used only for managing Eritrean Civil Servants;
Entrean labour law, which was issued in 1991 and amended in 2002, is used for managing employees of public
enterprises and private organizations; and labour laws of international organization (e.g., UN agencies, World
Bank), which were issued from their head quarter and are designed to manage their employees in Eritrean context.
32
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from over 30000 (University of Asmara, 1997: 4).33 Ottaway (1998: 147) also notes that "the
government of Eritrea has also increased its efforts to build an efficient administration or
structure that has the ability to initiate, implement, monitor and evaluate policy changes".
Since the civil service reforms, Eritrea has made considerable progress in its endeavour
towards a more efficient and effective civil service. The reform, however, is not yet complete
and much more remains to be done (CPA, 2002b).

6.7.5.3 Civil service training (HRD)
From 1991 till 1995, there was training for the Eritrean civil service, but it was only after 1995
that relatively well designed training programmes began with the establishment of the Eritrean
Institute of Management (EIM). For instance, the University of Asmara, especially, the
Institute of Research and Development (IRD) and the College of Business and Economics have
been providing in-service training programmes, workshops and conferences for Eritrean civil
servants. However, they have remained mostly of an ad-hoc nature; as a result, it has been a
piecemeal approach to training. According to the World Bank (1994a: 99), "Eritrea does not
have an institution charged with the responsibility of providing induction and in-service
training to the civil service and other public sector employees". Hence, till 1995, Eritrea did
not have a full-fledged training institution for its civil servants. Below we briefly present civil
service training related actions taken by the government.

In April 1994, the government of Eritrea, as part of its public sector management programme,
organized a training needs assessment for public sector management in Eritrea. This study
identified training and training institutions' gaps, developed training programmes to close the
training gaps, and proposed the establishment of the Eritrean Institute of Management (EIM) to
administer training programmes (Picard et al., 1994; Gafer, 1996). The Government of Eritrea
accepted the findings of the public service training in Eritrea: a needs assessment and proposed
training programme for construction and development in Eritrea, in July 16, 1994. In March
1995, the Eritrean government mandated the University of Asmara to organize and manage the
Eritrean /nstitute Of Management (E/M). The president of the University of Asmara appointed
a director for EIM. The Institute is headed by a director who is accountable to the president of
University of Asmara, who in turn is answerable to the president of Eritrea. All affairs of the
institute are under the control of the president of the university.
The main objective of the establishment of Eritrean /nstitute Of Management, which is the only
national civil service training institute, was to play its role in making Eritrean civil servant
well-trained (EIM, 1996). Through the EIM, the government started to provide a short-term
training (4-8 weeks) for Eritrean civil servants in the fields of financial management, human
resource management and project management. These training programmes are aimed at
improving the civil servant's capabilities. The EIM has trained about 1,628 civil servants and
17 trainees from the private sector at a time when a new state required basic administrative and
management skills from 1996-2001 (EIM, 2003). The programme of EIM has created a greater
awareness of the importance of specialized training in its various aspects of management of the
33

The vast majority of them were from lower positions such as, janitors, receptions, guards, and typists. The
streamlined civil servants were given six (6) months salaries, Unlike in other Africa countries, it was not voluntary
(see section 4.2).
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civil service. Thus, since 2001, the EIM expanded its training programmes as well as the
duration in the sense that it has begun to provide a one-year certificate programmes for the
Eritrean civil servants in Human Resource Management, Public Administration,34 Accounting,
Project management, Political science, Library Science, and Law (Ibid). From 2001 to 2003,
the EIM provided a one-year training programme in the above fields for about 800 civil
servants.

Table 6.2: Number of civil servants trained at the EIM by course and gender (1995-2001)

Type of Course

Before
Amendment T

After Amendment

Total

(August 1997-2001)

(1995-2001)

(1995- July 1997)
Male Female Total

Male

Female

Total

Male

Female

Total

N %
154
527
32
270
373
188
82
185 72
257
Financial Management
422
26
44
154
378
268
133
21
245 23
Project Management
525
72
597
36
235
38
273
34
324
Personnel Management 290
Materials Mgt.
- - - 72 10 82 72 10 82 5
9
17
1
17
8
89
Small Business Mgt.
100
289
1645
796
1356
636
160
720
129
849
Total
18%
100%
82%
52%
38%
1090
48%
44% 8%
Percent

Source: EIM Document, 2003.

Some ministries have been providing training programmes for serving or prospective staff
members in their respective training instimtions or centres. For instance, Education (Asmara and
Mai-Nefhi Teachers' Training Institutions), Agriculture (Villagio Agricultural Training Centre),
Health (Asmara college of Nursing and Health Technology), Local Government (Mai-Nefhi
training centre), and Fishery 0:IiI:gigo Training Centre). Since the independence, ministries have
been sending their sta# abroad whenever they have got scholarships (short and long-term
training programmes). As shall be analysed in the subsequent section, many donor agencies and
countries have been assisting ministries in training their staff overseas.
In 1997, the Eritrean Human Resource Development (EHRD) project, financed by IDA loan,
was initiated after the identification of acute shortage of skilled manpower within the Eritrean
civil service secto25 After conducting a manpower inventory, 1,686 vacant posts were
identified. These civil service posts required personnel with qualifications starting from grade
12 all the way up to Ph.D. academic degree holders (University of Asmara, 1997). The EHRD
project was designed based on a close consultation and participation between World Bank and

The one-year Public Administration programme used to be provided by the University of Asmara through its
Public Administration Department. From 1995 to 2001, 267 mainly district and sub-district chief administrators
were given a certificate training programmes (UOA, 2002). It should also be noted that the University of Asmara
has also been playing an important role in providing training programmes for prospective and serving Eritrean
civil servants. This is because the University of Asmara has been mandated to support the efforts to build human
capacity in key technical and managerial areas.
35
The manpower needs of Eritrean civil service have been identified in a World Bank Report, 1997: No. 17001
and submitted to the Government (MOTI, 2001).
34
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the Government of the state of Eritrea as represented by the Office of Macro Policy and
International Economic Cooperation (OMPIEC) and the University of Asmara,6.

With the commencement of the Eritrean HRD project,

each ministry has had its own HRD
HRD divisions were charged with the responsibility of making an
assessment of specific human resource needs of their respective ministries, and of analysing
key areas of priority for intervention by the HRD Project. In line with the need assessments
established by the HRD divisions, programmes for national staff training in foreign universities
and recruitment of expatriate specialists were, subsequently, developed (University of Asmara,

division and

a strategy.

1997)37

The EHRD project primarily focused on Degree programmes (BA, MA and Ph.D.) by
providing external scholarships (abroad).38 However, in 2001, it began to provide internal
scholarship for Eritrean civil servants to attend in one of the following programmes: certificate
(one year), Diploma (two years), and degree (four years) at the University of Asmara. In 2002,

it also

started Distance Education Programme with Universities of South Africa (UNISA) (see
table 6.3). However, it is worth noting that because of the war situation in the 1998-2000
periods, it is only after 2000 that the training activity got to be fully implemented (interview
with the head of EHRD Project, 2003).

The EHRD project had three core components: [1] Staff Training (External Training, Domestic
Training and Distance Education), [2] Staff Recruitment, and [3] Institutional Strengthening.
Appendix 6.3, illustrates the most important activities in the EHRD.
6.7.5.4 Civil service compensation (salary)

With the establishment of the PGE, the immediate reaction of the government to the civil
service salary scale that existed was to raise the base salary of the lowest level from Birr 50 to
39
70. In October 1992, an across-the board increase in salary was made.

The ex-fighter civil servants had not received salaries till 1994. The World Bank (1994a: 92)
and Pool (2001: 163) also point out that from 1991 to 1994, former freedom fighters (both
those who resumed in the army and those who were integrated into the Civil Service) were
paid a base stipend of US$10 per month plus a variable cash allowance based on seniority,
accommodation and food. Therefore, a gradual shift to salary was initiated for EPLF fighters in
36 An agreement was signed between the government of Eritrea and the World Bank to launch a major HRD
initiative in 1997. The funding life of the EHRDP technically expired in July 2003. The amount of fund allocated
for the EHRD project was 33 million USD (although 7 million USD was added later, which made the overall
investment of the project about 40 million USD) (EHRD Project, 2003).
37 In 1997, the Government established the EHRD project. It was created at the University of Asmara. This office
(EHRD) has been acting as a co-ordinating agency of all activities related to EHRD project.
38
674 ( 132 BA degree, and 542 MA and Ph.D. degree) Eritreans were given external scholarships (EHRD, 2003).
As of May 2005, however, about 34 percent completed their studies and returned, 64 percent absconded, and the
rest 2 percent are still continuing their studies.
39
Accordingly, the minimum base salary for Grade I (the lowest grade) was increased to Birr 140, and the
maximum grade base salary increased to Birr 1,418 and the maximum ceiling salary for the same grade was
increased from Birr 2,000 to Birr 2,318. In effect, the salary increase became new salary scale. The salary scale
had 15 levels, 52 grades, and 10 steps (see Appendix 6.4).
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administrative positions together with a regularization of the new Eritrean army in January
1994.40

It should also be noted that the Government introduced a new salary scales for Eritrean civil
servants in 1997 (see Appendix 6.5). However, although these 'increments', or rather
'adjustments' raised civil servants salaries extensively, which increased civil service salary by
about 100 percent, the current scale has not yet been able to bring salaries close to the
prevailing cost of living.41 Eritrean civil servants have been earning very low salaries,
especially recently. This is mainly due to the fact that there has been high rates of inflation (see
appendix 6.6).42

During the last six years period (1997-2002), there has been an average increment of the
inflation rate of 13.5 percent. The situation looks severe when one considers the cumulative
rate, which reached an amount of +81.22 (National Statistics Office, 2002). While the inflation
rate in the country shows a cumulative rise of 81.22 percent from 1997- mid 2002, the civil
service salary has been at stand still. That is, with no adjustment for inflation, the real wage of
the civil service has declined by at least 81.22 percent. Hence, it is obvious to say that the civil
servants have severely suffered by the declining trend of their purchasing power.
The civil service salary scale was developed by a Task Force' 3 created to restructure and
streamline the Eritrean civil service under the chairmanship of the Ministry of Local
Government (MOLG) in 1996 and became effective in January 1997. Up to year 2001, salaries
of the newly hired civil servants were determined by the task force. However, from year 2001
onwards, the CPA, which was not involved in the process, has begun to determine salaries of
newly hired civil servants based on the salary matrix developed in 1996.

6.7.5.5 Background of the Central Personnel Agency (CPA)
When Eritrea was liberated (1991), the PGE established the CPA by proclamation No. 23/91
and when the country was declared sovereign state (1993), CPA was established by legal
notice 14/93 on 1st of July 1993. Proclamation No. 23/91 and Legal Notice 14/93 established
the CPA and confers upon it the following powers and duties: [1] keeping civil servants
records and recruit and place civil servants, [2] directing and supervising the endorsement of
40 It was reported to us that ex-fighter civil servants started receiving salary in mid-1995, backdated to January
1994. In Eritrea, the fighters of the EPLF did not use any cash during the struggle and thus some of the ex-fighters
had initially difficulties in getting used to a cash economy.
41
The civil service salary was distributed as follows: about 63 percent of the total permanent civil servants get
Nakfa 1000-1900, while only less than 4 percent of them get above 2,000 Nakfa (CPA, 2002b). Nakfa is an
Eritrean currency since 1997. In 1997, lUS dollar was exchanged for 7.20 Nakfa; whereas, as of 2003, IUS was
exchanged for 13.50 Nakfa.
42
For example, UNDP (2002) notes that the average annual inflation rate for the period 1992-97 was a moderate
6.4 percent; but in 1995 it increased to 13.5 percent; and later in1996 and 1997, it declined to 3.9 percent and 1.8
percent respectively. The decline was mainly due to the rapid recovery of domestic output and the government's
liberal import policy which resulted in an equally rapid growth of imports and, hence in an abundantly supplied
domestic market. Nonetheless, in 1998, the annual inflation rate again shot up largely, on account of the negative
impact of the Ethio-Eritrea war. The data obtained from the National Statistics evaluation office (2002) are

depicted in appendix 6.6.
It was reported to us that the salary scale introduced in 1997 was provisional in the sense that there was a plan
to introduce a civil service salary scale after a new position classification is developed.
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the rights of duties of civil servants in accordance with the law, and [3] identifying the training
needs of civil servants based on studies concerning the skill requirements of civil servants. The
proclamation mentioned above, however, failed to confer law and policy-making powers up on
CPA although it is important for nation building.44
In 1994, the CPA prepared a draft civil service laws and regulation for Eritrea with the
assistance of UNDP experts (Goitom et al., 1994). However, it was not approved by the
government. In 1996, again the CPA's team of experts (including two members from the
Ministry of Justice and Ministry of Labour and Human welfare) revised the draft civil service
laws and sent it to the Government for approval. As preparation was underway to approve and
implement it, the border war between Bhiopia and Eritrea broke out. Again in 2001 and 2003,
with minor modifications, the CPA circulated the draft civil service to Eritrean civil service
organizations for their comments and accordingly these organizations commented on the draft.
However, it has not yet been legalised. As a result, the Ethiopian civil Service laws (with
modifications) have continued to apply in the management of the Eritrean civil servants.
As to the location of the CPA, in January 1995, the Government established a task force with a
mandate to conduct a government-wide functional analysis and introduce a civil service
reform. The government-wide functional analysis and the restructuring of the government
Offices restructured the CPA. The task force proposed that the CPA to be amalgamated with
the Budget Section of the government to form Management and Budget Office (MBO) and
placed under the Office of the President. The ideas of establishing an MBO in fact did not
work in practice. Hence, until 1998, the CPA had been operating as a central personnel office,
under the Office of the President. Since November 1998, however, the CPA has been under the
Ministry of Finance (MOF) and has continued to work as semi-autonomous organization
headed by a General Director, although its powers and duties have been reduced to a greater
degree. In-depth interviews with the civil service managers of the sample ministries uncovered
that since independence, much of the envisaged duties and mandates of the CPA (e.g.,
retrenchment, salary adjustment, HRD and training, and placement of top civil service
positions) was scattered and shared by various institutions and task forces. Among the
institutions were: Macro Policy Office, MOF, MOLC (the Ministry, which led the task force of
civil service reforms) and University of Asmara. Hence, as an organization, the CPA has
limited authority45 such as recording newly hired civil servants, making close follow-up to the
hiring procedures of Eritrean civil service organizations, keeping files of Eritrean civil servants
and conducting research on different issue of management of civil servants.

Nevertheless, at present, the CPA is in the course of restoring some of the functions, which
were being performed by other institutions. The restored functions are: [1] determination of
salaries for civil service personnel, [2] supervision of civil service personnel records, [3]
approval of civil service recruitment, and [4] holding discussions with Eritrean civil service
44 According to one CPA manager, pursuant to proclamation No. 23/1993. CPA had been engaged in the function
of classification, recruitment, and keeping records. This mandate of CPA, however, lasted only for three years
(1993-1995). In 1996, the mandate ended with the issuance of civil service reform programme (to restructure the
Government).
45
The Constitution of Eritrea Chapter VII- Article 57, however, provides CPA with wider powers and duties. It
also reveals the detailed organization, powers and duties of the CPA are to be determined by law (Eritrean
constitution, 1997). However, the government has not yet legalised the draft of the Eritrean civil service laws.
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organizations to refine and approve the practicality of the articles endorsed within the draft of
civil service regulations.
problems that the CPA is facing today include: [ 1] CPA' s structure, duties and
responsibilities are not clearly defined, [2] Civil service laws are not yet approved, [3] there is
no position classification or job evaluation system in place, which is believed to be essential in
recruitment, selection, reward management, and other related personnel issues, [4] Several of
CPA's envisaged powers are being handled by other government organizations, [5] CPA lacks
trained staff/professionals, and [6] ministries are reluctant to provide CPA with necessary
information.

The

6.7.5.6 Civil service position classification

Position Classification means grouping together of posts into broad classes on the basis of
some characteristics. Posts to which similar duties and responsibilities attached are put into one
class, regardless of the department in which they actually exist. In January 1993, the CPA
46
introduced a position classification system largely inherited from Ethiopia (see appendix 6.7).
Positions were classified into six services,47 raded and coded on the basis of: [1] nature or kind
of work, [2] degree of work difficulty or complexity, [3] level of responsibility, and [4]
required qualifications (Goitom et al., 1994).

6.7.5.7 Profile of Eritrean civil servants
In 1950s, the size of Eritrean civil servants was about 2,500 (CPA, 2003). In 1973, there were
8,524 civil servants in Eritrea. In 1991 (just before liberation), there were 12,815 civil servants
in Eritrea. At the end of 1991 (just after liberation), the number of civil servants was 11,964.
The drop in number of civil servants by about 900 was due to the departure of Ethiopians from
Eritrea (Isaac, 1996: 11). In 1995, the number of Eritrean civil servants was about 30,000, out
of which about 34 percent were laid off. As of March 2002, the Eritrean civil service had
34,42048 members, out of which 20,647 (60%) are permanent, and 13,773 (40%) are
contractual.49 The increase in the number of civil servants is due to the expansion of social

It was reported to us that during civil service reform in 1995, the Government established sub-committee to deal
with job description, job evaluation and job specification in the civil service. Ministries were asked to prepare job
descriptions of the positions in their respective ministries and submit them to CPA. Then positions were
regrouped into major categories. Based on these job descriptions and with the help of a consultant from the USA,
job evaluation was carried out mainly based on Bench Mark Factor Job Evaluation System. The
procedures/processes however were flawed in many ways: [1] the job descriptions were prepared for job
classification methodology, [2] line ministries were not properly oriented about it, and [3] it was entirely adopted
from the state of Montana/USA, without much consideration to the context of Eritrean realities and [4] CPA had
few experts who were familiar with job evaluation methodologies.
47
The six services were: Administrative Service, Professional and Scientific Service, Sub- Professional Service,
Clerical and Fiscal Service, Trades and Crafts Service and Custodial and Manual Service (for details, see
46

pendix 6.7).
Out of the total permanent employees, about 84 percent were found to be in four ministries: Education, Local
Government, Health and Agriculture. Thus, the largest concentration of civil servants is found in the above four
ministries.
49 Over 90 percent of the contractual employees, were engaged in elementary jobs, such as cleaners, gardeners,
cooks and casual works. Moreover, about 51 percent of the total contractual employees were to be found in two
ministries, namely Education and Defence (CPA, 2002a).
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serviceso provided to the public.51

With respect to the educational level of the Eritrean civil servants, by 2002, only 0.8 percent
of the total permanent civil servants were illiterate and about 11 percent had BA and above
degree, whereas in 1994, 8 percent were illiterate and 6 percent had a BA and above degree
(CPA, 2002a). The above changes in the educational level of the Eritrean civil servants are
mainly due to the fact that in the last ten years, significant progress has been made in the
provision of training (short and long, locally and overseas and ex- and non-ex-civil servants) to
the civil servants, as will be discussed in chapter 852. With regard to the contractual civil
servants, most of them were casual, custodial and manual workers. In terms Of their
educational level, about 70 percent had below grade 12 - high school graduates (CPA,
2002a).

At present, although the vast majority of senior positions (Minister, General director,
Director, and Unit head) are held by ex-fighters, all in all, about one-fourth of the permanent
Eritrean civil servants are ex-fighters (CPA data base, 2002a).

With

regard to the gender
distribution, out of the 20,647 permanent employees, about 31

percent are women. Most of the women are found in the Ministry of Education (as teachers),
and Ministry of Health (as Nurses, associate Nurses and Technicians). The vast majority
53
(about 90 percent) of the female civil servants were in the sub-professional, administrative
and clerical job categories (CPA, 2002a). In the political arena, three of the seventeen
ministers are women, and out of one hundred and fifty members of parliament, thirty-three
are women. This is a result of the government policy that reserves 30 percent of the assembly
seats to women (MOLG, 1996a).

6.8 Concluding remarks

This chapter provided an overview of Eritrea in general and the civil service in particular,
which in turn can be helpful in the interpretation of the empirical findings of the forthcoming
chapters: 7 (HR procurement), 8 (HR training), and 9 (HR utilization). It also revealed that
the Eritrean civil service has passed through different functional and organizational stages.
The different eras exhibit different strategic motives of the respective colonisers and adoption
of different functions and administrative styles to conform their objectives. It also depicted
the formidable challenges a head of the government in the process of professionalisation of
the Eritrean civil service, which will be discussed further in the coming chapters.

50
For example, since 1991 the education and health sectors showed a considerable progress in terms of
expansion of access to education and health at all levels (for details, see MOE, 2001 b; MOH, 2003).
5I
From 1997-2002, yearly, about 1000 joined the civil service as permanent employees, mostly professional
and technical. Recruitment to the civil service was centralized (CPA, 2002b).
52
A substantial number of the Eritrean civil servants benefited from the training programmes provided in the
last ten years (1993-2002) (see also MOE, 2003; UNDP, 2002), although the main challenge facing Eritrean
ministries is how to effectively utilize the expertise of the trained workforce (see also chapter 9).
53
The gender gaps in the Eritrean civil service remain high due to lack of availability of school, cultural biases
and customary law.
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-Although training and intensive supervision can transform some undesirable employees,

hiring individuals who are already capable and enthusiastic is clearly preferable" (Hays.
1998: 298).

7.1 Introduction
In the previous chapter, we presented the background of Eritrea in general and that of the civil
service in particular. In this chapter, we discuss HR procurement' practices in the Eritrean civil
service, which in turn highlight HR procurement related challenges. The main objective of this
chapter is therefore to answer part of the third research question addressed in chapter one:

How are Eritrean ministries procuring their civil servants? The data, which were collected
through questionnaires, interviews and review of the available documents, will be analysed to
answer the above research question using the conceptual framework developed in chapter five.

This chapter has 5 sections. After the introduction, section 7.2 critically analyses HR
procurement practices of the sample ministries through some 'critical factors for HR
procurement' identified in the conceptual framework. Section 7.3 presents summary of results
of the data analysed. Finally, section 7.4 forwards concluding remarks.

7.2 Analysis of factors affecting HR procurement in the Eritrean civil service
Given the quality and quantity of the inherited civil servants during early period of the
liberation (1990s) on the one hand, and the expanding demands for social services of the
population on the other hand, Eritrean ministries have been procuring employees from three
sources: ex-fighters, new graduates (high-school, colleges and university), and returnees from
abroad mostly from Ethiopia and the Sudan. This section therefore assesses HR procurement
practices in the sample ministries (1993-2002) by taking into account the nine critical factors
for HR procurement identified in the conceptual framework.

7.2.1 Attractiveness of the compensation programmes2

When asked to what extent one agrees with regard to 'the availability of compensation
programmes that can attract qual#ied applicants', the respondents' replies are presented in
table 7.1. As the finding in table 7.1 reveals, the respondents considered the attractiveness of
HR procurement refers to the process of obtaining the right quality (kind) and quantity (number) of employees.
HRM, as a system. includes three sub-systems: HR procurement, HR training and HR utilization. Having the
above concept in our mind, chapter 7,8, and 9 will focus on the analysis of the above three HRM sub-systems

respectively.
2
Compensation programmes refer to the monthly salary and supplementary benefits.
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the compensation programmes not very effective as is demonstrated by the mean value of 1.9.
test3 also demonstrates that there is no significant difference
among the respondents with regard to the prevailing compensation programmes.

The finding of the ANOVA

Table 7.1: Attractiveness of the compensation programmes
Grand

ANOVA test

Mean

4

Ministries' AG ED

FN

FR

HL JS LB LD

LGTI

Mean'

1.8

1.8

1.7

2.1

2.1

1.7

2.2 2.1 1.9

(1.0)

(.7)

(.6)

(1.0)

(.9)

(.7)

(.8)

1.8

(.7)

1.8

(.9)

(1.2)

(9.297)

F
1.5

Sig.

NS**

(.9)

1 =Strongly disagree; 2-Disagree, 3= Indifferent; 4= Agree and 5= Strongly agree, note also that the figures
are the mean values of the respondents' responses while those in bracket are the Standard Deviations. -Note also
that NS refers to 'Not Significant'.

The same question was also asked to the ten (10) HR managers of the sample ministries. The
vast majority (80 percent) of them believed that their respective ministries did not have
attractive compensation programmes. They also underlined that as the disparity in
compensation between the private and public sector is getting wide, Eritrean ministries remain
with less capable candidates. The principal cause for HR procurement problem is presumed to
be the ministries' inability to compete with the international NGOs and private sector for
human resource. One may argue that the ministries are unable to attract and retain qualified
civil servants, mainly due to the budget constraints that they are facing. The ability to pay
becomes an unarticulated policy limitation on compensation, which has become a real
challenge to the Eritrean ministries to compete and win in the labour market. In order to
understand the compensation programmes in Eritrean ministries, a brief background is
included below.

The last time that the government made an adjustment to the civil service salary was in 1996,
which became effective in January 1997. In 1997, as part of the civil service reform, a new
salary was introduced across the civil service; the salaries then were almost doubled. Due to
the deteriorating Eritrean economy, however, the current salary scale of the civil service has
not yet been able to bring salaries close to the prevailing cost of living.5 At present,
International NGOs and UN agencies are offering about three times that of the civil service
salary scale (see alsp CPA, 2002b). Most of the interviewed HR managers also noted that
despite the fact that they advertise in order to attract professionals repeatedly, they have not
always been able to attract qualified applicants. This was mainly due to the absence of
attractive compensation programmes. One of the main problems that the ministries are facing
is not the number of applicants but the quality of applicants to be recruited.
3 We also tested the effect of sex, age and background; however, the results

of ANOVA tests did not change.
ministries of this study. For convenience purposes, the following abbreviations
are used through out the paper: AG= Agriculture, ED= Education, FN= Finance, FR= Fishery, HL= Health, JS=
Justice, LB= Labour, LD= Land, LG= Local Government, and TI= Trade and Industry.
5 For example, since 1997, if a high school graduate has been procured, s/he has been entitled to receive 757
Nakfa monthly, while that of the university degree (BA/BSc) holder 1420 Nakfa (interviews with HR managers,
2003). Note that in 1997, lUS dollar was exchanged for 7.20 Nakfa; whereas, as of 2003, 1 US was exchanged for
13.50 Nakfa. In 1997, the Civil Service salary scale seemed to be comparable with that of the international NGOs
and UN agencies, however, as time elapsed, inflation rate shot up, against which the government has not taken
any measure (see also Amanuel and Tesfagabir, 2002: 4).
4

Ministries refer to the

10 sample
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It is interesting to note that the existing civil service salary scale has been a person or
Curriculum Vime (CV)-based rather than position-based. This implies that a salary is set not
for a particular position in advance but for the person to be hired. It is determined based on an
individual's CV (educational qualification and work experience). For this reason, the salary of
any person to be hired is decided after s/he is being hired. This is due to the fact that applicants
for a particular position may be of different educational level and working experience. Hence,
since 1997, whenever announcement for a job vacancy is done, it has become a common
practice to see that 'salary is as per the civil service salary scale rather than prior salary
determination'. The people recruited to do the same job are paid differently based on past
qualifications, which in many cases is outside the job requirements (see also Wekita, 2002: 52).

Interviews conducted with the HR managers of the sample ministries disclosed that the salaries
of most contractual civil servants6 (especially the highly qualified ones) are paid from 'projectbased fund'.7 Ministries themselves determine the salary scale of the contractual civil servants
to be hired through their recruitment committee, which will be discussed later in this section.
The salary scale is set through negotiation between the candidate selected and the concerned
Ministry. As a result, most of the contractual employees, who were procured on project-based,
tend to be highly qualified, and their salaries were more attractive than that of the permanent
civil servants, whose salary scale were determined by the civil service salary scale and was not
negotiable. This mechanism has been enabling ministries to offer relatively attractive
compensation programmes. Moreover, it was reported to us that, as many ministries were
facing a problem of turnover of qualified and experienced staff, when 'project-based positions'
were available, they provided priority to their important (qualified and experienced) staff who
were tempting to leave the Ministry and let them to be rehired as a contractual civil servant
with a much higher salary scale. Such kind of mechanism was serving as a short-term solution.
7.2.2 Presence of clearly written and operational HR procurement policies

Table 7.2 presents the extent to which the respondents agreed with regard to 'the presence of

clearly written and operational HR procurement policies in their ministry: The finding of the
one-way ANOVA test demonstrates that there is no significant difference among the
respondents of the sample ministries.
Table 7.2: Presence of clearly written and operational HR procurement policies
ANOVA
Grand
AG ED 'FN FR HL JS LB IDLG TI
Ministries
Mean
Mean*

3.0

2.7

2.9

3.1

3.1

3.2

2.9

3.0

3.0

2.6

2.9

(.9)

(.9)

(1.0)

(1.0)

(1.1)

(1.0)

(1.2)

(.9)

(1.1)

(.9)

(1.0)

df
(9,293)

test
f

Sig.

1.0

NS

' 1=Strongly disagree; 2=Disagree; 3= Indgerent; 4. Agree and 5= Strongly agree; note also that the figures
are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

Eritrean civil servants consist of two categories: permanent and contractual. Contractual civil servants in turn
constitute two groups: highly qualified and unskilled (mostly janitors and guards).
7 The 'project-based fund' refers to project funded by NGOs or donor agencies/countries (other than the
government of Eritrea or Ministry of Finance) and the fund is directly provided to a particular Ministry. And
therefore, it is the concerned Ministry that manages the fund. 'Project-based positions' also refer to the contractual
positions financed from the 'project-based fund' mainly used for hiring qualified contractual civil servants.
However, contractual civil servants, mostly janitors and guards, are paid from the government's budget.
6
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Since Eritrea does not have its own civil service laws (personnel rules and regulationsincluding that of the HR procurement), the inherited Ethiopian civil service laws have been
used with modifications (see also CPA, 2002b; Isaac, 1999). Although ministries were asked
to use the inherited Ethiopian civil service laws (through modifications), they have not been
forced to strictly follow them in HR procurement: As a consequence, one may observe that
HR procurement practices vary from ministry to ministry. One of the heads of Administration

of Personnel and Finance of the sample ministries argued that his department is strong enough
in financial management related issues than HRM related issues. This is because the finance
functions have clear procedures and control mechanisms, mainly set by the Ministry of
Finance; whereas the personnel functions are more or less subjective matters. The problem lies
in the absence of clearly defined procurement (recruitment and selection) rules, regulations,
procedures and systems. 80 percent of the interviewed HR managers also uncovered that there
are no standardized procedures for the HR procurement in the sample ministries. And thus, the
process is likely to be subjective. As a result, most of the time, ministries handled personnel
issues case by case. As one interviewee argued, in the event when the Central Personnel
Agency (CPA) is not well functioning, ministries lose a uniformity of operation in their
respective personnel administration practices. Therefore, each ministry exercises the inherited
rules and regulations in its own way as there is a lack of understanding and common
perception of the inherited personnel rules and regulations of the 1960s. From the interviews
we conducted, it has become clear that the degree of reliance on precedents or regulations,
especially in HRM is low. This suggests that formal and elaborated HRM regulations
(including HR procurement) are still lacking. But given the prevailing situation, one may
wonder what HR procurentent procedures (processes) have been followed in the Eritrean civil
service?

HR procurement procedures in the Eritrean civil service
It is important to note, at the outset, that HR procurement procedures followed by different
groups of the civil servants are different. For instance, procurement procedures used by [i]
permanent, [ii] contractual and [iii] ex-fighter civil servants are different. Thus, it seems
feasible to briefly discuss the procurement procedures of the above categories of Eritrean civil
service one by one rather than generalizing the HR procurement procedures used by the civil
servants. Bearing such distinction in our mind; it may now be useful to examine the HR
procurement procedures of the above three categories of Eritrean civil service one by one:
Ii] Procurement procedures of permanent civil servants

The procurement procedure of permanent employees in the civil service begins when
departments of the ministries present their formal request to the Office of Macro Policy and at
present to the Ministry of Finance (MOB; which actually determines staff levels of the
ministries. Therefore, the procedure of getting permanent employees into the Eritrean
8 To date, the Ethiopian civil service regulations were neither rejected nor reinforced except the pension
programme. which is totally eliminated. It is worthy to note that almost all of the interviewed civil servants
suggested that the draft of the Eritrean civil service laws should be considered, without which it would be di fficult
for ministries to operate consistently and effectively.
9 The MOF determines the funds to be allocated for salaries and thus ultimately decides the number of staff to be
employed and their respective salaries.
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ministries is as follows: first, the requesting department asks the Administration (Personnel)
Office, then the Administration Office requests MOF. After the approval of MOF, the
Administration Office of the concerned Ministry recruits and selects the kind of persons
needed. The CPAm determines the salary scale of the persons to be procured taking into
consideration the civil service salary scale of the 1997 as will be discussed later. Finally, the
Administration Office informs the CPA for the purpose of registration of staff being procured.
The CPA has also the responsibility for final approval up on receiving all the appropriate
justifiable personal data of the new employee sent by the Administration Office of the
concerned Ministry (interview with one manager of CPA, 2003). But all types of HR
procurement need the approval of the Minister.

It has been noticed that with the increase of demands for social services, the number of
permanent civil servants is likely to increase. For instance, between 1997 and 2002, the
number of permanent civil servants increased by an average of 1000 yearly (CPA, 2002b)". It
was also reported to the researcher that since 2002, almost no permission has been given to the
sample ministries to procure permanent civil servants. And thus, the only option that ministries
do have is to hire employees on a contractual basis.

Iii] Procurement procedures for contractual civil servants
As previously indicated, the contractual civil servants could be of two groups: those who are
paid from 'project-based fund' (mainly the skilled ones) and those who are paid from the
government budget (mainly the unskilled ones). The procurement procedure of the first group
is different from that of the permanent employees in that they are procured directly by the
concerned ministries, without the involvement of other government agencies. They inform the
CPA only for registration purpose. This is mainly due to the fact that most of the contractual
civil servants are paid from the 'project-based fund' as indicated earlier. Thus, it is the
concerned Ministry that determines the salary scale of the contractual civil servants to be hired
12
through its recruitment committee. However, many of the interviewees had the opinion that
procurement
of the contractual civil servants is done by ministries
as the whole exercise of
controlling
without
effective
mechanisms by central management agencies, there
themselves,
is high probability of favouritism and nepotism. Unlike that of the permanent civil servants,
the procedure of hiring contractual civil servants is not that lengthy (see table 7.5).
One consequence of the reduction of the civil servants during the civil service reforms (19951997)13 was the rapid increase of the number of contractual employees from time to time. For
BThe taskforce (created to restructure and streamline the Eritrean civil service) determined salaries from 1996 up
to 2001. However, since Nov. 2001 up to present (2003). the CPA has been determining the salary scales of the
newly hired civil servants.
" For detailed
procedures of HR procurement, see CPA, 2002a.
11
All ministries do have a recruitment or selection committee. The committee, most of the time, is composed Of4
members: head of Personnel, head of Administration, head of HRD and head of the requesting Department. The
committee is responsible for the overall selection exercise in general and interview and examination in particular.
13
Reduction of civil servants from ministries (1995-1997) was carried out based on quota given by the
restructuring committee (task force). On the average, about 34 percent of the Eritrean civil servants, were
streamlined (see chapter six). Wekita (2002: 5 1-53), however, argues that reduction of civil servants from
ministries was done without prior assessment of how the ministries should cope with and under what resources.
When it was found out that it was impossible to run the activities of the ministries as they were before, then
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instance, by the year 2002, out of the 34,927 civil servants, more than one third were
contractual employees (CPA, 2002a). The status of the contractual civil servants is not clearly
defined.14 An interview conducted with one CPA manager indicated that the existing practices
have created problems of proper registration for CPA or budget allocations for the MOF. He
further underlined that the CPA did not have sufficient information on recruitment of
contractual civil servants, which is normally left at the discretion of ministries. 40 percent of
the interviewed HR managers also believed that, although the existing procurement procedure
for the contractual civil servants speeds Up the process, lack of effective controlling
mechanism might lead to nepotism and favouritism. It is also interesting to note that in some
ministries, retrenched staff have re-entered to the civil service on contractual basis and
continue to work indefinitely. 15
[iii] Procurement procedures of ex-fighter civil servants

Ex-fighter civil servants are employees who had been participating in the liberation struggle
(1961-91) and have become members of the Eritrean civil service. They were ex-freedom
fighters before they were appointed to the positions, which they have held. It is interesting to
note that at the end of the liberation war (1991), the Eritrean People's Liberation Front (EPLF)
army consisted of 95,000 volunteer fighters (almost 3 percent of the total population).
However, in December 1992, the government officially announced to demobilise about 60
percent (Amanuel, 2002); accordingly from 1993-1997, the government had demobilised
about 54,000 fighters, of which 13,500 were women. Put it somewhat differently, on the one
hand, the government demobilised about 48,000 fighters directly from the army (1993-1994);
on the other hand, it demobilised 6,000 ex-fighters out of about 12,000 ex-fighter civil servants
directly from the ministries during the civil service reform (1995-1997) (Amanuel, 2002;
Teclemichael, 1999). At present, although the vast majority of the senior positions in the
Eritrean civil service (Minister, General director, Director, and Unit head) are held by exfighter civil servants; all in all, about one-fourth of the permanent Eritrean civil servants (about
6,000) are ex-fighters (CPA, 2002a). In addition, a positive correlation was found between
hierarchy and the number of ex-fighters in that in the higher hierarchical levels, ex-fighters
were over-represented. But what recruitment methods have been utilized in Eritrean civil
service (ministries)?
Recruitment methods in Eritrean civil service
The following table portrays the recruitment methods through which the respondents were
attracted to their respective ministry. Table 7.3 shows the result of one-way ANOVA test
(p=0.00) for the effects of ministries on recruitment method used. This illustrates that there are
employing additional people on contractual basis was the result. This ad-hoc approach, where jobs are not
properly designed, job specification not well prepared and the type of professionals, levels of education and
not articulated. has caused more confusion than achievement.
experience
i4
The contract of employment of the contractual civil servants is renewable (most of the time) every six months
and continues indefinitely. Their terms and conditions are haphazardly handled (see also Rufael, 2003).
15 It is widely suspected that many retrenches end up being re-hired into the service. This has been in nearly all
the adjusting countries including Ghana, Senegal, Guinea, Zimbabwe, Uganda, and Gambia. In Tanzania, for
example, it was reported that up to 2000 retrenchees were hired back at the beginning of the civil service reform
programme (ILO, 1998). About 20 percent of retrenchees "leaked back" to the Ghana's civil service (Kiggundu,
1996: 6).
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significant differences in the methods of recruitment employed by the sample ministries. For
instance, ministries like Education and Health, which have their own pre-service training
institutions, usually employ educational institution as a recruitment method in that they
directly attract high-school graduates, provide pre-service training, and then hire them (51%
and 39% respectively).16 Whereas, Ministries like Local Government, which have many exfighter civil servants, have used mainly direct assignment (68%).
Table 7.3: Recruitment methods through which the respondents were attracted
ANOVA tests
AG
IN La TI
ED FN
FR
HL
JS
Total

fj Ministtics

1.13

\

N=307 df f Sig.

R. Method
Advertisement

(100%)
13

42

9

10

7

5

3

13

0

34

2

12

Educat Institution

3

20

Labour office

6

4

Walk-ins

7 1 2

Assigned by Gov.

4

5

4

423
12

12

9

9

10

2

1

26%)

3

12

79

0

3

50 16%)

856

0 50(16%)

3

4

7

4
12

1
21

31

11

(9,297)

4.1

0.00

10%)

9732%)

*p<0.05; Note also that the figures indicate the number of the respondents who were recruited
through the corresponding recruitment method.

Our survey also reveals that about 96 percent of the respondents with ex-fighter background
were directly placed or assigned to their respective ministry by the government and the rest 4
percent were recruited through employment agency and walk-ins. One possible explanation of
the 4 percent of the respondents is that they might be the ones who were demobilised from the
army (1993-1994) but hired through open competition afterwards. The figures also indicate
that the vast majority of the respondents with ex-fighter background (96%) joined their
respective ministry without any conventionally used recruitment methods.17 Therefore, it was
the government that assigned the ex-fighter civil servants to ministries based on their prior
qualifications and work experiences. The process, however, was not based on competitive
examinations. They have been rewarded with positions in the ministries as well as in public
sector firms. This was part of the larger demobilisation and social integration policy (see also
Pool, 2001; Teclemichael, 1999; Tessema, Soeters, and Abraham, 2005).

Further analysis demonstrates that Eritrean ministries use different recruitment methods for
different categories of personnel or different kinds of jobs. For instance, most respondents,
16
Some Ministries use their training institution (s) as the main source of their core staff. For example, in the case
of Ministry of Education (MOE), Asmara and Mai-Nefhi Teachers' Training Institutions are used. Since 19932002, MOE recruited, trained and procured about 7344 teachers (MOE, 2003); whereas in the case of Ministry of
Health (MOH), Asmara College of Nursing. Since 1993-2002, for instance, MOH recruited, trained and procured

about 1469 medical professionals (MOH, 2003). Thus, the above educational institutions are good feeders of core
personnel for both ministries. It must also be recognized that these ministries, in additional to their core staff
(medical professionals and teachers), also procure staff who are accountants, administrators, technicians, drivers
and etc. In the case of the latter categories, they apply similar recruitment methods and procedures used by other
ministries.
17 No conventional method of recruitment or selection was used when ex-fighter civil servants joined Eritrean civil
service or ministries. Ex-fighter civil servants were transferred from being freedom fighters to ministries' workers

('civil servants').
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who were professionals, were recruited through advertisement-, most of the new graduates
were recruited through educational institutions;/8 most of the respondents with lower
educational qualification (low-skilled) were recruited through the employment agency; /9 nn()st
of the respondents recruited through walk-ins20 were those who were returnees from
neighbouring countries or deportees from Ethiopia after the war broke out between Ethiopia
and Eritrea (1998-2000); and almost all (96%) of the respondents with ex-fighter background
were directly assigned by the government. Thus, background (ex or non-ex-fighter civil
servants) and the nature of the jobs of the respondents affect the kind of recruitment methods
used in the sample Ministries.
As to the senior positions in the Civil Service, the practice until recently was that ministers and
Director Generals are political appointees, while Directors are more or less appointed and unit
heads are placed by the concerned minister or his designee (Interview with General Director of
CPA, 2003). Most of the time, political criterion is given the highest value in filling middle
and top positions (see also Soeters and Tessema, 2004). It is generally believed that the
effectiveness of a civil service demands open competition wherever feasible. If the best are to
serve the state, they can ordinarily be discovered from a number of applicants only through
such competition (see chapter 3). An interviewed HR manager also underscored that a noncompetitive examination procedure may result in qualified appointees, but there is usually no
reason to believe that it results in filling the positions with the best-qualified individuals. Here,
one can argue that although training and intensive supervision can transform some undesirable
employees, hiring individuals who are already capable and enthusiastic is clearly preferable.

After applicants are recruited or attracted through recruitment methods, the next step that
follows is selection of eligible applicants (see chapter 3). But how does the selection

process/procedure look like in the Eritrean civil service?

Selection process in the Eritrean civil service
The following table portrays the selection methods through which the respondents were
selected. The ANOVA tests in table 7.4 show that four (4) selection methods- employment
interview, employment examination, medical examination and direct assignment - are found to
show statistically significant differences among the sample ministries. A closer look at the
figures indicates that some ministries such as Local Government with many ex-fighter civil
servants, on the one hand, and Agriculture with small number of ex-fighter civil servants, on
the other hand, have used different selection methods. This illustrates that ministries with

many ex-fighter civil servants are found to use mainly

18

direct assignment and to a lesser extent

New graduates were directly recruited from their previous educational institutions in that after their graduation,
they were able to join the sample ministries through their educational institutions (University of Asmara and other
technical and vocational colleges/schools).
19
In Eritrea, there is only one public employment agency, which tries to identify and attach job seekers with
procuring organization. Locally, it is known as 'Labour Office' or 'Ficio-Laboro'. Respondents who were low
skilled civil servants were recruited via Labour Office or posting job vacancies in the notice boards of Labour
Offices.
20 About 10 percent of the respondents were civil servants who were recruited through walk-ins in the sense that
they applied thernselves without any encouragement and invitation by the concerned ministries and got a chance
to be hired.
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the other selection methods2' such as employment interviews, employment examinations and
medical examinations. Whereas ministries with small numbers of ex-fighter civil servants are
found to use relatively more employment interviews, employment examinations, medical

examinations but less direct assignment in their selection process. This is more or less similar
to the findings in the recruitment methods employed as shown in table 7.3.
Table 7.4: Employee selection methods through which the respondents were selected
inistries-
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form
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4
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12

17
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7

17

4

6

5

8

9

9

8

11

22

12

312

' df
(9,303)

f1.01

Sig.
NS

CIO09O)

21
(790)

(9,303) .73 NS

115

(9.303)

2.54 .01

(9,303)

3.48 .00

(9,303)

2.14

0.03*

(9.303)

1.54

NS

(9.303)

3.90

.00*

(37%)

91
(30%)
128

(41%)
152

(49%)
99
(3290)

'p<0.05; Note also that the figures indicate the number of the respondents who were selected through the
corresponding selection method.

Based on table 7.4 and in-depth interviews with the HR managers, the following five findings
are worth noting: [a] most of the time, ministries did not use simultaneously the selection
22
methods identified in table 7.4, for instance, employment interview or employment exams;
[b] most of the respondents recruited by educational institution did not do employment exams
and interviews. They were asked to present only their credentials; [c] the majority of the
respondents, who were returned from neighbouring countries (mainly from Ethiopia) during
the early period of independence (when the government faced acute shortages of skilled
workforce), were asked to present only their credentials and any evidence indicating that they
had been employees in any organization; [d] about 32 percent of the respondents were directly
assigned to their respective ministry, out of which about 7 percent were individuals doing their
national service23 in the sample ministries, and the rest 25 percent were respondents who
A comparison of the selection methods used by the respondents with ex and non-ex-fighter background
indicates that the overwhelming majority of the respondents with ex-fighter background were not screened out
against the selection devices or methods identified in table 7.4, namely reference check, employment interview,
employment exarnination, medical examination, and police record. The only selection method that they did was
filling-in the application form which later became the perrnanent record of the ex-fighter civil servants. The
ANOVA tests demonstrate that with the exception of application form, there were significant differences among
the selection methods employed by respondents with ex and non ex-fighter background.
22
Interviews with the HR managers disclosed that most of the time, ministries use either employment interview or
employment examination. If they use the former method, they do not supplement it with the latter, or the vice21

versa.

23 National service for all was introduced in 1994 and written into the 1997 constitution. It was designed to create
trained service army, connect young people to the older liberation-war generation, and to develop cross-cultural
understanding by integrating the different ethnic groups and regions. The programme involved all 'youth'
between the ages of 18 and 40 undergoing 6 months military training and 12 months of work in various ministries
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belong to ex-fighter civil servants; and [e] the sample ministries use different selection
methods for different categories of personnel or for different kinds ofjobs.

Table 7.5 below also depicts the commonly used selection process or procedure followed by
the sample ministries once a decision to procure is made. This however, does not always mean
that each applicant is supposed to pass or carry out all the selection steps (interviews with HR
managers, 2003).

Table 15: Selection process in the sample ministries as reported by the HR managers
[ 1 1 Announcernant of vacancies: vacant positions are announced before the registration period through suitable recruiumnt methods.
121 Presentati ]n of documents: Applicants for maruitnicnt. on the basis of the announcement. present their documalts/crudentials to the procuring Ministry.
13] Conducting employment inteniew and/or examination: After receiving applicants' credentials. the head of Administration or HR manager makes

Beliminary screening on thase presented documents. in order to choose those eligible applicants fa interview and/or examinatim Using personal judgI,Ent
and experience. every 1,¤Atier of the committee giVCS miks and ades to each candidate. Accrrdingly, the applicant with the highest mids is selected and
those failed make a reserve for futum vacancies. 10 procuring professionals, sormtimes applicants are asked to submit r€erence cheek in order to get additional

b«Jound information from the previous employer or educational institution (if they are new graduates) and to vaify the information provided by the

applicant Sometimes, Univasity of Asmara is also used as an assessment centre in order to idaltify and select eligible applicants.
[41 Presentation of ceitificate of m dical examination and police clearance: After the candidate is selected as qualified, s/he is required to bring some
supplementary personal data 1hese are rilated to health Condition

fran health institutions. and others related to discipline from police authorities.

[5] Completion of application form After all of the above activities are done. the candidate fills in the final application form The Personnel Officer then
collects all the persaial data of the newyprocured emplope. The completed application form also acts as a base fp perminent personal record Most of the
time. the application fcrm includes infcrmation about applicant s billhplace and date, sex, nationality. religion, malital status. address. etc.
[6] Placement and induction: placencnt and induction are done by the HR manager and the concerned deparmnit and are mostly informal.
[71

Probation period: A new recruit is made on probation period fcr three months (sometimes it is extended up to six months).

Source: Interviews conducted with the HRInanagers of tile sample ministries, 2003.

The above table shows the selection process being followed by Eritrean ministries in procuring
or selecting permanent civil servants as reported by the HR managers of the sample ministries.
However, comparison of table 7.4 (selection methods through which respondents were actually
selected) and table 7.5 (selection methods as claimed by the HR managers of the sample
ministries) can lead one to deduce that, although ministries presume the above selection steps
or methods are commonly used, in reality, the majority of the respondents did not pass through
those methods (see table 7.4).

In-depth interviews conducted with the ordinary civil servants also uncovered that most of the
committee members are ill trained in different HRM techniques in general and that of the HR
procurement in particular. About 50 percent of the interviewees also expressed their discontent
with the lack of transparency and accountability in the selection process used by their
respective ministry. In addition, they disclosed that, although competitive entrance
(GOE, 1994; Berhane and Ruth, 1999: 36). After the border war with Ethiopia, however, they have been working
indefinitely getting only pocket money (see also Dorman, 2003).
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examinations are employed, these are frequently poorly designed since they fail to test for
relevant job skills and knowledge required for effective job performance. Likewise, Isaac
(1999) argues that it is difficult to justify whether or not employment tests, which were carried
out by the ministries, predict future performance.

Interviews conducted with the HR managers indicated that legal restrictions such as national
service completion requirement have become an obstacle in procuring qualified personnel. It
was reported to us that if a person (18-40 years old) has not completed her/his national service
requirement, most of time, s/he is not entitled for a civil service position. Thus, a national
service requirement has become a legal restriction.
Respondents were also asked to rate their agreement with regard to 'the presence of effective
selection andplacement Of newly procured civil servants'. As table 7.6 depicts, the respondents
considered selection and placement of the newly procured civil servants not very effective as
was demonstrated by the grand mean value of 2.7. Interviews conducted with the ordinary civil
servants also supported the opinions of the respondents (of the questionnaires) in that in many
cases, newly hired employees were not properly selected, and once selected they were wrongly
placed. Placing the right persons on the wrong positions is not uncommon. As a consequence,
capable professionals have been under-utilized and de-motivated, as will be discussed in
chapter 9.

Table 7.6: Effectiveness of the selection and placement of newly hired civil servants

Ministrie AG ED F, FR HL JS LB LD LG Ti

Grand

ANOVA test

Mean df F Sig.
Mean*

2.8

2.4

2.6

2.9

2.6

2.9

2.6

2.6

(1.0)

(1.1)

(.9

(1.0)

(1.0)

(1.0)

(1.0)

(1.0)

3.0

(1.0)

2.6

2.7

(1.1)

(1.0)

(9,298)

1.3

NS

'1=Strongly disagree; 2=Disagree. 3= indifferent, 4= Agree and 5= Strongly agree. note also that the figures
are the mean values of the respondents' responses; those in bracket are the Standard Deviations.

As previously indicated, selection and placement procedures used in both groups of the
Eritrean civil servants (ex and non ex-fighters) are different. This issue was raised frequently
by most of the interviewees. Generally, it is believed that the right post for the right person is
the 'nuts and bolts' of HRM (see chapter 3). However, practices revealed that the absence of
proper placement tends to make the input or fusion of the new blood ineffective. About 40
percent of the interviewed ordinary civil servants also indicated that they have over-stayed in
their assigned positions to the extent that they lose interest in their jobs. Here, one can argue
that mistakes in procurement in general and placement in particular can result in high turnover,
absenteeism, low morale and incompetent performance. The importance of proper placement in
many ministries is not given the attention it deserves.

As indicated in chapter three, it is essential that the probationary period should not be a mere
formality, but a means of weeding out unsuitable candidates and initiating promising beginners
into their career. By principle, especially the permanent civil servants are not assumed to be
permanent until they prove to be fit for the positions available. However, interviews conducted
with the ordinary civil servants uncovered that most of the time, probation is done only for
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formality.24 Although, in practice, the probationary period, on average, extends from three to
six months, it has not been given its rightful place.

7.2.3 Aailability of adequate and reliable personnel data
A proper HR planning is crucial if the HR procurement is to be effective. This is mainly due to
the fact that HR planning assists organizations to make preparations as to how many and with
what qualifications of employees to procure. In doing so, the availability of adequate and
reliable personnel data are also vital (see chapter three). Interviews carried out with the HR
managers of the sample ministries indicated that HR planning in Eritrean ministries is done by
and under the co-ordination of the Administration of Personnel and Finance department.
Basically, departments of ministries are required to foreword their manpower requirement to
the Administration department. Accordingly, the Administration department conducts
discussions with the user departments to make some arrangements and estimates the overall
ministry's requirements of manpower. Such estimation or planning is made for the coming
one-year and/or five years. When asked as to the 'efectiveness
Of the HR planning in their
respective ministry', almost all HR managers of the sample ministries replied that it has not
always been effective due to a number of factors, including the inadequacy and unreliability of
personnel data, the lack of experts and qualified heads, the recent border war between Eritrea
and Ethiopia, etc. Particularly, the recent border conflict with Ethiopia had significantly
affected a number of HRM issues. That is, the mobilisation of population in the 18-40 year
group for the war including civil servants had adversely affected the normal continuation and
effective implementation of many HRM programmes in general and HR planning in
particular
(see also UNDP, 2002; MOTI, 2001).
The HR managers were also asked as to 'the adequacy and reliability Ofpersonnel dam or the
HR information system CHRIS) in their respective ministry: 80 percent of the HR managers
pointed out that in 1997 their respective ministry installed software in order to computerise
their personnel system, however, it has not been updated in a way that generates useful
personnel data for making realistic HR planning. Likewise, according to Fitsum (IT specialist
of CPA, September 2003) and as confirmed by our observation, the vast majority of the
ministries have computerised their personnel database,25 albeit they are not updated as they
should be. It should also be noted that nation-wide, the statistical data of the CPA are not
frequently updated partly because of the delay or reluctance of some ministries to send the
required personnel data to CPA. l'his in turn has delayed the computerisation of the Eritrean
civil servants' data or in maintaining full personnel files at the CPA. For this reason, one can
argue that there were (and still are) lack of reliable and adequate personnel data that facilitate
the proper conduct of HR planning, which in turn affects the effectiveness of HR procurement.

24

Most careful HR procurement procedure only provides an approximate forecast as to what kind of employee the
candidate will prove to be. Either the place Or the person or even the pay may not be right, unless and until his or
her qualities are tested on the job. The only way to ascertain it is to give the candidates a trial period of some
duration.
25
While a few are in the process of installing a computerised database, which is a recent phenomenon in Eritrean
ministries.
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7.2.4 Effectiveness of the organizational arrangement of HR functions
The organizational arrangement of HR functions in a civil service has a lot to do with the
degree to which HR functions are centralized or decentralized. In-depth interviews revealed
that HR procurement has been the responsibilities of the central management bodies, such as
MOF, task force established to restructure the Eritrean civil service, and the CPA as well as the
concerned Ministry. Nevertheless, the degree of authority of the above parties differs over
26
time.

Interviews with the civil service managers also indicated that, procurement of the pennanent
civil servants is somewhat centralized in that ministries do not have adequate discretion to take
their own decisions. In the procurement of the contractual civil servants (who constitute about
one-third of Eritrean civil servants), however, ministries have great discretion; and thus it is
somewhat decentralized. From the interviews, we learned that on the one hand, most HR
managers preferred a decentralized organizational arrangement of HR functions (including
recruitment and selection), on the other hand, the central management agencies (like the CPA)
are not well staffed, structured, funded, and with weak HR information system as a controlling
mechanism. However, one can argue that the people to whom power is delegated can abuse the
power they receive provided that there is no effective controlling mechanism. As nations
delegate increasing powers to organizations, understanding how delegation works is more
important than ever. That is, the problem with decentralized HRM can be encompassed in the
question 'How is it to give managers greater freedom and yet at the same time place them more
under the control of ministers?' The effectiveness of a decentralization policy depends upon
how well it is administered. A very common error is to delegate authority to act without
adequate standards for guidance or adequate audit to ensure compliance with general policies.
This would seem so elementary that it would hardly require iteration, but the frequency of its
violation is too great to ignore. The difficulty lies in granting greater discretion to line
ministries while safeguarding the merit principles from potential abuse of delegated authority.
As one ordinary civil servant argued, in spite of the important role of an independent agency,
like the CPA in a country like Eritrea, the government did not seem committed to the revival of
the CPA27 (see also Neftalem, 2002). This is because although there was some efforts to
strengthen the CPA up to 1996, since 1996 onwards, CPA, as an organization, has been almost
passive (carrying out routine activities): recording newly hired civil servants, making followups to the hiring procedures of Eritrean civil service organizations, and keeping files of
26

For instance, from 1991 up to 1995, the CPA and MOF were playing a major role in the HR procurement
activities. Whereas from 1996 up to 2001, the HR procurement responsibilities were shared among three
government organs: MOF (approval of the requested HR procurement), Task Force (determination of the salary
scale of the requested positions), the CPA (inspection of whether the process conform with the policy and
registration of what has been approved) and the concerned department (initiating the request of HR procurement
and then after the approval, recruiting and selecting the kind of applicants that it needed). However, from
November 2001 up to the present (2003), the task force was abolished and their responsibilities were transferred to
the CPA. Thus, the role of the CPA has increased to some extent.
27
The Constitution of Eritrea (Article 57) provides the establishment of CPA responsible for the recruitment,
selection and separation of civil servants as well as for determining the terms and conditions of their employment,
including the rights and duties and the codes of conduct of such civil servants. However, the government has not
issued the proposal of Eritrean civil service laws developed in 1994, which in turn determine the exact roles and
duties of CPA in the overall management of the civil servants (see chapter six).
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Eritrean civil servants. About 60 percent of the interviewed ordinary civil servants believed
that purposely the government is not willing to have a strong and an independent central
agency, like CPA. ™s could partly be explained by the fact that the government decided to
have flexibility and not to abide by the civil service rules and regulations. Such a situation,
however, results in the absence of enforceable civil service laws and a general framework for
the management of the civil servants.

Interviews with the HR managers also disclosed that in the new organizational arrangement of
HR functions, there has been a duplication of HR functions. This is because HR related
functions were handled by two different divisions: the Personnel and HRD. In many cases,

there is no clear delineation of responsibilities between these two divisions, which in turn, has
created misunderstanding and duplication of work in both (divisions).

7.2.5 Availability of qualified and motivated HR officers
Table 7.7 presents the extent to which the respondents agreed with respect to 'the presence Of
qualified and motivated HR officers: The finding suggests that many of the respondents did
not believe that their ministry's HRM staff were knowledgeable in personnel related issues.
Interviews with the ordinary civil servants also uncovered that the lack of qualified and
motivated personnel specialist and staff contributed to the ineffective selection, placement and
follow-ups of the newly hired employees, resulting in overwork for some and under-utilization
of skills for others.

Table 7.7: Presence of qualified and motivated HR officers
Grand

Ministrie

AG
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LB

LID LG TI Mean

Mean*

2.9

2.5

2.3

2.5

2.6

3.0

2.8

2.6

(1.0)

(1.3)

(.9)

(1.1) (1.1) (1.2) (1.1) (1.0)

3.1

2.6

2.6

69)

(1.1)

(1.1)

ANOVA test

dj
(9,298)

F

Sig.

1.6

NS

1=Strongly disagree: 2=Disagree; 3= InditIerent; 4= Agree and 5= Strongly agree. The figures are the mean
values of the respondents' responses, while those in bracket are the Standard Deviations.

As per our survey, the ten HR managers of the sample ministries had the following educational
level: 30 percent were with BA and above degree, 30 percent had a diploma (12+2) and 40
percent were high-school graduates (grade 12). In addition, only 20 percent were found to be
management or public administration graduates. This may imply that HR managers of most
ministries were not well equipped with necessary skills and knowledge on HRM issues. It was
also observed that in most cases, personnel offices were understaffed, and few are trained as
HR managers. When asked to what extent 'are you satisfied with your current positions', 70
percent of the HR managers replied that they were not satisfied with their current positions.
This is because they have remained with very restricted authority and functions such as record
keeping, concerned mostly with the approval of leave, effecting transfers, enforcing regulations
about discipline, and applying conditions of service. They were mostly concerned with the
maintenance of compliance and control and to ensure none of the rules is violated.28 In this
28 Kiggundu (1989) also argues that, personnel offices in many SSA countries remain staffed with civil servants
less demand elsewhere and who stress passive administrative tasks over more controversial
management concerns that require robust policy research and analysis.

who are in
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aspect, one can argue that in most ministries, there has been a lack of skills and motivation on
the part of the HR officers, which, in turn, may have been adversely affecting the performance
29
of HR functions. That is, they spent their time performing routine and clerical activities.
and enforceable civil service laws (HR rules
and regulations) also adversely affects the HR managers' motivation. They are unable to
maintain consistent treatment of personnel issues in their respective ministry. Some of them
also noted that due to the absence of legalised and enforced laws, they are suspicious as to
which personnel decision(s) to take and thus arbitrary decisions are frequently taken.

It was reported that the absence of the legalised

7.2.6 Clarity of the organizational objectives and strategies
Interviews conducted with the HR managers indicated that 40 percent of them did not believe
that their respective ministry had clear objectives3o and strategies. Besides, 50 percent of the
HR managers also pointed out that the objectives of their respective ministries are very
ambitious in that they have not been usually realized. It was also reported to us that most of the
time, ministries do not properly specify how many employees with what types of skills would
be needed to realize the stated objectives. One HR manager frankly provided his feeling as to
the major problems facing the ministries. According to him, most ministries have problems
with the following issues: 'Where are they going (mission); how do they get there (strategies);
what is their blueprint for action (resources), and how do they know if they are on track

(monitoring and evaluation)'.

7.2.7 Commitment of the policy makers and senior civil servants to merit principles
When asked to what extent one agrees with regard to 'the commitment Of the policy makers and
senior civil servants to merit principles in procurement of civil servants', the respondents
replies are presented in table 7.8. The finding in table 7.8 depicts that many of the respondents
did not strongly agree with the idea that the policy makers and senior civil servants are
committed to merit principles, as demonstrated by the mean value of 3.0.
Table 7.8: Commitment of the iolicy makers and senior civil servants to merit principles
Grand

ANOVA test

Ministrte AG ED FN FR HL JS Ill LD LG Ti Mean dj F Sig.
Mean'

3.0

2.7

2.8

2.9

(.9)

(1.0)

(1.0)

(1.0)

3.2

3.1

3.1

2.8

3.3

(1.1)

(1.1)

(1.1)

(1.1)

(1.0)

3.0

3.0

(.9)

(1.0)

(9,296) 1.2 NS

* 1=Strongly disagree, 2=Disagree; 3= IndijIerent; 4= Agree and 5= Strongly agree, note also that the figures are
the mean values of the respondents' responses while those in bracket are the Standard Deviations.

As indicated in chapter three, members of the
appointees, constitute the bulk of a

career civil servants, in contrast to political

civil service. They generally enter

a

civil service by

OUr survey also depicts that 60 percent of the HR managers did not always feel a strong sense of support from
senior managers regarding policies and procedures to carry out their operations.
30 The CPA (2002b) notes that there are overlaps of duties among different ministries, which, in turn. is the result
of the absence of clear objectives. Das (1998: 21-23) also notes that many governments in SSA do not set clear
objective or monitorable measurements of achievement, which in turn, make the process so opaque that no
accountability can be enforced for the things they perform".
29
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competing for available positions and with the idea of making their career. However, as
confirmed by our survey, although a civil service is composed of both political appointees
and career civil servants, of whom the political appointees are relatively few in number and
occupy top or most senior positions, the Eritrean case reveals that the political appointees
have even held positions, which conventionally are occupied by career civil servants.
Moreover. the ex-fighter civil servants, consisting of about a quarter of the Eritrean civil
service, did not join the civil service by open and competitive examination (see section
7.2.2). Here, one can argue that, although all countries impose some standards of political
loyalty, in the Eritrean case, it was too much. Thus, the Eritrean civil service is politicized to
a certain degree in the sense that non-merit considerations have been affecting the overall
HRM functions in general and the HR procurement in particular:' The politicization of
administration causes appointments for posts to be made more on political considerations
rather than on merit. Politicization has also resulted in erosion of traditional civil service
values such as political neutrality, probity, rectitude, and objectivity.32 In Eritrea, politics are
intertwined with the public bureaucracies; hence there is no clear dividing line between
administration and politics (see also Soeters and Tessema, 2004).

Most of

the interviewees believed that HR procurement practices especially with regard to
the ex-fighter civil servants' have been inconsistent with modern principles such as open, fair
and merit based. This is due to the fact that [1] preferential treatment in HR procurement has
been given to members of ex-fighters and to Eritreans who completed their national military
service, and [2] existence of nepotism and favouritism (see also Neftalem, 2002; Rufael,
2003). As one interviewee argued, one clear manifestation of the lack of strong commitment
of the government to merit principles is that up to present (2003), it has not issued any
operational and enforceable civil service laws (HR rules and regulations). To reverse the
situation, most interviewees suggest that, above all, hiring decisions must be based on strict
need and merit principles, although overriding social and political objectives have to be
33

nnet.

The respondents were also asked the extent to which they agreed with regard to 'the absence
of nepotism and favouritism in HR procurement exercise in their respective Ministry. As
shown in table 7.9, the majority of the respondents did not agree that nepotism and
favouritism do play an important role in HR procurement. The finding, however, does not
mean that procurement of civil servants was free from nepotism and favouritism.

Interviews conducted with the civil servants indicated that at the time of independence, and
to a lesser extent till now (2003), favouritism34 and nepotism have played a role in procuring
M About 34 percent of the interviewees believed that recruitment and selection practices are inconsistent with
modern principles such as open, fair and merit based.
32 Heady (1996) and Morgan (1996) argue that some systems are 'civil service' in name only and actually
function as 'spoils' systems. That is, the government's personnel systems may be nominally merit but
practically political. This is important because the norms regulating the civil service reveal the degree to which
a state in Africa is removed from the ideal-type of bureaucracy (Chabal and Daloz, 1997: 7).
33
Lusignan (1997: 147) argues that effort should be made to change the patronizing attitude that has been
prevailing in many African countries in order to prevent the political nepotism that is common in the
management of civil service.
34 Beugre and Offodile (2001) note that African managers are required to satisfy the social needs of their
relatives. Behind every African worker, there is a family requesting attentions, time and, mostly, money.
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the contractual civil servants in particular. The role of
nepotism and favouritism in hiring, especially the contractual employee (project-based
positions), is relatively higher. This is mainly due to the fact that ministries have had
discretion in hiring contractual employees in that the role of other central government
agencies is very low. Wekita (2002: 52) points out that, "in many cases the outcome of
recruitment and selection is different from what it should be, partly due to favouritism". Indepth interviews conducted with the ordinary civil servants also support the opinions and
views of the respondents in that many selections have been made before the job
announcements were written or the vacancies were advertised. This situation irritates outside
candidates, who, until they realize what is happening, repeatedly apply for positions for
which they are never seriously considered.

civil servants in general and that of

Table 7.9: Absence of nepotism and favouritism in HR procurement activities
Grand

ANOVA test

Ministrie

AG

ED FN FR JS LB LD LG TI Mean df F Sig.

Mean'

3.0

3.1

(1.1)

(.9)

3.1
(.8)

3.4

(1.2)

3.0

(1.0)

3.4

(1.0)

3.5
(.9)

3.4

3.6

34

3.3

(.9)

(1.2)

(.9)

(1.0)

(9,302) 1.7 NS

*l=Strongly disagree; 2=Disagree; 3= Indifferent; 4= Agree and 5= Strongly agree. The figures are the mean
values of the respondents' responses while those in bracket are the Standard Deviations.

Most interviewed civil servants believed that without written and operational HR procurement
policies and procedures, decisions are likely to be biased. As one HR manager underscored,
ministries do not have precise and enforceable rules and procedures in HR procurement. As a
consequence, there are a lot of rumours and sometimes complaints. He further suggests that
this situation could have been avoided by having clearly written and enforceable personnel
rules and regulations as well as a strong CPA that can check deviation from what is normally
acceptable one. From the existing practices of procurement of civil servants, one can argue that
HR procurement, which is merit based (without favouritism and nepotism) is a goal common to
all ministries; yet, this simply stated goal seems usually not achieved.

7.2.8 Image of the organization
As shown in table 7.10, the respondents rated the image of their respective ministry not good
as is demonstrated by the grand mean value of 2.5. This indicates that the overwhelming
majority of the respondents were of the opinions that their respective ministry does not have

a good image that can attract potential applicants:5 The opinions and views of the
respondents were also strongly supported by almost all HR managers in that Eritrean
ministries are facing problems of attracting, motivating and retaining experienced and
qualified workforce.

Obligation to relatives often leads to nepotism and/or favouritism. Takyi-Asiedu (1993: 95) further notes that
tribal loyalty. in most parts of Africa surpasses any allegiance to the nation. There is the conviction that to give
a job to a fellow tribesman is not nepotism, it is an obligation.
35
Generally, the image of civil service in the public mind is not very positive.
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Table 7.10: Presence of a good image
Ministrie

AG

ED

FN

FR

HL

JS

LB

ID

LG

TI

Grand
Mean

Mean-

2.4

2.0

2.3

2.9

2.4

(.7)

(1.1)

(1.1)

(1.0)

(1.1)

2.8

(1.1)

2.5

2.5

2.9

2.6

2.5

(.9)

(.8)

(.9)

(1.1)

(1.0)

ANOVA test

4
(9,296)

F

Sig.

2.7

O.01'

..

p<0.05·, 1=Strongly disagree: 2=Disagree; 3= Indiferent; 4= Agree and 5= Strongly agree; note also that the
figures are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

The result of the ANOVA test (p=0.01) shows that there is a significant difference among the
respondents with regard to the presence of a good image in the sample ministries. A closer look
at the mean values of the respondents' opinions and views clearly reveal that, some ministries
such as Education were rated fairly low (2.0 on a 5-point scale), whereas ministries such as
Local Government (2.9 on a 5-point scale) were rated relatively better. One explanation that
could be given is that teaching profession (by implication employment under the MOE), at
present, is the least preferred job in the country. That is why respondents from the MOE rated
their ministry fairly low (2.0) much less than the others. On the other extreme is the Ministry of
Lucal Government, which was rated as relatively better (2.9). One possible explanation is that,
the ministry is dominated by ex-fighter civil servants (about 70 percent), who are not always
critical of the government' s policy.
Among the reasons for poor image of the ministries include lack of attractive salary and fringe
benefits, poor career opportunities, lack of provision of release once procured, etc. It was also
reported to us that once a person joins the civil service, it would be very difficult to get out or
to get an official release from the civil service. Hence, the prevailing situation does not
encourage qualified and competent candidates to join the civil service. In addition, one HR
manager (May, 2003) pointed out that the process of notifying the rejected candidates is
harming the image of the civil service (ministries). This is because neither the rejected
candidates are given formal letters with appreciation from the ministry nor are they told
formally in oral or other terms. The existing practices can adversely affect the image of the
civil service. As a consequence, many scholars have argued that civil service organizations in
Africa are not prestigious places that can attract and retain qualified and experienced personnel
(see also ECA, 1989; Das, 1998; Hilderbrand and Grindle, 1997).
In-depth interviews with the HR managers indicate that the main challenge that the Eritrean
ministries are facing in hiring is the inability to attract potential applicants. Most of the time,
the minimum job requirement is not fulfilled by applicants. Sometimes, the applicants are very
small in number forcing the ministries to select a candidate without sufficient and extensive
comparisons. As a consequence, many of the positions are taken by applicants who are
unqualified, although they are the best among the candidates. At times, if the required
qualification is not found, ministries hire temporary employees and the vacant position will be
held by the temporary employees.

7.2.9 Continuity of the monitoring and evaluation (ME) of HR procurement activities
In-depth interviews conducted with the HR managers of the sample ministries uncovered that
there are no proper ME mechanisms for HR activities in general and that of the HR
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procurement in particular. They further disclosed that a proper evaluation 6 of the effectiveness
of HR procurement procedures has never been done before at ministry level. Once the
candidate is selected and placed, there is almost no follow-up as to whether s/he is on the right
position or s/he is the right person for that position. It was reported to us that, nationally. the
CPA tries to monitor the HR procurement practices of ministries by looking at marks given by
the 'recruitment committee' of each ministry and the personal CVs of the candidates in order to
prevent discrimination. However, the CPA usually does not reject any decision made by
ministries with regard to the HR procurement. It is also interesting to note that there is an
'Inspection Unit' within CPA that attempts to inspect as to whether the civil service laws (rules
and regulations) are implemented properly by ministries. However, since there are no legalised
and enforced Eritrean civil service laws and given the lack of clearly defined power and duties
of CPA, the activities of the 'Inspection Unit' are generally not effective. It was also reported
to us that, on the one hand, the 'Inspection Unit' is not well staffed with adequate and qualified
personnel; on the other hand, it does not have sufficient backup and encouragement to
effectively monitor and evaluate HR procurement practices of the ministries by the
government. The CPA is unable to effectively monitor recruitment and selection procedures
currently handled by ministries. As a consequence, it is difficult to prove that recruitment and
selection are actually open, fair and merit based.

7.3 Summary

This section presents the summary of results of data analysed. That is, it summarises the
perceptions of the respondents as well as that of the HR managers of the sample ministries with
regard to different issues affecting HR procurement.37 Table 7.11 presents a summary of
different HR procurement related issues.

A comparison of the perceptions of the respondents and that of the HR managers (table 7.11)
indicates that the respondents' perceptions with regard to the extent to which they agreed with
the HR procurement related issues were rated between 1.9 and 3.3, while that of the HR
managers were rated between 2.3 and 3.7 on a-five point scale. The findings of our empirical
study indicate that both (the respondents and HR managers) did not consider HR procurement
practices of their respective ministry as effective as they should be.38 Thus, the findings signal
the current challenges and problems that the sample ministries have been facing in effectively
procuring the civil servants (see also chapter 11).

36 Wekita (2002: 51) argues that, "as there was no proper monitoring and evaluation of the personnel practices, the
Ethiopian civil service laws (personnel rules and regulations), which was developed in 1960s continues to be
applied in the Eritrean civil service in the 2lcentury". Likewise, Heady (1996) and Turner and Hulme (1997) note
that many SSA have continued till now to apply the systems, which prevailed during the colonial days, which is no

longer appropriate.
37
Please note that some of the items asked to the respondents are different from that of the HR managers. It was
done purposely for the reason that in our pilot test, we learned that many of the respondents were ignorant of some
items and thus we included only items that could be answered by the vast nlajority of the respondents.
38 It seems normal that the respondents (ordinary civil servants) to be more critical in their assessment of policy
related issues than the managers who represent their organization. Besides, we are well aware of the fact that the
number of observations provided by rnanagers (n=10) is limited compared to that of the respondents (n=313). Be it
as it rnay be, the perceptions of both the respondents and managers may suggest the magnitude of the training
related problems and challenges with regard to the Eritrean civil service.
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Table 7.11: A summary Of the respondents' and managers' perceptions on factors affecting
the effectiveness Of HR procurement
Factors affecting the effectiveness of HR procurement
No
Mean value*
Respondents

Managers

N=10

N=313
1

Presence

3

Presence

4
5

Commitment of the government to merit principles
Presence of a good image

6

Effectiveness

7

Absence

10
11

1.9

of clearly written and operational HR procurement policies
of qualified and motivated HR officers

2

8
9

*

Attractiveness of the compensation programmes

of selection and placement of HR

of nepotism and favouritism in HR procurement
Availability of adequate and reliable personnel data

Effectiveness of the organizational arrangement of HR functions
Clarity of organizational objectives and strategies
Continuity of the monitoring and evaluation of HR procurement

2.3

2.9

3.1

2.6

3.6

3.03'

3.7

2.5

2.8

2.7

3.3

3.3

3.4

-

3.3

-

3.5

-

3.6
3.1

1 =Strongly disagree; 2=Disagree; 3= Indifferent; 4= Agree and 5= Strongly agree.
Source: Survey data, 2003.
7.4 Concluding remarks

The objective of this chapter was to answer part of the third research question addressed in
chapter one: How are Eritrean ministries procuring their civil servants? In answering the
above research question, we discussed HR procurement practices of the sample ministries,
which in turn signal the HR procurement related challenges and problems. The data, which
were collected through questionnaires, interviews and review of the available documents, were
analysed to answer the above research question using the conceptual framework developed in
chapter five.

It is interesting to note that the nine (9) critical factors for HR procurement identified in the
conceptual framework assisted us in focusing our analysis and discussions on pertinent issues
of HR procurement in the ten sample ministries, although they are interrelated to each other.
The findings of the analysis reveal that generally the nine critical factors for HR procurement
were rated fairly low. This in turn may suggest the ineffectiveness of the HR procurement
practices in the Eritrean civil service. The one-way ANOVA tests confirmed that, by and large,
there were no significant differences among the ministries. This is mainly due to the fact that
Eritrean ministries are operating under fairly similar working conditions.
Having seen the HR procurement practices in Eritrean civil service, next chapter will be
devoted to critical assessment of the civil service training in Eritrean civil service context.
39

Grand mean value of 3.0 may indicate that respondents do not know or have information/knowledge of the main
concept in the question. Our pilot study, however, showed that the vast majority of the questionnaire items were
clear to the respondents. Based on the pilot study, modifications were also made for some of the items in order to
be understood by the respondents (see chapter 5). Grand mean value of 3 therefore indicates indifferent. This
indifferent score shows that the respondents neither agreed nor disagreed with the idea given. A closer look at the
standard deviations also suggests that there are no significant differences of the respondents' opinions of the
sample ministries. This is proved by the ANOVA test (see table 7.8).

: HR Training
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Civil service training is increasingly important for assuring that DCs have an adequate and
continuous supply of competent civil servants (Kerrigan and Luke, 1987).

8.1 Introduction
In the previous chapter, we presented the HR procurement practices in Eritrean civil service. In
this chapter, we discuss HR training practices in the Eritrean civil service, which in turn
highlight training related challenges and problems. The objective of this chapter is therefore to
answer part of the third research question addressed in chapter one: How are Entrean ministries
training their civil servants, The data which were collected through questionnaires, interviews
and review of the available documents, will be analysed to answer the above research question
using the conceptual framework developed in chapter 5.
This chapter consists of four (4) sections. After the introduction, section 8.2 assesses HR
training practices of the sample ministries through some critical factors for HR training
identified in the conceptual framework. Section 8.3 presents summary of results of the data
analysed. Finally, section 8.4 forwards concluding remarks.

8.2 Analysis of factors affecting HR training in the Eritrean civil service

The destruction of the Eritrean economy during the liberation war (1961-1991), including the
loss of an entire generation of skilled and semi-skilled workers (e.g., Picard et al., 1994; Haregot
et al., 1993), means that there is a tremendous material and human capacity-rebuilding task to be
accomplished, for which effective HR training programmes were absolutely vital. Upon
independence, Eritrea inherited a very low human capital base. Many civil servants had missed
opportunities to undergo long-term formal training during the war: Given the severe shortages
of skilled manpower in the Eritrean civil service during the early period of the 1990s, the
government boldly expressed its priority to the upgrading of the skills and knowledge of the
civil servants through four mechanisms: [l] establishment of the Eritrean Institute of
Management (EIM), which is the only civil service training institute, [2] establishment of
ministry-based training centres, [3] encouraging overseas scholarships, and [4] the EHRD
Project (1998-2003), which is a major HRD initiative (see also chapter 6). Before we critically
assess the training programmes provided by the sample ministries (1993-2002), we present them
as follows:

'
The World Bank ( 19944 underscored that the HR deficiency has been the greatest bottleneck in Eritrea's
development efforts. Moreover, Gafer (1996) argues that, in Eritrea the issue was not only of strengthening or
improving public sector management like the issue of that of other developing countries, but also to structure them
afresh.
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Frequency of the training programmes provided by the sample ministries (1993-2002)

In order to know the training2 opportunities given locally to the Eritrean civil servants, the
respondenQ were asked to 'notify the number of local training that they have received (19932002)'. As table 8.1 depicts, about 72 percent of the respondents got a chance to attend local
training programme(s) once or more. The result of the one-way ANOVA test (p=0.01)4
demonstrates that statistically there is a significant difference among the respondents of the
ten sample ministries, who got local training opportunities between 1993-2002. Table 8.1
suggests that, although all ministries have been training their staff, the local training
opportunities provided varied from ministry to ministry, as will be discussed later.
Table 8.1: The frequency of locally provided training programmes (1993-2002)
KNMinistries AG ED F FR HL JS LB LD If;

-/.-

Frequenee
Zero

Once or twice
'rhree and above
Total

Meanii

TI

9

19

15
10

34
2.3

9

16

6

10

16

4

8

7

39

27

29

1.6

2.0

N=305

ANOVA test

(I00%) dJ

N

2.0

5

5

5

6

14

14

9

20

10

7

31
2.2

26
2.1

13

27
2.0

9

10

85 (28%)

16

11

6

6

6

79 (26%)

3.2

31

29

305 (100%)

1.8

2.0

2.0

1.9

F

Sig.

(9,295) 2.5 .01*

141 (46%)

*p<0.05: **Note: l= zgro,2= once or twice; and 3=three and above times. Note also that the jigures indicate

the number of the respondents who got local training.

The respondents were also asked to 'state the number of overseas training programme(s) in
which they have participated'. Table 8.2 indicates that about 23 percent of the respondents got
overseas training opportunities. Statistically there are no significant differences among the
respondents, who got overseas training opportunities. This may imply that all sample
ministries, without exception, were providing overseas training opportunities to their staff.

2

To facilitate understanding of the concept of 'training', in our context, training was defined explicitly.
According to the ministries' practices, whenever a staff member participates in a training programme that takes
two weeks and above, s/he is supposed to update his Curriculum Vitae (CV). Furthermore, short and long-term
training were defined explicitly as follows: short-tenn training is a kind of training that covers a period from two
weeks up to eleven months, whereas long-term training refers to a kind of training which covers a year and/or
beyond.

As per the finding of our survey, more than three-quarter (78 percent) of the respondents, who got training
locally, had grade 12+1 and above. Likewise, the educational qualification of the 96 percent of the respondents
who have got overseas training opportunities was grade 12+1 and above. This may imply that training
opportunities were in favour of the employees with higher educational level. Similarly, most of the ex-trainees
were from middle and upper middle level positions, which in turn may suggest that training programmes are
more biased towards the middle and higher-level civil servants. Lower job incumbents (low-level civil servants)
were not given adequate training. Our finding is also supported by Wekita (2002: 77) in that '*training of both
short and long-term are focused on staff in possession of degree people while lower level of education are left
Out"
4

Sensitivity analysis was done in order to know whether the findings of the tests in table 8.1 and 8.2 could be
changed with different codes and categories used for frequency. The findings of the tests, however, did not
change.
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Table 8.2: The frequency of overseas provided training programmes (1993-2002)
Ministries AG ED FN FR HL JS LB LD LG TI
Freque

ANOVA test

N=306

4

'

(100%)
Zero

,

.

Once or twi¢¢

23

10

Three and above

Total

33

5

23

4

26

3

1

23

9

22

1

4

21

7

1

21

24

8

5

1

1

21

9

237 (77%)

F

(9,296)

Sig.

1.5

NS'

64(219)
5(2%)

33 39 27 30 33 26 28 30 30 30 306

Mean"

1.4

1.2

1.2

1.2

1.4

1.2

1.3

1.4

1.2

1.3

1.3

NS refers to' not significant'; **Note: 1= zero; 2- once or twice: and 3=three and above times. Note
also that the figures indicate the number of the respondents who got overseas training.

Given the figures presented in tables 8.1 and 8.2, one may ask exactly how many and what
kind of training programmes were provided by the sample ministries from 1993 to 2002?
Below, we present the training programmes provided by the ten sample ministries.5
[i] Number of training (short and long) programmes provided by the sample ministries

Table 8.3 depicts short and long-term training programmes provided to the staff of the 10
sample ministries in the last ten years (1993-2002). Since 1993,6 a huge amount of money from
donors and soft loans was channelled to training or HRD activities (see Araia, 1998; MOTI,
2001; UNDP, 2002). This has resulted in upgrading the skills and knowledge of the Eritrean
civil servants substantially, as demonstrated by table 8.3.

Table 8.3: Number of training (short and long) provided by the sample ministries
Ti Total %
-Afinistries AG ED FN FR HL ./S LB LD LG

T. Pm-*bug<Short-term

3144

495

208

131

484

634

305

Long-term

151

7737

81

32

2218

221

59

Total training

3295

8232

289

163

2702

855

364

160

3527

206

19793

100

Total staff

1432

9759

708

237

2970

367

332

110

3462

113

19490

100

Total training/

230

84

41

69

91

233

109

145

102

182

102

102

124

36

3167

360

180

26

8872

45

10921

55

Total staff (%)

Source: HRD managers of the 10-sample ministries, 2003.

A closer examination of the data in table 8.3 reveals that the sample ministries focused mainly
on long-term training activities (55%). One main reason for the provision of so much long-term
We classified the training programmes provided under two categories: [i] short/long term training, and [ii]
local/overseas training.
6 During the first two years of liberation (1991-1993), the Government of Eritrea was only provisional pending to
allow Eritreans to vote either for formal independence or not. The vast majority of the Eritrean population,
however, voted for independence and Eritrea became officially a sovereign country and member of the United
Nations (1993). For instant, Araia (1998: 232) points out that "nearly all the surveyed international community
play a role- directly or indirectly- in the development of Eritrea's human resources in these formative years".
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training for the Eritrean civil servants was that the vast majority of them had a low educational
background during the early period of the independence. Thus, it was realized that the only way
to improve the quality of the civil servants was through the mix of short and long-term training
(Gafer 1996; Picard et al., 1994). A closer look at table 8.3 also confirms that for some
ministries there were many training opportunities, while it was limited for others.7 Such finding
also corresponds with that of table 8.1, which demonstrates a significant difference of local
training programmes provided by the sample ministries.
[ii] Number of training (local and overseas) programmes provided by the sample ministries

Table 8.4 reveals the number of local and overseas training programmes provided by the sample
ministries during 1993-2002. Table 8.4 indicates that the 10 sample ministries having 19,490
employees provided 19,793 training programmes to their staff. This in turn may imply that
about 102 percent of the staff got a chance of training. A closer examination of the data,
however, indicated that, while some of the civil servants got a chance to attend training (either
short or long) up to three times, some others also got none (see tables 8.1 and 8.2). As noted
by Wekita (2002: 10), "because of the war, training in Eritrea was halted for the last thirty
years (1961-1991) with very few and negligible exceptions". However, a substantial number
of the miniseries' staff benefited from the training or HRD programmes implemented in the
last ten years (1993-2002).

Table 8.4: Number of training (locaVoverseas) programmes provided by the sample ministries
AG
ED
FN FR HL
LD LG T/ Total %
JS
LB

-< Ministries

T. proiA;Rh'S
Local training

3080

7644

220

121

2471

804

263

103

3345

159

18210

92

1583

8

Overseas training

215

588

69

42

231

51

101

57

182

47

Total training

3295

8232

289

163

2702

855

364

160

3527

206

19793

100

Total staff

1432

9759

708

237

2970

367

332

110

3462

113

19490

100

Total training/

230

84

41

69

91

233

109

145

102

182

102

102

Total staff (%)

Source: HRD managers of the 10-sample ministries, 2003.

Table 8.5 suggests that there are significant differences among the respondents (with ex and
non-ex-fighter background),8 who received local training opportunities, as demonstrated by the
Chi-square tests (p=0.00). This is because about 87 percent of the ex-fighter civil servants got
7 A closer examination of our survey data indicated that some ministries, such as Agriculture, Education, Health
and Local Government, which have got their own training institutions, provided many training programmes. For
instance, Asmara and Mai-Nefhi Teachers' Training Institutions for the Ministry of Education; Asmara College of
Nursing for the Ministry of Health; Villagio Training centre for Ministry of Agriculture; and May-Nefhi training
centre for the Ministry of Local Government. In fact, the above four ministries were the ones that have the largest
number of staff consisting of 85 percent of the Eritrean perrnanent civil servants (CPA, 2002a). All ministries,
however, had equal access to the only national civil service training institute, EIM and training programmes
frovided by the University of Asmara.
We tried to collect the exact number of training programmes provided to the staff of the sample ministries.
However, some of the HRD managers were not willing to provide such kind of data.
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local training opportunities at least once whereas only 67.5 percent of the non-ex-fighter civil
servants had these opportunities.9

Table 8.5: Local and overseas training provided to the respondents with ex and non exfighter background (1993-2002)
Background

%

b k. Cni Square

f
Ex-fighter civil Zero
servants

(N=76)

Once or twice
Three and above

Total
Non ex-fighter
civil servants
(N=221)

Overseas training

..ocal training

Frequency

13
49

38
100

12.8

.

df

Sig.

2

.00*

%

65

.

4

6

2

Sig.

NS

3 1.5

33
100 4

Zero

32.5

773

Once or twice
Three and above

45
22.5

21.5

100

& 100

Total

Chi Square

2

1

'p<0.05; the figures indicate the percentage of the respondents who got local & overseas training
opportunities.

The above finding was also supported by the in-depth interviews conducted with the ordinary
civil servants claiming that more local training has been provided to the ex-fighter civil
servants. Some of the reasons advanced were [i]: they were the ones who had missed training
opportunities during the thirty years libention struggle and [ii] most of them hold senior
positions.

10

The question is: has such situation create conflict between the two groups? Interviews
conducted with the non ex-fighter civil servants indicated that the majority (70%)11 of them
seemed to accept the existing bias in the training opportunities provided to their counterparts

for the reasons mentioned above.12 It is also interesting to note that interviews conducted with
9 The size of the respondents with ex-fighter and non-ex-fighter background in this study were 26 and 74
respectively.
rrcent
0 For instance, given the special training needs of the ex-fighter civil servants, from 1996 to 2001, the EIM
provided a short-term training (4-8 weeks) for 1,628 civil servants, of whom more than 80 percent were exfighters. From 2001-2003. the EIM also provided a one-year training programme for about 800 individuals, of
whom about 70 percent were ex-fighters (ElM, 2003). Furthermore, the University of Asmara, through its
Department of Public Administration provided a one-year training programme to 267, mainly district and subdistrict administrators, who belong to the ex-fighters from 1995-2001 (UOA, 2002). It is also interesting to note
that taking into consideration the special training needs and low educational level of the ex-fighter civil
servants, the Ministry of Local Government, which has the largest ex-fighter civil servants, established a
training centre in Mai-Nefhi. Accordingly, the Ministry has been providing training programmes mainly in local
language- 'Tigrigna'- for its staff with a low education level (below grade 10).
About 30 percent of the non-ex-fighter civil servants had a feeling that they were discriminated against their
11

background.

12
Generally speaking, the qualification of the ex-fighter civil servants have been substantially improved since
independence, mainly due to the motivation and commitment that they had to upgrade their skills and
knowledge (see Amanuel, 2002; Gottesman, 1998). This was possible through [a] attending junior and high
Schools (those with lower educational level) and university (those with high school graduates) in the evening
classes as they all were (and still are) full time employees, [b] distance education and [c] internal and external
Scholarships. Such a situation in turn has also facilitated their integration into the civil service (see also
Teclemichael, 1999; Tessema and Soeters, 2005b; Pool, 2001).
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the non ex-fighter civil servants indicated that about 34 percent of them had a general feeling
that the ex-fighter civil servants still have little,3 skills and knowledge not matching with the
14
positions they have.

The overwhelming majority of the interviewed managers believed that considerable efforts have
been made to bridge the skill gap between the requirements of the ministries and the current
knowledge and skill levels of their employees, although a lot of things need to be desired.15 The
CPA data of 1994 showed that about 8 percent of the total permanent civil servants were
illiterate and only about 6 Percent of the civil servants had BA degree and above. By the year
2002, however, only 0.8 percent of the total permanent civil servants were illiterate and about 11
percent had BA and above degree (CPA, 2002a).16 The above changes in the qualification of the
Eritrean civil servants are mainly due to the fact that in the last ten years, significant progress
has been made in the provision of training (short and long, local and overseas and ex- and nonex-civil servants) to civil servants. 17

Having seen the overall training programmes provided to the civil servants of the sample
ministries in the last decade (1993-2002), the next sub-section assesses these programmes taking
into account the nine critical factors for HR training identified in the conceptual framework.
8.2.1 Presence of clearly written and operational training policies

When asked to what extent one agrees with regard to 'the presence Of clearly written and
operational civil service training policies in her/his respective ministry', the respondents'

I3

As one interviewee with the ex-fighter background argued, it should not be forgotten that formal grade
achieved by the ex-fighter civil servants does not necessarily say enough about the real capacity. For example,
one ex-fighter civil servant had completed 12'h grade when he joined the EPLF; twenty fi ve years later he still
considered himself as 12'h grade' although he had worked in different sections which demanded a much higher
level of knowledge and skill, such as public administrator, logistics, technician, etc. One can therefore deduce
that most ex-fighter civil servants have got a good working experience, but they lack familiarization with the
modern theories and inventions in their respective areas of work. In order to fill such a skill gap, training has been
(and still is) an essential mechanism.
14
In-depth interviews conducted with the non ex-fighter civil servants indicated that, although about 30 percent
of them have a feeling that generally ex-fighter civil servants are still not qualified for the positions that they
have, the vast majority of the interviewees believed that training programmes have helped the ex-fighter civil
servants a lot and thus have become more qualified as compared to the early 1990s. Our findings therefore does
not fully support the finding of the study conducted in Mozambique in that it was found that "even after training,
it is difficult to have society accept the ex-fighters as skilled workers, because a stigma remain that ex-fighters
have few skills" (Lundin et al., 2000: 194).
15
The capacity of the educational institutions, which play an important role in upgrading the skills and
knowledge of Eritrean civil servants, has shown a considerable improvement. For instance, the University of
Asmara, which is the only institution of higher learning in Eritrea, increased its staff from 67 to 260 of whom 120
were Ph.D. holders (University of Asmara, 2002).
16
The figure is by far larger in some ministries: Land, water and Environment (47 percent), Transport and
communication (43 percent), Public work (41), Energy and Mines (37 percent), Trade and Industry (34 percent) and
Justice (24 percent). And those permanent civil servants with 1 -3 years of training, after completion of high school,
constituted about 64 of the total permanent civil servants. The vast majority of civil servants, that is, about 73 had
12+1 and above educational level (CPA, 2002b).
17
A substantial number of the Eritrean civil servants have benefited from the training programmes provided in
the last ten years (1993-2002) (see also MOE, 2003; UNDP, 2002), although the main challenge that is facing
Eritrean ministries is how to effectively utilize the expertise of the trained workforce (see chapter 9).
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agreements are fairly low, as is demonstrated by the grand mean value of 2.6 (see table 8.6). The
above finding may imply that the training programmes provided were not well
institutionalised.18 Interviews conducted with the HRD and HR managers of the sample
ministries also supported the perceptions and views of the respondents in that organizationally
19
and/or nationally, there are no clearly written and operational training policies in Eritrea.

As a consequence of the absence of clearly written and operational training policies, a number of
important training related issues are likely to be overlooked (see also Berman et al., 2001;
Kerrigan and Luke, 1987; Paul, 1983). Some of the frequently overlooked issues are training
needs assessment, trainee-selection criteria, co-ordination of tmining related activities, follow-up
and evaluation of training, which will be discussed later. As underlined by Bennell (1994: 10),
"when there is absence of well-specified training policies with a precise strategic focus, training
tends to be isolated and sporadic, and fails to satisfy the learning needs of individual
employees".

Table 8.6: Presence of clearly written and operational training policies
Ministries

AG ED

Mean' 2.8

2.4

(1.1'. (1.0)

Grand

ANOVA test

FN

FR

HL JS LB LD LG

TI

Mean

di

2.5

2.8

2.9

3.1

2.4

2.4

2.7

2.4

2.6

(1.1)

(1.1)

(.8)

(.8)

(1.1)

(1.1)

(.9)

(1.1)

(1.2)

(9,298)

F
1.8

Sig.

NS

'l=Strongly disagree; 2=Disagree; 3= Indi#erent; 4= Agree and 5= Strongly agree; the figures are the mean
values of the respondents' responses while those in bracket are the Standard Deviations. NS refers to not significant.

8.2.2 Presence of continuous Training Needs Assessment (TNA)

If training is to be responsive to real needs of organizations through improving the relevance of
the training programmes, conducting a proper and continuous 1NA is a critical issue (see chapter
three). Table 8.7, however, reveals that the respondents considered the TNA practices of their
respective ministries not very effective as demonstrated by the mean value of 2.6. The above
mean value may indicate that the sample ministries have not conducted continuous TNA that
update training needs.

Likewise, in-depth interviews conducted with the managers disclosed that 1NA is conducted by
the HRD division20 of each ministry. TNA generally is conducted by collecting information
through questionnaire distribution to the departments. A critical examination of the documents
prepared by the sample ministries, however, did not show exactly which civil servants (staff
members) need what kind of training and when. In addition, the 1NA of the surveyed ministries
18 This is because as noted in chapter three, the absence of clearly written and operational training policy indicates
that training programmes are not institutionalised.
19 In 1994, the development of a civil service training policy and the establishment of a national training council were
suggested in order to guide and oversee national training activities (Picard et al., 1994). The suggested civil service
training policy and the training council. however, have not yet been implemented. Wekita (2002: 42), an independent
consulting firm„ also notes that there is no clear civil service training policy in Eritrea. It further points out that
because of the absence of clear training policy, whenever needed, departments have been trying to determine their
training needs on conditions that prevail at the time o f the obtained opportunities.
20 It was also found out that the HRD division of almost all ministries is not well-equipped and staffed with qualified
persons. In most ministries, the staff of the HRD division ranges from 2 to 6 persons.
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has not been updated.2' The existing practices thus may imply that TNA, as an important
ingredient of the civil service training, has not been given the attention it deserves (see also
Rufael, 2003: 41). It was also noticed that nationally, there is no institution that undertakes the
training needs assessment of ministries continuously.22 The ILO (1998: 36) also argues that poor
and inadequate TNA leads to incredible waste of resources that Africa can ill afford.

Table 8.7: Presence of continuous training needs assessment
Grand

ANOVA test

Ministries

AG

ED

FN

FR

HL JS LB ID LG TI

Mean

4

Mean*

2.6

2.8

2.6

2.7

2.5

3.1

2.8

2.5

2.7

2.6

(1.0)

(1.1)

(2.6)

(1.1)

(1.1)

(1.2)

(1.1)

(1.1)

(1.1)

2.2

(1.2)

(9,296)

T
1.3

Sig.

NS

(1.1)

*l =Strongly disagree: 2=Disagree; 3= indgerent; 4= Agree and 5= Strongly agree; note also that the figures are
the mean values of the respondents' responses while those in bracket are the Standard Deviations.

8.2.3 Presence of clearly written and acceptable trainee-selection procedures

As previously indicated, if training is to have an impact, there should be clear trainee-selection
criteria, which in turn enable organizations to identify potential trainees having capacity and
willingness to attend the training programme (see chapter three). When asked to what extent one

agrees with respect to 'the presence of clearly written and acceptable trainee-selection
procedures'. the respondents' replies are presented in table 8.8. The findings in table 8.8 may
suggest that many of the sample ministries did not have clearly written and acceptable traineeselection procedures.

Table 8.8: Presence of clearly written and operational trainee-selection procedures
Ministries AG
ED FN FR HL JS
LB
LD LG Ti
Gmnd
ANOVA test
Mean
Mean*

3.0

2.7

2.8

2.9

(.9)

(1.0)

(1.0)

(1.0)

3.2

3.1

(1.1)

(1.1)

3.1

(1.1)

2.8

(1.1)

3.3

(1.0)

3.0

3.0

(.9)

(1.0)

4

F

Sig.

(9,296) 1.2 NS

* j =Strongly disagree; 2=Disagree: 3 = Indiferent; 4= Agree and 5= Strongly agree. note also that the figures
are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

It is interesting to note that all ministries have their own trainee-selection committee consisting
of heads of HRD, HR, Administration, and all departments (2-4). It was reported to us that most
of the sample ministries follow two stages in selecting their staff for training, particularly for
awarding a scholarship. First, potential candidates for specific areas of study are nominated by
their immediate superior (department head or division head). The second and final stage of the
selection process takes place at the ministry level through the participation of the aforementioned
trainee-selection committee. After a discussion and scrutiny of the curriculum vitae, they select
21

It was reported to us that in 1998, all ministries were asked to conduct a 5-year strategic planning, which of
course included training needs assessment. Accordingly, most ministries canied out a detailed TNA. The border
war between Eritrea and Ethiopia (1998-2000), however, jeopardised the planning.
22 This may be due to the fact that the personnel issues are generally not regarded as critical as financial issues. As
one HR manager underlined, there is no effective resource planning, budgeting, accounting or auditing in the manner
in which many public sector organizations related to financial resources. Thus, many of the interviewees suggest that
the government need to review its civil service rules and regulations to redress the above bias.
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whom they assume to be the best candidates. In addition, most ministries claim to have the
following trainee selection criteria:23 academic and professional background, work experience,
gender, current responsibilities of the candidate, work place, and field of study required.
The presence of the committee and selection criteria, however, could not satisfy the respondents
with the existing process of trainee selection, as is demonstrated by the mean value of 3.0. One
main reason could be the fact that trainee selection criteria are not made known to the civil
servants and are not transparent.24 This may create misunderstanding and loss of faith on the part
of the senior civil servants. As one HRD manager remarked, the selection process of trainees
still has a number of constraints mainly due to the fact that, first, there is a lack of reliable and
efficient personnel database in most ministries; and secondly, selection criteria such as
professional competence tend to be rather subjective. Another HR manager also argues that
considering an
some of the criteria (e.g., service years and work place) can lead to
simi
individual to be compensated by giving training regardless of her/his potential.

It is believed that trainee's capacity and willingness are one of the key components in effective
training (Guerrero and Sire, 2001; Paul, 1983; ILO, 1998). Interviews conducted with the
ordinary civil servants, however, disclosed that about 20 percent of them participated in training
programmes that had nothing to do with their jobs as well as interests and capacity. Besides, a
study conducted by the Ministry of Education (2003:4) indicates that the Ministry has been
awarding scholarships to staff that did not have their first degree to study at postgraduate
diploma or master's levels. This has become a problem both to the students, the training
institutions and to the Ministry. Sometimes, it becomes very difficult for some students to follow
a study at postgraduate diploma or master's level when they do not have a first degree. This is
likely to create frustration and end up in dropping out. In addition, 889 civil servants were given
opportunities to attend the Distance Education programme with Universities of South Africa
(UNISA). In the first semester only, 31 percent withdrew, and 24 percent failed (EHRDP, 2003:
10). Here, it can be argued that sometimes trainability,26 which is conceived as the degree to
It should also be noted that pre-service training programmes were given by some ministries, which have their
own training institutions, notably, Education and Health. In receiving trainees- mostly high school graduates-,
MOH uses the following selection criteria: Grade Point Average (GPA) 2.0 and above for Nurse (3 years training
programme) and 1.8 for associate nurse (1.5 years training programme) and from Science stream. Whereas for
minority group who wish to join the associate nurse, they need to be only high school graduates regardless of
their GPA in that after taking 6 months preparatory course, they directly join the Associate Nurse programme
(MOH, 2002). Whereas in the case of the Ministry of Education, the minimum criteria asked by Asmara
Teachers' Training Institute (ATTI) is 1.6 GPA, with no 'F' and 1.8 with one 'F' for male, and 1.6 with 'F' for
female (MOE, 200lb). However, many of the interviewees pointed out that the selection criteria used by the
Ministry of Education has not been effective in selecting productive staff as it gives much emphasis on GPA,
while ignoring the willingness/interest or personality trait demanded by an effective teacher. Thus, many have
strongly argued that the entrance criteria have be to changed if MOE is to have effective teachers.
24 Interviews with the ordinary civil servants disclosed that, generally, there is a lack of transparency in most
HRM practices in general and that of selection of trainees in particular. This may lead to a perception on the part
of the employees that the management discriminates against them and became dissatisfied with the Ministry.
25
CPA (2002b: 22) also clearly indicates that many civil service managers (e.g., school directors, hospital
directors) disagree with clarity of the trainee-selection criteria. Some managers are not even consulted in the
selection process.
26 Wekita (2002: 42) also indicated that sometimes, staff members are sent because certain opportunities of
fellowship are entailed from various sources or donors. Trainees were sent not on the basis of who best meets the
fellowship requirements, but on the basis of fair distribution of resources or fellowship opportunities. This in turn
had opened a room for complaints or claims from various corners because of the precedence created from one to
23
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which trainees are to learn and apply the material emphasized in the training programme
(Guerrero and Sire, 2001; Muthayya. 1988), has not been given too much emphasis by many
ministries. Unless those in training have the basic abilities, aptitudes and motivation required, a
great deal of the value of training will be lost (see chapter three). One of the main problems
often lies in the identification of the right person (a person with potential and willingness) to the
relevant training.

Moreover, in the in-depth interviews with the ordinary civil servants, we were told stories about
unfair trainee selection procedures; for instance, many senior civil servants frequently go abroad
to partioipate in short-term training (conference, workshops),
especiall if they are to get pocket
money2 in return, regardless of whether they are the right participants. 8 About 24 percent of the
interviewees believed that too much training has been wasted because of the inappropriate
selection of trainees. Since there are no formally set and known selection criteria, the employees
lack grounds to complain against the management actions (see also Rufael, 2003). As one
interviewee pointed out, since selection of trainees is done without proper and formal
procedures, it is likely to be more biased and seldom reaches those who are really in need of
training.

It was also reported that some of the ex-trainees were sent to pursue their studies in totally
different areas. However, they suggested that great care must be taken in making such kind of
decision. This is because if an individual is allowed to undertake a complete shift from the
previous background to a new higher level of training or post-graduate, study there could be
many disadvantages.

29

One manager suggested that, generally, speaking, the selection criteria used by most ministries
can be a good guide to selecting appropriate individuals for training provided that the weights
given to each of them is carefully considered. They should be made known to the staff and be
transparent. The practices, however, do not match with what they are supposed to be.

Were the training programmes relevant?

In order to know the relevance of training programmes, 236 respondents, who were given
training programme(s), were also asked 'whether the training programme(s) that they have
participated in was/were relevant'. About eighteen percent (18%) of the respondents
believed that the training programmes that they have participated in had no relevance

the other individual or group selection. Hence, it is not surprising that nearly one-third of the respondents did not
believe that their respective ministry had clear and fair trainee-selection criteria.
27
About 14 percent of the interviewees also noted that paying training allowances may contribute to attracting the
wrong people, resulting in low effectiveness.
28 In addition, interviews with the ordinary civil servants uncovered that in the selection criteria, age limit is not
given a proper attention by most of the ministries surveyed. Most of the interviewees suggested that it is important
to train young employees below 40 years of age as young ones could serve the organization for the coming many
Old staff could best be considered for short duration training only.
ears.
To mention a few: [a] it may be a complete loss of the previously invested field of study; [b] it may contribute
to the inefficiency of the study of the individual; and the individual may be confused instead of maturing a
specific subject matter, which in turn may make the individual become a jack-of-all-trades but a master of none
(see also Berman et al., 2001; Reilly, 1979; Reilly and Clarke, 1990).
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whatsoever to their work or interests (see table 8.9). This may imply that the investment made
30
on those training could be considered as a waste.
Table 8.9: Relevance Of the training programmes provided
f<Ministries

TraiR
related issue\
Were the training

programmes releva

AG
1.8
(.4)

ED FN FR HL JS 113 LD LG '11
1.8
(.4)

1.9
(.4)

1.8
(.4)

1.8
(.4)

1.9
(.4)

1.9
(.3)

1.8
(.4)

1.7
(.5)

1.7
(.5)

GRod

"N

Yw

Mean
1.8
(.4)

236

82

ANOvA,:03
F

Sis.

.6

NS

%

*Note: 1=N and 2=yes; note also that the figures are the mean values of the respondents' responses while those in
bracket are Standard Deviations. **N refers to the number of respondents who got training opportunities only.

As noted earlier, there has been a situation where the ministries were trying to reward some of
their employees by sending them for training that might not be relevant to their respective
ministry. Such wrongly spent money for training deprives an organization of either saving it
for other alternative uses and at the same time losing a productive workforce from the work
place which causes un-utilized labour time (see also ILO, 1998; Paul, 1983). Here, it can be
argued that irrelevant training programmes could result in wastage of scarce resources and
frustration of employees, which can affect their productivity (see also Mozina, 1982: 53;
Sanwal, 1988: 511). Irrelevant training can create a problem to both the ministries and the
individuals because such training is not based on needs and thus it might not be practical
oriented.
Interviews conducted with the ordinary civil servants also supported the opinions of the
respondents in that many times training activities have been 'menu-driven' or have been
supplied because training providers wish to provide rather than because they are what is really
needed. It was reported to us that it is not uncommon that many ministries sent their employees
to training institutions without due considerations of the usefulness of the training. This may
suggest that many civil servants have been sent to training institutions not as a matter of need
but only because of the opportunity obtained.

When asked 'why did you send your staff for training without knowing whether it really is
needed by the ministry', about 30 percent of the interviewed managers replied that allowing
employees to participate in training programmes could improve their morale; while about 20
percent of them responded that indeed some of the training opportunities might not be relevant
to the concerned ministries, but they simply sent their staff in order not to miss the opportunities.
As one interviewed civil servant argued, training is often chaotic and given for a variety of
purposes: as favours to supporters, punishment for insubordinate staff (in order not to see them
in the office) or to use the donor funding. Although several kinds of training were given to the

The study of Wekita (2002: 78) also reveals that about 20 percent of the training programmes were not
relevant and practical and it argues that money spent on training staff that is not productive can be said to be
simply wasted. And thus, it suggests that the twenty percent of the irrelevant training programmes is significant
to warrant revision on the existing training practices. Given the economic condition of the country, one can argue
that a choice or prioritisation among competing uses of resources must be made so that the resources could be
channelled to their best uses in light of the ministries' objectives.
30
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servants since independence, there was (and still is) a need for improving the relevance of

training programmes.

From the survey we carried out, it can be said that about 82 percent of the training programmes
so far given were generally relevant (see table 8.9). However, as one attempts to critically
examine the other 1 critical factors with respect to the civil service training (1993-2002), one can
notice that there were many bottlenecks that adversely affected the impact of the training
provided.

8.2.4 Linkages of training programmes to organizational objectives and strategy
In-depth interviews with the managers indicated that the training programmes provided have not
been well linked to their respective ministry's objectives and strategies. Most of the sample
ministries have not developed HRD planning in a more comprehensive and detailed manner for
staff development and personnel needs.32 It was reported that Eritrean civil service organizations
not only have separate HR functions, which have been poorly managed but also there has been
marked absence of
strategic HRM directly linked to and supportive of the overall objectives
an From
of each organization.3
section 8.2.2, one can also infer that, as TNA has not been properly
carried out, it is less likely that the training programmes are well linked to the organizational
objectives and strategies as they should be.

8.2.5 Linkages of training programmes to other HR programmes and policies
When the respondents were asked to rate the extent to which they agree with 'the presence of
linkages of the training programmes to other HR programmes and policies'. as shown in table
8.10, their answer resulted in a grand mean of 2.0. The low mean value suggests that the
overwhelming majority of the respondents did not believe that there are linkages between the
two.
Table 8.10: Linkage of training to other HR programmes and policies
Grant

Ministries

AG

ED

FN

FR

HL

Mean*

2.0

2.1

1.9

2.1

2.1

2.0

(1.1)

(1.2)

(.9)

(1.1)

(1.0)

(.8)

JS

LB
2.2
(1.1)

ANOVA test

LD

LG

Tl

Mean dr F Sig.

1.7

2.4

2.1

2.0

(.7)

(1.2)

(.9)

(1.0)

(9,297)

1.0

NS

'l=Strongly disagree; 2-Disagree; 3= Indiferent; 4- Agree and 5= Strongly agree, note also that the figures
are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

It is widely recognized that training institutions may be able to produce competent individuals
but it may be difficult to produce committed and motivated individuals (Grindle, 1997: 13;
Muthayya, 1988: 544). These challenges, therefore, call for strong linkage of training to other
31

They will be discussed later in this section.
The UNDP (2002) remarks that the development vision of the government is clear and well articulated, albeit
the fact that manpower requirement by quantity and quality and strategies for its development of the various
32

and service sectors is lacking.
(2002b) argues that personnel administration in most ministries lacks proactive, system wide
interventions with less emphasis on fit and strategic planning.

froductive
The CPA
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personnel programmes. J.zt us have a brief look as to what extent training programmes are linked
with personnel functions such as salary, promotion and placement in the sample ministries.

[i] Training and salary in the Eritrean ministries
On the one hand, the number of the civil servants who have undergone long-term training
locally and overseas has increased. On the other hand, the current civil service salary scales have
not been adjusted since 1997. As a result, the ex-trainees 4 have been demanding salary
adjustment after they have completed their studies.35 Hence, it is not surprising that the vast
majority of the respondents replied that there is no linkage between training and other HR
programmes like salary as demonstrated by the mean value of 2.0. Thus, one can contend that
instead of the training to have a positive impact on the morale and performance of the trained
workforce, it could have a negative impact (Schaffer, 1974; Paul, 1983; Reilly and Clarke,
1990). As suggested by Baron and Kreps (1999), HR practices either work together as a package
or they fight each other.

[ii] Training and placement/promotion
When asked as to 'whether they have been holding the same position a#er training', about 81
percent of the respondents, who had training, replied that they have continued to work in the
same positions. This in turn may demonstrate that the vast majority of the training
programmes have not led to promotion. It was also reported to us that, even the few training
programmes, which have led to promotion, were not supplemented with salary progression or
incentives.36 One can reasonably argue that training could be used to facilitate promotion, but
in no way can by itself be a sole requirement for promotion. Training by itself cannot ensure
automatic promotion (see chapter three). Interviews carried out with the ordinary civil
servants, however, uncovered that the dominant criterion for promotion among others is to be
been a member of the former liberation fighters.37 As one interviewee disclosed, when newly
trained civil servants return to their organization after successfully completing the training
programme, their jobs and career opportunities do not always reflect the increased level of
skills they have. Thus, one can say that training or educational level of the civil servants is not
welllinked with promotion decisions of the sample ministries.
34 This is because employees develop high expectations when they get additional training. However, if their
expectations are not met, frustration is likely to arise (see Coleman, 1990). It is generally believed that especially
in DCs, like Eritrea, pay is essentially used to motivate people to work. It is difficult to imagine how demotivated employees could improve their performance without proper reward systems (e.g., Berman et al., 2001;

Corkery et al., 1998). Civil service salary structures have resulted in a serious deterioration in the real wages
ofered to the civil servants with high skiU levels. And therefore, the civil servant, it can be said, has severely
suffered by the declining trend of his/her wage purchasing power (see Amanuel and Tesfagiorgis, 2002: 4).
35
It is not uncommon to hear that because of the many training opportunities given to the civil servants in the last
ten years (1993-2002), many of the civil servants have got certificates, diplomas and degrees (see tables 8.3).
36 Since 1997, promotion does not mean getting higher salary, as it has nothing to do with salary increment.
Promotion is meant only getting higher responsibilities and status. This is because salary of the civil servants has
not been adjusted since 1996. If a person is promoted to a Minister, s/he gets only 1500 Nakfa and to General
Director, s/he gets only 700 Nakfa position allowance. For promotion below General Director, neither allowance
nor a salary increment is given.
37
As noted in chapter six, although former liberation fighters who are currently working in the Eritrean civil
service are about one fourth of the overall civil servants, the vast majority of senior positions, such as Minister,
General Director, Director and Unit heads are occupied by ex-fighter civil servants.
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One problem that is left unaddressed by the sample ministries is the question of what happens
once the trainees are back in their organization. The Ministries surveyed did not have any stated
policy regarding the actions to be taken for post training programmes. It was also reported to us
that there are placement problems for employees who were sent for further study and came back
with certain qualifications due to factors such as lack of previous manpower planning and TNA,
which are all crucial to training.

8.2.6 Capacity of the government to finance training programmes
The adequacy and reliability of financial resources is one of the key factors for success of
training in a civil service (see chapter three). In-depth interviews disclosed that, in the Eritrean
civil service, training funds come from two major sources, namely, funds from donors and in
rare cases budgetary allocation by the government. Eritrea being a new country has been
fetting
a substantial fund for training from donors or soft loans from the World Bank and others. 8 This
in turn enabled the civil service to considerably improve the quality of its staff in the last ten
years (see table 8.3 and 8.4). The Government believes that training or HRD is one of the main
areas of concern and is a national priority (MOE, 2001; UNDP, 2002). It is worth
emphasizing
two important issues at this juncture: [i] although the prevailing progress in the civil service
training is promising, it remains fragile (its sustainability) as almost all training fund comes from
donors, and [ii] although a huge amount of money has been invested in training related
activities, the existing problems, however stem mainly from the inability of the government to
invest money for motivating the ex-trainees, which in turn has led to ineffective utilization of the
expertise of the ex-trainees.

8.2.7 Commitment of the policy makers and senior civil servants to training
The mean value of the respondents' perceptions with regard to the extent to which they agreed
with the government' s commitment to civil service training is 3.1 (see table 8.11). In addition,
interviews conducted with the managers disclosed that unlike other HR functions, the
government has been relatively committed to the civil service training. One of the clear
manifestations of the government' s commitment to training is the number of civil servants
who got short and long-term training in the last ten years (see table 8.3 and 8.4). Moreover, the
EHRD Project (1998-2003) into which about 40 million USD was invested is another clear
indicator of the government's commitment to training.39 Hence, as one HRD manager
remarked, the government has put much more emphasis on training than it deserves in that it
expects much more from the actual contribution of training.40 30 percent of the interviewed
managers, however, believed that the government has the political will to train the civil
servants, but lacks a comprehensive strategy for systematic training and utilization.
38

The government has been channelling large portion of funds (obtained from donors and soft loans) to address

skill shortage of the civil service.
39
It is also worth noting that historically or conventionally the operations of HRD/training function has been the
responsibility of the Personnel Department (ECA, 1989; Hays, 1984; Shafritz et al., 2001). It was also the same

in Eritrea till 1996. However, in 1997, the Government issued an instruction that each and every ministry to set
up a separate HRD Division to focus solely on training related activities This is also a clear manifestation of the
commitment to training or HRD.
overnment's
Araia (1998: 218) also notes that the Eritrean government has always had a strong, clear conviction that the key
to rapid and sustainable long-term economic development rests with the development of human resources. The
UNDP (2002) also clearly states that training is high on the agenda of the government.
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Table 8.11: Commitment of the policy makers and senior civil servants to training
LB
LD
LG
TI
Grand
ANOVA
Alinistries AG
ED PN FR HL JS
Mean
Mean*

3.2

2.8

2.7

3.1

3.2

3.1

3.1

(1.0)

(1.0)

(.9)

(1.0)

(1.0)

(1.0)

(.9)

3.0

3.2

3.0 3.1

(1.1)

(1.0)

(1.0)

test

F

4

(9,300)

Sig.

NS

1.2

(.9)

'l=Strongly disagree; 2-Disagree; 3 - IndijIerent; 4= Agree and 5= Strongly agree; note also that the figures
are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

8.2.8 Conduciveness of the working condition (transfer of training to work place)

If training is to have an impact, there should be a conducive working condition where trainees
are able to apply what they have learned at training and academic institutions (see chapter 3).
The grand mean value of the respondents' views with regard to the extent to which they agreed
with the conduciveness of the working condition in facilitating transfer of learning to work
place is 3.2.
Table 8.12: Conduciveness of the working condition and chance to practise what have been
learned
f- nistry
Items

AG

ED

FN

FR

HL

JS

LB

LD

LG

TI

Grand
Mean

J

Conduciveness 3.1
of the working

(1.2)

3.4

3.0

3.1

HI

(1.2)

(1.1)

(1.3)

(1.0)

(1.2)

3.2

2.7

3.2

29

(1.2)

(1.1)

(1.2)

(1.0)

ANOVA test
at

P

Sig.

**

3.2

(9.295)

2.3 0.02'

(9.295)

2.0

(1.2)

condition
Chance to

3.2

3.5

practise what

(1.4)

(1.2

3.1

(LO)

3.1
(1.3)

3.7
(1.0)

3.4

(11)

3.1

2.7

3.3 3.1

(1.2)

(1.1)

(1.2)

33-

0.04

(.9)

(1.1)

have been
learned
*.

*p<0.05; l=Strongly disagree; 2=Disagree; 3= Indifferent: 4= Agree and 5= Strongly agree; note also that
the figures are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

The finding of one-way ANOVA test demonstrates that there is a significant difference
(p=0.02) among the respondents' opinions with respect to the conduciveness of working
condition in transferring training to work place (see table 8.12). A closer look at the results
reveals that some ministries such as Health and Education were rated as relatively better (3.8
and 3.4 respectively on a 5-point rating scale), whereas ministry like Land, Water and
Environment was rated fairly low (2.7). Such a significant difference could be partly explained
by the fact that the kind of ministry (such as Health and Education) within which the civil
servants are working affects the extent to which training is transferred to work place.41 The
general work environment of the ministries, however, is not that much conducive as
demonstrated by the grand mean of 3.2. The extent to which the presence of getting a good
chance to practise the skills and knowledge learned therefore varied from ministry to ministry,
as is shown by the p-value of 0.04 (see table 8.12). From the in-depth interviews with the exThe kind of expertise or profession of the civil servants may affect transferability of skills and knowledge
learned to work place, in our case, the health and teaching profession.

41
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trainees, the following factors, which hindered the transfer of learning to work place, are
identified: [a] they were made to work on areas that did not match with their present
qualification, [b] lack of clear duties and responsibilities, [c] lack of adequate facilities and
budfft, and [d] they were not well guided and challenged by superiors (see also Wekita, 2002:
88). One can also argue that as long as the results of training (new skill, knowledge, new
methods and techniques learnt) are not incorporated in the actual operations, training remains
largely absent for all practical purposes.

In order to know the degree of encouragement of the senior civil servants to ex-trainees, we
asked the respondents to rate the extent to which their respective superiors43 encouraged them
to apply the new skills and knowledge that they have learned. As table 8.13 indicates, the grand
mean of the views of the respondents with regard to the extent to which ex-trainees received
encouragement from their superiors to apply the skills and knowledge to work place is 3.3. The
respondents were further asked to rate the extent to which they agree with regard to the

presence of superiors who are knowledgeable on HRM issues. The finding in table 8.13
suggests that many of the superiors were not very knowledgeable on HRM issues, especially in
motivating and encouraging the ex-trainees to make use of their expertise. As a result, many of
the interviewees suggest that their superiors should themselves undergo training.44 This can
help them in having a better perspective of managerial/administrative problems, on the one
hand, and encouraging ex-trainees to apply their training, on the other (see also Berman et al.,
2001; Caldwell, 1962; Kerrigan and Luke, 1987; Wanasinghe, 1988). 45
Table 8.13: Superiors' encouragement to apply the skills and knowledge learned and
presence of knowledgeable superiors in HRM issues
TI
Grand
\•..·MInistry AG ED EN FR RL JS LB 2 ID LG
ANOVA test
Items

Mean

-.....

Superiors' are

df

F

Sig.

3.4

3.4

3.1

3.1

3.4

3.5

3.4

3.0

3.4 3.1 *
3.3 (9.221) 1.0 NS

(.8)

(1.0)

(.7)

(.9)

(.8)

(1.0)

(.1.0)

(1.0)

(.7)

(.9)

Superiors' are

3.0

3.1

3.1

3.0

3.0

2.8

3.1

3.0

3.1

2.8

knowledgeable

(1.1)

(.9)

(.8)

(1.2)

(1.0)

(1.0)

(.9)

(.8)

(1.2)

(.8)

encouraging

(.9)

3.0*

(9.302)

1.7

NS

(1.O)

l=Strongly disagree, 2=Disagree; 3= Indifferent: 4- Agree and 5= Strongly agree. The figures are the mean
values of the respondents' responses, while those in bracket are the Standard Deviations.

The respondents, who replied they got a chance to practise what they have learned, were also
asked 'to what extent they have made use of the skills and knowledge learned: The finding
reveals that 61.5 percent responded 'sometimes', 34.5 percent 'most of the time' and 4 percent
42

Hence, one can argue that training may not produce the desired objectives, not because the training process is
ineffective but because of the constraints of the administrative system in which the ex-trainees return to work
(see also Cohen and Wheeler, 1997: 146).
43
Kiggundu (1989: 298) remarks that 'because civil service in most African countries face a number of
challenges, they demand much more from their leaders than do comparable organizations in industrialized
countries where the management infrastructure is already in place'.
44 From the interviews conducted with the ordinary civil servants, we have come to know why some senior civil
servants are not willing to participate in training. Some of the reasons advanced were: reluctance to show that
they are incompetent, fear that they lose their status, respect, position, etc.
45
One interviewee suggested that the qualification level of the senior civil servants must correspond to their
positions and responsibilities. Until this is done, it will be difficult to professionalise the civil service.
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'always'. The majority (61.5%) of the respondents made use of the skills and knowledge learned
only sometimes, which may imply that most of the skills and knowledge learned, were used only
infrequently.

8.2.9 continuity of monitoring and evaluation of training programmes
The grand mean value of the respondents' views with regard to the extent to which they
agreed with the continuity of monitoring and evaluation of training programmes is 2.9 (see
table 8.14). The finding may demonstrate that there is clear evidence of a lack of proper
monitoring and evaluation for training activities.
Table 8.14: Continuity of monitoring and evaluation of training Drogrammes
Ministries AG ED

FN

FR HL

JS

LB

LD

Ir,

11

ANOVA test

Grand

Mean df F Sig.
Mean*

3.0

2.7

2.9.

3.1

3.1

3.2

2.9

3.0

3.0

2.6

2.9

(.9)

(.9)

(i.0)

(1.0)

(1.1)

(LO)

(1.2)

(.9)

(11)

(.9)

(LO)

(9.293)

1.0

NS

*l=Strongly disagree; 2=Disagree. 3- Indif rent, 4= Agree and 5- Strongly agree: note also that the figures
are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

In-depth interviews conducted with the managers and ordinary civil servants also disclosed
that there has not been a proper monitoring, evaluation and reporting of the training
programmes provided. 6 Monitoring and evaluation have not been used properly as
management tools to evaluate the effectiveness and impact of training programmes. Although
most of the ministries have been making a lot of efforts to train or develop their staff, it is
common to observe that too many training programmes have been designed and conducted
with little or no attention paid to the results of the training.47 Interviews with the civil servants
disclosed that most of the time, trainees are only evaluated at the end of their training
programme. Training institutions did not properly follow up the ex-trainees when they return
to the work place.

It was also reported to us that most ministries 8 have a form to be filled in by a trainee before
and after training. The form requests information regarding the training programme to be
attended; the name of the trainee; the trainee' s department, division, unit, and position; the place,
objective, and duration of the training; and the inviter and/or sponsoring agency. However, since
ex-trainees are not evaluated before and/or after the training, evaluation of the impact of the
training programmes is not easy (see also Tessema, Soeters and Abraham, 2005).
46

If there is no effort to monitor and evaluate the progress and effectiveness of a training programme, the
function may in reality mean a waste of time and money. Training may, then, do greater harm to an organization.
The supposed panacea may turn out a scapegoat (Sharma, 1994; Kirkpatrick, 1994; Reilly and Clarke, 1990). It
is, therefore, essential to see that training ensures its continuity by providing the returns that are greater than the
costs incurred in its operation (Ibid.).
47 Wekita (2002: 86) indicates that the training programmes were not well planned where evaluators can have an
of assessing their sustainability, relevance, effectiveness and efficiency.
tryThe
point
to Ministry,
find wayswhich
only
strictly asks the ex-trainees to present or share what they have learned with their
colleagues (staff members) was the Ministry of Labour and Social welfare (MLSW). In doing so, it organizes a
formal meeting. The above practice has become a norm, which is not so common in other sample ministries
(interviews with the HRD managers, 2003). Such kind of practice or initiative is very crucial for several reasons.
First, it forces a trainee to properly attend the training programme that s/he is to attend, second, it benefits other
staff members from that particular training.
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Having seen the 9 critical factors for HR training in the sample ministries, one may ask to what
extent do the ministries have the capacity to retain the trained workforce? At £Ms juncture, it

seems pertinent to ruse the issue of retention ability of the sample ministries. It can be
hypothesized that the economic and political condition of Eritrea has a lot to do with the ability
of the ministries to retain the trained workforce or the trend of brain drain. Statistical data of the
sample ministries showed that from 1991-1998, there was almost no brain drain of the civil
servants who were sent abroad for short or long-term training (see table 8.15). Rather, it was the
reverse in that during that time, many Eritreans, who had used to live in the developed world for
long time, began to come back to their home country (Eritrea) to work in the civil service, in the
private sector or as consultants.49 However, after the war broke out between Eritrea and Ethiopia
in 1998, most of the Eritreans (who were abroad) left their home country again. Brain drain, which
was uncommon to Eritreans (1991-1998), has begun to increase substantially (table 8.15).
Table 8.15: Status of staff of the Ministry of Health and Education trained overseas (1993-2002)

rear 1993 1994 1995 1996 1997 1992 1999 2000 2001 2002 Tom
Status of

- Trainees

0 Returned 5
k
.

·

6

2

10

8

17

9

2

10

4

11

19

10

11

19

99

32

26

53

41

29

8

33

22

292

1 1

3

3

32

26

54

32

11

32

42

2

89

32

16

H : 2

17

6

Total

2

11

Returned

16

3

4 Absconded

&

4

Absconded
Total
5

14

4 I1 7i 1&11 119
37

29

311

Source: survey data from the Ministry of Health and Education, 2003

As table 8.15 portrays,50 out of the 99 medical professionals who have undergone long-term
training from 1993-2002 overseas, 10 medical professionals absconded (not returned back to
Eritrea). Likewise, out of the 311 staff of the Ministry of Education, who have undergone longterm training from 1993-2002 overseas, 19 disappeared after completing their studies or have
discontinued and disappeared. Our empirical finding depicts that about 96 percent of the staff of
the above two ministries, who were sent overseas for training, absconded during the period 19982002 (Ministry of Health, 2003; Ministry of Education, 2003).51 Moreover, about 64 percent of
the 674 Eritreans, who were given external scholarships through EHRD project, were assumed to
abscond (see chapter 6). This indicates that the trend of the external brain drain has increased
since 1998 on wards (see also Tessema, 2005a). Table 8.16 also shows that although the EHRD
project (1998-2003) awarded 674 external scholarships to Eritreans to undergo long-term
training, about 64 percent are to date assumed to abscond. This indicates that the attrition rate is
rather significant with approximately 64 percent ending up absconding (see also section 6.7.5.3).

49

For example, Araia (1998: 232) points out that "about 28 percent of the organizations surveyed were able to
recruit skilled employees among Eritreans in the diaspora, mostly from Ethiopia with some success"
50 We tried to collect data on external and internal brain drain from all ministries; however, most of them were not
willing to provide us such kind of data. And therefore, we presented only data of two ministries: Health and
Education.
51
It must be noted that the above figures have not included staff of the above ministries who were sent for shortterm training (conference and workshops) but have not returned and those who have gone to the West by themselves
in search for better economic life or political reasons.
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Table 8.16: Status of the 674 Eritreans trained overseas under EHRD project
Percent
Number
Status
Absconded
Completed and returned
In training
Total

432
228

64
34

14

2

674

100.0

Source, EHRD Office, May 2005

Internal brain drain, just like the external brain drain, has also increased. When asked whether
they believe that there is a high-turn over of professionals (well trained civil servants), about
60 percent of the interviewees thought that there is high turnover of professionals.52 The
opinions of the interviewees were also supported by the official reports of the sample
ministries. For instance, an official report of the Ministry of Health indicates that 136 staff left
their Ministry by 2002 (MOH, 2003), whereas that of the Ministry of Education indicates that
129 staff left the Ministry by 2002 (MOE, 2003). If training is not supplemented with
necessary incentives, it cannot increase employees' motivations as well as their commitment
to the organization. It cannot also strengthen their perceptions that the organization is a good
place to work. Hence, the civil servants tend, once they have obtained better qualifications
through training, to move over to the International NGOs and private sector (see also ILO,
1998: 35). What comes to our mind is that in many respects, regular interchange of qualified
staff between public and private sector is healthy for both sectors, but the flows are only in one

direction.

8.3 Summary
This section presents the summary of results of the data analysed. It summarises the
perceptions of the respondents as well as that of the managers of the sample ministries with
regard to different training related issues (see table 8.17). Table 8.17 presents a summary of
the views and opinions of the respondents and managers of the sample ministries with respect
to different issues that affect HR training (see also foot note no. 37 in chapter 7).
Table 8.17: A summary of the respondents' and managers' perceptions on factors affecting
the effectiveness of civil service training
No.

Factors affecting the effectiveness of civil senice training

1

of clearly written and operational training policies
Presence of continuous training needs assessment ('INA)
Presence of written and operational trainee-selection procedures
Linkages of training to other HR programmes
Commitment of policy makers & senior civil servants to training

Mean value

*

Respondents (N=313),#
2

3

4

5
6

7
8
9

10

11
12

Presence

Conduciveness of the working condition
Chance to practise what have been learned

Encouragement of superiors to apply training
Presence of superiors who are knowledgeable in HRM issues
Continuity of monitoring and evaluation of training programmes
Ability to properly finance training programmes
Linkages

of training programmes to organizational objectives

Managers (N=20)

2.6

3.0

2.6

3.3

3.0

3.6

2.0

2.6

3.1

3.8

3.2

3.4

3.3

3.6

3.3

3.4

3.0

3.4

2.9

3.3

-

3.2

-

'1=Strongly disagree; 2=Disagree; 3- Indifferent; 4= Agree; and 5= Strongly agree.
52

This happened in spite of the fact that official release was not given to those who asked.

3.5
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A comparison of the perceptions of the respondents and that of the managers (table 8.17)
indicates that the respondents' perceptions with regard to the extent to which they agreed
with the HR training related issues were rated between 2.0 and 3.3, while that of the
managers were rated between 2.6 and 3.8. The findings53 may suggest that both the
respondents and managers did not consider HR training practices of their respective ministry
as effective as they should be. Thus, the findings may further signal the current challenges
and problems that the sample ministries have faced in the provision of effective training to
their civil servants, as will be discussed in the chapter 11.
8.4 Concluding remarks

The objective of this chapter was to answer part of the third research question addressed in
chapter one: How are Eritrean ministries training their civil servants? In answering the
above research question, we discussed HR training practices of the sample ministries, which
in turn exhibited the training related challenges that the Eritrean civil service has been facing
(see also chapter 11).

It could also

be concluded that although Eritrea has been doing great in training related
activities, there is always the danger of regressing back to the old ways, especially if external
funding dries up and is no longer available.54 This is because most of the training fund comes
from donors and soft loans. The existing problem however stems from the inability to make
use of the expertise of the ex-trainees, which in turn signals the existing problems associated
with the overall HRM. To put it somewhat differently, unless in specific areas, scarcity of
skilled manpower in Eritrean ministries could not be taken as a major problem as it was in the
early 1990's. At this point therefore one can conclude that the major challenge ahead of the
government would rather be how to effectively utilize the existing staff, particularly the
expertise of that of the ex-trainees, as will be discussed in chapter nine. As argued by one
interviewee, unless the government is able to introduce mechanisms on how to effectively
utilize the upgraded skills of civil servants, training programmes recently implemented are
likely to have only marginal impact.

Even after significant improvements have been made in improving the quality of civil servants,
many managers complained that they were unable to effectively and efficiently utilize their staff
mainly due to the fact that they were unable to put in place the preconditions for effective HRM.
This may suggest that the next challenge the government needs to overcome is how to
effectively utilize the ex-trainees. Here, one can also argue that training is only necessary, but
not sufficient in effective management of the civil servants.

53

it seems normal that the respondents (ordinary civil servants) to be more critical in their assessment of policy
related issues than the managers who represent their organization. Be it as it may be, the perceptions of both the
respondents and managers may suggest the magnitude of the training related problems and challenges.
54
Our empirical study suggests that the efforts underway are encouraging, although Eritrea has a long way to go
in its capacity building process that will have a strong impact on its sustainable development. Likewise, the
UNDP (2002) rernarks that progress in overcoming shortages of skilled and trained manpower seems to be
promising.
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One way of effectively utilizing existing employees is to have attractive and implementable

HR programmes (Grindle, 1997).

9.1 Introduction
In chapters seven and eight, we presented the practices of HR procurement and training in
Eritrean civil service organizations. In this chapter, we discuss HR utilizationi practices,
which in turn highlight the HR utilization related challenges and prospects. The main
objective of this chapter is therefore to answer part of the third research question addressed in
chapter one: 'how are Eritrean ministries utilizing their civil servants 7' The data which were
collected through questionnaires, interviews and review of the available documents, will be
analysed to answer the above research question using the conceptual framework developed in
chapter 5.

This chapter has 4 sections. After the introduction, section 9.2 critically analyses HR utilization
practices of the sample ministries through some critical factors for HR utilization identified in
the conceptual framework. Section 9.3 presents summary of results of the data analysed.
Finally, section 9.4 forwards concluding remarks.

9.2 Analysis of factors affecting HR utilization in the Eritrean civil service
As was previously discussed, there are three critical factors2 for HR utilization, namely [a] the
availability of well developed HR programmes and policies, [b] the ability of the civil service
to successfully implement HR programmes and policies, and [c] the continuity of monitoring
and evaluation of HR programmes and policies. In this section, the above critical factors for
HR utilization will be discussed by taking into consideration six (6) HR programmes:
compensation, employee's performance evaluation, placement, promotion and transfer,
disciplinary and grievance, and pension.

I. Compensation management practices
When asked to what extent one agrees with regard to 'the presence of 9 compensation related
items', the respondents' replies are presented in table 9.1. As the findings in table 9.1 reveal,
many of the items were rated fairly low. The finding signals the magnitude of the challenges
'
It is argued that effective HR procurement (see chapter 7) and training (see chapter 8) are necessary, but not
sufficient in effective management of civil servants. This suggests that HR utilization is an important aspect of
HRM. No discussion of HRM would be complete without considering the role of HR utilization. And thus, this
chapter is devoted to HR utilization with respect to the Eritrean civil service organizations.
2 The logic behind the critical factors is that in order to effectively utilize the existing employees, there is a need
to properly develop, implement as well as monitor and evaluate HR practices (see chapter 3).

Chapter 9

226

and problems that the ministries have been facing with regard to compensation management
practices. The results of the ANOVA tests also indicate that with the exception of item no. 8
(looking for additional income, having p= 0.01), there are no significant differences among
the respondents of the sample ministries.

Internal and external salary equities

Two important preconditions for effective compensation programme are maintenance of

internal and external salary equities (see chapter 3). This is because employees usually tend
to compare their compensation (salary) first with their colleagues and then with employees of
other organizations having similar qualifications. If they assume that these salaries are
unequal, inequity exists and employees will believe that they are under-rewarded. Our survey
demonstrates that the respondents did not believe that their respective ministries have
maintained either internal or external salary equity (see item no. 1 and 2) in that the grand
mean values of their perceptions are 2.4 and 1.7 on a-five point scale respectively. As the
vast majority of the respondents did not perceive that these two salary equities are maintained
in Eritrean civil service, the motivation of the respondents is likely to be adversely affected.
The first question here is 'why were the sample ministries rated fairly low (2.4) with regard
to internal salary equity'P The following are among the most important reasons:

Table 9.1: ANOVA tests on 9 compensation related items
Mittistries

AG

ED

1 items 1

FN

FR

HI.

JS

I.B

LD

LG

TI

2.4
(1.1)

Grand

ANOVA Tests

Mean" df T %.

Presence of

2.3

2.5

2.7

2.4

2.2

2.7

2.3

24

2.6

24

internal

(1.0)

(1.1)

(.9)

(1.1)

(1.1)

(I 2)

(1.0)

(1.1)

(11)

(1.1)

Presence of

1.7

1.9

1.8

1.5

1.9

1.8

1.5

2.0

1.6

1.7

external salary

(.7)

(.8)

(1.2)

(.5)

(.6)

(1.1)

(.8)

(.7)

(.9)

(.7)

(.8)

(9.293> .8 NS

salary equity

2

1.5

(9.302)

1.7

NS

(9.299)

1.2

NS

(9.293)

.6

NS

(9.292)

1.2

NS

(9.299)

.1.3

(9.299)

.7

(9,294)

2.5

.01*

(9.301)

1.7

.NS

maty
3

Presenceof

4

fringe benefib
Salary reflects

my

2.0

1.9

1.9

2.1

2.5

2.2

2.2

1.8

2.1

1.9

2.0

(1.2)

(1.1)

(1.1)

(1.2)

(j.3)

(1.1)

(1.1)

(.7)

(.9)

(.9)

(1.1)

2.6

2.4

2.8

2.3

2.5

2.7

2.6

2.6

2.8

2.7

2.6

(1.3)

(1.2)

(1.1)

(.9)

(1.1)

(1.3)

(1.1)

(1.3)

(1.1)

(.9)

(1.1)

performance
5

6

Salary

2.2

2.5

2.6

2.4

2.2

2.8

2.4

24

2.8

2.6

2.5

encourages

(1.1)

(1.1)

(1.0)

(1.0)

(1.1)

(1.1)

(1.0)

(1.l)

(1.0)

(1.2)

{1.1)

better
performance
Salary reflects

2.7

2.6

2.5

2.9

2.5

2.4

2.6

2.8

2.3

2.6

(.8)

(1.2)

(.8)

(1.1)

(.9)

(1.0)

(.0)

(1.0)

(1.1)

(1.0)

* living
standards
7

Presence of
acceptable

2.1

2.1

(1.1)

(1.2)

2.2
(1.1)

2.5
(1.1)

1.9

1.7

2.2

1.9

2.1

2.1

1.9

2.0

(.9)

(.8)

(1.2)

(.9)

(,9)

(1.1)

(1.1)

(1.1)

NS

NS

salary scale

8

Looking for
additional

4.0

4.1

3.9

3.6

4.0

3.3

3.5

3.0

3.7

3.7

(I.0)

(j.2/

(1.3)

{i.3)

{1.0)

(1.4)

(1.2)

(1.3)

(1.4)

(1.23

(j.2)

4.2

4.7

3.9

4.3

4.8

4.4

4.1

4.4

44

4.3

4A

(1.4)

(.5)

(1.6)

(1.1)

(.4)

(1.0)

(1.2)

(1.0)

(.7)

(1.2)

(1.1)

33

income
9

Salary needs

revlsions
**

'P<9.05'. the figures are the mean values of the respondents' responses while those in bracket are the Standard
Deviations. Note also that I =Strongly disagree; 2=Disagree; 3- IndifIerent; 4= Agree and 5= Strongly agree.

Ill The prevailing double salary scale
There is a dual salary structure in Eritrean civil service whereby civil servants with ex-fighter
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background earn salaries slightly higher' than their counterparts non-ex-fighter civil servants.
This is true in spite of the fact that up to now, a uniform salary scale for all civil servants was
expected to be introduced. Table 9.2 depicts that the mean value of the monthly salary of the
respondents with ex-fighter background was 1,695 Nakfa; whereas that of the non-ex-fighter
civil servants was 1,385 Nakfa. Hagos (2003: 60) also indicates that, other things being equal,
civil servants with ex-fighter background have been getting salaries of 29.4 percent higher than
non-ex-fighter civil servants. Due to the above fact, almost all interviewees perceived that
internal salary equity has not been maintained in the Eritrean civil service.
-

Most of the interviewed civil servants argued that although personal sacrifices made during the
war cannot be expected to continue during peace, especially when others are forging ahead
more lucratively; two different salary scales in a civil service are not justified to continue up to
the present. Our survey also uncovered that the majority (80%) of the interviewed civil
servants (both ex and non-ex fighters) are not in favour of double salary scales in the civil
service.

Table 9.2: Comparison of salaries of the ex and non-ex-fighter civil servants in terms of Nakfa
Background

N

Mean

Std.

Std.

Dev.

Error

95%

Conjidence

Lower Bound

Interval for Mean

.

Minimum

Maximum

Upper Bound

Ex-fighter

77

1695

540.6

61.6

1572

1818

500

3020

Non Ex-fi ghter

223

1385

549.6

36.8

1312

1458

245

3000

Total

300

1465

563

32.5

1401

1529

245

3020

Source: survey data. 2003; 'IUSD=13.5 Nakfa as of September 2003.

[2] Absence Of salary adjustment

As was mentioned in chapter 6, the current civil service salary scales have not been adjusted
since 1997 (see also appendix 6.5). However, because of the considerable investment made on
HRD since 1997, many civil servants were able to upgrade their skills and knowledge in that
they have acquired certificates, diplomas and degrees (see chapter 8), but their salaries have
not been adjusted.4 Civil servants get the same salary that they used to earn, while new entrants
are granted salaries commensurate to their educational level. For example, if a civil servant had
a BA degree in 1997 and has got MA degree in 1998, up to now, s/he has been earning the salary
set in 1996. Interviews conducted with the HR managers of the sample ministries disclosed that,
as the number of civil servants who have undergone long-term training locally and overseas has
increased, ministries have begun to face new challenges. A prominent one is the inability to jituil
the demands of the ex-trainees. As a consequence, many competent employees have already left
the civil service and many others are requesting resignations either to be hired in international
NGOs or UN agencies or to be re-hired in the civil service on a contractual basis5 with
lucrative salaries and benefits.

The salary scale of the ex-fighters has

For every year of service- service
additional ten points are given.

as

a rnatrix, which takes into consideration years of experience and training.
ex-fighter- a ten-point mark is given, and for every year of education

4 For instance, the CPA (2002b: 10) found that there are 44 employees in the MOA and 29 in the MOF who earn
less than the base salary for their educational attainment.
5
These professionals are usually paid from the so-called project.funds (see chapter 7).
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[3] Iitck ofjob evaluation during the development of the existing salary scales

The existing salary scales are presumed to be 'provisionar6 in that there was a plan that a new
('uniform') salary scale would be developed that could be applied equally for both ex and non
ex-fighter civil servants after a comprehensive job evaluation or position classification7 has
been done. However, as preparation was underway, the border conflict broke out in 1998.
Hence, at present there is no internal salary equity (see table 9.1). The interviewed HR
managers further stated that, once the salary was fixed in 1996, it has become difficult to revise,
even though it was found wrong. Nearly three-fourth of the interviewed civil servants replied
that they have little knowledge as to how the present civil service salaries are determined. It is
interesting to note that the initial salaries for educational attainment also vary. For instance, a
fresh university diploma graduate (12+2) earns 1,225 Nakfa, while someone with an advanced
nurse diploma (12+3) earns only 1063 Nakfa (interviews with HR managers, 2003). In many
cases, it is not uncommon for elementary school teachers to earn higher pay than their
supervisor, or for a staff nurse to receive a salary that is equal to the salary of a medical doctor.
In addition, in high government posts, salary does not reflect responsibilities. This is because in
some cases, Ministers and Director General receive low salaries in proportion to their
responsibility, when compared to their subordinates, and even in rare cases to their secretaries.

We have seen the reasons behind internal salary inequity. Now let us answer why were the
sample ministries rated fairly low (grand mean 1.7) with regard to external salary equity (item
no. 2)? Among the main factors are:

Ill The prevailing high inflation rate
The salary introduced in 1997 doubled the salary of the vast majority of the civil servants. By
that time, it was more or less competitive to that of International NGOs or the private sector.
However, due to the border war between Eritrea and Ethiopia (1998-2000), the economy has
been badly affected, which in turn led to a high inflation rate in the country. Real wages have
declined substantially (see appendix 6.6). The decline has been in the real values, as civil
service salaries have not kept pace with inflation. In a period of cash constraints the ability to
6 The current salary scales are person based or CV based, with no clear criteria (see chapter 7).
7 In order to introduce a salary scale that is capable of paying equal salary for equal work, it is necessary to: [a]
introduce a uniform description of positions in terms of duties and responsibilities and [b] determine the skills
required to perform those duties and responsibilities. Positions have to be classified into services recognized by the
government and to be properly graded. However, the current position classification systems are the ones, which
were done in accordance with the then Ethiopian Civil Service laws and regulations. But one can argue that in the
last 30 years, situations and conditions have changed, new positions have come into existence and old ones have
disappeared, and skill requirements have drastically changed. As one HR manager states, it is necessary to
analyse, evaluate and describe positions all over again, and determine the skills required in the light of changed

conditions. Therefore, to introduce uniform salary scale without taking into consideration aN the changes
mennoned above wouW be unrealistic. Another CPA manager also argues that it would be unrealistic to structure a
salary scale without a uniform description of occupations in Eritrea and without classifying positions into services
and grades. A salary scale that does not take into account these exercises can never incorporate the principle of
"equal pay" for "equal work". He further suggests that after a position has been classified to service and grade, the
employee occupying the position shall be given a grade corresponding to the grade to which the position is
classified and s/he shall be paid a salary accordingly. In addition, it was also reported to us that there is no job
occupational standardisation. Ministries use different job titles for the same job. For instance, account clerk and
accountant, personnel and personnel clerk, and junior and senior positions are often mixed up.
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pay has become the key criterion in pay determination, overshadowing any broader conceptions

of comparability. As de Haan (1998: 9) rightly notes, 'progress in reducing differentials
between civil service and private sector salaries has been limited'. That is, civil service salary

structures have resulted in a serious deterioration in the real wages offered to civil servants
with high skill levels. Salaries were not able to keep up with inflation. Hence, it is not Surprising
that the mean value of the presence of external salary equity is very low (1.7 on a-5 point scale).
Many scholars firmly believe that salary erosion was important in undermining previously
existing capacity (see also Hilderbrand and Grindle, 1997: 42; Cohen and Wheeler, 1997: 137).

[2] The existing salary compression
There is a tendency for the ratio between the highest and the lowest salary level to narrow as a
result of political commitments to raising minimum salaries without raising equally the salaries
of those with the greatest responsibility for managing the civil service. Reducing pay
differentialss between lower and upper grade salaries has had considerable repercussions on
motivating employees to improve their performance (see also CPA, 2002b; Amanuel and
Tesfagabir, 2002). Interviews conducted with the HR managers disclosed that there are no
incentives or allowances paid for higher responsibilities below a Director General. As a result,
many civil service managers such as school directors, and hospital directors are reluctant to
accept higher responsibilities. The existing compensation practices have made the outflow from
the civil service low or negligible for people in lower grades but high for qualified staff.
Therefore, severe wage compression has diminished the incentive to work and induced the
more competent staff to leave (see also chapter 8). The low level of remuneration for senior and
highly educated civil servants has made it difficult for the sample ministries to attract, motivate
and retain the best and brightest civil servants.

As a CPA manager indicated, "Ministers and Director Generals receive salaries, which did not
reflect their duties and responsibilities, and cost of living realities of the country. Unless in rare
cases, we did not see any difference in pay among Ministers and Director Generals". And thus,
one may argue that the existing situation may affect adversely the existing low level of
corruption.' In many countries, the ratio between a middle level manager and a minister is a
minimum of three times (ILO, 2000) while in the Eritrean civil service, the average ratio is 1.5.
With the exception of some responsibility allowance (see foot note no. 36 in chapter 8), there
are no perks whatsoever. The difference in pay between the highest and the lowest post, in
many developing countries is 1: 15 ratio; while in the Eritrean civil service, the average ratio is
1: 8. It is also interesting to note that the minimum salary (e.g., postman) of the permanent
employee is 502 Nakfa, and the maximum salary fur high professionals is around Nakfa 3,000.
Contractual employees such as cleaners are paid on the basis of areas they clean. Most of them
get 245 Nakfa per month. Whereas guards are paid 400-450 Nakfa (interviews with the HR
managers of the sample ministries, 2003). Among the permanent employees, the salary
distribution varies. For instance, 63 percent get from Nakfa 1000 - 1900, while only less than 4
percent of the total permanent employees get above 2,000 Nakfa (CPA, 2002b).
8 Just like in most African countries, the government favoured pay increases in the lower ranks, reducing pay
differences between skilled and unskilled employees (see also chapter 4).
9
Eritrea's reputation for low levels of corruption has also been widely trumpeted. Former American Congressman
and law professor, Campbell is probably the most high-profile proponent of Eritrea's investment potential, because
of its purported low levels of corruption (Campbell, 2002).
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It must also be noted that the respondents did not agree with the extent to which adequate fringe
benefits were presented in their respective ministries, as was demonstratedby the mean value of
2.0 (see item no. 3 in table 9.1). Interviews conducted with the HR managers of the sample
ministries disclosed that the absence of attractive fringe benefit (allowance)10 has also adversely
affected managers' ability to motivate employees for better performance.

Although the lack of published data makes it difficult to compare total compensation packages
available in the public and private, scattered evidence indicates that a wide salary gap exists in
Eritrea. For instance, according to the CPA (2002b: 10), as of 2002, employees of international
NGOs and UN agencies were earning about three times11 more than the civil servants.
Moreover, a fresh university graduate with a BA in the private sector and a civil servant with
MA/MSc and over 10 years of service, both earn almost a similar salary of 2000-2100 Nakfa.
This implies that there is a wide gap between the public and international NGOs/private sector
pay, in favour of the latter. Therefore, Eritrean civil service organizations are badly harmed by
their inability to provide attractive compensation programmes that can attract, motivate and
retain qualified human resource. So long as market incentives remain as they are, the low
morale of the civil servants is likely to continue (see also table 9.9).
Compensation and performance
When asked to what extent do you think the salary reflects employee pe«onnance, the grand
mean score is 2.6, which may indicate that appropriate incentives and recognition have not been
provided as they should be. Interviews conducted with the ordinary civil servants also
supported the above finding in that frequently high performing employees were not properly
identified and rewarded. This may suggest that the compensation management practices in
Eritrean civil service have not been motivating civil servants to strive for higher performance.
Higher performers are not always rewarded comparable to their contributions. As one HR
manager suggested, the existing salary systems do not reflect the worth of the jobs in terms of
qualification requirement, difficulty, complexity and responsibility. It is therefore not surprising
that the mean value of the respondents' agreement with the extent to which salary encouraged
better peIformance is only 2.5 (see item no. 5 in table 9.1). Hence, the existing practice is likely
to adversely affect employee morale and motivation (see also table 9.9).

Interviews conducted with the civil servants indicated that there is a high dissatisfaction among
the civil servants with regard to the salary paid and scales set. This has been strengthened and
worsened especially nowadays because of the prevailing high inflation following the border war

10
Generally, there are no adequate allowance in the Eritrean civil service, the known allowance is hardship
allowance, i.e., employees assigned to hardship areas, such as Massawa, Assab, and Western Eritrea are entitled to
climatic allowance of 2040 percent in addition to their basic salaries (Interviews with HR managers, 2003).
Furthermore, there is a supplementary allowance paid to anaesthetist nurses in the MOH. However, there is a lack
of uniformity in that other personnel such as midwifes, or nurses who are likely to be exposed to similar
occupational hazards were not entitled to. Many medical doctors are also discontented with night duty allowance
of 20 Nakfa_
" Cohen notes that "by way of comparison, in Kenya,
an economist at the upper end of the market in the private
sector might command a gross salary up to ten times that of the public sector" (1991: 16-17). The gap is

widening in many SSA (see also de Haan and van Hees, 1996; World Bank, 1997; Das, 1998; UN, 2000).
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of 1998. It should also be noted that Eritreans who have been doing their national service12 have
been earning only 500 Nakfa (as pocket money) since 1998, regardless of their qualifications
and their positions, which was very low given the standard of living in the country. This in turn
is likely to negatively affect their morale and productivity.

Compensation and living standard

As item no. 6 in table 9.1 depicts, the mean value with respect to the extent to which salary
reflected the living standard is 2.6. This is because at this moment the monthly salary covers
only part of the respondents' expenditure.13 Hence, it is not surprising that the vast majority of
the respondents did not agree that their salary reflects the standard of living. The existing
condition therefore made the respondents to rate the extent to which the salary scale was
acceptable only 2.0, which is fairly low (see item no. 7 in table 9.1).

If the existing salary covers only part of the respondents' expenditure, one may ask what do
they do to survive? As item no. 8 depicts, the mean value to which respondents agreed with
looking for additional income is 3.7. A closer look at the mean values of the respondents'
responses, however, reveals that there is a significant difference (p=. 0.01) of perceptions among
the respondents of the 10 sample ministries. Respondents of ministries such as the Local
Government, which is dominated by ex-fighter civil servants, agreed relatively low (3.0) as
contrasted to ministries such as the Education (4.1) (see item no. 8 in table 9.1). The question is
why? One may be tempted to argue that it is because ex-fighter civil servants were earning a
slightly higher salary, but this could not be a strong reason given the high inflation rate in the
country. Another explanation could be the tolerance Of the ex-fighters to endure hardship that
they developed during the struggle for independence, which in turn might not encourage them
to look for additional income. Interviews with the ordinary civil servants disclosed that due to
the high inflation rate, salaries do not even cover half of their monthly expenses and thus forced
employees to depend on other sources to cover the rest of their expenditures. This may imply
that as their monthly salary covers only part of their expenditure, most of the respondents look
for additional income (such as remittance and moonlighting14) in order to survive, although
15
there seems to be a difference between ex and non-ex-fighter civil servants.

Due to the above-discussed compensation management practices, the vast majority of the
respondents strongly suggest that the existing salary scale needs necessary revision, as revealed

12

As was previously mentioned in chapter 7, about 8 percent of the respondents are in their national service (see

chapter 7).

t3
The effect is that the civil service salary structures have resulted in a serious deterioration in the real wages
offered to civil servants. And therefore, the civil servant, can be said, has severely suffered by the declining trend
of his/her wage purchasing power (see Amanuel and Tesfagiorgis, 2002: 4).
14
Moonlighting refers to the use of office hours and equipment for personal use, although legally it is not allowed. It
was reported to us that no civil servant may take on any additional offices or employment other than those for
which s/he has asked and obtained permission of the appropriate ministry. It is an axiom of the service that all of
the civil servants' time and energy must be devoted to the proper fulfilment of official duties. However, as revealed
in our survey, about 66 percent look for additional income, Interviews with the ordinary civil servants disclosed
that many of them have to take a second job to make a living. Such practice has become common in a number of
African countries (see also chapter 4).
15
ANOVA test also shows a significant difference of perceptions between ex and non ex-fighter civil servants,
as demonstrated by p=. 01, f=6.7 (1,299).
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by the high mean value (4.4). This may imply that the overwhelming majority of the
respondents are eagerly waiting for a revision of the civil service salary scale due to the reasons
identified above. One interviewee noted in a touching way that a compensation system should
reward the civil servants with a sense of pride and bolster morale so that they see themselves as
above average, if not an elite group.
In a nut-shell, one may say that compensation, being a factor affecting almost all HR functions
either directly or indirectly, is very essential in explaining the prevalent conditions of low
morale, petty corruption, low productivity and turnover of professionals, like in most SSA (see
also section 4.2).

II Employee performance evaluation (EPE) practices
Employee performance evaluation data are vital for taking many personnel related decisions
provided that they are collected, processed and analysed properly (see chapter 3). Table 9.3
presents the extent to which the respondents agreed with regard to '9 EPE related items'. The
findings of the ANOVA tests show that there is no significant difference among the respondents
(see table 9.3). A closer look at the mean values of the respondents' perceptions in table 9.3
however reveals that the respondents did not agree with many of the EPE related items (grand
mean values ranging from 2.0 to 3.3).

Table 9.3: ANOVA tests on employee performance evaluation related items
<NK,
-Ministnes
AG ED FN FR HL JS LB ID LG TI Gran, .
Items

-

1

2
3

Presence of
clear EPE policy

Provision of feedback
of performance
Pmsence of

discussion of EPE
results
4

Presence of accunte

picture of my iob
5

6
7

8

9

Performance has a lot

to do with salary
EPE has a lot to do
with HR decisions
Successful initiative
is appreciated
EPE is considered as
important task by
supenors
Performance evaluator
are knowledgeable

Mean

2.3

30

(1.3)

2.3

2.3

2.4

2.8

2 4

(1.3)

(1.2)

2 5

2.2

2.5

(].2)

(1.2)

(1.2)

2 3

(.8)

(1.2)

(1.3)

(1.0)

30

34

3.2

3.1

35

3.2

3 5

3 3

(13)

(11)

(1.2)

(1.4)

(12)

(12)

(12)

{12)

(1.0)

27
(1.3)

2.5
(1

2)

20

26

2.5

25

2.8

2.4

2.6

30

2.6

26

(1.31

(11)

(1.5)

(1.2)

(1.0)

(1.2)

(1.1)

(1.2)

2.8

2.7

2.8

33

3.2

30

3.4

3.1

30

(lit)

(1.3)

(13)

(1.2)

(1.4)

(12)

(1.2)

(1.2)

(13)

(1.2)

21

2.1

20

(11)

(13)

(1.2)

2.9

20

1.9

2.1

2.0

(1.3

(1.3)

(12)

(i

2.1

(1.2)

(1

30

32

3.6

3 3

(1.3)

(10)

(1.2)

(10)

3.1

3.0

(1.2)

(12)

(

26
1

2.3
1)

29

2.8

9)

(.8)

3 0

30

31

(11)

(1.1)

(11}

27

2.9

2.3

30

2.7

29

2.11

2.8

(1.2)

(1 0)

{12)

(12)

(10)

(13)

(11)

(11)

24

2.8

29

26

2.9

(.8)

(.9)

{1.4)

(1.0)

(12)

/1

(10)

1)

3 5

3.2

3.3

(1

3.1

(10)

(1.0)

(1.1)

33
(12)

(1,2)

(1,1)

2.5

3.0

(11)

27

(11)

28

3 7

(1.3)

19

(1.1)

(1.0)

2)

23

2.6

2.5

27

29

(1.1)

11.4)

(1.0)

(13)

(l

2)

27

(10)

2.9
(

9)

2.7

28

(11)

(11)

25

28

29

2.7

(9)

(10)

(1.2)

(it)

ANO' ATests
df
(9.298)

F

Sig.

1.5 NS

(9.285)

1.2

(9.291)

6

NS

(9.288)

1.6

NS

(9,294)

.3

NS

(9.279)

1.7

NS

(9.295)

10

NS

(9.283)

1.6

NS

(9.2921

1.8

NS

NS

**

NS refers to 'not signikanf. the figures are the mean values of the respondents' responses while those in bracket
are the Standard Deviations. Note also that 1 -Strongly disagree; 2=Disagree: 3= Indifferent; 4= Agree and 5=
Strongly agree.

As shown in item no. 1 table 9.3, the mean value of the extent to which the respondents agreed
with the presence of clear EPE policy is 2.5. The finding may suggest that many of the
respondents did not believe that there is a clear EPE policy in their respective ministries. In the
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post-independent Eritrea, the inherited EPE16 system continued till 1996. In 1996 (during the
civil service reform), ministries were informed that they were not obliged to strictly implement
the inherited EPE system until a new EPE system would be developed and circulated. However,
At present, ministries lack an
as preparations were underway, the border war broke out in 1998.
enforceable and effective EPE system (see item no. 1), which in turn has adversely affected
most HR related functions or decisions. In-depth interviews conducted with the HR managers
uncovered that the sample ministries are awaiting a consistent and well-designed EPE policy
from the CPA. As a consequence, they have been making employee performance evaluations
occasionally.17 It is worth noting that unlike other ministries, the MOE has been conducting
EPE twice in a year for the teaching staff, although the EPE results has less to do with
personnel related actions, such as salary increment, incentives, promotion, etc.
When asked to what extent one agrees with the presence offeedback of pe,fonnance and the

opportunity to discuss EPE results with their respective superiors. the mean values are 33 and
2.6 respectively. Interviews conducted with the ordinary civil servants also indicated that,
although the respondents get feedback of their performance to some extent either directly or
indirectly (for instance from bosses or colleagues or customers), they did not get a good
opportunity to discuss the results with their respective superiors. They get a chance to formally
discuss18 their performance only when either promotion or demotion decisions are to be taken
(see also table 9.3).
reveals, the mean value of the extent to which the respondents agreed with regard
stating
that 'pe,formance has a lot to do with salary' is 2.0. The finding may
to the ideas
exhibit that, without any exception, almost all respondents did not believe that there is a good
ministries did not
relationship between performance and salary. As one HR manager indicated,
personnel
with
well
linked
decisions (see
try to take performance results seriously as it was not
item no. 6). That is why the mean value of the extent to which respondents agreed to the idea
stating that 'successjitt initiative was appreciated' is 2.8 (see item no. 7). Interviews conducted
with the ordinary civil servants also uncovered that the criteria applied to rate performance were
more related to personal behaviour than to achievement of any clear measurable
was inherently
accomplishments. In most cases, the EPE system, which was infrequently used,
foreword
not
also
looking, for it
Above
all,
it
was
and
2003).
unreliable (see
Frezghi,
subjective

As item no.

5

The existed EPE system was inherited from the Ethiopian civil service. It applied to all permanent employees in
civil service except, judges, Ministers, Commissioners, their Deputies and other politically appointed
the efficiency report of employees
government officials. All immediate supervisors were responsible for filling
under their direct supervision. The existed EPE system of the Eritrean civil servants was called EBciency report
Efficiency reports were normally filled every six months. It had twelve rating factors. However, Goitom et al.
the employee, such as
(1994) identified the following weakness: [l] it was more concerned with the personality of
'knowledge', 'ability' and 'readiness' which are more subjective, [2] there were no prescribed performance notions
to annual
or standards, [3] Employee's perforrnance evaluation were filled every six months, which was not linked
the
concerned
to
not
disclosed
was
EPE
periodic
a
average,
below
unless
salary
or biannual
increments, and [4]
16

the

employee.
17 In most of the ministries surveyed, either there is no regular EPE system or it is taken place infrequently. This
shows that EPE is done not on a regular basis nowadays in that it is done only when needed. For example, during
period, or promotion and demotion decisions are to be taken.
robation
(see also
8 In most instances, the evaluations are not open to the employees unless they are negative or superlative

Frezghi, 2003).
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was not designed and used to identify staff development options or employee productivity

(Ibid.).
One may also argue that due to the prevailing EPE practices, it is likely that different HRM
decisions are taken subjectively (see item 6). This is because with ineffective EPE, any
organization lacks ground or basis for undertaking personnel actions objectively (see chapter
three). The HR managers of the sample ministries revealed that one of the main problems in
administering personnel affairs was the absence of reliable EPE data. EPE forms were so poorly
designed and implemented that they were unable to play their assumed roles. 19
When interviewees were asked 'why their respective ministry has not been conducting an
effective EPE', the following reasons were forwarded: [l] senior civil servants are reluctant to
evaluate their staff using formal appraisal systems since the dominant perception is that the EPE
is a relatively meaningless ritual which lacks credibility, and [2] it has little or no impact on
rewards (either for their staff or fur them). In order to minimise disruptions, they therefore opt
for a quite life and tend to be excessively lenient in their ratings so that almost all staff are rated
as 'good' or 'satisfactory. Thus, in the words of Hilderbrand and Grindle, "highly politicized
environments diminished the link between performance and reward" (1997: 54). Hence, EPE is
often largely based on compliance rather than productivity.

III Placement practices
When asked to what extent one agrees with regard to '3 items related to placement: the
respondents' replies are presented in table 9.4. The results of the ANOVA tests show that there
are no significant differences among the respondents with regard to the extent to which they
agreed with the three items.

Table 9.4: ANOVA tests on 3 placement related items
j 1 -yinistries

N\ items
1

2

3

AG

El

FA

FR

HL

JS

LB

LD

LG

TI

-

Placement to

best position.
Presence of
clear duties and
responsibilities.
Absence of role
ambiguity and

Grand

ANO"A Tests

Mean df F Sig.
2.7

2.7

3.2

2.7

2.7

2.8

2.5

(1.0)

(1.3)

( .2)

(1.3)

(13)

(10}

(

1.1)

2.7

2.6

2.6

2.7

(1.2)

(1.3)

(1.2)

(12)

30

2.7

2.8

29

3.2

3.1

3/

2.8

3.3

30

3.0

(.9)

(1.0)

(10)

(1.0)

(1.1)

(1.1)

(11)

(1.1)

(1.0)

(.9)

{1.0)

2.6

2.9

31

23

3.1

(1.0)

(1.2)

(1.1)

(1.1)

(1.1)

27
(1.1)

3.1
(1.1)

2.9

28

2.7

2.8

{lit)

(1.3}

(1.0)

(11)

(9.299)

.7

NS

(9,296)

12

NS

(9.293)

1.7

NS

4

confusion.
./

*NS refers to 'not Significant , the figures are the mean values of the respondents' responses while those in brack£t
are the Standard Deviations. Note also that l=Strongly disagree; 2=Disagree; 3= indiferent; 4- Agree and 5=
Strongly agree.

As appears in item no. 1 above, the mean value of the extent to which the respondents agreed
that they are placed to the best positions is 2.1. The finding may suggest that, although placing
or assigning an employee to the best position is very crucial in maximizing performance. many
19

EPE forms are poorly designed with vague and ambiguous rating criteria, many of which have little to do with
actual job performance (see also Isaac, 1999). As previously indicated, the informal EPE practices have led to
some dissatisfactions and rumours among employees (see also table 9.9). A critical examination of the EPE in the
sample ministries thus rnay indicate a visible lack of systematic EPE.
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respondents are not placed in their current positions based on their competence, willingness and
experience. Generally, it is believed that the right post for the right person is the 'nuts and bolts'
of HRM. However, about 60 percent of the interviewed civil servants believed that there were
many capable professionals, who were wrongly placed, or placed under incapable managers
(mainly ex-fighters). Moreover, there has been a misallocation of administrative and technical
officers resulting in overwork fur some and under-utilization of skills for others. About 40
percent of them also disclosed that they have over-stayed in their assigned positions to the
extent that they lose interest in their jobs (see also Tessema, Soeters and Abraham, 2005).
These complaints suggest that human resource constraints are more likely to derive from
failures to provide people with meaningful jobs and utilize their skills effectively than from
problems related to training per se (see also Hilderbrand and Grindle, 1997: 34). Many of the
interviewees believed that, although the ex-fighter civil servants have useful skills and
knowledge,20 they were not effectively utilized mainly due to the fact that many of them were
placed wrongly (in positions higher than their actual capacity).

When asked to what extent one deems clear duties and responsibilities are present, the
respondents's responses is demonstrated by the mean value of 3.0 (see table 9.4). As indicated
in chapter three, clarity of job descriptions play a vital role in effectively utilizing civil servants,
mainly due to the fact that they help civil servants to properly know what they are supposed to
do, including their responsibilities and duties. It was reported to us that the sample ministries
had developed job descriptions (duties and responsibilities) for each and every staff, but they
have not yet distributed them to the staff members. This is mainly due to the border war
(1998),21 which led to the mobilisation of many civil servants. Interviews conducted with the
ordinary civil servants also indicated that many have not got any written job descriptions,
although in practice they know them. One HR manager also disclosed that many of the job
descriptions were not updated, because they need adding or deleting to/from the original duties
22
and responsibilities as time elapsed.

As item no. 3 in table 9.4 indicates, the mean value of the extent to which the respondents
agreed with the absence of role confusion and ambiguity is 2.8. Such low mean value may be
mainly due to the reasons mentioned above in that, on the one hand, many of the respondents
were not placed based on their competence, experience and willingness; on the other hand,
Kingma (2000: 233) also notes "considerable training and education occurred during the 'struggle' by the EPLF.
And thus, fighters, predominantly based in ministries, could convert and complement their skills obtained in the
'field' for use in civilian life".
2'One critical interviewee argues that persons are not placed on the right positions and job descriptions are not
properly developed and distributed to the staff, which in turn have caused more confusion than achievement.
Existing practices have also worked against the basic principles of building and achieving the workforce because
of the negative effects of overloading of different tasks on single individual that could make his/her a jack-of alltrades, but a master of none. Moreover, Wekita (2002: 50) points out that during the civil service reform (19951997), the biggest reduction was undertaken from the headquarters on the belief that the basic functions would be
limited to policymaking, research activities, monitoring and evaluation of technical assistance, including foreign
procurement. This combined with the call for national defence caused ministries to operate with less than half of
their original staff but without decreasing the magnitude of their activities making a single person to carry out
different tasks, sometimes, less related to each other. This has resulted in a lack of specialisation and inefficiency.
22 Moreover, the status of many officials (senior civil servants) is not demarcated like who is equal to who, in terms
of responsibility or rank. This has created problems especially in co-ordination, or conducting meetings (CPA,
2002b: 16). For instance, a fresh university graduate and permanent employees with many years of previous work
experience are both referred to as experts.
20
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many of them did not have clear duties and responsibilities. Thus, the overwhelming majority

of the interviewees argued that there is a need to review and where necessary produce job
description of positions in terms of responsibilities to be undertaken, duties to be performed and
-

-

skills required to undertake the responsibilities and duties.

IV Promotion and transfer practices
Table 9.5 presents the extent to which the respondents agreed with regard to '6 promotion and
transfer related items'. The result of the ANOVA tests demonstrate that with the exception of
item number 4, there is no significant difference among the opinions and views of the
respondents. A closer look at the mean values of the respondents' responses, however, reveals
that many of the items were rated fairly low, as discussed below.
The respondents' perceptions with regard to the extent to which they agreed with the presence
of a clear promotion policy are only 2.0.23 The finding may indicate that there is no clear
promotion policy in the sample ministries. Interviews with the HR managers indicated that
promotions (except in senior civil servants) are usually done by ministries themselves, with no
clear criteria. Since there are no formally set and known promotion criteria, the employees lack
grounds to complain against the management actions. That is, there is a lack of transparency in
most HRM practices in general and that of promotion of staff in particular. Hence, it is difficult
to prove that the present promotions are actually open, fair and merit based. This may lead to
the perceptions on the part of many civil servants that the management discriminates against
them and as a result they became dissatisfied with the ministry. It should be noted that the
difference of placement procedures applied for the ex and non ex-fighter civil servants were
often raised by most of the interviewees.

Table 9.5: ANOVA tests on 6 promotion and transfer related items
\ -Ministrics

\ Items
1

Presence

AG,

of clear

promotion policy
2 Provision of
priority to ment
in prom. decision
3 Provision of priority

to seniority in
promotion decision
4 Provision of priority
to political affiliation
in prom. Decision
5 Provision of merit,
seniority, and
political affiliation
6 Presence of clear
transfer policy

l'EDI EN
2 1
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til.Gi31 311 '

Grand-

Mean '
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19

1.7

2.2

1.9

2.1

2.1

1.9

20

(1.0)

(9)

(.8)

(1.2)

(.8)

(.9)

(1.1)

(1.1)

(1.0)

(1.1)

(1.2)

28

2.5

2.6

2.7

2.6

3.1

2.8

2.4

2.8

25

2.6

(/.1)

(.8)

(11)

(1.0)

(1,0)

(.9)

(1.0)

(.8)

(10)

{1.0)

(10)

3.2

28

2 7

3 1

3 2

2.9

3.0

2.7

30

2.9

(1.0)

(1.0)

(..9)

(1.0)

(1.0)

(1.1)

(1.1)

(1,0)

(.9)

34

34

3.7

3.0

2.9

3.1

3.5

2.8

3.5

3.2

{1.0)

(1.4)

(.9)

(1.3)

(1.2)

(1.2)

(1.2>

(1.2)

(.8)

(1.3)

(1.2)

3.2

2.8

3.2

2.6

2.8

3.2

2.9

2.8

3.0

3.2

2.9

(1.2)

(1.3)

(L.

(1.0)

(1.1}

(1.0)

(1.0)

(1.1)

(1.2)

(1.1)

(1,1)

2.2

2.5

2.6

2.4

2.2

2.8

2.4

2.4

2.8

26

2.5

(1.2)

(1.1)

(1.0)

(1.0)

(1.1)

(1.0)

(1.0)

(1.1)

(1.0)

(1.2)

(1.I)

3.1
(1.0)

(

9)

31

ANC VA Tests
df
F
Sig.
(9.299)

.7

NS

(9.293) 1.2 NS

(9,300)

12

NS

{9.294)

15

(9.292)

13

NS

(9.292)

1.2

NS

.4

**

*P<0.05; the figures are the mean values of the respondents' responses while those in bracket are the Standard
Deviations. Note also that 1 =Strongly disagree; 2=Disagree; 3= Indifferent; 4= Agree and 5= Strongly agree.
23

One HR manager argued that there is a lack of a clear manual On the conditions of service, such as promotion
and transfer for the Eritrean civil servants (within the overalllaws of the civil service). Given the lack of clear HR
policies in general and that of the promotion and transfer policies in particular, personnel officers find it difficult
to deploy, manage, transfer, assess and promote personnel. The existing practices might have serious
consequences on the functioning of the ministries as well.
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The grand mean value of the extent to which respondents agreed with regard to the provision
of priority to merit in promotion decision is 2.6. This result may suggest that most of the
respondents did not agree with the above item (idea), which in turn may help us to suggest
that other criteria such as political affiliation and seniority have been given more value, as
will be discussed in the coming paragraphs (see also items no. 3 and 4). If most of the
respondents did not believe that merit is not given a priority in promotion (item 2), then what
criterion is given a priority? As item no.4 in table 9.5 depicts, the mean value to which

respondents agreed with political affiliation plays a major role in promotion decision is 3.2,
which in turn shows that political affiliation is among the most important criteria in promotion
decisions. Likewise, in-depth interviews uncovered that placement and promotion to uppermiddle and top civil service positions are very much politicized in that the vast majority of the
senior positions in the Eritrean civil service (Minister, General director, Director, and Unit
head) are held by ex-fighter civil servants.
As discussed in chapter 7, the overwhelming majority of the ex-fighter civil servants were
directly placed or assigned to the positions where they have held. But one may ask what kind
of positions did they hold? Table 9.6 depicts that the majority of the senior civil service
positions (administrative service) were held by the respondents who belong to ex-fighters.
Thus, a positive correlation was found between hierarchy and the number of ex-fighter civil
servants, i.e., the higher the hierarchical levels, the more ex-fighters were over-represented.
Table 9.6: Position classification of the respondents (ex and non ex-fighter civil servants)

Background
Position classification .ma
Administrative service
Professional and scientific service
Sub-professional
Clerical and fiscal service
Crafts and manual service

Total

Ex-fighter
N=79

Non ex-fighter
N=226

39%
10%

17.5%

N=305
23%

29%

24%

19%

27%
14%
13%

25%

22%
10%

16%
12%

Source: survey data, 2003.
24

Although a civil service is composed of both political appointees and career civil servants,
of whom the political appointees are few in number and occupy top or most senior positions
(e.g., Berman et al. 2001; Das, 1996), the Eritrean case reveals that the political appointees
(mainly ex-fighters) have been even holding positions, which conventionally were occupied
by career civil servants (see also Pool, 2001; Picard et al., 1994; Teclemichael, 1999). About
38 percent of the interviewees thought that promotions to senior positions were made
dependent mainly on the background of civil servants and unconditionally supporting the
current government. Open competition was not given due attention. There was a lack of
transparency in most HR practices in general and that of promotion of staff in particular. As a

24 AS to the senior positions in the civil service, the practice until recently was that Ministers and Director
Generals are political appointees, while Directors are more or less appointed and Unit Heads are placed by the
concerned minister or his designee. Most of the time, political criterion is given the highest value in filling senior
and middle positions. Being a member of the former liberation fighters is among the most important criteria for
occupying upper middle and top positions (Interview with one CPA manager, 2003).
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result, secretive promotions prevailed. Hence, non-merit considerations25 have been very
much afecting promotion decisions. Up to now, there is no clear dividing line between
administration and politics (see also Soeters and Tessema, 2004). Here, one can
argue that,
although countries all over the world impose some standards of political loyalty, in the
Eritrean case, it has been worse. 26

Table 4 also points out that there is a significant difference among the respondents of the
sample ministries with regard to the extent to which political criterion played a major role in the
promotion decision. A closer look at the mean values of the respondents' responses reveals that,
on the one hand, the perceptions of the respondents from the Ministry of Local Government
were 2.8, and that of the Ministry of Finance were 3.7, on the other hand. This significant
difference may be partly explained by the fact that ministries with many ex-fighter 7 Civil
servants (in our case, the Ministry of Local Government) were not very critical of the
government's policies

as

compared to other ministries.

It was also reported to us that civil service managers could not promote capable employees,
partly because promotions are temporarily halted in the civil service. Nowadays, the
appointment of individuals to higher posts such as directors has become on temporary or
acting basis. There is no salary progression either. In many cases, posts are considered to be
filled by political appointment. For lower level civil servants, the
promotion activity is
informal and highly subjective. An immediate subordinate simply replaces a missed
superior
without any promotion examination or performance evaluation activity. Sometimes, in case of
presence of many eligible subordinates, seniority may take priority. As a consequence,
promotion (in higher level and lower level hierarchies) may fail to meet its objectives.
Besides, already limited possibilities for career advancement have been further aggravated by
increasingly serious financial constraints.28 It has to be acknowledged that the rate and
expectancy of promotion for the civil service as a whole, is determined by the general rate of
personnel movement (see chapter 3). Although we will discuss it later, it is good to note that
there were minor (small in number) promotion activities in the sample ministries mainly due
to the fact that at present there is no retirement age as civil servants have been working
indejinitely. Hence, one may argue that the current promotion practices may create
frustrations and dissatisfaction among the civil servants (see also table 9.9).

Item no. 6 in table 9.5 also indicates that the mean value of the extent to which respondents
agreed to the presence of clear transfer policy in the
sample ministries is only 2.5, which in
turn indicates that there is no clear transfer policy. Interviews conducted with the ordinary

civil servants revealed that in many cases, staff transfer seems to miss its
main objective in
25 In the case of Eritrea, all kinds of administrative styles of differing time periods and directions such as preWeberian, Weberian and post-Weberian meet and merge, however not necessarily into something that is
coherent, harmonious and without friction. It was also observed that, in the Eritrean case, the waves really tend
to collide causing potentially dangerous swirls in which people run the risk of going under
(see Soeters and
Tessema, 2004).
26 In many DCs, political appointments ran much deeper within the bureaucracy, promotions were politicised,
and the career opportunities for the civil servants were limited (Weder,
1999: 13).
27
ANOVA test also shows a significant difference of perceptions between ex and non ex-fighter civil servants,
as demonstrated by p=. 04, f=4.1(1,300).
28 A manager in the CPA also remarked that a poorly designed career path for specialist, technical and
professional personnel is a common problem.
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the sense that too often they

are regarded as punishments and rewards rather than
opportunities to broaden the horizon of knowledge of the staff members. Almost all
interviewed HR managers noted that the lack of appropriate incentives to attract civil servants
to remote and other hardship posts is also another major problem facing the ministries.

V Disciplinary and grievance procedures
The respondents' opinions with regard to '4 items related to disciplinary and grievance
procedures' are presented in table 9.7. We see that there is no significant difference among
the respondents of the sample ministries with regard to the extent to which they agreed with the
4 disciplinary and grievance related items.

Table 9.7: ANOVA tests on 4 disciplinary and grievance procedure related items
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(1.2)
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(1.0)
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3.0

2.8

2.6

3.1

2.6

2.7

(1.1)

(1.3)

(.9)

(1.1)

(1.1)

(1.2)

(1.1)

(1.1)

(.9)

(1.1)

(1.1)

(1.31

(9.295)

1.8
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(1.2)

(1.4)

(9.298) 1.6 NS

problems

*1=Strongly disagree; 2=Disagree; 3- Indifferent, 4= Agree and 5- Strongly agree. The figures are the mean
values of the respondents' responses, while those in bracket are the Standard Deviations.

The grand mean of the extent to which the respondents agreed with respect to the presence of
clearly written and operational disciplinary programme is 2.6 (table 9.7). This may suggest
that in the sample ministries, there is no clearly written and operational disciplinary
programme. Nevertheless, it was reported to us that the sample ministries, by principle, support
the following disciplinary procedure, namely: verbal warning, writing warning, fine,
suspension,29 demotion, and dismissal.

Item no. 2 also indicates that the grand mean value of the extent to which respondents agreed
with the presence Of clear grievance procedure is 2.7. Interviews conducted with the ordinary
civil servants disclosed that appeals or grievances forwarded by the civil servants regarding to
their rights, such as unlawful dismissal, compensation (occupational disease, injury including
death), leaves, etc. have not been handled satisfactorily. This is partly due to a lack of clear
rules and regulations. Although the CPA has been working on draft civil service laws for
sometime and recently the draft code had been circulated to ministries for comments, there
were no clearly defined rules and regulations governing the conditions of service including a

It should also be noted that suspension (the so-called 'Mdscal' locally) as a disciplinary action has become
common practice, especially in the middle and top civil servants in that ineffective or corrupted or unloyal civil
servants have been suspended from their jobs for longer periods of time while getting their salary. And thus,
suspension with pay is a commonly used disciplinary measure, especially, in senior officials.
29
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of conduct.30 In-depth interviews with the HR managers of the sample ministries
indicated that grievances have been handled as follows: first, departments try to handle appeals
forwarded to them. If departments are unable to settle the case, it is again forwarded to the
existing disciplinary committee3' at ministry level. If employees are unsatisfied with the
decision taken by the disciplinary committee, they have a chance to make an appeal to the
CPA. However, it was reported by a manager in the CPA that since 1996, the CPA has not
taken enforceable decisions for it has not been functioning as it should be. At present, the CPA
handles minor appeals forwarded to it largely in consultation with the concerned ministries. In
most cases, they have applied mediation to settle the grievances.
code

The respondents were also asked about filing a complaint (see item no. 3). The grand mean of
the respondents' perceptions with regard to the extent to which they agreed with not filing a
complaint, is 3.6. This may indicate that the vast majority of the respondents have not
presented a formal grievance or complaint to the management after the liberation (1991).
Interviews conducted with the ordinary civil servants indicated that, although about 28 percent
of them had complaints with different personnel related issues, they have never filed a formal
complaint expecting that they would not get a prompt and fair reply or decision. Hence, they
were not motivated to do so. Almost all the interviewed ordinary civil servants, without
exception, responded that they are willing to abide by the civil service rules and regulations.
However, the interviewed HR managers disclosed that violations like negligence, absenteeism
and late coming are bound to occur, and for a few workers, the above violations became a
chronic problem.

VI Pension programme
Table 9.8 presents the extent to which the respondents agreed with regard to '3 pension related
items. The findings of the ANOVA tests also illustrate that there is no significant difference
among the respondents with regard to the extent to which they agreed with those items. A closer
look at the mean values of the respondents' perception however reveals that many of the items
were rated fairly low (1.8 - 2.1), as shown in the following table.

Table 9.8: ANOVA tests on 3 pension related items
=Ministries
Items
1

2

--AG
·.·..i.ED

Presence of attractive

pension programmes
I feel secure regardless
The absence of a

HL

JS

20

2.0

2.0

20

2.2

2.0

2.3

2.0

23

1.8

2.0

(.9)

(9)

(.9)

(.8)

(.8)

(1.1)

(.9)

(.9)

(.8)

(.9)

(.9)

I ·7
(1.2)

IN

1.6
(1.1)

FR

1.7
(12)

19
(1.3)

1.7
(1.2)

LB

LD

IR

2.0

2.2

21

(1.0)

(1.0)

(.8)

2.4

2.1

(t.0}

(.9)

TI i:

2.3

Grand
FTe tsSig.
df
Mean' ANO"A

20

2.1

(.9)

(.8)

1.9

17

1.7

18

(1.b

{1.0)

(.9)

(1.1)

(9.297) 1.5 NS
(9,298)

.8

NS

(.9)

pension programme

3 I save money in bank

19

2.1

(.71

(.9)

17

22

(.7)

(1.0)

21
(.9)

(9.298)

13

NS

* The figures are the mean values of the respondents' responses, while those in bracket are the Standard Deviations.
Note also that 1 =Strongly disagree; 2=Disagree, 3- Indifferent; 4= Agree and 5= Strongly agree.

30 Interview with the General Director of the CPA, 2003.
31
All ministries have a disciplinary committee consisting of heads of Personnel, Administration and all
departments. The committee discusses and attempts to take all necessary actions. It was also reported to us that
immediate supervisors and higher level of management devote some amount of time and energy in dealing with
issues of employee discipline.
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As item no. 2 depicts, the mean value of the extent to which respondents agreed with feeling
security regardless of the absence of a pension programme, 2 is 2.1. The finding depicts that
has created a sense of insecurity on the part of the
respondents. During the in-depth interviews with the ordinary civil servants, almost all
interviewees, without exception, expressed their dissatisfaction with the absence of a pension
programme in their respective ministries. Up to September 2003,33 there was no pension
programme guaranteed for the civil servants. Neither was a tax collected for this purpose nor
a limit on retirement age. As a result, the civil servants try to work till they become too old to
work, and therefore many civil servants are old at present. For young civil servants, career
development has been very slow resulting in frustration, and causing many qualified young
workforce to divert to international NGOs and UN agencies. These conditions of the civil
servants may have adverse consequence in the functioning of the civil service.

the lack of pension programme

From the standpoint of the employees, the advantages of a pension programme are obvious. It
ensures them against a penniless old age or against pauperism due to disability and/or
unexpected death. Most of the time, several civil service laws oblige a civil servant to retire if
there is no prospect of early recovery. Similarly, a civil servant who becomes disable because
of an accident or a disease and who cannot perform her/his duties is under retirement
provision (see chapter 3). When asked to what extent one agrees with saving money in a bank
due to the absence Of pension programme, most of the respondents did not agree, as
demonstrated by the low mean value of 1.8 (see table 9.8). This is because as noted earlier, at
present, their salary covers only part of their expenditure, let alone to save money for the
future. That is why the overwhelming majority of the interviewees strongly suggest that a
pension programme must be developed as it is vital for their well-being.

Satisfaction level with the 6 HR practices
Since employee satisfaction is crucial for HR utilization, the respondents were asked to rate
the extent to which they are satisfied with the 6 HR practices. As per the findings in table 9.9,
the 6 HR practices were rated between 2.0 and 2.9, which in turn signal the low satisfaction
level of the respondents with regard to the above-discussed HR practices.

The ANOVA tests also illustrate that there are no significant differences among the
respondents' perception with regard to satisfaction with the 6 HR practices. These findings
are also supported by the in-depth interviews conducted with the ordinary civil servants in
that, the overwhelming majority of them are not satisfied with the existing HR practices.
34
Although many measures were taken toward the betterment of the 6 HR practices till 1998,
the border war with Ethiopia had adversely affected them. As a consequence, as the time this
survey carried out (2003), the economy of the country was not doing well and the
It should be noted that the provincial branch of the Ethiopian Civil Service in Eritrea became independent after
liberation and pursuant to proclamation no. 10/1991. Contributions by employees of Government of Eritrea to
the Social Security Authority was discontinued. To date, the civil service regulations were not rejected nor
reinforced except the pension programme, which is totally eliminated.
33 However, in December 2003, a new pension programme was issued. For details, see the Public Sector Pension
Scheme Proclamation No. 136/2003, Ministry of Labour and Human Welfare, Asmara, Eritrea.
34
Interviews conducted with the HR managers also indicates that 80 percent of the HR managers unanimously
agreed that up to 1998, a lot of efforts had been made to improve the 6 HR practices, discussed in this chapter.
32
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government' s priority was also diverted toward the national defence. From the finding of
table 9.9, one can argue that, although skills and knowledge of the vast majority of the
Eritrean civil servants were remarkably improved since the independence (see chapter 8), the
low satisfaction level of the respondents could negatively affect their motivation. This is
mainly due to the fact that employee satisfactions come along with competence, and role
clarity affect performance (see chapter 5).

Table 9.9: ANOVA tests on satisfaction level with 6 HR practices
3 ---- _Ministries
\ Iltems

''•,

1

Satisfaction with

compensation

2 Satisfaction with EPE

3 Satisfaction with
disciplinary

4 Satisfaction with
grievance pmcedures

5 Satisfaction with
promotion practices
6 Satisfaction with
pension programme

AG ED FN FR HL JS LB .LD. LGi TI Grand «ANOVATests
1.8
(.8)

20
(.9)

1.6
(.9)

u

Mcan

«dr '

2.0

2.2

2.0

2.3

19

2.0

(9.301) 1.7 NS

(.9)

(.8)

(.9)

(.9)

(.9)

(,9)

(.8)

(.9)

1.9

1,8

2.0

20

2.0

2.2

2.4

2.4

2.0

2.4

(.8)

(.9)

(.9)

(.8)

(.8)

(L)

(.9)

(.9)

(.8)

2.9

3.1

2.6

2.8

3.1

2.9

3.1

3.2

(1.0)

(1.0)

(1.1)

(1.0)

(.8)

(1.1)

(1.0)

(

2.4

2.4

26

27

2.3

2.9

2.5

2.4

2.8

2.4

2.5

(.8)

(1.0)

(.8)

(.9)

(1.1)

(.9)

(.9)

(1.0)

(1.0)

(1.0)

{.9)

2.2

2.0

2.4

2.0

2.0

2.3

2.0

2.1

(1.0)

(.8)

(1.0)

(.8)

(.8)

(.9)

(.8)

(.8)

2. i

1.9

2.0

69)

(.9)

(1.1)

1.9
(.7)

2.1
(.9)

1.6
(.6)

8)

2.0

1.9

1.9

2.1

2.5

2.2

2.2

1.8

(1.2)

(11)

(1.1)

(1.2)

(1.3)

(1.1)

(1.1)

(.7)

2.1

(,9)

2.1

F

Sig

(9,297)

1.8

NS

(9.298)

1.1

NS

0

2.9

2.9

2.9

(1.3)

(1.0)

{ .0)

(9.294) 1.2 NS
(9,298)

(9,299)

U

1.2

NS

NS

'The jigures are the mean values of the respondents' responses while those in bracket are the Standard Deviations.

Note also that 1 -Strongly disagree; 2=Disagree; 3= Indifferent; 4- Agree and 5= Strongly agree.

Having discussed the 6 HR practices, the question is 'what can we deduce about the three
critical factors for HR utilization. which were highlighted at the beginning of this section'!' The
discussion of the 6 HR practices demonstrate the challenges and problems associated with the
three critical factors for HR utilization, namely, the availability of well developed HR
programmes and policies, the ability of the civil service to successfully implement HR
programmes and policies and the continuity of monitoring and evaluation of the HR
programmes and policies. They are briefly discussed as follows:
9.2.1 The availability of well developed HR programmes and policies

There is no doubt that the presence of the aforementioned 6 HR programmes and policies plays
a crucial role in HR utilization (see chapter 3). However, the findings of our study reveal that,
at present, well-developed HR programmes and policies are lacking in the Eritrean civil
service.35 This is because up to now, the government has not yet issued Eritrean civil service
laws encompassing HR programmes and policies.36 Here, the idea put forward by Doornbos
(1999: 10) could explain the existing situation with respect to HRM in Eritrean civil service in
35

Since its independence (1991), Eritrea has been adopting most of the relevant Ethiopian laws through series of
proclamations. For instance, the Ethiopian civil code, civil procedure code, penal code, criminal procedure code,
commercial code, maritime code, and the like were adopted with some amendment through proclamation 1/1991
as transitional Eritrean codes. However, there is no any proclamation that adopted the Ethiopian "central
personnel agency and public service order No. 23 of 1961" and "public service regulations No. of 1962" as
transitional Fritrean laws Gee also Neftalem, 2002; Goitom et al., 1994). HR programmemes and policies, which
are in function at this time, are those inherited and adopted from that of Ethiopian Civil Service, but they are not enforceable.
36
This may partly imply lack of will and commitment on the part of the government, as suggested by the
interviewed civil servants.
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that in Eritrea there is a continued reliance on ad hoc decision-making and policy
readjustments as issues and situations demand. Also, there are as yet few written, 'general
policy' statements being issued. It was also remarked that, one side of the ethos of the Eritrean
government or EPLF stresses 'learning by doing' and addressing issues as they arise
(Doornbos, 1999: 15). One can argue that although the availability of well developed HR
programmes and policies may not guarantee effective HR utilization, their absence is likely to
aggravate the situation.

9.2.2 The ability of the civil service to implement HR programmes and policies

Implementation of HR programmes has not been effective in the sample ministries, as
discussed above. This is mainly because of the inability to commit the required human,
material and financial resources, as well as the inadequate government's commitment toward
merit principles (de-politicization of the civil service). As clearly underlined by Kaul (1997),
there is no question that declining budgets in most sub-Saharan Africa has affected the way
they utilize their civil servants. Thus, the government's ability has become a real challenge in

effectively utilizing the civil servants.
9.2.3 The continuity of monitoring and evaluation of HR programmes and policies

Our survey demonstrates that, in addition to the lack of clearly written HR programmes and
their implementation, there has been a lack or inadequacy of monitoring and evaluation
exercise for HR programmes and policies. This is mainly due to the fact that most civil service
organizations have not had effective HR information systems.

It is also interesting to note that the prevailing situation has not only adversely affected the
utilization of the existing civil servants but has also aggravated the turnover rate among the
civil servants (both internal and external brain-drain). This in turn has become a real problem

for the sample ministries (see also chapter 8). As a consequence, Eritrean ministries put a
restriction on the right of the civil servants to leave their ministry upon request.37 Thus,
interviews conducted with the ordinary civil servants and HR managers disclosed that many
civil servants leave their ministries without asking any compensation. Hence, one may argue
that organizations that could not motivate professionals could not be expected to perform
satisfactorily (see also Pfeffer, 1994; Berman et al., 2001).

9.3 Summary
This section presents the summary of results of the data analysed. It summarises the
perceptions of the respondents as well as that of the HR managers of the sample ministries with
regard to different issues of HR utilization (see table 9.10). A comparison indicates that the
respondents' perceptions with regard to the effectiveness of the 6 HR practices were rated
37 Interviews with the HR managers uncovered that before independence, there was a civil service law that
allowed the civil servants to resign from the service at any time. In such a case, notification of resignation has to
be given in written at least one month before the resignation to take effect. The civil servant has to receive a letter
of separation giving the date at which the resignations become effective. But the effective date of resignation can
be postponed no longer than six months, provided that the civil service commission determines the retention of the
civil servants to be in the interest of the administration.
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between 2.0 and 2.9, while that of the HR managers were rated between 2.0 and 3.6 on a-five
point scale. The findings of our survey may suggest that both (the respondents and HR
managers) did not consider HR utilization practices of their respective ministry as effective as
they should be. Thus, the findings signal the current challenges and problems that the sample
ministries have been facing in effectively utilizing the civil servants (see also chapter 11).

Table 9.10: A summary of the respondents' and managers' perceptions
N

Factors affecting the effectiveness HR utilization

Meah value*
Respondents (N=313)

Managers (N=10

2.3

2.6

2
3

Effectiveness of the compensation programmes
Effectiveness of the employee performance evaluation
Effectiveness of the placement practices

2.8

3.0

2.8

3.6

4
5

Effectiveness of the promotion and transfer practices
Effectiveness of the disciplinary progr. & grievance procedures

2.7

3.2

2.9

3.6

6

Effectiveness of the pension programmes

2.0

2.0

1

" I =Strongly disagree: 2=Disagree; 3= Indifferent; 4= Agree and 5= Strongly agree.
As discussed in chapter three, generally employees wish to maximize the satisfaction of needs,
use their abilities to the fullest, and avoid frustration at work. However, the 6 HR practices did
not seem to realize the above issues. In-depth interviews with the HR managers of the sample
ministries indicated that there has been a problem in effectively utilizing their staff. Even after
significant improvements have been made in improving the quality of the civil servants (see
also chapter 8), managers complained that they were unable to effectively and efficiently
utilize their staff mainly due to the fact that they were unable to put in place the preconditions
for effective HR utilization. This may demonstrate that although the Eritrean ministries have
shown a qualitative change in their staff, the challenge that they are facing is how to effectively
utilize the ex-trainees.
9.4 Concluding remarks

The objective of this chapter was to answer part of the third research question addressed in
chapter one: 'how are Eritrean ministries utilizing their civil servants?' In answering the above
research question, we discussed HR utilization practices in the sample ministries, which in turn
revealed the HR utilization related challenges and problems that the sample ministries have
been facing (see chapter 11).
Discussions held by the researcher with the managers indicated that the number one hindrance to
the formulation and implementation of socio-economic policies and programmes was the lack of
trained personnel. However, a number of the interviewed civil servants expressed the opinion
that at present the most important hindrance to the formulation and implementation of the socioeconomic policies and programmes is not the lack Of trained personnel, but rather the lack Of

possibilities to effectively utilize the existing workforce. That is, al hough there are acute
shortages of skill in specific positions, generally, if ministries are able to effectively utilize the
existing expertise, the qualified human resources are available to them. The expertise of the civil

servants unless utilized properly can cause low morale, ineffectiveness and frustration on the side
a major challenge ahead

of the employees (see also Grindle, 1997; Pfeffer, 1994). This is really
of the government, which needs the attention of the policy makers.

f
Chapte..:t.kj.L
.

-

.-

----.

an-Integrated Modelof HRM
an Civil Service
in the E_ritr

F-E nipiriLal T esto f
t
66

HRM activities give rise to HRM outcomes, which influence the pedormance Of the

organization" (Paauwe, 2004: 59).

10.1 Introduction
In the previous three chapters (7-9), we presented the HRM practices in the Eritrean civil
service. In this chapter, we will go further to test the validity of the conceptual framework that
we used in this study. The main objective of this chapter is therefore to test the extent to which
the HR practices that we identified in our conceptual framework explain the HRM outcomes,1
which are the meditating variables between the HR practices and performance. This will be
done by means of a multiple regression analysis.2 A regression analysis is also used to
examine further some of the findings of the qualitative part of the research (chapters 7-9).
This chapter has four sections. After the introduction, section 10.2 presents the results of the
regression analysis. Section 10.3 discusses the empirical results, and finally section 10.4,
winds up the chapter by forwarding some concluding remarks.

10.2 Results

Identification and explanation of variables

The model that we administered contained 8 HR practices having the following items:
recruitment and selection practices with 5 items, placement practices with 3 items, training
practices with 6 items, compensation practices with 6 items, employee's performance
evaluation practices with 6 items, promotion practices with 3 items, grievance procedures
with 3 items, and pension programme (social security) with 3 items. In addition to these, 4
items with respect to HRM outcomes and 3 items with respect to performance as perceived by
the respondents were included (see appendix 10.1 for the specific measurements).

The respondents were asked to indicate the degree to which they agreed or disagreed with the
items related to the above HRM issues (see appendix 10.1). All the items were measured on a
five-point scale ranging from 1, "strongly disagree," to 5, "strongly agree" (see table 10.1 for
their explanation and scale reliability). The analysis also includes 3 'control variables',
namely tenure, monthly salary, and gender. Except for the variables 'tenure' and 'monthly
As discussed in chapter 2, performance is a multi-faced and complicated concept. Therefore, we used HRM
outcomes (employee competence- ability to work-, motivation- willingness to work-, role clarity- minimising
work stress-. and retention- willing to stay), as mediating variables between HR practices and performance.
2 A regression analysis is used to depict the relationship between a set of HR practices (independents variables)
and HRM outcomes and performance (dependent variables).
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salary', which are simply entered in the equation as continuous variables, 'gender'
measured with a dummy variable.

is

Table 10.1 portrays the alphas to check the reliability of the 8 HR practices, the HRM
outcomes, and the perceptions of performance. All alphas range from .71 to .92, which can be
considered satisfactory. We also performed ANOVA tests to know if there are significant
differences among the ten sample ministries. The tests, however, demonstrate that the
perception differences of the respondents are found to be statistically not significant. This is
mainly due to the fact that the ten sample ministries are part of the 17 Eritrean Ministries
(civil service organizations) operating under fairly similar conditions (see also chapter 6).

Table 10.1: Identification and explanation of variables as well as Cronbach Alphas
Van'ableinmadel #AMSFIH& means
Strongly agree that effective recruitment and
selection practices exist

Atpha
(.75)

Mean
2.7

1.2

5.0

(.92)

2.7

1.0

5.0

(.75)

2.7

1.0

5.0

Strongly agree that effective compensation exists

(.82)

2.4

1.0

4.5

Strongly agree that effective employee
performance evaluation practices exist

(.73)

2.9

1.0

4.3

Strongly agree that effective promotion practices

(.74)

2.4

1.0

4.7

Strongly agree that effective grievance

(.72)

2.7

1.0

5.0

procedures exist
Strongly agree that effective pension programme

(.86)

2.1

1.0

4.0

Recruitment and
selection practices

Mbi. 1#WMaxIM

(5 items)

Placement practices
(3 items)

Training practices
(6 items)
Compensation practices
(6 items)
Employee performance
evaluation practices
(6 items)
Promotion practices
(3 items)
Grievance procedures
(3 items)
Pension programme

Strongly agree that effective placement practices
exist

Strongly agree that effective training practices

exist

exist

(3 items)

exists

HRM outcomes

Strongly agree that high HRM outcomes exists

(.71)

2.6

1.0

4.5

(4 items)
Performance level
(3 items)

Strongly agree that respondent's plus the
respondent's ministry's performance is relatively

(.74)

2.9

1.0

5.0

17.2
1463

1

43
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3020

Gender
Tenure

a

good

WF

Years of work experience
Monthly salary level in Nakfa's
'33% were female; bmonthly salary is in terms of Nakfa. 1 USD=13.5 Nackfa as
b

Salary

of September 2003.

As table

10.1 discloses, the overwhelming majority of the variables were rated fairly low
(mean values ranging between 2.1 and 2.9 on a-5 point scale), which in turn signals the
magnitude of the HRM problems and challenges that the Elitrean civil service organizations
have been facing (see also chapters 7,8 and 9).

Link between HR practices and HRM outcomes
Having seen the qualitative description of the eight HR practices with respect to the Eritrean
civil service in the last 3 chapters (7-9), we present the results of tables 10.2, 10.3 and 10.4
that assist us to test the link between HR practices, HRM outcomes, and performance.
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Table 10.2 presents correlations on the variables included in the analysis. There are a number
of items correlations; hence, potential multicollinearity had to be considered. We computed
variance inflation factors (VIFs), which indicated that multicollinearity3 was not a problem for
the variables in the regressions. As predicted, with the exception of placement practices, the
other 7 HR practices are significantly positively correlated with HRM outcomes (see table
10.2). Such correlations may disclose that HR practices affect HRM outcomes, as
demonstrated in our model (see figure 5.1). Overall, the pattern of results reported in table
10.2 is consistent with our study' s underlining theoretical premise, that HR practices are
positively correlated with HRM outcomes (see also Ahmad and Schroeder, 2003; Becker and
Huselid, 1998; Guest, 2001; Ichniowski et al., 1997; Paauwe, 1998).

Table 10.2: Correlations matrix
11 No%=*1. Var bles, Me /IMMAMI'Il: ir.,rp·z,15« 21.f

- i)3 ." ii t' 1114 I ll l.,1115 i,,»= 6*1.·.*»t»«« 8 -»6»el9 1 , 1'.1'11111110* 111 " 11,' 11 1 , '·5 » 12» ·i,Il b

Gender
2
3

Tenure

..045

Salary

-.24**

.27**

.13*

-.05

4

Recruit.

5

Placement practices

.00

.04

.06

-.07

Training practices

.08

.03

-.10

.63**

Compensation practices

.05

-.08

-.12

At**

Empl· perfor. evaluation

.04

.11

.01

.43**

-.10

52**

.43**

.09

06

-.10

.55**

-.04

.72**

.49**

.47**

-.08
.07

-.10

.46**

-.01

.50**

.59**

6
7

8
9

& select

practices

Promotion practies

10
Grievance procedures

-.10

-.15*

.06

.42**

.37**

.50**

.04

.03

-.11

.50-

-.08

.49**

.52**

.45**

.55**

.43**

HRM outcomes

.10

.01

.00

.57"

-.06

.59**

.59**

.48**

56**

.54-

.58-

Performance level

.15-

.04

-.07

.57**

..09

.66-

.38"

.65**

.48*•

.42-

.45**

11

pension programme

12
13

.66**

** Correlation is significant at the 0.01 level; and *correlation is significant at the 0.05 level (2-tailed)

One of the objectives of this chapter is to test the extent to which the 8 HR practices explain
the HRM outcomes, which are the mediating variables between HR practices and
performance. Table 10.3 demonstrates that 5 out of the 8 HR practices identified in this study
show a statistically significant positive impact in explaining the change in HRM outcomes.
The 5 significant HR practices are recruitment and selection practices, training practices,
compensation practices, grievance procedures and pension or social security programmes. In
addition, the 8 HR practices altogether explain about 54 percent change in HRM outcomes
022=.54). Generally speaking, we found reasonably good support for the propositions of our
model. This may suggest that the more the HR practices are in place, the more HRM outcomes
would be up to standards, which subsequently would positively affect performance (e.g.,
Guest, 1997; Ichniowski et al., 1997; MacDuffie, 1995; Paauwe, 1998; Wright et al., 2003).
Hence, we have found that the more HR practices are in place, the more the civil servants are
3 We performed regression analysis in order to know to what extent HRM practices affect HRM outcomes and
performance. An examination of the bivariate correlations in table 2 reveals that multicollinearity was not a
major issue. We computed variance inflation factors (VIFs) and found no evidence of severe collinearity. This is
because generally, when the tolerances are close to 0, there is high multicollinearity and the standard error of the
regression coefficients will be inflated. A VIF greater than 2 is usually considered problematic (Green, et al.,
2000; Dancey and Reidy, 1999). However, the largest inflation factor obtained in this study is 1.8, which in turn
suggests that there is no serious malticollinearity problem
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competent, satisfied with the existing HR practices, know sufficient role clarity in their job
and have no intention to leave the organization. These findings are in line with the predicted
relationships and thus Support our model.
The results presented in table 10.3 also show that compensation and pension practices are the
major contributors to the HRM outcomes (B=. 24 and .21). One of the main reasons why the
contributions of compensation and pension practices are found to be the highest is that, given
the poor economy and volatile environment of most DCs including Eritrea, we may expect
greater impact of these two HR practices on HRM outcomes. As previously discussed,
compensation issues affect most HR practices or functions either directly or indirectly. For
instance, compensation affects employee motivation (Huselid, 1995: Lienert, 1998) and
retention, which is an intention to stay in the organization (Becker and Gerhart, 1996; Grindle,
1997; Pfeffer, 1994).

In model 2 table 10.3, when gender, tenure and salary are added, the R2 change that we found
was only .01. However, in connection with the importance of compensation practices, the
salary was also found to be significant, which in turn suggests that compensation related
issues considerably affect HRM outcomes such as employee's motivation and retention, as we
already mentioned previously.
Table 10.3: Results of Regression Analysis on HRM outcomes
Variables
Model la

Recruitment and selection practices
Placement practices

Training practices
Compensation practices
Employee performance Evaluation practices
Promotion practices
Grievance procedure practices
Pension practices
Gender
Tenure

Model 2 a

**

.17

./

.16

.00

-.02

**

.20

**

.20
***

.24

***

.25

.06

.05

.01

.00

.10*
***

.21

.10*

.22

***

.06

.00
**

Salary

F
R2

***

44.0

.54

R2 change

. 11

***

33.3

.55
.01*

" Standardized Regression Coefficients are reported: *p<.05; **p<.01; -'p<.001 ; n=313

Link between HR practices and HRM outcomes and performance
We have also gone further to inspect the impact of the eight HR practices plus HRM
outcomes together on performance as perceived by the respondents (see table 10.4). Table
10.4 depicts some important results: 3 out of the 8 HR practices show a statistically
significant positive impact in explaining the change in performance. These are recruitment
and selection practices, training practices, and employee performance evaluation practices. In
addition, the eight HR practices altogether explain about 56 percent change in performance
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(R2=.56). As revealed in table 10.4, employee performance evaluation is found to be a major
contributor to performance (B= .40. p<0.001). This may be because employee performance
evaluation is crucial for most HR practices in that, if it is done properly, it could serve
several purposes: first, for taking proper personnel actions such as salary increment,
promotion and other incentives; second, for assessing the strengths and weaknesses of
employees and taking the appropriate training and development measures; and third, for
assessing the effectiveness of HR practices such as recruitment, selection, and training
(Baron and Kreps, 1999: 211-212; Hays and Reeves, 1984: 63; Miner and Crane, 1995: 244;
Pynes, 1997: 121-123; Sharma, 1994: 129-130).

An interesting finding of our study is that, although we expected that the impact of HR
practices would weaken as we go to the right side of our conceptual framework. i.e. towards
1J
the performance 66nl
in figure 5.1 (Fey et al., 2000; Guest, 1997; Legge, 2001; Paauwe,
1998),4 we found that the 8 HR practices altogether explain 56 percent of the change in the
performance (R2=. 56). Thus, contrary to our expectation, the impact of the 8 HR practices
on performance (R2= 56) exceeds that of HRM outcomes (R2=. 54) (see tables 10.3 and 10.4
as well as figure 5.1).

In model 3 in table 10.4, when gender, tenure, salary and HRM outcomes are added, the R2
change that we found was .06, which is significant at p<. 001. Besides, HRM outcomes are
found to show a considerable positive impact, which in turn may suggest the importance of
HRM outcomes in affecting performance. All these results confirm our expectations based on
theoretical insights. Clearly, the HRM-performance-link, which has been demonstrated in the
Western hemisphere, also exists in the Eritrean context. However, there is one exception. In
all three models of table 10.4, we found significant negative correlations between the
promotion practices and employee performance. This finding suggests that the respondents
with a (claimed) better performance record are less convinced that the existing promotion
practices are based on written, formal policies and that priority is given to merit and seniority
when decisions on promotions are taken (see appendix 10.1). Obviously, those respondents
feel that decisions on promotions are too much influenced by other, mainly political
considerations, which is a well-known point of concern in Eritrean civil service (see also
Tessema and Soeters, 2005b).

Table 10.4: Results of Regression Analysis on performance"
Model lb
Variables
.191...
Recruitment and selection practices
.03
Placement practices
.37Training practices
-.03
Compensation practices
.44Employee performance evaluation practices
Continued next page...

Model 2b
.18r"

Model 3 b
.12'

.03

.03

.37-

.301...

-.03

.41-

..12'
.38:...

4 As previously highlighted, both HRM outcomes and performance are affected by intervening variables.
Nevertheless. the intervening variables for performance are many as compared to that of the HRM outcomes.
This is because, as we go right direction in our model (see figure 5.1), the impact of HR practices weakens
(Guest, 2001, Fey et al., 2000; Guest, 1997; Paauwe, 1998).
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Continued...

Variables
Promotion practices
Grievance procedure
Pension or social security

Model 1*
-.12*

Model

f

-12*

Model 3 b

..12'

.06

.06

.02

.07

.07

:01

Gender
Tenure

.08'

.06

.00

.00

S al ary

:01

-.05

HRM outcomes
F
R

***

.35
***

49.1
.56

R2 change

***

36.4
.57

42.0

.01

.06

***

.63
***

c performance as perceived by the respondents themselves
' Standardized Regression Coefficients are reported; *p<.056 -p<.01 ; ***p<.001; n= 313

10.3 Discussion

An emerging research stream in the HRM-performance relationship is to use HRM outcomes
as mediating variables (see figure 5.1). In this chapter, we attempted to test the extent to
which HR practices affect HRM outcomes (HR competence, satisfaction, role clarity and
retention), which in turn affect employee performance. We performed a regression analysis to
test the impact of HR practices up on HRM outcomes, which in turn mediate HRM and
performance.

As previously indicated, the impact of the 8 HR practices on HRM outcomes in the Eritrean
the predicted relationships (see tables
10.1, 10.2 and 10.3). This may suggest that our findings support the underlining premise of
the expectancy theory (see section 2.8). The results of this study support the idea advocated
by the expectancy theory in that HRM outcomes could be mediating variables between HRM
practices and performance at employee level. Many of our findings are consistent with the
universalistic perspective in the HRM and performance relationship in that the more proper
HRM practices are in place, the more HRM outcomes would be, which in turn would affect
the performance at employee level. These also subsequently affect performance at the
organizational level.

civil service organizations are more or less in line with

The present study can be seen as adding to the literature on HRM- performance relationship in
that unlike most prior research, we empirically tested the model in the public sector as well as
in DCs context. This is because prior research has relied mostly on manufacturing industry
and in other part of the world. An important finding of this study is that the assumption of the
expectancy theory does not only work in the developed world but also in developing
countries, like Eritrea. As is shown in table 10.3, the vast majority (about 90%) of the findings
are in line with the assumptions of our model. Hence, our study has important implications for
the theoretical and practical debate in the area of HRM and performance relationships. In this
regard, key contributions of the present research are: first, its attempt to open the black box
(the process aspect) by answering the following questions: 'how, when and to what extent HR
practices affect HRM outcomes, which subsequently affect performance' (Becker and
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Huselid, 1998; Guest, 1997, 2001; Legge, 2001; Paauwe, 1998); and secondly, its attempt to
relate the findings with the economic and political environment, in explaining the HRM
challenges and problems that the civil service organizations in Eritrea are facing.

In this section, we need to go further to relate the empirical findings with the actual economic
and political environment of Eritrea. One important issue is the role of the environmental
factors (economic and political), which is decisive in influencing the impact of HR practices
on performance of civil servants in DCs (see also Austin, 1990; Budhwar and Debrah, 2001;
Jaeger et al., 1995; Kiggundu , 1989; Grindle, 1997; Wasti, 1998). Environmental factors,
according to Kiggundu (1989:75), "can be very instrumental either in facilitating or in
hindering the operation of an organization". However, as previously described, the Eritrean
economic and political environment within which the 8 HR practices operate has not been
conducive in maximising the impact of HR practices on performance. As a consequence, the 8
HR practices were rated fairly low (between 2.1 and 2.9 on a 5-point scale) by the
respondents (see table 10.1).
are known for their economic problem to finance different projects and
programmes, including HR programmes (e.g., Freeman and Lindauer, 1999; Jaeger et al.,
1995; Kiggundu, 1989; Prah, 2004). The prevailing economic context has made it
increasingly difficult for Eritrean civil service organizations to attract, motivate and retain
qualified and suitable staff: This is mainly because of the government's inability to allocate
the required resource for HR (mainly compensation) practices (see chapters 7,8 and 9). The
existing compensation practices have been adversely affecting most HR practices (see also
Amanuel and Tesfagabir, 2002; Tessema and Soeters, 2005a).

Most DCs

Furthermore, like many DCs, the Eritrean political environment does not seem to maximise
the impact of the 8 HR practices. It has been underscored that organizations in developing
countries often face a highly volatile and unstable political environment (see also Austin,
1990; Kanungo and Jaeger, 1990; Kiggundu, 1989).
As previously highlighted, the civil service of many DCs has been politicized (see section
4.2). Interviews conducted with the civil servants showed that the politicization of the Eritrean
civil service to a certain degree has affected many HR practices, such as recruitment and
selection, placement and promotion, and compensation. For instance, about 34 percent of the
interviewees believed that recruitment and selection practices are inconsistent with modern
principles such as open, fair and merit based. That is why many scholars noted that
favouritism, nepotism and political loyalty have been affecting recruitment, selection, and
promotion practices in many developing countries (e.g., Benell, 1994; Beugre and Offodile,
2001; Das, 1998; Soeters and Tessema, 2004; World Bank, 1994b). About 38 percent of the
interviewed civil servants also believed that, the existing environment diminished the link
between performance and reward, which in turn suggests that employee performance
evaluation is often largely based on compliance rather than productivity. As a result, many
HRM decisions have been taken subjectively. As Waiguchu (1999:198) puts it, "in an
authoritarian setting, an appraisal system is unavoidably one-sided. In such a case, the
5 The prevailing economic context, within which HRM is taking place in most DCs like Eritrea, has therefore
adversely affected the impacts of HR practices (Analoui, 1999; Lienert, 1998).
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supervisor's view of the subordinates' performance prevails". Non-merit considerations have
been very much affecting promotion decisions, which in fact we have shown it in our
regression analysis (table 10.4). The finding of our study also reflects the general situation of
civil service in most developing countries (e.g., Analoui, 1999; Bennell, 1994; Beugre and
Offodile, 2001; Soeters and Tessema, 2004).
The above brief discussion demonstrates that in an environment where there are no promising
economic and political factors, it is unlikely to get better HRM practices leading to improving
employee performance.
10.4 Concluding remarks

This chapter provides further evidence on the link between HR practices and performance and
relates the findings to environmental factors such as economic and political. This study joins a
growing body of research that attempts to link HRM-performance relationship. This study
contributes to research on HRM and performance relationship in general and that of civil
service of developing countries in particular. Nevertheless, additional research is needed to
examine the robustness of the findings and generalizations.

Chapter i-1

--

HRM Challengesand P rospects in the
- ....--

r.

L_.

E ritreah Civil Service
....... -3

11.1 Introduction
In the previous four chapters, we assessed HRM practices in the Eritrean civil service and we
tested empirically our conceptual framework. In this chapter, we discuss the challenges and
prospects of HRM in the Eritrean civil service. The main objective of this chapter is therefore
to answer the following research question addressed in chapter one: What are the challenges

and prospects of HRM in the Eritrean civil service? The data, which were collected though
questionnaires, interviews and review of the available documents, will be analysed to answer
the above research question.

After the introduction (section 11.1), three sections will follow. Section 11.2 discusses the
major HRM challenges that the Eritrean civil service has been facing. Section 11.3 presents the
prospects of effective HRM in the Eritrean civil service. Finally, section 11.4 forwards
concluding remarks.

11.2 Challenges of HRM in the Eritrean civil service

Critical analysis of the practices of HR procurement (chapter 7), training (chapter 8) and
utilization (chapter 9) clearly indicated that Eritrean civil service organizations have
encountered formidable challenges and problems in effectively managing their civil servants.
The prevailing HRM challenges and problems were illustrated by the fact that the critical
factors for the three HRM sub-systems (HR procurement, training and utilization) were
assessed fairly low by the respondents and managers interviewed.
The findings signal the magnitude of the HRM related challenges and problems that the
sample ministries have been facing. The findings may suggest that many of the critical
factors for effective HRM in a civil service are either inadequate or missing in the sample
Eritrean civil service organizations.1 The opinions and views of the respondents were
generally supported by the in-depth interviews conducted with the civil service managers and
ordinary civil servants (see chapters 7-9). This is mainly due to the fact that the sample
Eritrean civil service organizations (ministries) are part and parcel of the Eritrean civil
service operating under fairly similar conditions. Thus, one can safely generalise the findings
with regard to the HRM related challenges and problems that the 10 sample Eritrean civil
service organizations have been facing to the overall (17) Eritrean civil service organizations.

The findings of the one-way ANOVA tests demonstrate that, by and large, there were no significant differences
among the opinions and views of the respondents regarding to different HR related practices in the sample
Eritrean civil service organizations.
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The interviewed ordinary civil servants and managers identified a number of factors as the
most important HRM (HR procurement, training and utilization) challenges and problems in
the Eritrean civil service organizations. The most important ones are: low salary levels, lack
of effective performance standards, absence of legalised and enforceable civil service laws
(HRM policies), lack of pension and social security, too few rewards for good performance,
recruitment procedures that do not attract appropriately trained people, and promotion
patterns based too much on political criterion (patronage) and too little on performance, and
finally the lack of stimulating assignments. Nevertheless, the above factors in our opinion are
symptoms of the deeper (major) challenges and problems. The main HRM challenges and
problems that the Eritrean civil service organizations have been facing therefore could be
summarised as follows:

Il] Economic related challenges [difficulty to get adequate resource for HRM related
issues]

Almost all of

the interviewed civil service managers pointed out that because of the
deteriorating Eritrean economy (see also UNDP, 2002; National Statistics Office, 2002), the
government has been unable to allocate the required resource for the HR programmes (mainly
compensation). This demonstrates that in a period of budget constraints, the ability to pay has
become the key criterion in pay determination, overshadowing any broader conceptions of
comparabHity. This implies that there is a wide gap between the public, and international
NGOs or UN agencies compensation, in favour of the latter. The existing compensation
practices have been adversely affecting most HR programmes (see also Amanuel and
Tesfagabir, 2002; CPA, 2002b).

Chapter 7 uncovered that mainly because of the unattractiveness of the compensation,
Eritrean civil service organizations have been unable to attract qualified candidates, which in
turn has affected the ability to be selective in their hiring exercise. It was also reported to us
that despite the fact that they have advertised repeatedly, they have not been able to attract
qualified applicants. As a result, most of the time, they fail to hire qualified and suitable
applicants (see chapter 7). Chapter 8 revealed that the government has provided civil service
training the attention it deserves, which in turn has improved the quality of Eritrean civil
servants. Nevertheless, our empirical finding suggests that the training programmes have not
been able to provide the required impact mainly due to the fact that they were not
supplemented with salary adjustment. This in turn has adversely affected the motivation of
the ex-trainees.2 Moreover, chapter 9 depicted that although HR utilization is considered the
most important part of HRM, it is found to be the most problematic. Almost all interviewed
managers, without exception, stated that although the quality of the Eritrean civil servants has
considerably improved in the last ten years, managers have been facing formidable challenges

2 This is mainly due to the fact that if training is not supplemented with necessary incentives, it may not increase
employees' motivation as well as their commitment to the organization (see chapter 3). As a consequence, the
civil servants tend, once they have obtained better qualifications through training, to move over to the private
sector or International NGOs or overseas (see also chapters 8 and 9). This phenomenon is widespread in
numerous developing countries (e.g., Das, 1998; Cohen and Wheeler, 1997; World Bank, 1994b; Grindle, 1997;
ILO, 1998; Tessema, Soeters and Abraham, 2005).
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and problems to effectively utilize the expertise of the civil servants. This is mainly due to the
fact that the civil service salary has not been attractive.

Furthermore. the regression analysis that we performed in chapter 10 and studies conducted
in other DCs (Hilderbrand and Grindle, 1997; Lienert, 1998; Prah, 2004) suggest that
compensation issues stood first in affecting the motivation of employees, which in turn
influences performance (chapter 2). The previous paragraph also indicated that compensation
issues have been adversely affecting the three HRM sub-systems, namely, HR procurement,
training and utilization in Eritrean civil service.
The prevailing situation has made it increasingly difficult for Eritrean civil service
organizations to attract, motivate and retain qualified civil servants. One can argue that in
many respects, regular interchange of qualified staff between the public and private sector is
healthy for both sectors. However, in reality the flows are only in one direction, little benefit
accrues to the Eritrean civil service losing such qualified civil servants. Unattractive
compensation3 has been important in undermining the previously existing capacity (See also
Hilderbrand and Grindle, 1997: 42; Cohen and Wheeler, 1997: 137). The prevailing economic
context, within which HRM is taking place in most DCs like Eritrea, has therefore adversely
affected the impacts of HR practices (Analoui, 1999; Lienert, 1998).

[2] Presence of unqualified senior civil servants
As noted earlier, senior civil servants are individuals who are supposed to plan, organize,
implement, and control different HRM related programmes, among others. However, the
findings of the study indicated that Eritrean civil service organizations do not have adequate
qualified senior civil servants. This is because most senior civil service positions are occupied
by ex-fighters, who demonstrated valuable organizational and leadership skills during the
armed struggle but many of whom do not have adequate educational levels nor do they
possess modern management skills necessary to function efficiently in a government
bureaucracy.4 As a consequence, our empirical finding disclosed that many professionals
(skilled civil servants) were unable to utilize their skills and knowledge, as it should be. This
is mainly due to the lack of managerial skills on the part of the many senior civil servants

with ex-fighter background.

3 This is because at this moment the monthly salary of the civil servants covers only part of their expenditure,
which does not reflect the standard of living (see chapter 9). Prah (2004: 3) argues that in most SSA countries,
middle level officials can still barely feed, let alone adequately house, clothe and educate their family. Our
empirical findings uncovered that many of those who did not leave the civil service have begun to develop
undesired behaviour such as carelessness, absenteeism, moonlighting, and petty corruption.

4 It should also be noted that although efforts have been made to upgrade the skills and knowledge of the senior
civil servants, our survey depicted that there are still many unqualified individuals occupying senior civil service
positions (see chapters 7 and 9).

5 About 40 percent of the interviewed ordinary civil servants believed that most civil service managers lack
managerial skills on how to lead, direct, motivate and control their staff.
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[3] Political related challenges
There is no doubt that the presence of well-developed and operational HR programmes and
policies plays a crucial role in the management of the civil servants (see chapter 3). The
empirical findings of our study, however, demonstrate that, at present, such kind of HR
policies and programmes are lacking in the Eritrean civil service. One can reasonably argue
that during the early period of independence, it was impossible to draft a new resolution of
civil service laws that would include all pertinent HR programmes and policies.6 However,
up to now, the government has not yet issued Eritrean civil service laws encompassing
clearly written and operational HR policies. This may partly imply a lack of willingness and
commitment on the part of the government, which in turn has led to a certain degree of
politicization of the civil service. The politicization of the Eritrean civil service has also led to
the political considerations in several HR related decisions such as placement, promotion and
salary increment:

Because of the delay of the proclamation or approval of the draft civil service laws, HR
activities in Eritrean civil service organizations have been hampered in many ways (see also
chapters 7,8 and 9). That is why the vast majority of the interviewed civil servants repeatedly
raised the issue of considering the draft civil service laws, without which it would be difficult
for the Eritrean civil service organizations to operate effectively and consistently. This is
because, up to the present (2003), the Eritrean ministries did not have operational and
enforceable civil service laws. The existing situation has therefore adversely affected many
critical factors that would have played a vital role in the process of managing the civil
servants effectively (see chapters 7-9).
The main HRM challenges and problems that the Eritrean civil service has been facing could
be grouped under three categories, namely [1] absence of well developed HR programmes and
policies, [2] ineffective implementation of HR programmes and policies and [3] ineffective
monitoring and evaluation of HR programmes and policies.

The above brief discussion illustrates that in an environment where there are no promising
economic and political factors (peace and stability as well as good governance), it is unlikely
to get a higher impact of HR practices on employee performance. Although many scholars
and government leaders like Bill Clinton cited Eritrea as a beacon of Africa, it again got
involved in a border war with Ethiopia, after 7 years of economic growth and political
stability. This in turn has negatively affected the economic as well as the political conditions
of the country, which further diverted the government's priority to national defence.8

6 Therefore, it was inevitable and important to adopt civil service laws of the then Ethiopian government with
some modifications.
7 The existing double salary scale in the civil service is a clear indication that the government is not really
committed to taking merit based HR related decisions. Such kinds of practices have become a challenge to the
managers to attract, motivate and retain professionals (chapters 7,8 and 9).

8 It should be noted that the border war between Ethiopia and Eritrea (1998-2000) has affected either directly or
indirectly most HR practices. For instance, during the border war, about 300,000 Eritreans were mobilized, that
is, about 10 percent of the entire population or more than 50 percent of the population of working age. The
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In a nut-shell, the above highlighted HRM related challenges and problems have made the
management of the Eritrean civil servants not as effective as it should be:

11.3 Prospects of HRM in the Eritrean civil service
As previously indicated, a number of initiatives or HRM (civil service) reforms had been
introduced by the Eritrean government during the first 7 years of peace, stability and
prosperity (1991-1998). To mention a few, [1] streamlining of about 34 percent of the
Eritrean civil servants; [2] the establishment of the Eritrean Institute of Management (EIM)
in 1995; [3] the introduction of new salary scales in 1997, which doubled the civil service
salary scales, and [4] launching the Eritrean HRD project, which was a major HRD initiative
in 1998. However, the border war with Ethiopia (1998-2000) has adversely affected the
economic and political situation of the country, which in turn has negatively influenced all
the measures taken to improve the effectiveness of HRM in the civil service.

Given the prevailing HRM challenges and problems, the question is what would be the
prospects of HRM in the Eritrean civil service? One can reasonably argue that the prospects
of effective HRM would be contingent mainly upon the country's economic and political
condition (peace and stability as well as good governance). It is difficult to envisage that
there would be promising HRM prospects in the Eritrean civil service considering the abovementioned challenges unless the forwarded interventions (see section 12.3.2) are successfully
implemented. Of course, the suggested interventions are dependent to a great extent upon
Eritrea's economic and political condition. Hence, one can suggest that if the economic and
political situations get improved, there is a high probability of successfully putting into effect
all HR practices thereby positively affecting HRM in the Eritrean civil service.
11.4 Concluding remarks

The critical assessment of the HRM (HR procurement, training and utilization) practices in
chapters 7,8 and 9 has facilitated the identification of the prominent challenges and problems
that the Eritrean civil service has been facing.

This chapter may also suggest that environmental factors such as economic and political,
within which Eritrean civil servants are managed, are found to be instrumental in hindering
the success of HRM. This is due to the fact that, as highlighted earlier, both economic and
political factors have aggravated the HRM challenges and problems that the civil service has
been facing (see also section 4.2).
percentage is highest for men, as they form 80 percent of the fighting force (Amanuel, 2002). Thus, the war had
made the normal continuation and effective implementation of many HR practices a very difficult task indeed.

9 40 percent of the managers remarked that, although the government stopped providing an official release (due
to turnover of professionals), many civil servants have already left the civil service without asking any
compensation, while others are asking resignations. On the one hand, managers are unable to provide incentives
to good performers. On the other hand, they are unable to officially allow employees leave their organizations or
fire undesired employees. This has become a real challenge for line managers in effectively managing their staff.
The existing situation has weakened the civil service ability to attract, retain and motivate qualified civil
servants.
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The Eritrean civil service like many other developing countries (mainly in SSA countries) has
confronted formidable challenges in an attempt to effectively managing the civil servants.
Prominent among them are economic (difficulty of getting adequate resources for HR related
activities) and socio-political (political instability, lack of good governance, and
politicization
of civil service). The cumulative effects of the above challenges and problems
have been
adversely affecting civil servants' competence (ability to do), motivation (willingness to
work) and retention (willingness to stay) (see chapters 7-9).

This chapter suggests that the policy makers need to understand the above challenges and
problems, and accordingly they should take all possible measures to successfully face or
minimise them (see chapter 12). This chapter is vital for chapter 12, which suggests policy
implications of the study.

PART VI
CONCLUSIONS AND RESEARCH

IMPLICATIONS
f

.....

'44#

Chapter 2--_
Implications

FT---

It#-

:' I ..

Conclusior- 7 Research

12.1 Introduction
In the previous five parts, first, we introduced the research objectives and defined the research
problems. Second, we reviewed the theory from the relevant literature on HRM in a civil
service. Third, we examined countries' HRM experiences. Fourth, based on the literature
review and countries' HRM experiences, we developed a conceptual framework and designed
a research methodology. Fifth, based on our research methodology and conceptual
framework, we collected the empirical data and analysed the way Eritrean civil servants are
managed (procured, trained and utilized) and accordingly, we presented the HRM challenges
and prospects. In this chapter, we present the conclusions and implications of the study as a
whole.
The thesis has addressed the following main research question: How do Eritrean civil service
organizations manage (procure, train and utilize) their civil servants and what are the
challenges and prospects of effectively managing Eritrean civil servants?' In view of the main
research question, this thesis answers the following 6 sub-research questions: [1] What is the
state of HRM in civil service organizations of developing countries? [2] What does the
literature on HRM in general and that of the civil service in particular say? [3] How do other
countries manage (procure, train and utilize) their civil servants? [4] How is Eritrea managing
(procuring, training and utilizing) its civil servants? [5] What are the challenges and prospects
of effectively managing Eritrean civil servants? and [6] What are the theoretical and policy
implications as well as the future research direction of the study? In this chapter, summarized
answers of each of the aforementioned 6 research sub-questions are presented.

12.2 Summary and conclusions

In this section, we will summarize the findings from the literature as well as the conceptual
framework and the empirical part. To that end, we will briefly answer the sub-research
questions one by one and then we will come up with conclusions.

Ill What is the state of HRM in civil service organizations of developing countries (DCs)?
To answer this question, we did an intensive literature review with regard to the state of HRM
in a civil service of developing countries in general and that of the SSA in particular (see
section 4.2). Furthermore, we discussed the environmental factors affecting HRM in a civil
service, such as economic, political. and socio-cultural with regard to the developing countries
(see section 2.7). Accordingly, the state or situation of HRM in most DCs generally could be
summarized as follows: low salary levels, lack of effective performance standards, too few
rewards for good performance, recruitment procedures that do not attract appropriately trained
people, promotion patterns based too much on seniority, nepotism, and patronage and too
little on performance, slow promotion, lack of stimulating assignments, and ineffective
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utilization of the expertise of the civil servants. In short, the state of HRM could be described
by the inability to effectively attract, motivate and retain qualified civil servants (see section
4.2).

Decades of declining real incomes, deplorable working conditions, political interference, and
poor management therefore have created civil servants in many DCs who are chronically
demoralized and demotivated (see sections 2.7 and 4.2). The civil service of most DCs, on the
one hand, is increasingly unable to retain the trained personnel wherever other employment
opportunities exist. On the other hand, it poorly utilizes the expertise of those civil servants
who do not leave. Even worse, moonlighting and corrupt rent-seeking practices have become
a way of the life for civil servants in many DCs (see section 4.2). Moreover, Bennell (1994)
and Budhwar and Debrah (2001) disclosed that many DCs are trapped by outdated and
ineffective HRM systems that put unintended roadblocks in the way. This suggests that HR
functions are not yet fully established in civil service organizations in many DCs. More than
anything else, thus, it is the personnel crisis in the civil service organizations in DCs that has
to be addressed if meaningful improvements in service delivery are to be realized.

The above challenges call attention to the importance of HRM policies often overlooked or
taken for granted. That is why recently, continuous warnings have been sounded that if
development goals are to be achieved, the significance of effectively managing civil servants
throughout the total administrative system cannot be overemphasized. Here, one may argue
that there is nothing wrong with the civil servants, but there is something wrong with the
management of civil servants in DCs (see chapter 4).

[2] What does the literature on HRM in general and that of the civil service of developing
countries in particular say? To answer s question, we made an intensive literature review
on HRM in general and that of civil service of DCs in particular. It is assumed that the central
issue of HRM is people. The most important resource that organizations need to realize their
objectives is human resource. This implies that if organizations are to get the maximum
contribution from their employees, they have to effectively manage their employees. It is also
underscored that HRM as a system could have three sub-systems: HR procurement, training,
and utilization (see chapters 2 and 3). It is also suggested that organizations must put in place
some critical factors for the three sub-systems of HRM (see chapter 5). The main assumption
is that the more the critical factors ('best practices') are in place, the more they can get the
desired result out of HRM (see chapter 3).

Recently, it has been underlined that effective HR procurement and training alone are
necessary, but not sufficient. This line of argument has led scholars to argue that
organizations need to provide due attention to the third HRM sub-system: HR utilization. HR
utilization of human resource is, therefore, an important aspect of HRM (chapter 3). No
discussion of the effectiveness of HRM would be complete without considering the role of
HR utilization. HR utilization in most developing countries, as previously highlighted,
however, is found to be the most problematic area of HRM (See chapter 4).
[3] How do other countries manage their civil servants and what lessons can be learned from

their experiences? In answering the above question, we selected and reviewed sub-Saharan
Africa from the developing countries, the Netherlands from the developed countries, and
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Singapore from the newly industrializing countries (see chapter 4). Examination of the three
exist as to how countries or organizations
implement HR programmes and policies. There is no agreed-upon way of implementing HR
programmes in the civil service. Nevertheless, the presence (or absence) of some critical
factors for HRM affects the effectiveness of HRM in a civil service (see chapter 4).
case studies demonstrates that wide variations

Section 4.2 depicts that many of the critical factors for HRM are missing or inadequate in
most SSA countries. It also indicates that economic and political environment within which
civil servants have been managed in SSA countries did not seem to maximise the motivation
and performance of the civil servants. Whereas the cases of the Netherlands and Singapore
indicated that both countries did not have serious economic and political problems as contrasted
to that of SSA. Both countries were able to put in place the overwhelming majority of the
critical factors for effective management of civil servants, which in turn positively affected the
motivation and performance of their respective civil servants (see sections 4.3 and 4.4).

It is worthy to note that examination of the countries' HRM experiences assisted us to
broaden our understanding of how HR practices look like in other countries and the context
within which civil servants are managed. Such exercise also helped us to realize the role of
the environmentalfactors (such as economic and political) as instrument either infacilimting
or hindering the success OfHRM in a civil service. That is, variations in contextual factors act
as constraints on or enhancements of HRM practices that may be available or appropriate for

implementation in any given organization or country.
The three case studies suggest that there are many lessons to be learned from the successes
and failures of other countries (both developing and developed countries) with respect to
HRM practices. What is needed is that policy makers and senior civil servants of DCs must
understand the issues of integration and eradication.' They need to figure out what in their
specific context is conducive to better HRM practices and what represents a threat to such an
endeavour. That is, there is a need to identify specific lessons that should be considered and
see what works and what does not, than complete overhaul of an existing practice. The three
case studies suggest that HRM practices of DCs could be improved by combining integration
and eradication in their learning process (see chapter 4). Many scholars suggest that several
HRM practices that have evolved in developed countries can be used in developing countries
by tailoring them to local realities.

After answering the first three research questions, we designed the conceptual framework,
which helped us to analyse the Eritrean case- HRM practices, challenges and prospects. In
designing the conceptual framework, the objectives of the study and the applicability of the
framework were taken into consideration (see chapter 5). After we developed the j>-amework,
we also designed the research methodology employed (see chapter 5).

We have used the conceptual framework to structure and analyse the data. The empirical
findings are reported in chapters 7-11.
'

/ntegration refers to the extent to which an organization assimilates new HRM practices. Whereas, eradication
refers to the extent to which an organization eliminates old practices that may impede the success of HRM.
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[4] How is Eritrea managing (procuring, training and utilizing) its civil servants? As this
research question is one of the main themes of this thesis, we discussed the three HRM subsystems, namely HR procurement, training and utilization one by one under separate chapters7,8 and 9 respectively. In that respect, we followed the conceptual framework. The data that
we collected were analysed to answer the aforementioned sub-research question.

In order to search for cross-case patterns (Yin, 1994), we compared and contrasted HRM
practices of ten sample ministries under study. Cross-case analysis helped us to find out the
within group similarities and inter-group differences. That is, we made cross-cases study of
HRM practices of the 10 ministries to assess ministries' similarities and differences as to the
way their civil servants have been manyed- procured, trained and utilized. In general, the
ministries did not show many differences.

Chapter 7 assessed HR procurement practices in Eritrean civil service organizations through
nine (9) critical factors for HR procurement identified in the conceptual framework:
attractiveness of the compensation programmes, presence of clearly written and operational
HR procurement policies, availability of qualified and motivated HR officers, commitment of
the policy makers and senior civil servants to merit principles, presence of a good image, the
availability of adequate and reliable personnel data, effectiveness of the organizational
arrangement of HR functions, clarity of organizational objectives and strategies, and
continuity of the monitoring and evaluation of HR procurement activities. The findings of our
empirical study reveal that generally the nine critical factors for HR procurement were rated
fairly low (between 1.9 and 3.3 by the ordinary civil servants and between 2.3 and 3.7 by the
managers on a-five point rating). Therefore, the findings of our empirical study indicate that
both (the respondents and HR managers) did not consider HR procurement practices of their
respective organization as effective as they should be. The findings showed that many of the
critical factors for HR procurement were either inadequate or missing in the Eritrean civil
service organizations (see chapter 7). This in turn suggests the ineffectiveness of the HR
procurement practices in the Eritrean civil service. Thus, the findings signal the current
challenges and problems that the Eritrean civil service organizations are facing in effectively
procuring the civil servants (see also chapter 11).
Chapter 8 assessed civil service training practices in the Eritrean civil service organizations
through nine (9) critical factors fur civil service training identified in the conceptual
framework: the presence of clearly written and operational training policies, the presence of
continuous training needs assessment ONA), the presence of written and operational traineeselection procedures, the presence of linkages of training to other HRM programmes, the
presence of the commitment of the policy makers and senior civil servants to training, the
conduciveness of the working condition, the continuity of monitoring and evaluation of training
programmes, the ability to properly finance training programmes, and the linkages of training
programmes to organizational objectives. The findings of the analysis revealed that generally
the nine critical factors for civil service training were rated fairly low (between 2.0 and 3.3 by
the ordinary civil servants and between 2.6 and 3.8 by the managers on a-five point rating).
2 The ANOVA tests showed that about 90 percent of the HRM issues were not statistically significant among the
10 sample ministries.
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The findings show that many of the critical factors for civil service training were either
inadequate or missing in the Eritrean civil service organizations (see chapter 8). Thus, the
findings further indicate the current challenges and problems that the Eritrean civil service
organizations have faced in the provision of effective training to their civil servants (see
chapter 11).

With regard to HR utilization, chapter 9 critically discussed the practices of HR utilization in
the Eritrean civil service organizations based on the 3 critical factors for HR utilization
identified in the conceptual framework, namely the availability of well developed HR
programmes and policies, the ability of the civil service to successfully implement HR
programmes and policies, and the continuity of monitoring and evaluation of HR programmes
and policies. These critical factors were assessed by taking into account six (6) HR
programmes: compensation, employee performance evaluation, placement, promotion and
transfer, disciplinary and grievance, and pension. The findings of our empirical study reveal
that generally the nine critical factors for HR procurement were rated fairly low (between 2.0
and 2.9 by the ordinary civil servants and between 2.0 and 3.6 by the managers on a-five point
rating). The findings show that Eritrean civil service organizations did not have well
developed HR programmes and policies. In addition, they lack capacity to successfully
implement as well as monitor and evaluate the HR programmes (see chapter 9). Thus, the
findings signal the current challenges and problems that the Eritrean civil service
organizations have been facing in effectively utilizing the civil servants (see also chapter 11).
[5] What are the challenges and prospects of effectively managing Eritrean civil servants? In
answering this research question, we depended on research question number four above. The
critical analysis of the practices of HR procurement (chapter 7), training (chapter 8) and
utilization (chapter 9) clearly indicated that Eritrean civil service organizations have faced
formidable challenges and problems in effectively managing their civil servants. This is
demonstrated by the results of the assessment of the critical factors for the three HRM subsystems. The critical factors were assessed fairly low by the respondents and managers
interviewed (see tables 7.9, 8.19 and 9.10). The findings signal the magnitude of the HRM
related challenges and problems that are encountering the sample ministries.

Although many HRM (HR procurement, training and utilization) related challenges that the
Eritrean civil service organizations are facing were identified, they could be grouped under
three broad categories: economic related challenges (difficulty to get adequate resource for
HRM related activities), political (politicization of the civil service and governance) related
challenges, and absence of qual(lied senior civil servants and HRM experts (see chapter 11).
The above challenges could also be summarised under three headings, namely absence of
well-developed HR programmes and policies, ineffective implementation of HR programmes
and policies and ineffective monitoring and evaluation of HR programmes and policies.
Having seen the above HRM challenges and problems in Eritrean civil service, the next
question that comes to our mind is what would be the prospects of HRM? One can reasonably
argue that the prospects of effective HRM would be contingent mainly upon the country's
economic and political condition (peace and stability as well as good governance). That is, if
there are improving (promising) economic and political conditions, there is a high probability
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practices into action thereby positively affecting HRM

in the Eritrean civil service.
12.3 Research implications

After answering the first 5 research questions, this section deals with the last research
question: what are the theoretical and policy implications and future research directions that
can be drawn from the study? We have studied the conceptual aspects of the management of
civil servants. We also described and explained the management of Eritrean civil servants,
especially the HRM practices, challenges and prospects. We therefore conclude from our
study that there are theoretical implications for our conceptual framework (section 12.3.1) and
policy implications of practical importance for the Eritrean ministries (section 12.3.2). We
also discuss limitations of the study, which give us directions for further research (section
12.4).

12.3.1 Theoretical implications

The theoretical implications of the findings of the study focus on the implications for HRM
related theories and the conceptual framework. In order to assess HRM practices, challenges
and prospects in civil service of a developing country, like Eritrea, we designed a conceptual
framework (see chapter 5). As previously indicated, our framework focuses on how to assess
the HRM practices, challenges and prospects in civil service of a developing country, like
Eritrea. We designed the framework based on the literature on the HRM- performance
relationship- particularly the expectancy theo02- (see chapter 2) and countries' experiences on
HRM (see chapter four). In other words, we modified models that were tested and validated in
the Western part of the world. This is because many lessons learned from the management of
civil servants in the West proved to be useful guides as to how HR practices affect HRM
outcomes and performance. The models were used to identify the variables that we needed to
look for in the empirical study, and then modified in a way that reflected the objective of the
study (context of DCs, like Eritrea). In that respect, we first took the concept from the
expectancy theory that explains as to how HRM practices affect HRM outcomes, which
subsequently affect performance (see chapters 2 and 5). Then we expanded the above concept
by including [a] critical factors for HRM, which we used as a checklist in assessing HR
practices as well as [b] the environmental factors, like economic and political. In doing so, some
concepts from the management of public sector and countries experiences with regard to HRM
were also incorporated (see chapters 2 and 4).
Expectancy theory assumes that if an employee is to be productive, three elements must be in
place: competence, motivation and role clarity. Put somewhat differently, it has been
proposed that HRM outcomes (employee competence, motivation and role clarity) mediate
the relationship between HR practices and employee performance. Employee performance, in
3

Basically, there are a number of theoretical arguments (e.g., expectancy theory, resource-based theory, hurnan
capital theory) supporting that HRM practices affect performance (e.g., Guest, 1997; Paauwe, 1998; Storey,
2001; Armstrong, 2001; Youndt et at., 1996). However, due to the fact that there is a growing consensus that the
concept Of expectancy theoly can provide one possible route to an explanation of how HRM practices have an
impact on performance (Armstrong, 2001; Steers, 1977; MacDuffie, 1995, Huselid, 1995; Guest, 1997, 2001;
Becker et al., 1997; Paauwe, 1998; Fey, et al., 2000), we based our conceptual framework on expectancy theory.
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turn, positively affects performance at organization level. However, given the situation of
most DCs, like Eritrea, having retention problems of professionals, our conceptual framework
adds employee retention, as the fourth HRM outcome that affects performance. Employee
retention is not a frequently cited HRM outcome in the developed world as contrasted to DCs.
Employee retention may be particularly important in DCs, like Eritrea. This is because, on the
one hand, DCs have been experiencing acute shortages of qualified and experienced human
resource; on the other hand, high brain drain of qualified civil servants exists.
From the literature reviewed on HRM-performance relationship that are surfaced in the last
two decades, it has become clear that, HRM as a distinctive field of study gets a lot of
attention from scholars, researchers and practitioners. Nevertheless, the majority of them
focus on the private or profit oriented organizations, and many of the HRM models are
designed for organizations situated in the Western part of the World. In other words, most of
the models and theories are developed, tested, validated and applied within the industrialised
Western technological, economic, political and cultural contexts. This demonstrates that the
existing literature in the developed world does not take into account the context within which
civil service organizations in DCs operate. So instead of solely depending on a model tested
and validated in the developed world as well as in the private sector, we began with a tested
and validated model, and then we expanded it by incorporating the concept of public sector
management and the context (economic, political and socio-cultural) of a civil service in
developing countries. Hence, we expanded the framework by including a number of issues
pertinent to developing countries, like Eritrea in order to reflect the local context or reality
(see chapter 5).

To facilitate our understanding, different parts of the framework (figure 5.1) are presented in
the following manner: environmental factors (Al-A3) affect HRM sub-systems (B 1-83),
which in turn affect HRM outcomes (C 1 -C4), which subsequently affect employee
pedormance (D). The conceptual framework reveals that HRM outcomes serve as mediating
variables between HRM and performance. Our conceptual framework plus the empirical
findings provides a clear chain of causation (see chapter 5).

We found the conceptual framework a very essential tool in assessing the HRM practices,
challenges and prospects in the Eritrean civil service organizations. The conceptual
framework is useful in focusing attention on different aspects while diagnosing and
understanding HRM practices, challenges and prospects in a civil service. Hence, it could be
useful in identifying relevant factors in assessing HRM practices, challenges and prospects in
a civil service of a developing country,4 like Eritrea, in spite of the fact that there are
variations as to how civil service organizations implement their HR programmes and policies.
It is also believed that the conceptual framework might reveal the missing elements that
policy makers and senior civil servants have to take into account if they are to get the
maximum contribution from civil servants. In other words, it can be used to identify the
problem areas that the actions of concerned officials (policy makers and senior civil servants)
should be pointed on. It enabled us to identify the weaknesses and strengths in the HRM area
4 It might be assumed that 'the one-size-fits all nostrums and prescriptions for the effectiveness of HRM in a civil
service'. However, this is not a position we would like to adopt for we are well aware of the differences existing,
even among DCs. Nevertheless, the framework, through which we assessed the HRM practices, challenges and
prospects in the Eritrean civil service, could also be relevant for other DCs.
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in Eritrean civil service. It was also helpful and useful for organizing our thinking in assessing
HRM practices, challenges and prospects. In that respect, our conceptual model laid
considerable stress on some factors (checklist), which are critical for HRM in a civil service
organizations context.

Our empirical findings indicated that the impact of the HR practices on HRM outcomes in the
Eritrean civil service organizations are more or less in line with the predicted relationships
(see tables 10.2,3 and 4). This may suggest that our findings support the underlining premise
of the expectancy theory. Particularly, the findings of this study support the idea advocated
bythe expectancy theory in that, HRM outcomes could be mediating variables between HR
practices and performance at employee level. Thus, an important finding of this study is that
the assumption of the expectancy theory may not only work in the developed world but also
in DCs, like Eritrea. Nevertheless, its implications may be different.

Another important contribution of the study is that it provides further evidence on the link
between HR practices and performance and relates the findings to environmental factors such
as economic and political. This study joins a growing body of research that attempts to open
the black box by explaining how, when and to what extent HR practices affect performance at
employee level (see chapter 10). And thus, it is believed that this study contributes to
research on HRM and pe,formance relationship in general and that of civil service in DCs in
particular.
12-3.2 Policy implications

This section contains the translation of our empirical results into practical implications for
decision makers. It offers policy implications for the policy makers and senior civil servants
in the endeavour to make Eritrean civil servants more effective and efficient. The study results
show that our framework can be used in assessing HRM practices, challenges and prospects,
which suggests the weaknesses and strengths in the HRM area.
Establishing an efficient and fully functioning civil service will take time given the historical
aspect of Eritrea. The World Bank (1994a: 7) points out that as Eritrea is starting from
"scratch", it has an opportunity to learn from the experience of other successful countries,
assess what has worked elsewhere and what could be adapted to suit the Eritrean condition.
This may also imply that Eritrea has to learn from the successes and mistakes of other
developing countries in this issue. That is, the present is the right juncture for the government
to look critically at the factors for HRM, which have provided the desired dividends for those
countries, which have been able to effectively implement them. Doing things right at the
earliest stage can avoid costly mistakes. This suggests that the government does not need to
re-invent the wheel; it has to learn from the experiences of other countries. These cuts the
time and cost of research, provided that Eritrea can adopt it by making some fine-tuning twine
and thereby take advantage of the leap-frogging effect. With the above idea in mind, we
would like to forward the following suggestions based on our findings.5
5 In t e light of the analysis and findings, we forward the following suggestions for the purpose of improving
HRM in the Eritrean civil service. From the outset, it should be noted that all the suggested interventions are not
expected to be implemented urgently and at the same time. However, we find it vital for us to bring them to the
attention of the concerned personnel (policy makers and senior civil servants) who may take appropriate action
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[1] HR procurement
Introducing Eritrean civil service laws encompassing enforceable HR programmes and
policies: There is no doubt that the presence of well-developed HR programmes and policies
plays a crucial role in HR procurement. However, the findings of our study demonstrate that,
at present, such kind of policies and programmes are lacking in the Eritrean civil service. Up
to now, the government has not yet issued Eritrean civil service laws, which encompass
enforceable HR programmes and policies. HR programmes and policies, which are in
function at this time, are those inherited and adapted from that of Ethiopian Civil Service
through modifications, although they have not been enforceable. However, because of the
delay of the proclamation or approval of the draft civil service laws, HR activities in Eritrean
civil service organizations have been hampered in many ways. That is why the overwhelming
majority of the interviewed civil servants suggested that the draft Civil Service laws should be
considered, without which it would be difficult for ministries to operate effectively and
consistently. Thus, there is an urgent need to establish Eritrean civil service laws in order to
spearhead the management of civil servants.

Maintaining internal and external salary equity: If organizations are to successfully attract,
motivate and retain qualified civil servants, one important precondition is mainmining

internal and external salary equity. Our findings however indicated that both internal and
external salary equities have not been maintained in the Eritrean civil service. With regard to
the external salary equity, although it may not be feasible to suggest the introduction of
competitive salary scale like that of the international NGOs and UN agencies given the
economic condition of the country, it would be reasonable to suggest that the compensation
programme in the civil service has to be adequate at least to cover civil servants' basic
requirements. It has to take into account the living standard in the country. With regard to
internal salary equity, as highlighted earlier, there is a dual salary scales in the civil service
whereby civil servants with ex-fighter background have been earning salaries slightly higher
than their counterparts non-ex-fighter civil servants - in spite of the fact that up to present, a
uniform salary scale was expected to be introduced, which would apply equally to both
categories of the civil servants.6 Thus, internal equity should exist. The importance of
maintaining both external and internal equities should not be undermined. This is because as a
consequence of the salary inequity, the civil service organizations are having problems in
attracting, motivating and retaining qualified civil servants. It is important to keep in mind the
consequence of the inability to maintain salary equity. The experiences of SSA countries with
regard to civil service salary indicated that external and internal salary inequities have led to
low morale and productivity, high turnover and absenteeism, and petty corruption and
-

moonlighting.
given the actual situation of the country. To put the above suggestions into effect, the government needs to
formulate concrete action plans.
6 Although in some cases, it can be argued that the ex-fighters civil servants have sacrificed several years of their
life to liberate the country and support could be justified as a compensation for foregone education or other
investment, the privilege given should be external to HRM issues (like salary administration, placement and
promotion), such as the provision of a lump-sum of money and then treating them as equal as non-ex-fighter
civil servants. This is mainly due to the fact that such kind of practices may avoid a feeling of discrimination on
the part of the majority of the civil servants, who belong to non-ex-fighters, which in turn may prevent high
turnover, absenteeism, and low morale and insufficient performance of the civil servants, as indicated earlier.
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Providing great emphasis to qualified and motivated HR officers: Countries' experiences
revealed that recognition of the centrality of HRM gives considerable power and status to HR
officers, which have been previously lacking. HR officers have begun to work with
employees and managers to confront impending change. This suggests that over the past two
decades, HR officers have become indispensable members of the strategic management team.
They also often serve as internal consultants to other units of the organization, serving as a
resource clearing house for managers and planning teams, and researching essential data on
current and future staffing needs and priorities. This is mainly because they were less
involved in day-to-day operational HR activities. The success of HRM is, therefore, greatly
influenced by the formulation of new cadre of HR officers who realize that managing people
involves much more than simply administering various personnel transactions.

The empirical findings of our study, however, revealed that HR officers of most ministries are
not well qualified, experienced, and motivated. They are not well equipped with necessary
skills and knowledge on HRM issues. It was also observed that in most cases, HR offices
were understaffed, and few are trained as HR managers. Our survey also uncovered that HR
officers were not satisfied with their current positions, mainly due to the fact that they spend
their time working routine and clerical activities. Hence, given the role of qualified and
motivated HR officers, we suggest that policy makers and senior civil servants give HRM
managers the attention they deserve.

[2] HR training
Although the government has shown its commitment to civil service training, it lacks
systematic and effective way of doing it, which in turn adversely affects the impact of the
training programmes. Thus, the following issues are suggested.
Developing clearly written and operational training policies: Our study Finds that there is no
clearly written and operational training policy in the Eritrean civil service in spite of the fact
that it is vital for successful civil service training. This indicates that training programmes are
not well institutionalised. For instance, in 1994, the development of a civil service training
policy and the establishment of a national training council (to guide and oversee national
training activities) were proposed (Picard et al., 1994). Tile suggested civil service training
policy and the training council, however, have not yet been implemented. In that regard, when
well-specified training policies with a precise strategic focus are absent, training tends to be
isolated and sporadic and fails to satisfy the learning needs of individual employees (Bennell,
1994: 10). Hence, we suggest the introduction of clearly written and operational civil service
training policy guidelines.

Continuity of Training Needs Assessment (TNA): As previously stated, if training is to be
responsive to the real needs of organizations through improving the relevance of the training
programmes, conducting a proper and continuous 1NA is a sine qua non. Our survey, however,
indicates that TNA has not been carried out continuously and properly. The existing practices
thus may imply that TNA as an important ingredient of civil service training has not been given
the attention it deserves.

Conclusions and Research Implications

271

Presence of clearly written and acceptable trainee-selection procedure: Our finding also
revealed that most of the ministries did not have clearly written and acceptable trainee-selection
procedures. As a consequence, in many cases, trainees, who did not have the capacity and
willingness, were selected for training. This in turn created problems not only for training
institutions but also for the trainees themselves. This has also contributed to the ineffectiveness
of the civil service training. Thus, we suggest the development of clearly written and acceptable
train-selection procedure in the Eritrean civil service.

Linking training to other HR programmes: As previously highlighted, if training is to have

an impact on both the motivation and performance of civil servants, it has to be supplemented
with other HR programmes such as salary increment, promotion, placement and other
incentives. This study, however, uncovered that training is not well linked to other HR
programmes, especially salary. On the one hand, the current civil service salary scale, which
was introduced in 1997, has not been adjusted. On the other hand, many civil servants have
undergone long-term training locally and overseas. As a consequence, many well-trained civil
servants have already left their respective ministries and many others are asking resignation.
Therefore, in spite of the importance of linking training to other HR programmes, such link is
missing at present. Hence, we strongly believe that great efforts have to be made to link
training with other HR programmes. This is because many scholars firmly believe that salary
erosion was important in undermining previously existing capacity.

Provision of executive training programmes for senior civil servants: As previously
highlighted, most higher civil service positions are occupied by ex-fighters who demonstrated
valuable organizational and leadership skills during the armed struggle. Many of them,
however, do not have adequate educational levels nor do they possess modern management
skills necessary to function efficiently in a government bureaucracy. Whereas, the increased
role of the Eritrean government in reconstruction and development programmes has created
continuous demand for highly skilled senior civil servants who plan, organize, implement and
control human, material and financial resources. Senior civil servants are analogous to the
main mechanism of the national administration for their role in policy development, directing,
controlling and co-ordinating of work under control. As a result, many countries have
provided customised training programmes to senior civil servants. Our study, however,
depicted that senior civil servants did not get adequate training relevant to their duties and
responsibilities. Hence, it is recommended that due attention be given to the provision of
executive training programmes to the Eritrean senior civil servants, which equip them with
optimum knowledge, skills and best attitudes for work.

[3] HR utilization
Our study indicates that one of the important problems and challenges that the Eritrean civil
service organizations are facing is how to effectively utilize the expertise of the civil
servants. Even after significant improvements have been made in improving the quality of
the civil servants, many department heads complained that they were unable to effectively
and efficiently utilize their staff mainly due to the fact that they were unable to provide the
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preconditions for effective HRM: To improve the existing situation, the following issues are
recommended:

Placing the right persons on the right positions: Generally, it is believed that the right post
for the right person is the 'nuts and bolts' of HRM. Our study, however, finds that there are
many capable professionals who are wrongly placed or placed under less capable managers.
Moreover, there has been a misallocation of administrative and technical officers resulting in
overwork for some and under-utilization of skills for others. The findings may suggest that
human resource constraints are more likely to derive from the failure to provide people with
meaningful jobs and utilize their skills effectively than from problems related to training per
se. Hence, policy makers and senior civil servants need to think of this particular issue.
De-politicization of the civil service: Our study finds that the Eritrean civil service has been
politicized to a certain degree. As a consequence, political criterion has been playing an
important role in many HR related decisions such as recruitment and selection, placement
and promotion, which in turn has adversely affected the professionalisation of the civil
service. Given the historical situation of the country, it does not seem realistic to de-politicize
the civil service overnight: it may take time to mature up. Nevertheless, this study suggests
that a gradual and incremental improvement has to be made towards de-politicization of the
civil service. That is, merit issues have to be given priority in all HRM decisions.
[4] Central Personnel Agency (CPA)
In most countries, CPA is the governing body authorized to oversee the civil service HRM
system. Some of the main objectives of a CPA are developing a general HRM framework,
protecting the merit system, providing equal pay for equal work, co-ordinating HRM related
activities, ensuring that personnel policies are implemented consistently, and monitoring and
evaluating HRM policies and programmes. Our finding revealed that up to now Eritrea does
not have a well functioning CPA. Although there were some efforts to strengthen the CPA up
to 1996, since 1996 onwards, CPA, as an agency, has been almost passive. It has only carried
out routine activities, such as recording newly hired civil servants, making follow-up to the
hiring procedures of Eritrean Civil Service organizations and keeping files of Eritrean civil
servants. Such a situation, however, results in the absence of the enforceable Civil Service
laws and general framework for the management of the civil servants. In the event when the
CPA Office is not well functioning, ministries lose a uniformity of operation in their
respective personnel administration practices. The study also showed that the degree of
reliance on precedents or regulations, especially in HRM is low. Formal and elaborated HRM
regulations are stilllacking.
The experiences of the Netherlands and Singapore showed that a strong (well funded, staffed,
supported and organized) CPA is needed. This is because CPA plays an important role in the
effectiveness and efficiency of a civil service by developing general policy guidelines, coordinating the implementation of policies in the civil service organizations, and monitoring

7 Although the government has provided the provision of civil service training the attention it deserves, the
approach being pursued by the government does not deal squarely with utilization of the expertise of the civil
servants.
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and evaluating HR related activities. Hence, given the contribution of CPA in a country like
Eritrea, which is trying to start the civil service almost from the scratch, this particular point
cannot easily be overemphasized.8

12.4 Limitation of the study and future research directions
In this research, we have focused on assessing HRM practices, challenges and prospects in
the Eritrean civil service. We have tried to be exhaustive, but of course there always remain
points that have not been given enough attention.9 We therefore suggest future studies to deal

with the following issues.
[1] The researcher has made a deliberate choice of studying the subject from a broader
perspective (the overall HRM system- HR procurement, training and utilization- in the
Eritrean civil service). In this study, an attempt has been made to systematically assess the
HRM practices,to which have led to the identification of HRM challenges and prospects. This
study enabled us to bring the missing (inadequate) but critical factors for HRM to the
attention of policy makers and senior civil servants. However, we strongly recommend that
future research be proceeded with a separate HRM sub-system- either HR procurement,
training or utilization- in order to be able to provide a more detailed picture of the above
HRM sub-systems in the context of Eritrean civil service.
[2] We studied the case of Eritrean civil service (ministries), by taking 10 sample ministries.
However, future research should extend the case of the Eritrean civil service to other public
sector organizations (public enterprises) and private sector in Eritrea so that we can have a
good picture of how HRM looks like in Eritrean context.

[3] This study is an important step forward in understanding how, when and to what extent
HR practices affect performance, as well as the challenges and prospects of effective HRM in
Eritrea. In addition, this study is the first in its kind to link HRM-performance results with
economic and political environment of a developing country, like Eritrea. However, we have
not found prior studies against which to compare our findings. This is because similar studies
in a similar environment have not been conducted. Hence, in order to generalize and validate
the findings of this study, we suggest the same study to be conducted in other developing
countries (or comparative case studies be carried out). That is, additional research is needed
to examine the robustness of the findings and generalisations should be interpreted with
caution.

8 It is obvious that creating an effective and efficient civil service as well as the CPA is a true challenge in
Eritrea as much as in other developing countries.
9 It is good to note that this research has its own limitations and thus may fail to make enough attention to some
aspects of HRM.
10
It seems pertinent to note that it is beyond tile scope of this study to cover all HR functions in a single study.
As clearly stipulated earlier, our study focuses much on the policy issues as well as on the challenges and
prospects of effective management of civil servants in Eritrean civil service. As remarked by Guest (1991),
researchers have different goals with regard to their particular research in HRM. Hence, this research project
focuses on the research objectives addressed in chapter one.
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[4] This research was conducted immediately after the bloody border war with Ethiopia
(1998-2000), which adversely affected the economic and political condition of the country. It
in turn adversely affected the findings with regard to the HR practices in the Eritrean civil
service. Therefore, the findings have to be seen in line with the prevailing situation. Hence,
in order to validate the findings, we suggest a similar study be conducted after the economic
and political conditions are improved.
12.5 Concluding remarks

Given the actual HRM practices in the Eritrean civil service, one may think that we are
pessimistic as to the HRM prospects. This is not, however, a position we would like to adopt.
We strongly believe that there are no significant problems with Eritrean civil servants but
rather the major problem is in the Way they are managed. It is our hope that the prevailing
economic and political situations improve in a near future, which in turn will positively affect
the management of Eritrean civil servants.
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Appendix 2.1: Comparison of the assumptions of the traditional and new approaches to HRM
Factors

'

Traditional Approach

1

-

1. The preferred

organization of
HR functions

Features..... _

-

- Centralized
- Formal defined roles,
to

Emphasis

2. The roles of
HR managers

MAdvant, es

-

-

Uniformity and equity
High parity issue

New Approach
f *Disadvantages

* *

Lows peed of decision.
- itss cmativity and

P j Advantifes

Features
-

Centralized.

-Fexible

roles

- Emphasis to commitment

Flexibility

*1 1 111)isadvantages

-High speed of decision

-

-

-

High

creativity.

*

l.ow uniformity and equity

Low p,/tty issue

flexibility

compliance

Reinforces the HR managers role as

guardian of

the merit principles
(ensure none of Lhe Tutes is violated)
- Concerned with the maintenance

-

of

StandaIdize personnel

- Less

policies and procedures,
improves stability and
Equity

-Time consuming decisions

flexibility

-Organizational consultant. a valued
member of the nlanagerial team, not a
roadblock to be avoided

-

High speed ot' decision:

Increase czativity and

Oexibility

compliance and control

3. The roles of
line managers

-

1hey

are

given

very

limited

authority or responsibili) concerning
HRM activities
-

'1'hey have mlatively passive role in
managing people

-

linhanxs uniformity and

equity of HR functions
Consistency in the
application of HR rules and

-

Not responsive to the real

needs of organizalions
- Low speed of decision

-

11

values dispenal of real personnel

authority to vanous organizauonal units,
allowing line managers to make crucial
decisions concerning HRM functions.

- High speed of decision
Responsive to ur real

needs of orgallizations.

-

HRM related decisions are made by

line managers having

little

formal

knowledge of or Waining in modern
HRM practices and Iechniques

policies

4. Integration of

a.

HRM

-Absence o f strategic

functions

linked to and supportive of the
overall goals and objectives of each

coping with changes
Minimises the ability to

organizaoon.

confront

manage

-

-Reactive. ad hoc. marginal,
.Short-term planning perspective

impending challenges and

-

Vertical
Integration

-

HRM directly

5. The preferred
employee

relation-

the

ability

and

Presence of strategic HRM

of

-

directly

linked to and supportive of the overall
goals and objectives of each organi:ition

-

Impmves

Enhances

confront

Long-term planning perspective,

the ability of

coping with changes that
may come
.

Pmactive, strategic integrated.

change.

tku

ability to

and

manage

impending challenges and

change

- Uncoordinated. or

b. Horizontal
Integration

Reduces

- Reduces
employees'

(un-integrated)
or less consistent HRM functions or

-Well-integrated. coordinated, and high
consistent HRM functions or practices.

-

Improves employees'

moral and productivity.

morale and productivity.

practices

- Collective
bargaining
- Centralized

improves uniformity and
consistency

-High managerial
-Less managerial flexibility.

-individual bargaining (towards
individual contracts)
Decentralized.

Ilexibility.

1/w unit'ormity

-

perspectives
6. Bases for

personnel
decisions

.

A civil servant is assumed 10 be

tenured.

promoted

principally

relation to qualifications

a

-

Uniformity, and equity

in

-

Maintaining a unified

and

seniority, and is part of a unified civil
service.

Source: Based on literature review.

civil service.

- 1.ess creativity and
flexibility.

-Performaie related promotion, pay
job security.

and

High creativity.
flexibility.

and

productivity.

-

Problems of equity and fairness
among organizational units

within and

may appear.
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Appendix 2.2: Historical development of civil service systems
[l] Prussia: as early as the middle of the 17th century. Frederick William, the great elector of Brandenburg. had succeeded in
uprooting feudal administration and creating an efficient administrative organization staffed by trained civil servants selected on
competitive bases. The 18th century Prussian civil service is considered to be the first of the modern civil service systems (Sills.
1968: 496498). Since administrative law and its procedure were developed. great importance was once more attached to legal
training. The parliament saw in a legal training of officials as good means of teaching them a political respect for law. Thus. the leg 1
restraint of officials, was the German idea of the "rule of law," namely. that no official could act otherwise than under the authority
of a popularly responsible legislature. By 1874, a law was enacted. The main provisions of the law were as follows: the qualificatior
for entry into the higher administrative service was at least a three year University course in law and political science; and the
passing of two examinations. The first examination was the legal examination. The second examination was precedence by a
preparatory period of two years in a court and at least two years in the administrative departments. However. there was a reform act
of 1906. The act instructed final examinations to be based on public and private law. legal history, and principles of political sciencf
and economics (Stahl. 1983; Shafritiz et al.. 2001).
12]France: fundamental changes in the slatus of the civil service came about as a result of the French revolution of 1789. The
abolition of the monarchy and the creation of republic meant that the civil servants were the servants no longer of the crown. but
rather the state. The Napoleonic administrative reform replaced the royal services with the public services (Encyclopaedia of
Britannica. 2002). Put it differently, the fall of the ancient regime and the creation of a republic meant that the civil servant was seer
longer of the king but rather of the state even though rule by a king or emperor was soon brought back and
continued in France for nearly another century (Ibid.). Recruitment in 1812 had been based upon a principle of Napoleonic
efficiency. and this principle had been far in advance of anything at that time pertaining in England (Ibid.). The French laws and
practices till world war two were passed two main principles: first. the service was opeo to any qualified citizen; second, candidates
were selected by special tests fur each department (Sills. 1968: 496498).
as the servant no

[3] Great Britain: Great Britain developed another influential pattern of civil service system. In Great Britain, there was staffing
based on patronage. Although the administrative apparatus became increasingly complex. it continued to be staffed primarily from
the aristocracy on a patronage basis and without much regard to administrative efficiency. until the drastic reform measures that
were taken in the middle of the nineteenth century. The Trevelyan-Northcote report of 1854 led the following years to the order-incouncil that established the Civil Service Commission and laid the basis for civil service reform (Farnham. 1993). Stated somewhat
differently. the report of the British parliamentary committee in 1854 recommended the abolition of patronage and recruitment by
open competitive examination. It further recommended establishment of a Civil Service Commission (Encyclopaedia of Britannica,

2002). The objectives were to abolish patronage and to admit candidates into the service at prescribed ages and through competitive
examinations appropriate for the class of civil servants being recruited (Colling, 1998; Das. 1998; Sylvia, 1993). it should also be
noted that equivalent bodies o f o fficials have served states through out history, long before the term 'civil service' was applied to
them. However, with the coming of Mrs. Tharcher to power, 1979, the British civil service has undergone significant changes.

[4] The United States: In the United States. civil service reform came later and took a somewhat different direction, although it was
strongly influenced by the British experience. The patronage system was closely tied to political parties and resulted in frequent
rotation in office as party control changed. The price of the 'spoil system.' in terms of administrative performance, was higher than it
had been in Great Britain. Following the Civil War. a civil service reform movement gathered momentum that led to passage of the
Pendleton Act at the national level and to subsequent reforms in state and local units of government in 1883 (Hays. 1998). In other
words. the congress passed the Pendleton Act in 1883. The act established a civil Service Commission to conduct examinations and
ruled out political interference in civil service appointments and removal (Chi. 1998; Klingner and Nalbandian. 1998; Perry. 1993).
After the middle of the nineteenth century, when systematic attention was first given to civil service issues, the initial concern was
almost exclusively with a reform or Tight the spoils men' approach. The movement had the twin objectives of cleaning up politics
and improving the quality of administration. and the British model was advocated with modifications to fit the American
circumstances (Sills. 1968: 500). Moreover, this system, according to Ban (1990: 18). first evolved in reaction to the 'spoils' system
It took the hiring decision away from political leaders and placed it in the hands of the 'experts'. In addition. it reflected the values of
scientific management' in its assumptions that merit could be measured precisely via formal tests and that these test results could be
used to select the 'one right person' for the job. In effect. it was to be a system that was virtually 'untouched by human hands.' that is
with minimal selection discretion left to the manager for whom the new employee would be working (Ibid.). However. the United
States Civil Service Commission. which was founded in 1883 (Pendleton Act of 1883). was also abolished in 1978. The
Commission was replaced by the Office of Personnel Management (OPM) and the Merit System Protection Board (M SPB). The

1

<

MSPB was created as an independent agency in order to ensure that the line between employee rights and the prerogative of agency
managers would be drawn objectively and consistently. and in a non-partisan fashion. It is a quasi-judicial agency established to
ensure that civil service laws are applied accurately and fairly to the civil servants. It was created out of congress's dissatis faction
with the old civil service commission. which combined the responsibility for applying merit principles with that of helping the
president to manage the career bureaucracy. The Commission's executive and legislative functions were given to the new 0 ffice of 1
/
Personnel Management. which was placed within the executive branch. It should be noted, however, that despite the fact that a
spoil system is not totally abolished (Berman et al.. 2001/
number of actions or reforms have been undertaken in the US. still the

\*lingner and Nalbandian. 1998).

---

Source: Based on literature review
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I. Short-Term measures: they have two key components: retrenchment, and pay and employment
reform.

m Retrenchment: it is done in four ways: civil service census, freeze on recruitment, retirement
and determination of service.
Ial Civil service census:- since payroll information is deficient in most developing countries, the
establishment of employee particulars is a necessary first step. This is done by conducting civil
service census, staff audit, and introducing computerized payrolls. Its objective is to temporary
identify workers, ghost workers, and workers who continue in service after reaching retirement age.
Civil service census techniques have been used in many sub-Saharan Africa, such as Uganda,
Ghana, Guinea, Tanzania.
Ibl Recmitmentfreeze: recruitment generally frozen. This has been done in Ghana, Congo, The
Gambia, Central Africa Republic, Kenya, Mauritania, Mali, Nigeria, Somalia, Sudan, Gabon,
Senegal.

Icl Retirement: civil servants who have completed fifty-five years of age or thirty years of civil
service, are made to leave. Voluntary retirement schemes that induce civil servants to retire early in
exchange for compensation, are introduced. This has been done in many SSA countries such as
Chana, and Kenya.
Idl Retrenchment: Services of surplus and unqualified employees are terminated by conducting
functional reviews and competence testing. This has been done in The Central Africa Republic,
Guinea, Ghana, Sao Tome and Principe, Senegal, and Guinea-Bissau.
/21 Pay and employment reform: it consists of rationalization of remuneration, wage
decompression and provision of salary supplements.

Rationalization ofremuneration: this is common to all World Bank reform program. Broadly, it
involves improvement of pay conditions, development of a compressive compensation system, and
creation of institutional capacity to formulate and implement a sound salary policy.
b. Wage decomposition: a. rationalization this consists of increasing the salary of senior civil
servants relative to the salary of employees in lower ranks. This has been done in countries such as
a.

Ghana and Botswana.
c. Salary supplements: Salary supplements are given to professional employees in ad-hoc projects.
This has been carried out in many SSA, such as Uganda, Niger, and Mozambique.

II. Long-Term Programs: they seek to build in the civil service. They consists of the following
a. Collection and analysis Of systematic data.· the reporting and record system relating to civil
service is deficient in most developing countries. Long-term reform measures concentrate on
collection of proper data so as to determine number, personal particulars, specializations and skills,
seniority and years of service, pay particulars of the government staff.
b. Linking personnel and»ancial management: comprehensive data are made the basis fir
introducing computerization of the payroll mechanism. The personnel data are, then, linked to the
budget to achieve comprehensive personnel management
c. Functional reviews and organizational audits: functional reviews and organizational audits of
selected sector are conducted to determine the optimum number and skill to achieve organizational
objectives.
d /ncentive schemes.· incentives schemes are introduced to attract and retain skilled civil servants.
e. Studies: Bank programs support commissioning of studies to help governments formulate and
implements appropriate personnel policies.
·irce: Adopted from Das ( 1998: 28-31) and the ILO ( 1998: 18)

\
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Appendix 5.1: Questionn ir for Respondents/Eritrean Civil servants

Dear respondent,

I, a staff member of the university of Asmara, am doing a Ph.D. studies at the University of
Tilburg, The Netherlands on the topic: "Practices, challenges and prospects of Human
Resource Management (HRM) in Developing Countries, the case of Eritrean civil service".
To this end, I want to know the views and opinions of Eritrean civil servants towards different
HRM issues relating to hiring, training and other HR functions that affect the way civil
servants are utilized, such as compensation, performance evaluation, promotion and transfer,
disciplinary programme, and pension. And, therefore, you are chosen to be one of the
respondents in my research.
For the completion of this questionnaire please follow carefully the instructions provided and
answer truthjitlly ALL the questions. According to preliminary pilot testing of the
questionnaire, completion time is estimated to be approximately 25 minutes. The completion
of questionnaire is anonymous (nameless) and your responses will be handled with absolute
confidentiality. After completing the questionnaire please return it to me.

Thank you in advance fur completing this questionnaire and for your contribution to the
research goals.

Mussie T., the researcher.
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Jnstructions:
This quesnonnaire has two pam. Part I consists of a set of statements (related to different
HRM matters) to which you are asked to reply by circling the appropriate number next to
them as shown in the example given below. Here, you are also required to make a tick (4) to
some questions where circling is not needed. In completing these two sections please keep in
mind that there are no right or wrong answers. Please read each statement carefully
and
indicate your first reaction to it. Some questions may appear similar, but they in
fact measure
different things. Each question or item should be answered separately without reference to
previous answers. In part H, you are required to answer some general information about you
that will be used for statistical purposes. This part is an important part of the research, so
please do not forget to complete it as well. Please make sure to answer ALL the questions, as
unanswered questions create serious problems during the analysis of the results. In case of a
mistake, please erase the wrong answer with an 'x' and circle the correct answer as shown
below.

Example
Please indicate the degree to which you agree or disagree with the following statement by

circling the appropriate number next to the statement:
Stronglj

In my group, everkone's opinion gets listened to.

Disigrce

Neither agree

1

Ae,re

nor diumre /" h
3 (4J

disagree

2

Stron£ly

35

In this example, you were asked how much you agreed or disagreed with the above statement
about your workgroup. You feel very strongly that your group works well together. However,
you do not feel quite as strongly that everyone's opinion gets listened to although you do
agree

that this occurs.

Part I
This part includes a number of questions or statements, which are related to the way your
ministry manage (hire, train and utilize) its staff. That is, HRM issues relating to hiring,
training, compensation, promotion and transfer, disciplinary, pension, and so on. Please think
of your current job in your ministry and indicate the degree to which you agree or disagree
with each of the following statements by circling the item that represent your reaction:
1= strongly disagree... 5= strongly agree

Stroogly

D

Neither mc
nor disagree

Disagree

A

Slrongly

asree

A. Procurement/hiring practice
1.

2.

My ministry has written and operational HR procurement policies.
My ministry prepares a clearjob description and specification for

each position to be filled.

23

1

1

2

45
3

4

5
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1= strongly disagree... 5= strongly agree

Strongly

3.

Neith:r agree
nor disapree

A

Stro:gly
agree

My ministry offers attractive compensation programmes that

1

can attract competent applicants.
4.

D

Disame

1

In my ministry, meritocrady plays a major role

in hiring exercise.

1

In my ministry, nepotism and favouritism plays a major role
in hiring exercise.
6. My ministry has a good image that can attract competent applicants.1

2

3

2

3

4

5

4

5

5.

7.

1

2

'3

2

My ministry selects and places the right person on the right position. 1

4

5

3

4

5

3

4

5

2

Please answer the following questions:
8. I was recruited by the following method(s) [Tick (4) only relevant method(s)]:
8.01. Advertisement
8.02. Educational institution
8.03. Employment agency

8.04. Walk-ins
8.05. Directly assigned by the government (in case of ex-fighter)
8.06. If others, please specify
9. I passed through the following selection methods [Tick (4) only relevant methods]:

9.01. Application form
9.02. Reference check

9.03. Employment test
9.04. Employment interview
9.05. Medical examination
9.06. Police records
9.07. Directly assigned by the government (in case of ex-fighter)
9.08. If others, specify,
1= strongly disagree ... 5= strongly agree

Stion0y

Neith:r agree
nor disagree

D

Disagree

A SK43
agree

B: Training practice
1
10. My ministry has written and operational training policies.
1
11. My ministry does not always conducts training needs assessment.
12. My ministry has written and operational trainee selection procedures. 1
13. I believe that I have gotthe required training that makes me competent. 1
1
14. My ministry provides training to the one who deserves most.
1
15. My ministryis not committed to train its staff.
16. My ministry tries to link training programme with other personnel
1
programmes (promotion. salary increment. and placement).
17. I have not got a chance to practise what I have learned in
1
training institution(s).
18. My ministry monitors and evaluates training programmes continuously. 1
19. My ministry has a good working condition. which encourages
1
transfer of skills and knowledge to work place.
Please answer the following questions:

2 3
23
23
3

2

2 3
2 3
2

3
3

2
3

2
2

3

45
45
45
45
45
45
45

45
45
4

5
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20. Since liberation (1991), I have got
time(s) chance of training (local). (If you have
never participated in any training programme, please, skip to item No. 26).
20.01. one

20.02. two
20.03. three
20.04. four and above
21. Since liberation (1991), I have got
time(s) chance of training (abroad)
21.01. one
21.02. two
21.03. three
21.04. four and above
22. In your current job, to what extent do you think have you been able to use the skills or
knowledge that you have learnt in training/academic institution(s):
22.01. Always
22.02. Sometimes
22.03. Most of the time
23. How did you find your superiors' encouragement to apply your new skills and
knowledge:
23.01. Very discouraging
23.02. Discouraging
23.03. Indifferent
23.04. Encouraging
23.05. Very encouraging
24. Are you working on the same position you used to work after attending the training
programme?
24.01. Yes
24.02. No
25. Was/were the training programme(s) that you have participated relevant to yourjob?
25.01.Yes
25.02. No

1= strongly disagree... 5= strongly agree

Suvngly

Ncithx agree

D

disapm

A

Satmgly

Ar disaRret·

agree

C. Placement
26. I believe that I am assigned to the best position that I can
effectively contribute to my ministry.
27. I d o not know clearly my duties and responsibilities.
28. In my ministry, I do not have any role ambiguity and confusion.
29. I believe that there is a good supervision in my ministry.

1
1

2

3

2
1

1

3

45
4

5

2 3 4 5
2

3

4

5

5

D. Compensation practice
30. My ministry has attractive compensation system.
31. My compensation (pay) does notreflect my performance.
32. The current pay system encourages better performance.
33. In my ministry. employees having similar qualifications get
similar compensation (internal equity).
34. in my ministry, employees get comparable salary with that of
private organizations or NGOs (external equity).

1
1
1

2

3

4

2

3

4

5

2

3

4

5

5

1

2

3

4

1

2

3

4

5
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1= strongly disagree... 5= strongly agree

Struisly
diswee

D

Neither agree
nor diseree

1
35. My ministry does not provide me the required fringe benefits.
36. The existing salary scales take into account the living standard and
1
inflation rate prevailing in my country.
37. As my salary is not enough for me, I am forced to look for other
1
means of income.
il
38. The pay system needs to be reviewed.

21 »3

2

agree

4

3

2

St=ty

A

5

4

3

5

4

5

45

2

3

2

3

4

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

E. Employee performanc-6 evaluation (EPE)
39. My ministry has written and operational EPE
40. My performance rating presents a fair and accurate picture
of my actual job.
41. My supe«ordoes not discuss with me the specific reason for the

1

performance rating that I receive.

42. My superior provides performance feedback that helps me to
improve my job.

43. My supervisor considers the performance evaluation of his or her
1 2
subordinates to t)6 an important part of his or her duties.
2
44. No matter how well I perform. the level of my pay remains the same. 1
45. My superiors praise me every time I take a successful initiative in my job.1 2

46. Performance evaluators are knowledgeable about how to objectively
assess employee performance (whenever possible) of my ministry.
47. Performance evaluation in my ministry, has a lot to do with personnel
decisions (promotion. salary increment, demotion, and training).
48. My performance is higher than the performance of my colleagues

1

with similar qualifications.
49. My performance is higher than the performance of employees
(with similar qualifications) of other ministries.
50. The performance of my ministry is better than the performance
of other ministries.
5 t. The performance of private organizations and NGOs is better
than the perfomiance of my ministry.

3 4
3 4
3
4

2

1

5

3

2

3

5

5
5

4

5

45

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

4

5

1

2

3

iR Promotion and transfer practice
52. My ministry has written and operational promotion policy.
53. My ministry provides priority to merit/performance when it
decides promotion.

2
3
54. My ministry provides priority to seniority when it decides promotion. 1
55. My ministry provides priority to political affiliation when it
1 2 3
decides promotion.
56. My ministry takes into account performance, seniority and political
1 2 3
affiliation when it deEides promotion.
1
2
3
57. My ministry does not have a clear transfer policy.

4

5

4

5

4

5

45
4 5

G. Disciplinary-p'FLArammes'and grievance proceduresr
K,58.'M9 Binistry has written and 606tuional disciplinary programmes.
'59., My ministry has written and operational clear grievance procedures.
60.1 I have never filed a coniplainL
61. HR officers have the required knowledge in solving personnel
related problems.

:Hi» Piniion brdgramme -

1

1

'

62:' My ministry has attracti' e pension programme
63. I feelinsecure. as my ministry does not have pension programme.

4».

5

4

5

3

1

2

3

1

2

3

1
1

23
2

2

3

2

3

4

5
4

4

" *st

45

45
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Stromly

D

NeidiLT agme

64. I savemoney in a bank, as my ministry does nor have a
pension programme.

A

Strongly

nor disaRree

disatrre

1

2

agree

3

4

5

I. Satisfaction level with HRM practices
65. I a m generally satisfied with the hiring practice of my ministry.
66. I am generally satisfied with the training practice of my ministry.
67. I am generally satisfied with the compensation management
practice of my ministry.

1

2

3

2

1

1

4

5

3

4

5

3

4

-5

2

5

68. I am generally satisfied with the performance evaluation

practice of my ministry.

1

69. I am generally satisfied withthe disciplinary programmes of my ministry. 1
70. Iam generallysatisfied with the promotion practice of my ministry. 1
71. r'am generally satisfied with the transfer practice ofmy ministry.,It

72. I a m generally satisfied with the grievance procedures of my ministry.1
73. I a m generally satisfied with the pension programme ofifty ministry.1

2

3
4
5
345

2

2

3

4 -- 5

3

2

2

3

2

3

4

5

4

5

4

5

J. Satisfaction level with the job
12
I think my job is often boring.
1
2
Generally. I perform myjob with pleasure.
My iob is more or less a hobby to me.
1
2
I amsatisfied with the overall HR practices.
12
12
78. In my job. 1 often have the feeling that the day never ends.
12
79. Usually, I am enthusiastic about iny job.
2
'80. If I getapost in another ministry, 1 am ready to leave my ministry.
1
81. If I get a post in a private organization or NGO, I am not ready
to teave my ministry (intention to leave the job).
12
82. My ministry provides a release to everybody who asks.
1
2
1
2
83. My ministry is facing high turnover of professionals.
84. In my ministry. as official release is not permitted, employees leave
the Ministry themselves without asking any compensation.
74.
75.
76.
77.

345
3

4

3

»5

4

5

345
345
345
3

4

5

345
3

4

3

5

4

5

1 2 3 4 5

K. Information exchange and communication
85. My boss does every thing s/he can to provide me with infonnation
that could be important to me.
86. My boss tells me about the things happening in the ministry.
87. In my ministry, I get enough information to do my job properly.
88. There is enough information exchange between management
and the subordinates.

89. I knowexactly whatisexpectedof mein'my ministry.
90. In my ministry, due to lack of adequate information,

12
1 2
1

2

3 4 5
3 4 5
- -3 .4

5

12
12

3 4 5
345

12

345

there is a delay of work to be done.

L. General HRM practices/issues
91. In my ministry, the work is very well organized.
92. In my ministry. everybody informs each other well.
93. In my ministry. work is generally carefully planned.

94. In my ministry. everybody knows what s/he should do.
95. In myministr*'averyti6dydoes'nothave a clear task
96. In my ministry, lots of new ideas are initiated.
97.

1

2

3

1

2

3
4
5
345

12
12
1

2
1

2

4

5

345
3

4

5

345

In my ininistry, management encourages one to come

up with new ideas.
98. My superior has a good managerial knowledge on how to
treat his/her subordinates welL

12

34

12

3

-

5

45
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1= strongly disagree... 5= strongly agree

Sou ly

D

NaU= ag=

99. My ministry effectively utilizes its staff.
100. Eritrean civil service reform introduced since 1995 has been
able to improve the quality of the ministry's staff.
101. Eritrean civil service reform introduced since 1995 has been
ableto improve the motivation of the ministry's staff.
102.Eritrean civil service reform introduced since 1995 has been
ableto improve the performance of my ministry.
103. There is a convergence of values of the ex and non ex-fighter

civil servants.

A

Suungly

nor disagree

disagree

agree

1 2 3 4 5

£2.3 4
1
1

I.

5

2,345
2

3

'2

3

4

4

5

5

104. To your opinion, what are the major challenges facing your ministry in effectively
managing (hiring, training and utilizing) its staff [optional]:

105. Give any comment that can improve the way your ministry manage its staff (hire, train
and utilize its staff)[Optional]:

Part )M

Please provide the following information about yourself- personal profile

(For statistical purposes):
106. Please Tick (4) your gender:
106.01. Male
106.02. Female

107. Please Tick (9) your age category:
107.01.18-25
107.02.26-35
107.03. 36-45
107.04.46-55
107.05. Above 55
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108. Please Tick (4) your highest educational qualification
108.01.Elementary School completed (1-5)
108.02. Junior Secondary School completed (6-7)
108.03. Secondary school completed (8-12)
108.04. Certificate completed (12+1)
108.05. Diploma graduate (12+2)
108.06. Degree (12+4) and above
108.07. Other, please specify.
109. Please Tick (4) your employment status:
109.01. Permanent full-time

I

109.02. Temporary full- time
109.03. Other, please specify,
110. Please Tick (4) whether you are:
110.01. Ex-fighter
110.02. Non- ex-fighter
110.03. Other, please specify,

111.

Please Tick (4) your background:
111.01. Urban
111.01. Rural
112. Your current position is
113. How long have you been working in Eritrean civil service (ministries)?
114. Your monthly salary in Nakfa
115. Your Ministry

Thank you in advance for your time and co-operation.

Years.
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Appendix 5.2: Interview questions for HR managers
1. Can you brief me the duties/responsibilities, objectives, and strategy of your office?
(Please provide any relevant documents).

2.
3.

4.

5.
6.
7.

8.

Do you have written HR procurement guidelines?
Do you conduct human resource planning (HRP) for your ministry? If yes please provide
any relevant document- short and long terms).
How do you see the clarity of your ministry's objectives?
How do you assess the effectiveness of the existing HR information systems of your
ministry? Do you think it generates adequate and reliable data? Is it computerised?
Do you face acute shortage of skilled manpower? If yes, in what areas? How are you
planning to meet these needs?
How do you assess the clarity of the existing job descriptions and specifications? Do you
think each and every staff knows clearly his/her duties and responsibilities (or are there
any role confusion and ambiguity)?
When you want to recruit/attract new applicants/job seekers, what methods (Advertising,
employment agency, educational institutions, university and colleges, employee
referrals, walk-ins...) do you use frequently? Please rank them according to their

frequency.
How do you assess the image of your ministry in attracting qualified applicants? Do you
think qualified applicants are easily attracted to your ministry?
10. What selection methods (Application forms, interview, test, reference check, medical
examination, police records...) do you frequently use? Please rank them according to
their frequency?
11. Do you think the right persons are in the right positions? If not, why? To your opinion,
what should be done to solve or alleviate this problem?
12. Do you have a selection committee? What are its duties? Its composition?
13. How do you assess the commitment of the government to merit principles?
14. To your opinion, what major challenges do you think your ministry is facing in

9.

procuring/hiring-qualified civil servants?
Do you have a written training policy? if no. why?
16. How do you select trainees? What criteria do you use in selecting employees for
training?
17. Do you conduct training needs assessment (TNA)? If yes, how often, if no, why?
18. Since independence (1991), how many staff have got a chance of training
(abroad/local)?
19. Do you try to link training with other personnel policies (promotion, salary increment,

15.

placement...)?
20. Do you have a training budget? (How important is it to your opinion?).
21. Do you think trainees are given a chance to practise what they have learned in training

institutions?
22. How do you see the complaint saying that 'as senior civil servants do not participate in
training, theydo not encourage trainees to practise what they have learned'?
23. How do you assess the government's commitment to training?
24. Do you make training evaluation in order to know their impact upon trainees'
performance?
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25. In your opinion, what are the major challenges facing your ministry in effectively
conducting training programmes?
26. Generally, how do you assess the competence (ability to work) of the staff of your
ministry?
27. What are the main challenges (associated with training) facing your ministry?
28. How many times do you conduct formal employee performance evaluation?
29. Who is (are) responsible for assessing employee performance evaluation?
30. For what purposes do you use the result or data of performance evaluation?
31. Do you provide feedback of performance evaluation to the employees, ifyes, when (how

frequency)? If no, why?
32. How do you assess the ability of the raters?
33. Which method of performance evaluation do you use frequently (please attach any
relevant materials)?
34. In your opinion, what would be the major obstacles for effectively conducting
performance evaluation?
35. How do you see the existing salary scales of the ministry?
36. Do you think the staff are getting the compensation they deserve?
37. Is there any annual salary increment?
38. How many times has your ministry made salary adjustment or increment since the
liberation (1991)?
39. How do you see the salary difference of civil servants and that of private organizations

and NGOs?
40. There are two-salary scale- (for ex-fighters and non-ex-fighters), in your opinion, does
such situation create dissatisfaction in either party?
41. Please describe/explain briefly the salary introduced in 1997?
42. What additional benefit /supplementary compensation does your ministry provide?
43. How do you assess the satisfaction of the staff with internal equity?
44. Do you have written promotion and transfer policy (if yes, please provide any relevant
documents)?
45. What criteria do you give more value during promotion (seniority, or merit, or political

affiliation)?
46. Do you have written disciplinary programmes and grievance procedures?
47. What are the frequent seen disciplinary problems?
48. Do you have disciplinary committee?
49. From the information available to you, how do you assess the extent of turnover and
motivation generally?
50. How do you settle work-related grievances (complaints)?
51. What is retirement age at your ministry?
52. Do you have pension programmes, if no, why?
53. What alternative means to pension programme do the employees have?
54. If a staff member dies by accident, when s/he is young what would be the fate of that

family?
55. How do you see the values (following bureaucratic procedures, time concept, way of
communication...) of ex-fighters and non-ex-fighters? Have they been converged or
diverged? If converged, how? Please, give some explanation to it?
see difference in the performance and behaviour of ex-fighters and non-exfighters staff in the last couple of years?

56. Do you
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57. How do you describe the relationship existing between [a] Ex-fighters and non-exfighters civil servants. [b] Your office and HRD department. (Is there any overlapping of
responsibilities?). [c] Your ministry's personnel office and civil service
commission/president office? How should it be in the future?
58. What central agencies influence management (hiring, training, and utilizing) of Eritrean
civil servants directly or indirectly (e.g., EHRD, civil service commission, MOF,

president office...)? And how?
59. How many staff does your office have? Is it well staffed, and structured?
60. Could you please tell me your educational qualification and work experience?
61. Do you consider yourself as important management team? Do you participate in
development of the ministry's policies and strategy?
62. Do you have discretion in taking personnel related decisions? How decentralized are
HRM functions?
63. To what extent is the management of Civil servants of your ministry politicized?
64. Are you satisfied with your current position (in personnel office)?
65. How many staff has your ministry laid-off during the civil service reform? Since then,
how many staff did you hire? How do you assess the quality and quantity of the existing
staff?

66. Do you have expatriate staff (foreign personnel)? If yes, how many?
67. How many staff does your ministry have (could you please give me their detail statistics:
sex, age, educational qualification. additional training received, work experience, ex-

fighters/non-ex-fighters...)?
68. Has the number of the employees in the ministry changed in recent years? If yes, how
much?
69. Do you think your ministry is facing acute shortage of skilled manpower? If yes, in what
areas? How are you planning to meet these needs?
70. What is to your knowledge, the extent to which the minister delegate decision-making
authority to your office and encourage you to assume more responsibility in yourjob?
71. As you know, Eritrea does not have its own civil service law as it is using Ethiopian civil
service law though modification. Doing so, what consequences does it have to your

ministry?
72. Do you provide all required information to the staff about the ministry, if yes, through
which means (upward and down)?
73. Can you give me some information about employees' complaints as a result of HRM
related issues?

74. How do you assess problem associated with retaining professionals?
75. Generally, how do you assess employee satisfaction with HRM practices of your
ministry?
76. Do you think the staffof the ministry are effectively utilized? Ifnot. why?
77. How do you assess the performance of your organization with [a] the performance of
other ministries; [b] the performance of other private organizations or NGOs
78. What are the major challenges facing your ministry in effectively utilizing its staff?
79. Could you please give me the organizational structure of your ministry?
Please, also indicate the degree to which you agree ordisagree with the
by circling the appropriate number next to the statement:

following statement
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Stiongly disa Neither agr. Agr, Strot:

Factors affecting HRProcurement

DiseRree gree nor Diiat *

1... 1 1AttractivenesS of the compensation Programmes

1

2,

Presence ofclearly written and operational HR procurement policie

3

Availability of qualified and motivated HR officers

4. Commitment of the government tomerit principles
5 ' Presence of a good image
6. Effectiveness ofselection and placement of HR

w

7

Absence of nepotism and favduritism in HR procurement

82

:The avaiiability ofadequate andreliable personnel data

9
1<

1:

1 '"

Effectiveness of the organizational arrangement of HR functions

2

3

4
5

6

7
8
9
1(

1:
1:

of clearly written and operational training policies·.:
Presence of continuous training needs assessment ('INA)
Presence of written & operational trainee-selection procedure
Presence oflinkages oftraining tootherHRM programmes
Presence of the government's commimient to training

1

4

5

6

345

»2

3

2

Strongly

tls

1

3
2

disa

Neither agr.

m. Disag

2
.2

4

5

14: . 5.
3 t«

*ree

· 2'\

1

' 5

4321 11'51

3

1

11);sagree

-- 4

, '03»"

1 2

Continuity of the monitoring and evaluation of HR procurement
activities

, 4,5.

Agre
e

Stroll

3» ;

4

3

4

5

3:

4

5

5

1

"2'

+3

4

5

1

2

3

4

5

Presence of effective compensation programmes
Presence of effective employee performance evaluation
Presence of effective placement practices
Presence of effective promotionand transfer practices
Presence of effective disciplinary programmeand
grievance procedures
Presence of effective pension programmes

Thank you in advance for your time and co-operation.

St,04/3

dise

Neitheragr.

Discree

gre.

nor Disag

Agre

S:ron
.g„.

1

2

3

1
1

2
2

3 .4* 5
3
4
5

1

4

5

2

3

4

1 2

3

4 5

1

3

4

2

-

ag/4 - -,i

Conduciveness of the working condition
1 2 3, *4 :5
Chance to practise what have learned
1 2 . 3%1* 4
5
Encouragement of superiors to apply training
1 2 3 4 5
Presence of superiors who are knowledgeable in HRM issues
1
2 3 4 5
Continuity of monitoring and evaluation of training programme
12345
Theability to properly finance training proB,amirrs '
LAT-1
2
3
4
5
Linkages of traini«progr'aiinries to organizational objectives
1
2
3
4
5

Factors affecting HR utilization
2
3

1

Clarity of organizational objectives and strategies

Presence

2

2 3 4 5
.2
3
4,5
2 3:4 5
2' 3 .4 5

:-,14 11» ·.·'2'

Factors affecting HR training
1

4it E 5

1

1
1
1
1

agret

i :2,·3#

5
5

Appendices

317

Appendix 5.3: Interview questions for HRD managers

1. What are the duties/responsibilities of your department? (Please provide relevant
document, i f any).

2. What are the objectives, and strategies of your department? (Please attach relevant
document, if any).
3. When was it established as a full-fledged department?
4. What activities has your department accomplished so far?
5. Do you have work relationship with personnel office of your ministry? If yes,
describe it.
6. Do you think there is overlapping of responsibilities between these two offices?
7. Do you have close work relationship with Eritrean HRD office? If yes, describe it.
8. How many staff members does your department have? Is it well staffed, funded and
structured?

9. Have you ever conducted a detailed/systematic training needs assessment (TNA), if
no, why? If yes, how often?
10. How do you select trainees? What criteria do you use in selecting employees for
training?
11. Does your ministry have a training budget? If yes, to what extent?
12. How many employees have got a chance of training (long/short, local/abroad, exfighters and non-ex-fighters) since Eritrean independence.
13. How many individuals will your ministry get from those who are studying in training
programmes being administered by Eritrean HRD?
14. Do you conduct training evaluation, if not, why?
15. How do you see the impact of training programmes so far given upon trainees'

performance/behavioural change?
16. How do you see management training for executives (senior civil servants)?
17. Do you think senior civil servants have got the required types of training
programme? If not, why?
18. Do you think trainees get a chance to practise what they have learned?
19. Does your ministry link training programmes with other personnel programmes
(promotion, salary increment, placement ....)?
20. Which international organizations/universities have been assisting your ministry in
training its staff?
21. From your experience, how do you assess employee turnover and brain drain in your
ministty?
22. How do you assess the commitment of the government to training?
23. How do you assess the training programmes given by the Eritrean Institutes of
Management (EIM), which is the only civil service training institute of the country?
24. How do you assess the ability of the government to finance training programmes?
25. To your opinion, what important challenges do you think your ministry is facing in
training related activities?
26. What future plans (short/long) do you have?
Please, also indicate the degree to which you agree or disagree with the following statement
by circling the appropriate number next to the statement
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Factors affecting HR training
1

2
3

4
5
6

7

8
9
1(

1:

l:

of clearly written and operational training policies
Presence of continuous training needs assessment (TNA)
Presence of written & operational trainee-selection
procedurt
Presence ofljnkages oftraining tootherHRM
programmes

Strongly
Disagree

Presence

1

Thank you in advance for your time and co-operation.

nor Dis*

2

1

3

Agr
le

4

StrON
agree

5

2

3

4

5

1 2 3 4 5

1
1
1
1

Encouragement of superiors to apply training
Presence of superiors who are knowledgeable in HRM issues
1
Continuityofmonitoring andevaluation oftrainingprogramm[
The ability to properly finance training programmes
1
objectives

Neither ai

12345

Presence of the government's commitment to lraining
Conduciveness of the working condition
Chance to practise what have been learned

Linkages of training programmes to organizational

disa

Rree

1

2
2
2
2

3
3
3
3

2

3

12

2
2

4
4
4
4

5
5
5
5

4

5

345

3
3

4

5

4

5
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Appendix 5.4: Interview questions for the Civil Service Commissioner
Can you brief me the duties/responsibilities, objectives, and strategy of Eritrean civil
service commission? (Please attach relevant documents, if any).
2. What activities have you accomplished so far? (Please attach relevant document, if
1.

any).

3. How do you describe the work relationship between your office

and central

ministries as well as that of the president office? (Internal working relationship of
departments, divisions, sections and units of CPA)
4. Is your office well structured, staffed and financed?
5. Do you think Eritrean civil service faces acute shortage of skilled manpower? If yes,
in what areas? How are you planning to meet these needs?
6. Do you think the right persons are placed in the right positions? If no, why? To your
opinion, what should be done to solve or alleviate this problem?
7. Do you think Eritrear civil service has the right quality and quantity of staff? If no,
why?
8. Would you please give me the statistics of Eritrean civil servants: total number,
educational qualification, and years of work experience, age, sex, geographical
distribution, ex-fighters and non-ex-fighters....)?
9. How do you assess the existing Human Resource Information System (HRIS) of
your office? Is it well computerized?
10. As you know, Eritrea does not have its own civil service law as it is using Ethiopian
civil service law though modification. Doing so, what consequences does it have to
your office?
11. Please describe position classification system of Eritrean civil service.
12. How do you see the existing salary scale of Eritrean civil servants (external equity)?
13. How do you see the satisfaction of the staff with internal equity? (max and minimum
salary and their compression).
14. Do you think Eritrean civil servants are being effectively utilized? If not, what are
the major problems?
15. How many civil servants have the government laid-off during the civil service
reform? Since then how many staff have been procured?
16. How do you assess the impact of the civil service reform upon [a] quality of service.
[b] wage bill (government expenditure), [c] quality and quantity of Eritrean civil
servants, W] motivation of civil servants?
17. To your opinion, what major challenges do you think your office is facing in
effectively discharging its duties and responsibility?
18. What would be your future plans?
19. Could you please give me the organizational structure of Eritrean civil service
commission?

Thank you in advance for your time and co-operation.
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ippendix 5.5: Interview questions for the General Director of Eritrean HRD Project
Would you please brief me about the background of the Eritrean Human Resource
Development Project (EHRDP)?
2. Do you think detailed Training Needs Assessment was conducted in identifying the skills
needed by government organizations? How many vacant posts were identified? At the
beginning. for how many Eritreans did the project intend to train/educate? Was there a
change in the plan/objectives of the project and actual implementation?
3. What criteria were used in selecting trainees? How do you assess selection of criteria
used? Was it fair?
4. How do you assess the location of EHRDP office? Was it well structured and staffed?
5. What were the major actors in the HRDP?
6. How much money was allocated for the project?
7. Would you please provide me some information with regard to the life span of the HRD?
Do you think there is a possibility of renewal?
8. What work relationship has had EHRDP with ministries? How do you assess it?
9. What major challenges, do you think, the Eritrean HRDP was/is facing?
10. How do you assess the success of the overall project?
11. Do you think the HRDP office has accomplished what it was supposed to do?
12. How do you assess [a] External scholarship, [b] Internal scholarship. [c] Distance
education, and [d] Recruitment and utilization of expatriate?
13. Has the HRDP office conducted evaluation ofits activities?
14. From your opinion, if the project is to continue, what suggestions would you like to
make? What preconditions have to be done in advance if the HRDP is to provide the
desired results?
15. Would you please provide me with the profile/statistics of the groups- beneficiaries of the
1.

project
16. Is there any document that can provide me information as to the above-mentioned issues?

Thank you in advance for your co-operation !
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Appendix 5.6:,Interview questions for ordinary civil servants
A. Procurement/hiring practice
1. In your Ministty, how do you assess the hiring policy and procedures?
2. In your ministry, how do you assess the role of'meritocracy' in hiring exercise?
3. In your ministry, how do you assess the role of 'favouritism and nepotism' in hiring exerci
4. In your opinion, what major challenges/problems do you think your Ministry is facing
in hiring competent and suitable applicants/employees?
5. In your opinion, how can your Ministry solve or alleviate the problems/challenges
(if any) in hiring the right persons and placing them on the right positions?

B. Training practice
6. In your ministry. how do you assess training practices, especially selection of trainees and
utilization'of trained civil servants?
7. Do you believe that you have got the required training? Why?
8. Do you believe that training programmes are linked with other HR programmes such as
placement, promotion and salary increment?
9. In your current job. to what extent do you make use of the skills and knowledge that you
have learned in training/educational institution(s)?
10. How do you assess the encouragement of your superior(s) in practising what you have
learned in training/educational institution(s)?
10. What benefit(s) have you got from training programmes you have participated?
11.12. Was/were the training programme(s) that you have participated relevant to yourjob?
13. In your opinion, what should your Ministry do in order to get the required benefit(s)
from training programmes?
C. Placement
14. Do you believe that you are assigned to the best position that you can effectively
contribute to your ministry? If not, why?
15. Do you clearly know your duties and responsibilities?
16. In your ministry, what problem(s) do you face due to the lack of clearly stated
duties and responsibilities (if any)?
17. In your opinion, how should the problems associated with placement be solved or
alleviated?

D. Compensation practice
18. Do you believe that your Ministry has salary scales, which are acceptable to all staff? If
not, why?
19. Do you believe that employees having similar qualifications get similar compensation
(internal equity)? If not why?
20. In your opinion, how should the problems be solved or alleviated?

E. Employee performance evaluation/management
21. Do you believe that your Ministry has written and operational employee performance
evaluation policies and procedures?
22. Do you get the feedback of your performance? If yes, how frequent? If not, how do you

Appendices

322

know your performance?
23. What suggestion(s) do you have regarding employee performance/management?
F. Promotion and transfer practice
24. Do you believe thatyour Ministry has written and operational promotion policy? If not,
how does it take promotion related decisions?
G. Disciplinary programmes and grievance procedures
25. How do you assess the disciplinary programmes in your Ministry?
26. In your Ministry, how do you assess the grievance handling procedures?

H. Social security/pension
27. What do you feel as your Ministry does not have pension programme?
28. Do you think your Ministry provide official release to its employees who ask for it? If nc
what do they do?
I. General HRM related issues
29. To your opinion, what major challenges do you think your ministry is facing in
effectively managing (hiring, training and utilizing) its staff?

30. Give any comment that can improve the way your ministry manage its staff (hire, train
and utilize its stafo:
31. Your Position:
32. Your Ministry:

Thank you in advance for your time and co-operation.

323

Appendices

Fpr

·

-,9

< Appendix 6.1: Structure of the Government of Eritrea

1

After the referendum. the sovereign government of the state of Eritrea had twice restructured the central
and local institutions. The first reform effort was made on May 24,1993 through the proclamation No.
37,1993 and the second reform was legislated by the Seventh National assembly in November 4,1995.
It is also worth noting here that on 10 February 1994, the EPLF held its Third Congress and decided to
transform itself into a political movement with the name of Eritrean Peoples Front for Democracy and
Justice (EPFDJ) and to open its membership to any person willing to adhere to its Charter. It elected
members of its Central and the Executive Committee. The legislative body is the National Assembly
with 150 representatives. half elected by the people, while the rest are former members of the EPLF. The
Head of State, the President is elected by the assembly. Each Region has an elected Regional level
Assembly, with 30 percent of places reserved for women (MOLG, 19968: 19; MOLG, 1996b: 4).
The seventh National Assembly held on Nov. 2-3,1995 decided that Eritrean civil service should
include 17 Ministries, 2 Commissions and 1 Office, and made public the names of the ministries and
other institutions. By 2002, the Eritrean civil service had 17 ministries (Agriculture, Defence, Education,
Energy and Mines, Finance, Fisheries, Foreign Affairs, Health, Information, Justice, Labour and Human
Welfare, Land, Water and Environment, Local Government, Public Works, Trade and Industry,
Transport and Communications, and Tourism), 1 commission (Eritrean Relief and Refugees), and 2
offices (Office of the President and Office of General Auditor). It should also be noted that following
the extensive restructuring of the civil service undertaken in 1995, most of the ministries have had three
departments, which are administered by a General Director. Ministries have had line departments and
each department had 2-4 divisions and each division had 1-3 units. The maximum number of
departments is four (e.g., Local Government) and the minimum is two (e.g., Labour and Human
Welfare). Most Ministries do also have staff functions, such as, Administration of Personnel and
Finance, Legal advisor, Public Relation, Audit, and Research and HRD. It was also decided that most of
the previous independent offices to be part and parcel of different ministries. For instance, Eritrean
Central Personnel Administration (CPA) is functioning under the Ministry of Finance (MOF);
Investment Office, License Office, Standardization Office, and Grain Board are functioning under the
Ministry of Trade and Industry (MOTI); and Macro Policy and International Cooperation Office,
Strategic Studies and National Statistics are operating under the President Office. Moreover, Deputy or
Vice positions (e.g., Deputy minister, and Deputy Commissioner) are eliminated in Eritrean Civil
Service (see also CPA, 2002).

Generally, almost all ministries have administration and finance division with the exception of the
ministry of Local Government, which is organised at department level. In many cases, the organisation
of administration or personnel does not match with the total manpower of the ministries. For instance,
both the Ministry of Education (with staff about 13,000) and Ministry of Tourism (with staff about 60)
have administration division. The Administration of Personnel and Finance division, most of the time,
has the following units: personnel, finance and general services. In most cases, these units are under
staffed, and have few trained managers.
According to the structural set up of the ministries, the hierarchy of decision-making has four levels:
Minister, Director General, Director, and Unit Head. In reality, however, decision-making is mostly
concentrated at Ministers and General directors. From discussions held with concerned mid-level civil
service managers (directors), it was stated that almost all decisions are usually referred to the Minister.
Decision making process in Eritrean civil service depends upon the nature of the case, and is usually
made: [1] individually by the Minister or General Directors, [2] Consultatively or in group by a
committee consisting of the Minister, Director General, and Directors [3] by directors and representative
of employees (which is in a rare case)- such as recruitment committee and discipline committee.
Participation of employees' representatives in decision-making process is uncommon. Decisions are
'ow, partly because of conflicting mandates and unclear provisions in proclamation, rules and
lations (CPA, 2002b: 17).
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One can argue that the existing decision making process can be characterized as centralized.
Delegation in decision-making is rare. Almost everything has to come to the attention of the
Minister. Degree of reliance on regulation or precedents especially in HRM is low. According to
mandates given to ministries, they are to generate policies in their sector. Such policy generation
stems from the mission, and objectives of the ministries. The Ministers and Director Generals
usually generate policies. It is a kind of top down approach but bottom up of data collection is
widely applied. The reliance on hiring private consultancy is also common, especially in technical
and professional matters. Professional civil servants are also made to give advice and undertake
studies and propose implementation strategies.

In 1996, a new system of local government was promulgated (proclamation No.86/1996), which
divided Eritrea into six Regional Administration (Zobas): Anseba, Debubawi Keyih Bahri, Debub,
Gash Barka, M aekel (which includes the national capital, Asmara.), and Semenawi Keih Bahri. The
Six regions replaced the ten old provinces ('Awrajas): Akeleguzay, Asmara, Barka, Dankalia, Gashsetit, Hamasien, Sahel, Semhar, Senhit and Seraye (MOLG, 1996b: 2). Stemming from the Macro
Policy, decentralisation of government functions has taken place through restructuring of local
government in 1995. For administrative purposes, the country, therefore, is divided into six regions
and 58 sub-'zobas'and 2,685 major villages (MOTI, 2001: 1).This classification replaced the 10
provinces, 50 sub-provinces, 194 districts and 2506 villages (MOLG, 1996a: 14). According to the
proclamation No. 26/1992, there were four levels of administration: Province, Sub-province, District
and Village. Whereas according to proclamation No.86/1996, there are only three levels of
administration: Region, Sub-region and Village/Area. This three-tier administration system was
accompanied by a gradual introduction of functional decentralization and devolution of decisionmaking powers and responsibilities (MOTI, 2001: 25). The goal of national unity has clearly guided
the establishment of the six new administrative regions in the sense that the delineation of
administrative boundaries are made to follow not ethnic or cultural groupings, but rather economic
and geo-climatic homogeneity (MOA, 2001: 3). The restructuring o f regions is thus aimed at
creating a better foundation for the development of the country by replacing regions with similar
economic resources and activities under the same administration and by stimulating a greater degree
of geographical cohesion through infrastructure development and easy communication within the
Zones.

All Ministries have plans to decentralise their operational functions to the six Regional
Administration, with the exception o f only five ministries (Ministries of Foreign Affairs, Defence,
justice, Finance and Information), which will maintain their central functions intact. This raises the
thorny question of double subordination and accountability of the regional line ministry
representatives. A Regional Administrator demands compliance to his/her executive directives by all
regional line ministry representatives in his/her Administrative Region; but such regional line
ministry representatives are custodians of sector plans charged with the task of implementing them
in line with the norms and directives set by their respective central line ministries.
The solution adopted by the government is that ministries that devolve their operational action be
limited to providing general backstopping services in the areas of policy making, technical
performance standards and regulatory tasks, development research and human resource development
(MOTI, 2001: 26). Thus, a new institutional framework is a short and flat three-tier pyramidal
organisational structure: Regional Administration, Sub-regional Administration and Area
Administration. It should also be noted that the structuring of the ten previous provinces into six
Regions, obviously, increased the span of control of the Regional Administration; but the reduction
of the Regional Administrative levels from a four-tier to a three-tier system cuts short the chain of
command. In other words, the new Regional Administration will have a shape of a flat but short
pyramidal organisational structure. The choice for such an organisation, and thus, shorten the period
for the completion of the decentralisation process (Ibid.).

Source: Based on government documents
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The Federal Eritrean Constitution and the Civil Service Laws

1/'S:lix 6.2:
Federal Eritrean Constitution, which

was enacted in 1952, established the Eritrean

civil service

commission (ECSC). The commission, in turn, issued the Eritrean Civil Service Act. The powers,
duties. and responsibilities of the commission included: [a] prescribing the grades of officials, and
determining the salaries and increments to be paid to officials in each grade, [b] administering such
personnel matters as recruitment, promotions, appointments, transfers, leave entitiements,
resignations, retirements and disciplinary measures and dismissal of officials, [c] prescribing pension
or gratitude, if any, allowances, expenses and other compensation to be paid to officials, [d]
determining the type of offences and the manner of taking disciplinary actions against officials and
unclassified employees, and [e] dealing with other conditions of services of unclassified employees
(Eritrean Civil Service Act of 1952).

Article 82 of the Federal Constitution of Eritrean (1952-1962) deals with Eritrean Civil Service
Commission. Its content was as follows: [1] a civil service commission, under the chairmanship of
the executive or his representative, shall be created, [2] this commission shall be responsible for the
appointment, promotion, transfer and discharge of officials and for taking disciplinary action against
them, and [3] the composition of this commission, the procedure for the appointment of its
members, and the conditions under which its function will be determined by law (Eritrean Federal
Constitution, 1952: 26).
The ECSC, headed by the chief executive, was established in 1952. It was composed of seven
members: [l] The chief executive of the government of Eritrea, as its chairman; [2] The secretary of
the finance; [3] The secretary of the interior; [4] The Auditor general; [5] The senior law officer; and
[6 and 7] Two officials of Eritrean citizenship elected or nominated by the National Civil Service
Associations (Ibid.). In 1952, ECSC issued the Personnel Regulations (Civil Service Act) that
entrusted the commission with the following functions: [a] The determination of position
classifications, grades and salary scales, [b] Recruitment, selection and appointments, [c] Promotion
and transfers, [d] Leave entitlements, [e] Resignation, [f] Disciplinary action, and [g] Retirement and

pension (Eritrean Civil Service Act, 1952: 1-14).

Organisationally, the Eritrean civil service commission was composed of senior executives
nominated and chaired by the chief executive. The head of the directorate of personnel is permanent
member of the Commission for he was the one responsible for feeding the committee members with
issues such as recruitment, promotion, transfer, and so on (Kegnazmach Asfha Kahsai. the then
director of the directorate of personnel during Federal Government as quoted by CPA, 2003: 9).
This organisational structure was inherited from the BAE and was capable of entertaining the civil
service administrative functions, which was very small in size reaching only 2,500 including civil
personnel in the police office (Ibid.).
In 1954, the ECSC replaced the Personnel Regulation of 1952 with the personnel Regulation of
1954 that provided a number of improvements . And in 1956 ECSC issued a regulation that
provided all female officials of the Eritrean Government with the same salary and privileges as their
male counterparts.
Under the Federal System, there existed two major types or categories of employees Il] the
"officials" that included any person, other than a judicial official, employed on permanent or
temporary basis in any one of the grades recognised by the civil service personnel regulations, [2]
the "Unclassified employees' that included all Government employees except the "officials"
(Goitom et al., 1994:36). The civil service was manned by almost entirely Eritreans.

Source: Based on existing documents
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four important activities in the EHRD Project
endix 6.3: The
1. External Training- In the 1999-2003 period, EHRD placed 674
Eritrean public sector
employees at thirty universities and technikons in eleven countries in Africa, Asia and
Europe. Approximately 90 percent (598) have to date ended up enrolling at South African
universities and technikons. As to the distribution of the 674 participants, 19.6 percent
were enrolled in first degree (BA/BSc), 79.2 percent in second-degree programs (LLM/MA/
MSc.) and the rest 1.2 percent in MD/Ph.D. The program has benefited no less than twentynine public sector entities and organizations.

2.Domestic Training: In Academic Year 2002-03,1037 public sector employees had
access to the domestic version of the EHRD training program. Some 500 were enrolled at
the University of Asmara in degree program, 69 in diploma and the remaining 468
completed their certificate programs at the new Hal-Hale Campus, which was previously
called EIM.
3. Distance Education: A total of 889 trainees from some 34 public sector entities were
originally enrolled in 44 areas of specializations of the UNISA program.
4. Expatriate Staff Recruitment: As of March 2003, a total of 327 expatriate staff were
working at twelve governmental organizations. While 61% of these recruits work for the
Ministry of Education, the Univerist of Asmara accounts for another 21%. In other words,
these two entities account for no less than 81% of expatriate recruits and have indeed been
the dominant beneficiaries of expatriate employees' services

Source, Extracted from Eritrean HRD report (2003).
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1087

1134

1187
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1187
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1565
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XIII

4

8
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5

1239
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1418

1491
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Legend: PR=Professional, AD=Administrative, SP=Sub-professional, CF=Clerical & Fiscal, TC=Trades & Crafts and CM=Custodial

and Manual

Source: CPA. 2002b.
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kvel

Years of Relevant Work Experience

0-2

4
480
500
550
650

12

450
480
500
550
650
757

757
777

650
757
777
808

12+1

910

961

1003

12+2

1120

1232

1297

12+3

1225

1297

1363

12+4 (BA/BSc)

1420

1500

1601

J2+5

1650

1702

MA/MSc
J 2+6
Ph.D.
12+8 (Specialist)

1726

1803

1800
2056

1905

2108

2300

2514

Grade 3 & Below
4-5

6-7
8-9

10-11

Source: CPA, 2002b.

6
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Above 20
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650

650
657

657
777

777
808

808
859

859
910

961

1003

757
777

777
808

808
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859
910

910
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1003

1055

961

1003

1055

1113

808
859

859
910

910

961

1003

1055

1113

1172

961

1003

1055

1113

1172

1232

1055

1113

1172

1232

1297

1363

1431

1500

1363

1431

1500

1570

1641

1713

1786

1859

1431

1500

1570

1641

1713

1786

1859

1932

1702

1803

1905

2007

2108

2210

2312

2514

1803

1901

2007

2007
2108

2108
2310

2210
2312

2312

1905

2514

2514
2617

2617
2722

2722
2840

2007
2310
2617

2108
2312

2310
2514
2840

2312

2514
2722

2617

2722

2617

2840

3000

2810
3170

3000
3350

3000

3170

3350

3540

3742

4000

500
550

2722

910

961
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Appendix 6.6: Consumer Price Index and Inflation rate (1997-2002)
Inflation on every
Inflation referring
General price
OBase year=1996)
base year
Index
Years considered
year
1996

100

-

1997

103.740

+3.74

+3.74

1998

113.56

+13.56

+9.82

1999

123.09

+23.09

+9.53

2000

147.64

+47.64

+24.55

2001

166.90

+66.90

+19.26

Mid 2002
Cumulative rate

181.22

+81.22

Source: National Statistics and evaluation office (2002)

+14.32

+81.22%
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Appendix 6.7: The

six services existed in Eritrean

civil service -

1. Administrative Service
Positions which carry responsibility for administrative command, direction, coordination or control, or for administrative organisation, planning or analysis, and
which require the occupants to have a university degree or its equivalent, as well as
positions which require a minimum of 12th grade education and a good practical
knowledge of administration which enables to carry out government policies and
programs effectively, shall be classified in the administrative service.

2. Professional and Scientific Service
Positions, which carry responsibility for professional or scientific research,
investigation, control, planning, advice, operation, or execution, or for the
processional and scientific interpretation or application of the professional and
scientific knowledge; and for which the occupant of such position is required to
have a university degree in a specific professional or scientific field appropriate to
the position, shall be classified in the professional service.
3. Sub- Professional Service
Positions usually auxiliary to professional or scientific work, which are quasiprofessional, sub-professional, or technical in nature and which require some
technical or specialist qualification at any level below the university degree, such as
evidenced by a certificate or diploma of special education or training, shall be
classified in the Sub-Professional Service.

4. Clerical and Fiscal Service
Positions auxiliary to those belonging to the Administrative Service, the principal
duties of which are relatively routine work or similar work having to do with such
matters as records, files, accounts, correspondence, typing, operation of office
machines, and calculation shall be classified in the Clerical and Fiscal Service.
5. Trades and Crafts Service
Positions in occupations which traditionally have considered as belonging to the
'skilled trades' such as bakers, carpet-makers, pottery-makers, blacksmiths; and
positions in comparable trades more recently developed, such as the occupations of
brick-masons, carpenters, painters, mechanics, plumbers, telephone line men,
electricians, or motor vehicles drivers, etc., shall be classified in the Trade and
Crafts Service.

6. Custodial and Manual Service
Positions involving principally physical effort, such as those of clearness, labourers,
messengers, porters, guards, gardeners, which are substantially manual or custodial
and do not usually require the education needed for clerical positions, nor the
manual skills comparable to those needed in the trades and crafts, shall be classified
he Custodial and Manual Service.

Source: Isaac, 1996
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Appendix 10.1: Measurement of Items

Respondents were asked to indicate the degree to which they agree or disagree with the following items
related to different HRM issues. All the items were measured on a five-point scale ranging from 1.
"strongly disagree," to 5, "strongly agree".

I. Recruitment and selection practices
1. Presence of written and operational recruitment & selection policy
2. Presence of clear job description and specification
3. Presence of attractive salary scales that can attract qualified applicants
*

4. High role of merit in recruitment and selection exercise
5. Presence of a good image that attract qualified applicants

II. Placement practices
1. Assignment to the best position
*
2. Presence of clear duties and responsibilities
3. Presence of a good supervision

III. Training practices

policy
of clearly written and operational
trainin6
of continuous training needs assessment
procedure
3. Presence of written & operational
trainee-selectio
4. Presence of government's commitment to training
5. Presence of linkages of training to other HR programmes
6. Continuity of monitoring & evaluation of training programmes
IV. Compensation management practices
1. Presence of attractive compensation system
2. Presence of equitable internal salary
3. Presence of equitable external
salary
*
4. Presence of salary that reflects performance
5. Presence of salary that encourages better performance
6. Presence of salary that reflects the standard of living
V. Employee Performance Evaluation (EPE) practices
1. Presence

2. Presence

1. Presence of written and operational EPE
*
2. EPE results has a lot to do with salary
3. EPE results has a lot to do with personnel decisions
4. Provision of feedback of EPE results
5. EPE is considered as important task by superiors
6. Performance evaluators are knowledgeable

VI. Promotion practices
1. Presence of written and operational promotion policy
2. Provision of priority to merit in promotion decision
3. Provision of priority to seniority in promotion decision

VII. Grievance procedure
1. Presence of written and operational grievance procedure
2. Presence of written and operational disciplinary programme
3. Presence of superiors who are knowledgeable in solving personnel related problems

VIII. Pension programme or social security

1. Presence of attractive pension programme

2. I feel secure financially in the future
3. I save money in a bank for the future

IX. HRM outcomes
1. I have got training that makes me competent (competence)
2. I am satisfied with HR practices (Satisfaction/motivation)
3. I do not have role ambiguity and confusion (clarity of role)*
4. I do have an intention to leave the organization (retention)

X. Performance as perceived by the respondents

1. My performance is better than that of my colleagues with similar qualification
2. My performance is better than that of employees with similar qualification of other ministries
3. The performance of my ministry is better than that of other ministries
which were phrased as negative, are reversed in the analysis in order to be on the same

'Items,
direction. Thus, all items are measured on the same underling dimension.
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Inleiding
Iedere organisatie, publiek of privaat, moet opereren met of via individuen. Publieke
organisaties worden in het bijzonder afgerekend op de prestaties van hun 'menselijke
bronnen' of 'human resources' (HR). Het verbeteren van de manier waarop human resources
worden gemanaged is essentieel voor het verhogen van de kwaliteit van dienstverlening door
overheden. Zoals eerder is opgemerkt HRM ofwel een deel van het problem of een deel van
de oplossing bij de productieve inzet van medewerkers.

Veel van de studies die tot nu toe zijn uitgevoerd, wijzen erop dat HRM niet effectief is
geweest in de meeste ontwikkelingslanden en dat juist dit een belangrijke beperkende factor
vormt in het ontwikkelingsproces. De overheid is enerzijds niet in staat om getraind personeel
vast te houden en anderzijds maakt zij onvoldoende gebruik van de ambtenaren die blijven.
Sterker nog, het najagen van eigen voordeel ('rent-seeking') in de vorm van corruptie en
zwart bijverdienen ('moonlighting') is verworden tot standaardgedrag voor ambtenaren in
menig ontwikkelingsland (Bennell, 1994; Das, 1998; Grindle, 1997; Prah, 2004). Op de eerste
plaats is het daarom noodzakelijk de personele crisis in het ambtenarenapparaat in
ontwikkelingslanden aan te pakken, teneinde substantiele verbeteringen in de dienstverlening
te kunnen realiseren.

Eritrea, de jongste natie in Afrika bezuiden de Sahara, werd een soevereine staat in 1993.
Sinds 1993 is Eritrea op diverse fronten bezig aan een proces van (weder)opbouw van de
overheidsdienst natiestaat, waarvan de civil service Edn aspect vormt. HRM kan een
belangrijke rol spelen bij de inhaalslag die Eritrea zal moeten maken om de gestelde doelen
op het gebied van wederopbouw en ontwikkeling te bereiken. Eritrea kampt momenteel met
een groeiende behoefte aan ambtenaren die in staat zijn om op effectieve, efficiente en
creatieve wijze de beschikbare schaarse middelen te mobiliseren ter realisering van de doelen
die het land zichzelf heeft gesteld. Ondanks enige verbetering in de situatie over de afgelopen
10
doet
zich
een
aantal
voor
die
gerelateerd
zijn
jaar,
problemen
aan de drie subsystemen van HRM (werving, training en benutting). In het proefschrift
behandelen we deze drie subsystemen die onderling samenhangen en samen ddn geheel
vormen. We hanteren de volgende driedeling: 1) werving, 2) training en 3) benutting van HR
met betrekking tot de Eritrese overheidsdienst.

Onderzoeksvragen

De hoofdvraag in het proefschrift luidt als volgt: Hoe managen publieke organisaties in
Eritrea hun ambtenaren (in termen van werving, training en benutting), en wat zijn de
belangrijkste uitdagingen en toekomstperspectieven met betrekking tot het effectief managen
van ambtenaren in Eritrea7 Gegeven deze hoofdvraag, wordt in het proefschrift getracht een
antwoord te formuleren op de volgende zes subvragen:
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[1] Wat is

de huidige situatie met betrekking tot HRM in overheids
organisaties in
ontwikkelingslanden?
[2] Wat leert ons de literatuur over HRM in het algemeen en over HRM in het openbaar
bestuur in het bijzonder?
[3] Hoe worden ambtenaren in andere landen gemanaged (geworven, getraind en benut)?
[4] Hoe worden ambtenaren in Eritrea gemanaged (geworven, getraind en benut)?
[5] Wat zijn de uitdagingen en toekomstperspectieven met betrekking tot het effectief
managen van ambtenaren in Eritrea?
[6] Wat zijn de implicaties voor theorie en beleid en toekomstig onderzoek?

Literatuurbespreking
Het proefschrift bevat een grondige analyse van de HRM literatuur in het
algemeen en die van
HRM in overheidsorganisaties in ontwikkelingslanden in het bijzonder. Er wordt
gesteld dat
het bij HRM in de eerste plaats gaat om 'people'. De belangrijkste hulpbron waaruit
organisaties moeten putten om hun doelen te realiseren zijn de 'human resources'. Dit
impliceert dat organisaties, indien zij het maximale uit hun werknemers willen halen, die
werknemers ook effectief dienen te managen. Tevens wordt benadrukt dat HRM als een
systeem in drie subsystemen kan worden onderverdeeld, te weten in werving, training en
benutting van HR (zie Hoofdstuk 2 en 3). Recentelijk wordt met nadruk gewezen op het feit
dat een effectieve werving en training van personeel weliswaar een noodzakelijke, maar geen
voldoende voorwaarde is. Dit inzicht heeft onderzoekers ertoe aangezet om bij organisaties te
pleiten voor het besteden van de nodige aandacht aan het derde HRM subsysteem: de
benutting ('utilization') van HR, hetgeen een belangrijk aspect vormt van HRM (Hoofdstuk
3). Een discussie over de effectiviteit van HRM is niet compleet indien de rol die de benutting
van HR hierin speelt niet in ogenschouw wordt genomen. Echter, het blijkt dat in de meeste
ontwikkelingslanden de benutting van HR het meest problematische aspect is van HRM (zie
Hoofdstuk 4).

In het proefschrift geven we eerst een uitgebreid overzicht van de literatuur met betrekking tot
de stand van zaken van HRM in de overheids-sector in ontwikkelingslan
den in het algemeen
en meer in het bijzonder in die van in sub-Sahara Afrika (zie paragraaf 4.2). Bovendien
bespreken we de omgevingsfactoren die van invloed zijn op HRM in centrale
overheidsdiensten, zoals economische, politieke en sociaal-culturele factoren (zie paragraaf
2.7). De huidige situatie van HRM in de meeste ontwikkelingslanden kan grofweg als volgt
worden samengevat: een laag salarisniveau, een gebrek aan effectieve
prestatiecriteria,
onvoldoende beloning voor goede prestaties, wervingsprocedures die niet in
staat zijn om
voldoende getraind personeel aan te trekken, promotietrajecten die te veel gebaseerd zijn op
ancienniteit, nepotisme en patronage en te weinig op prestaties, trage promotietrajecten, een
gebrek aan stimulerende opdrachten en een suboptimale benutting van de expertise van
ambtenaren. Kortom, HRM is onvoldoende ontwikkeld om op effectieve
wijze
gekwalificeerde ambtenaren te werven, te motiveren en vast te houden
(zie paragraaf 4.2).

In het proefschrift wordt onderzocht hoe andere landen het management van hun ambtenaren
ter hand nemen. We maken een vergelijkende analyse van ontwikkelingslanden, ontwikkelde
landen en nieuwe industrielanden, waarbij gekozen is voor respectievelijk sub-Sahara Afrika
(SSA), Nederland en Singapore als modellen voor deze categorieen (zie Hoofdstuk 4).

I
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Bestudering van deze drie case studies brengt grote verschillen aan het licht voor wat betreft
de manier waarop landen of organisaties HR programmema's en beleid implementeren. Er is
geen algemene overeenstemming over de overheids wijze waarop HR programmema's in de
overheid zouden moeten worden geYmplementeerd. Desalniettemin, de aanwezigheid (of
afwezigheid) van enkele kritische factoren voor HRM beYnvloedt de effectiviteit van HRM in
een civil service (zie Hoofdstuk 4). In paragraaf 4.2 constateren we dat veel van de kritische
factoren voor HRM ontbreken of ontoereikend zijn in het gros van de SSA landen. Tevens
laten we zien dat de economische en politieke omgeving waarin het management van
ambtenaren in SSA landen heeft plaatsgevonden, niet heeft geresulteerd in een maximale
motivatie en prestatie van ambtenaren. Dit in tegenstelling tot de cases van Nederland en
Singapore, landen die geen serieuze economische en politieke problemen kenden. Deze waren
dan ook in staat om de overgrote meerderheid van de kritische factoren voor effectief
management van ambtenaren in stelling te brengen, met positieve gevolgen voor de motivatie
en prestaties van hun ambtenaren (zie paragraaf 4.3 en 4.4).
De bestudering van de HRM ervaringen van deze landen stelt ons in staat om beter inzicht te
verwerven in de wijze waarop HRM in andere landen in de praktijk wordt gebracht alsook in
de specifieke context waarin ambtenaren worden gemanaged. Een dergelijke exercitie helpt
bovendien om het belang te zien van omgevingsfactoren (zowel economische als politieke)

als een instrument dat het succes van HRM in het overheidsapparaat faciliteert danwel
frustreert. Met andere woorden, verschillen in externe variabelen kunnen een belemmering
dan wel een stimulans vormen voor de implementatie van beschikbare of geschikte HRM
praktijken in een gegeven organisatie of land.
Conceptueel kader en methode van onderzoek

Om de praktijk van HRM en de uitdagingen en toekomstperspectieven rondom HRM in de
een ontwikkelingsland, in ons geval Eritrea, te analyseren, hebben we een
conceptueel raamwerk ontwikkeld (zie Hoofdstuk 5). Dit conceptuele kader is gebaseerd op
de literatuur die de relatie tussen HRM en prestaties beziet -in het bijzonder de expectancy
theorie (zie Hoofdstuk 2)- en op de literatuur die de ervaringen van landen op HRM gebied
documenteert (zie Hoofdstuk 4). De gevolgde werkwijze bestaat uit het modificeren van
modellen die zijn getest en gevalideerd in het Westerse deel van de wereld. De reden hiervoor
is dat veel lessen die getrokken kunnen worden uit het management van ambtenaren in het
Westen waardevol zijn in de beantwoording van de vraag hoe HR- praktijken van invloed zijn
op HRM- uitkomsten en- prestaties. De modellen zijn gebruikt om de relevante variabelen te
identificeren voor het empirische onderzoek en deze variabelen zijn vervolgens aangepast aan
het doel van het onderzoek, dat wil zeggen aan de context van een ontwikkelingsland als
Eritrea. Het vertrekpunt is de expectancy theorie, die inzicht biedt in hoe HRM praktijken zich
verhouden tot HRM- uitkomsten en daarmee tot HRM- prestaties (zie Hoofdstuk 2 en 5).
Vervolgens hebben we het conceptuele model uitgebreid met [a] kritische factoren van HRM,
die we gebruikt hebben als een 'checklist' om HR praktijken te beoordelen en [b]
omgevingsfactoren, zoals economische en politieke variabelen. Enkele concepten van
publieke sector management en de ervaringen van andere landen op het gebied van HRM zijn
hierin opgenomen (zie Hoofdstuk 2 en 4).

civil service van
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De expectancy theorie veronderstelt dat aan drie elementen voldoen moet zijn, wil een
werknemer productief zijn: competentie, motivatie en helderheid voor wat betreft zijn/haar rol
in de organisatie. Gegeven de problematische situatie in de meeste ontwikkelingslanden,
Eritrea, met betrekking tot het vasthouden van professionals, voegen we in ons conceptueel
model het element van werknemersretentie ('employee retention') toe als een vierde HRMuitkomst die bepalend is voor prestaties. Dit is enerzijds omdat ontwikkelingslanden kampen
met een acuut gebrek aan gekwalificeerde en ervaren werknemers en anderzijds omdat er
sprake is van een sterke 'brain drain' van gekwalificeerde ambtenaren. Voor de particuliere
sector naar het buitenland.
Het ontwikkelde conceptuele raamwerk is een essentieel instrument voor het beoordelen van
HRM praktijken, uitdagingen en perspectieven in de Eritrese overheid. Het conceptuele kader
is waardevol in de zin dat het onze aandacht vestigt op verschillende aspecten die relevant zijn
voor het diagnosticeren en begrijpen van HRM praktijken, uitdagingen en perspectieven de
overheid. Tevens kan het model naar onze mening de ontbrekende elementen aan het licht
brengen die beleidsmakers en ambtenaren op senior niveau in ogenschouw moeten nemen,
indien zij een maximale inspanning van ambtenaren willen bereiken. Het stelt ons derhalve in
staat om de sterke en zwakke punten in de Eritrese overheid op het gebied van HRM te
identificeren.
In het proefschrift maken we gebruik van de case studie methode om gedetailleerde gegevens
te verzamelen over HRM- praktijken,- uitdagingen en- toekomstperspectieven in de overheid
van Eritrea. Om de percepties van respondenten omtrent bovengenoemde HRM- aspecten te
meten, hebben we bovendien een survey methode toegepast. De case studie en surveymethode
sluiten elkaar niet uit. Men kan bijvoorbeeld een case studie uitvoeren zonder survey, of een
survey houden complementair aan een case studie (Hakim, 1987; Dancey en Reidy, 1999). De
verzamelde gegevens uit enqu8tes en interviews zijn verwerkt en geanalyseerd met behulp
van het SPSS programmema (versie 11).
We hebben gekozen voor een vergelijking van de HRM praktijken van tien geselecteerde
ministeries met als doel om 'cross-case' patronen (cf. Yin, 1994) te achterhalen. Een
dergelijke analyse waarin cases met elkaar vergeleken worden, helpt ons om overeenkomsten
en verschillen binnen en tussen groepen op te sporen. Met andere woorden, het uitvoeren van
een 'cross-case' studie van de HRM praktijken van deze tien ministeries dient ter vaststelling
van de overeenkomsten en verschillen tussen de ministeries met betrekking tot de wijze
waarop hun ambtenaren worden gemanaged (geworven, getraind en benut). Het blijkt dat de
onderzochte ministeries op deze aspecten in het algemeen niet veel verschillen laten zien.

Empirische bevindingen en conclusies
De kritische analyse van de praktijk op het gebied van werving (Hoofdstuk 7), training
(Hoofdstuk 8) en benutting (Hoofdstuk 9) van HR laat duidelijk zien dat Eritrese overheids
organisaties voor uitdagingen en problemen van formaat staan. De omvang van deze
uitdagingen en problemen omtrent HRM wordt geillustreerd door het feit dat het niveau van
de kritische factoren voor de drie HRM subsystemen (werving, training en benutting) als

relatief laag wordt gekwalificeerd door de geYnterviewde respondenten en managers.
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De resultaten signaleren de ernst van de HRM-gerelateerde uitdagingen en problemen waar de
onderzochte ministeries voor staan. De bevindingen suggereren namelijk dat veel van de
kritische factoren voor een effectief management van HR in de Eritrese centrale overheid
ontoereikend zijn of simpelweg ontbreken. De meningen en zienswijzen van de respondenten
blijken over het algemeen gestaafd te worden in diepte-interviews met civil service managers
en 'gewone' ambtenaren (zie Hoofdstuk 7 - 9). Dit is grotendeels te verklaren uit het feit dat
de onderzochte Eritrese overheids organisaties een integraal onderdeel uitmaken van het
centrale ambtenarenapparaat van Eritrea en derhalve onder vergelijkbare omstandigheden
opereren. Kortom, we kunnen met enige stelligheid onze bevindingen generaliseren voor alle
17 Eritrese civil service organisaties.
Onze empirische resultaten laten zien dat de impact van de HR- praktijken op HRMuitkomsten in de Eritrese overheids organisaties grofweg overeenkomen met de voorspelde
impact (zie tabellen 10.2 - 10.4). Onze bevindingen verlenen hiermee steun aan de premisse
die aan de expectancy theorie ten grondslag ligt. De resultaten van het onderzoek bevestigen
in het bijzonder de idee in de expectancy theorie dat HRM- uitkomsten een bemiddelende
functie vervullen tussen HR- praktijken en HRM- prestaties op het niveau van de individuele
werknemer. Een belangrijk resultaat van het onderzoek is derhalve dat deze veronderstelling
van de expectancytheorie niet alleen in ontwikkelde maar ook in ontwikkelingslanden als
Eritrea opgeld doet. De implicaties kunnen desalniettemin verschillend zijn.
Een andere belangrijke bijdrage van het onderzoek is dat we additioneel bewijs leveren met
betrekking tot de relatie tussen HR- praktijken en prestaties. Bovendien relateren we de
bevindingen aan economische en politieke omgevingsfactoren. De studie past hiermee in een
groeiende stroom van literatuur die tracht de 'black box' te openen door te verklaren hoe,
wanneer en in welke mate HR- praktijken van invloed zijn op prestaties op werknemersniveau
(zie Hoofdstuk 10). Daarmee levert deze studie een bijdrage aan het onderzoek naar de
invloed van HRM op prestaties in het algemeen en op die overheidsorganisaties in
ontwikkelingslanden in het bijzonder.

proefschrift bevat beleidsimplicaties met betrekking tot de uitdaging waar
overheidsmanager voor staan, namelijk het effectiever en efficienter laten functioneren van
Eritrese ambtenaren. Gezien de geschiedenis van Eritrea, zal de totstandkoming van een
efficient en volledig functionerend ambtenarenapparaat naar onze mening tijd nodig hebben.
Echter, het moment lykt aangebroken om kritisch te kijken naar de HRM- factoren die de
gewenste voordelen hebben opgeleverd in landen die deze met succes geTmplementeerd
hebben. Het doen van de juiste dingen in een vroegtijdig stadium kan kostbare vergissingen
voorkomen. Dit suggereert dat de regering het wiel niet opnieuw hoeft uit te vinden; zij dient
slechts te leren van de ervaringen van andere landen. Dit bespaart tijd en kosten, mits Eritrea
deze lessen weet af te stemmen op haar eigen situatie.
Het

De drie case studies (SSA, Nederland en Singapore) impliceren dat er veel lessen getrokken
kunnen worden uit de succesvolle en minder succesvolle ervaringen van andere landen (zowel
ontwikkelde als ontwikkelingslanden). Het is noodzakelijk dat beleidsmakers en senior
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ambtenaren in ontwikkelingslanden de kwesties rondom integratie en afschaffing begrijpen.1

Zij moeten ontdekken wat in hun specifieke context bevorderlijk is voor de toepassing van
HRM en wat hiervoor juist een bedreiging vormt. Met andere woorden, specifieke lessen

dienen te worden geYdentificeerd, die vervolgens moeten worden overwogen. Er moet bezien
worden wat wel werkt en wat niet, hetgeen niet noodzakelijkerwijs een complete revisie van
de bestaande praktijk inhoudt. De drie case studies doen sterk vermoeden dat HRM
praktijken
in ontwikkelingslanden verbeterd zouden kunnen worden door een combinatie van integratie
en afschaffing in hun leerproces toe te passen (zie Hoofdstuk 4). Diverse onderzoekers zijn
van mening dat verschillende HRM praktijken zoals die zijn ontstaan in ontwikkelde landen
ook gebruikt kunnen worden in ontwikkelingslanden, mits afgestemd op de locale
omstandigheden.
De geYdentificeerde HRM uitdagingen (in termen van werving, training en benutting van HR)
waarmee Eritrese overheids organisaties geconfronteerd worden, kunnen in drie brede
categorieen worden ondergebracht: economische uitdagingen (moeilijkheid om voldoende
middelen voor HRM activiteiten vrij te maken), politieke uitdagingen (politisering van de
civil service en het bestuur), en het gebrek aan gekwal(Aceerde senior ambtenaren en HRM
experts (zie Hoofdstuk 11). Bovengenoemde uitdagingen kunnen ook gegroepeerd worden
naar drie alternatieve categorieein, te weten 1) een gebrek aan goed ontwikkelde HR
programmema's en beleid, 2) ineffectieve implementatie van HR programmema's en beleid,
en 3) ineffectieve monitoring en evaluatie van HR programmema's en beleid.

De eerdergenoemde HRM uitdagingen en problemen in de Eritrese civil service roepen de
volgende vraag op: Wat zijn de perspectieven voor HRM in ontwikketingslanden als Eritrea?
Men kan redelijkerwijs verdedigen dat de perspectieven voor effectief HRM voor een
belangrijk deel afhangen van de economische en politieke situatie in het land (vrede,
stabiliteit en goed bestuur). Met andere woorden, indien de economische en politieke
condities verbeteren, is er een grote kans op een succesvolle implementatie van HR praktijken
zal een positieve invloed hebben op HRM prestaties in de Eritrese overheidsdienst.

i

integmtie refereert aan de mate waarin een organisatie nieuwe HRM praktijken assimileert, terwijl afschaffing
verwijst naar de mate waarin een organisatie afstand doet van oude praktijken die het succes van HRM in de weg
staan.
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This thesis

HRM practices,

challenges and prospects in Developing
special
reference to Eritrean civil service. One of the
Countries (DCs) with a
assesses

major problems and challenges that civil services ofmost DCs encounter is
how to effectively attract, motivate and retain qualified human resources.
It argues that it is the personnel crisis in the civil service of DCs that has to
be addressed if meaningful improvements in service delivery are to be
realized. This thesis concludes that the
service

HRM prospects in the Eritrean civil

would be contingent mainly upon the

country's

economic and

political condition (peace and stability as well as good governance).

